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Foreword 
 

 

 

 

During the 21st century, the information and documentation systems have 

been the subject of a significant change in their way of providing services to users. 

The main reason was the development of information and communication 

technologies, as well as the change of user mentality; the latter desire fast and 

relevant information delivered via the available means: computer, telephone, other 

types of devices, increasingly more sophisticated and with more user friendly 

interfaces. In order to cope with the new requirements, on the one hand, the types 

of existing occupations in the field have diversified (from librarians and 

documentation specialists to information brokers, metadata managers, etc.), while 

on the other hand, the organizational charts of institutions holding and providing 

information have been changed. 

In conjunction with the democratization of access to information, these 

aspects have led to the initiation, support and financing of certain projects of wide 

European coverage by European and international institutions and authorities (the 

European Commission, UNESCO, BERD, etc.). An eloquent example is the 

“Europeana” project, a digital library whose content implied the contribution of all 

European countries. In this context, the library management must play an essential 

part in modernizing the institution and, moreover, must contribute to the 

development of the information society as a whole. The subject of this book, “The 

Contribution of Library Managers to the Information Society”, is particularly up to 

date and it encompasses the international trends and practices concerning library 

management.  

The study assesses library managers from three European Union countries, 

namely Finland, Romania and Sweden, as well as the manner in which such 

managers contribute to the consolidation of the ever changing information society. 

Furthermore, the subjects from the specialized literature analyzed by the 

author are presented in detail, with compared quotations, which result in a thorough 

study, of a high scientific and deontological nature. 
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One must also observe the fact that the author has dedicated a sub-chapter 

to change management within the library. The conclusions are relevant and 

properly argued. Thus, it is demonstrated that library managers must master 

various types of skills and abilities (or personality traits). Real life situations and 

various contexts show that library managers must cope with numerous challenges. 

The libraries in Finland, Romania and Sweden may be deemed to represent the 

maturity in the development of such institutions.  

The types of libraries selected for this study have been university or higher 

education libraries, but also public library systems (i.e. a main library with several 

branches), both from Finland, as well as from Romania and Sweden. 

For the purpose of her research, the author has prepared a questionnaire 

structured by sections, so as to fully cover the studied subject. 

The questionnaire resembles a semi-structured interview. The difference is 

that there has been no direct bidirectional communication between the researcher 

and the respondent. 

The drafting of the questionnaire, the collection and interpretation of data 

have represented a considerable effort from the author. The results are meritorious, 

and the professional implication certifies the author’s analysis and integration 

capacity. 

The assessments conducted are based on the SWOT methodology, which 

provides a certain rigor to the paper. The conclusions are pertinent, objective and 

correctly provided, which demonstrates the author’s ability to analyze, assess and 

resume the performed study. 

The study includes recommendations for future measures to be taken 

within the libraries. Such recommendations, based on a thorough and detailed 

analysis of the entire study carried out, shows that digital libraries have a potential 

for expansion and may be organized in entirely new ways. Shared leadership is 

worth considering in order to catch up to the fast digital transformation of the 

information society. 

The contribution of the study to knowledge is significant, as 68 library 

managers in Finland, Romania and Sweden (in 2016) have taken part in this 

qualitative survey as expert managers in the library field. The outcome indicates 

the role and context of operation for library managers. 

The author’s contributions are remarkable for the development of libraries 

and for the manager position within the information society. In addition, according 

to our knowledge, no comparative study has been performed to this day with regards 

to library systems in the countries selected for the assessment, given that the Nordic 

countries have implemented top information and documentation systems, even 

within the libraries. 

The results and knowledge obtained through this study aim to clarify 

certain aspects from the library leadership and management field. The results of the 
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study may be used to reflect on the position and tasks undertaken by the library 

management and may represent a guideline for the training of new library leaders. 

The author shows that even the skill development issues are important during the 

change periods, in order to proactively develop the skills of the entire staff 

according to requirements.  

The paper applies to librarians and library managers, researchers, and also 

to those who train specialists in the field, as well as to decision-makers tasked with 

the development of libraries and with the provision of access to information for 

every citizen. 

 

PhD. Prof. Eng. Doina Banciu 
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I. INTRODUCTION 
 
 
 

1.1. The aim of the thesis 
 

The aim of this thesis is to identify and discuss the salient features of the 

challenge of organizing libraries in the digital era. The way things are and the way 

we are used to having things are deeply rooted. Development in Information 

Technology (IT), a “force” in the true meaning of the word, changes many things. 

IT development is often called digitalization. The need for innovations is accen-

tuated also in order to find new solutions. This is important even for sustainable 

development. There are new challenges to face for leaders and managers, and even 

for the management of libraries. The leadership/management is, of course, 

responsible for considering and taking action for sustainable development (Bryson 

2016; Nolin 2010; Chowdury 2014; Michnik 2015).  

Sweden, a wealthy country, can be considered one of the leading countries 

in areas such as access to information. There are even some who claim that Sweden 

is a good country in which to test IT solutions because Swedes are keen to try new 

things. We could say that information technology gives rise to parallel timelines: 

some countries are ahead, while others lag behind. Sometimes the terms “the 

information-rich” and “the information-poor” are used to describe inequality in 

access to information in a global perspective.  

The terms the information-rich and information-poor have become an 

integrated part of information society discourses since the 1970s. Still, the 

techniques to measure the concepts are not fully developed (Yu et al. 2016). In the 

same article Yu et al. also stated that policy-makers tend to identify the 

information-rich and the information-poor as the socioeconomically poor and 

socioeconomically rich. This kind of clustering can be criticized for not giving 

adequate clarification. The authors propose the new concept of “an individual’s 

information world” to describe individuals in the information society. In this thesis 

the focus is on library managers whose role and function is closely connected to the 

contribution of their leadership and management for “the information world for the 

individuals.” Globalization is a transforming force. Integration is another force in 

European countries.  
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In an earlier paper the author of this thesis discussed the possible future 

merging of IT and libraries (Mäntykangas 1999, p. 168), and had the following 

concluding reflections: 

“Several conceptions of libraries co-exist at the same time. Sometimes 

‘library’ is understood as referring to a real, physical phenomenon. Sometimes it is 

understood as a metaphor for the various core activities of the traditional library. 

There is a lowest conceivable definition of ‘library,’ but there is currently 

no upper limit to the definition of ‘library.’ 

Libraries are becoming increasingly transparent in the digital age.” 

Anttiroiko and Savolainen (2001) discussed similar kind of questions 

during the same time period, reflecting on globalization and the changing role of 

the public library in the information society in Finland. They reflected also on the 

emerging terms “digital library”, “electronic library” and “network library,” 

ultimately preferring the term “virtual library” because it also included aspects of 

experience. Also, Banciu and Albu (2003), and Banciu and Donciulescu (2003) 

discussed e-books and e-learning at universities in Romania. The concepts were 

developed by information scientists but the general breakthrough of digital 

products had not generally taken place. 

Today, 2017, the term “digital library”, referring to libraries accessible by 

means of computers, has become established. The digital content may be locally 

held or accessed remotely via computer networks. In libraries, the process of 

digitization began with cataloging, proceeded to periodical indexes and abstracting 

services, then to periodicals and large reference works, and finally to book 

publishing. An illustrative updated definition of a digital library is applied by 

Banciu et al. (2012): “an organization, which might be virtual, that compre-

hensively collects, manages and preserves for the long term rich digital content, 

and offers to its user communities specialized functionality on that content, of 

measurable quality and according to codified policies.”  

Almost twenty years have passed since the papers expressing the above 

early reflections were published. In a person’s life that is a long time but in a 

historical perspective it is merely a moment. If we accept the idea of transformation 

from physical libraries to digital libraries, then even library management and 

libraries’ relationships with their patrons are undergoing transformation. New 

business models are emerging, too. An actual illustration of new emerging models 

for libraries was described by professor Banciu (2015) when presenting a model for 

the national digital library of Romania called the Never-ending Library. This 

recalls the early reflection that there is no upper limit for the definition of libraries 

(Mäntykangas 1999). Confrontation with this transformation can be challenging, of 

course, but confrontation is often negatively loaded. Thus, the method is not to 

confront the idea of existing, traditional libraries, but rather to investigate and to 

attempt to identify some salient features in the ongoing flow of events in the digital 

era. This thesis is not after “Truth” but rather after potential truths or several truths. 

http://www.abc-clio.com/ODLIS/odlis_d.aspx#digitization
http://www.abc-clio.com/ODLIS/odlis_c.aspx#catalog
http://www.abc-clio.com/ODLIS/odlis_p.aspx#periodicalindex
http://www.abc-clio.com/ODLIS/odlis_a.aspx#abstractingservice
http://www.abc-clio.com/ODLIS/odlis_a.aspx#abstractingservice
http://www.abc-clio.com/ODLIS/odlis_p.aspx#periodical
http://www.abc-clio.com/ODLIS/odlis_r.aspx#refbook
http://www.abc-clio.com/ODLIS/odlis_b.aspx#book
http://www.abc-clio.com/ODLIS/odlis_p.aspx#publishing
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1.2. Environmental scanning for the thesis 
 

Simeon Ananou, Vice President of IT services and CIO of the State 

University of New York at Albany, envisioned partnerships between libraries and 

IT to form an “information commons”, i.e., to transform university libraries in the 

digital age (Walker 2017). Ananou’s imperative is that libraries must evolve from 

“book warehouses” - largely passive repositories of physical objects - to an 

“information commons”, the locus for an array of digital services that can be 

accessed anytime, anywhere and on any device by students, faculty, researchers, 

and other stakeholders (Walker 2017). 

The vision is astonishing in the sense that it seems not to be a vision for the 

future but rather a statement of the current situation. Libraries are already taking an 

active part - in Finland, Romania and Sweden - in the development of surrounding 

societies, for instance, in national digital strategies, or, even more widely, in 

creating European digital collections (e.g., www.europeana.eu).  

Some recognized themes in the digital transformation process in Sweden 

are: 

Wider gap between insiders and outsiders  

Development of big platforms (Web, Apple with iOS, Google with Android, 

among others) 

Trust mechanisms that have been developed for digital economic tran-

sactions, both for material things and immaterial things, like services 

Increased use of smartphones and surfing platforms 

The challenge here is to keep the components that contribute to stability 

without inhibiting growth and innovation for sustainable development. Also, 

maintaining vital leadership and motivated co-workers is important in changing 

times (e.g., in Blix 2015). 

Further trends of relevance are identified as: 

Customization (meaning to modify or build according to individual or 

personal specifications or preference). 

Big Data (a term for data sets which are so large or complex that trade-

tional data processing application software is inadequate to deal with them)/ 

Filtering (program or device that blocks email or restricts website access when 

specific criteria are met). 

Co-creation (Co-creation is a management initiative, or a form of eco-

nomic strategy, that brings different parties together, for instance, a company and a 

group of customers, in order to jointly produce a mutually valued outcome). 

Sharing economy (Sharing economy is an umbrella term with a range of 

meanings, often used to describe economic and social activity involving online 

transactions). 

IoT – Internet of Things (the inter-networking of physical devices, vehicles 

(also referred to as “connected devices” and “smart devices”), buildings, and other 

https://en.wikipedia.org/wiki/Data_set
https://en.wikipedia.org/wiki/Data_processing
https://en.wikipedia.org/wiki/Application_software
https://en.wikipedia.org/wiki/Economic_policy
https://en.wikipedia.org/wiki/Economic_policy
https://en.wikipedia.org/wiki/Internetworking
https://en.wikipedia.org/wiki/Smart_device
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items - embedded with electronics, software, sensors, actuators, and network 

connectivity that enable these objects to collect and exchange data) 

 

Integration, both people and technology  

       (e.g., in Blix 2015) 

Digital platforms make it possible to match demands on things and services 

and deliver them at a lower cost. Automatization and robotics affect the demand for 

manual working and workers. Working life is in flux, too, utilizing an emerging 

complementary relationship between machines and people (e.g., Blix 2015). 

It is also claimed that the motivation to own things, the ownership, is in 

change, and the idea of sharing is growing stronger. Digital reputation is becoming 

more and more important. To create a good digital reputation, a combination of 

business sense and technology is needed. Confidence in communication has to be 

created even in digital environments. Similarly, the confidence to engage in 

financial digital transactions is an important factor in speeding up the information 

society. One illustration is the environmental scanning done above in the Swedish 

context: it involves technology and connections outside the borders of a country 

and outside the limits of a mindset.  

 

1.3. Importance of research in leadership/management  
 

The role and actions of library leadership/management are important in 

times of change and need further research (Mullins and Linehan 2006a; Hernon 

and Pors 2013; Le 2015; Marcum 2016; Madge 2017). Le (2015) studied academic 

library leadership in the digital age in the United States, focusing on the challenges 

library leaders have. Also Le (2015) underlined that research in this area is rather 

limited.  

Bryson (2016) referred to the need for managing for the future and survival 

because the map of information activities is changing. She claimed that those that 

really transform organizations incite a passion in others, build an organizational 

capability to view adversity as a challenge, and look for new opportunities in fast-

changing environments. The library managers’ responsibility is to adapt and to be 

able to navigate and manage wisely in the changing environment, using the 

resources that build the capital for the organization.  

Bryson (2016, p. 262-264) listed different forms of capital that libraries 

“possess” regardless whether they are public or private:  

built capital (including, for instance, information and communication 

technology, infrastructure, buildings),  

client capital (the value from sustained relationships with clients),  

financial capital (managing the growth, investment and financial value),  

human capital (contributions made that enhance organizational effecti-

veness, efficiency and/or competency and uniqueness, exhibited in firm-specific, 

https://en.wikipedia.org/wiki/Embedded_system
https://en.wikipedia.org/wiki/Electronics
https://en.wikipedia.org/wiki/Software
https://en.wikipedia.org/wiki/Sensor
https://en.wikipedia.org/wiki/Actuator
https://en.wikipedia.org/wiki/Internet_access
https://en.wikipedia.org/wiki/Internet_access
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tacit knowledge or expertise, according to McCallum and O’Connell 2009 in 

Bryson 2016),  

intellectual capital (knowledge, intelligence, ideas, unique processes and 

intellectual assets),  

natural capital (for instance, water, ecosystems),  

 

and  

social capital (goodwill, trust, the ability to build good relationships).  

Hillenbrand (2005b) explained the history of social capital as “the social 

dimension matters” and drew the conclusion that “the community, governing 

bodies and academics alike are quite unaware of the public library’s role in 

contributing to social capital”. The author pointed out the importance of librarians 

in ensuring that people know about their work. Social capital was mentioned by 

Schlak (2015) in connection with academic libraries. In the article, Schlak quoted 

Baker (2000) who explained why capital gives possibilities: “It enables to create 

value, get things done, achieve our goals, fulfill our missions in life, and make our 

contributions to the world”.  

Libraries handle capital and play a role in the information society. Library 

leadership is still an area, though, that is lacking studies and, thereby, knowledge 

(Hernon and Pors 2013, p. 20): “Only a few studies compare library leaders and 

directors in different countries”. The question whether leaders and managers have 

different positions is often mentioned in literature on leadership. Mullins and 

Linehan (2006b) studied whether public libraries are led or managed by asking 

thirty top-level public librarians from Ireland, Britain and the east coast of the 

United States. The results of Mullins and Linehan’s study indicated an ignorance of 

any distinction between leadership and management. According to the study, 

eighty per cent of respondents had a tendency to confuse leadership with headship, 

management, administration, or bureaucracy, or a combination of these. The 

leadership in the classical sense of the word seemed to have a poor stand in the 

studied countries. Mullins and Linehan (2006b) concluded in their study that many 

public leaders have their focus on management and administration, and not on 

leadership.  

 

Hernon and Pors (2013, p. 21) stated 

 

“Some managers have formal positions as leaders, but many managers 

have more operational responsibilities such as head of department or team; and it 

would be beneficial if they were able to place their work in a broader context. In 

general, they are the people who are responsible for implementing the changes that 

often follow leadership initiatives.” 

The statement of Hernon and Pors complicates the conclusions of Mullins 

and Linehan (2006b). Fitsimmons (2007) argued also that the difference between 

management and leadership is an artificial dichotomy because library admi-
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nistrators at any level must be both a leader and a manager. His perspective was the 

small academic library’s perspective. The situation is not either-or, rather it could 

be both-and. The ongoing shift from print media to electronic media has effects on 

libraries—whose core services are still, in the popular imagination, to a large extent 

a matter of passing on knowledge via paper. The situation is nebulous—with 

multiple actors, various interests, and financial forces are but a few of the factors 

influencing library development in different countries and different operations. 

This means that real-life situations are complex and challenging to manage. The 

ongoing process mentioned above is transformation, i.e., change. Leadership is 

central to how successfully libraries adapt to and anticipate change (Bryson 2016; 

Mullins and Linehan 2006a).  

In real-life situations there are variations in leadership and management 

that more or less overlap each other. The finding of the study by Mullins and 

Linehan (2006b) that top-level librarians did not show interest in any distinction 

between leadership and management can also be understood differently. Depending 

on the type or/and size of the organization, the manager is also a leader on some 

level. The roles and functions are not necessarily easy to separate. There is a need 

to explore the library leaders’ and managers’ own understanding more deeply and 

perhaps reinterpret the findings that were made by Mullins and Linehan (2006b). 

As mentioned, the speed of technological change is fast. The situation of library 

leaders and managers is complicated when it comes to the challenges that are 

emerging and have already emerged. Banciu (2011) drafted a functional scheme of 

the service platform for libraries as a suggestion to emerging needs of 

modernization of libraries in the digital era in Romania. Digitalization needs 

leadership and management in order to steer the operations into the future.  

Management and leadership are an aspect not often associated with 

libraries. Instead libraries are frequently associated with silent reading rooms and 

temples of knowledge. Libraries could be said to be undergoing a crisis of identity, 

as certain forces could also drive libraries toward becoming IT palaces to 

demonstrate new technology (de Saéz 2002). The aspect of an identity crisis can be 

found on different levels, as was expressed by modern librarians in a blog (Federer 

2016, 19th April 2016): Who Am I? The Identity Crisis of the Librarian/ 

Informationist/Data Scientist. Similar reflections were expressed by Hillenbrand 

over ten years ago (2005a) in her article Librarianship in the 21st century—crisis 

or transformation?  

If we consider today’s libraries, we will find libraries organized either in a 

traditional way or empty of personnel but filled with books and digital support for 

the patrons. We will also find libraries functioning as parts of larger cultural 

centers filled with all kinds of activities not only serving to inspire people to read. 

This process has one common feature: the things being developed begin with an e- 

as demarcation: e-books, e-library, e-governance, e-government, and e-citizens, to 

name some examples. Banciu (2009a,b) introduced an even wider concept, the 

concept of e-Romania, designed to inform citizens. 

http://www.librarianinthecity.com/2016/04/who-am-i-the-identity-crisis-of-the-librarianinformationistdata-scientist/
http://www.librarianinthecity.com/2016/04/who-am-i-the-identity-crisis-of-the-librarianinformationistdata-scientist/
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The process of transformation implies a more reforming force with 

multidimensional effects than in digital transition. Rowlands et al. (2008) seem to 

have understood transition in relation to libraries more as a process of conducting 

information from one storage medium to another storage medium as the primary 

phase of change focusing on the contents:  

“What is the digital transition and how does it affect libraries? Enormous 

changes are taking place in the information landscape that are transforming 

teaching and learning, scholarly communication and the role of ‘traditional’ 

research library services. Many of these changes have been brought about by 

technology and the explosion of electronic ‘content’ made possible by electronic 

publishing, mass digitization projects, and the Internet. [---] And, for the first time, 

so are the choices: library users have rapidly become information consumers who 

can switch instantly between commercial search engines, social networking sites, 

wikis, bookmarked resources and electronic services provided by their library to 

satisfy their information needs.” 

Further examples that influence the future of libraries are changed 

transaction costs for many services, shared platforms, options for publishing your 

own books, and using Google as a tool for searching for information on the Web 

(so called “googling”). The “Google generation” is used as an accurate description 

of the new or future users of library services. The “Google generation” refers 

(Frand 2000 in Rowlands et al. 2008) to “a generation of young people, born after 

1993, growing up in a world dominated by the Internet”. In the study (Rowlands et 

al. 2008) about the Google generation the following conclusions were made: 

“The study shows that much of the impact of ICTs [Information and 

Communication Technologies] on the young has been overestimated. The study 

claims that although young people demonstrate an apparent ease and familiarity 

with computers, they rely heavily on search engines, view rather than read and do 

not possess the critical and analytical skills to assess the information that they find 

on the web.” 

Rowlands et al. (2008) seem to use “transition” and “transforming” to 

describe change in general. For libraries the primary phase in the digital 

transformation process can be understood as transition: conducting information 

from one storage medium to another. The difference between transition and 

transformation can have consequences for choosing leadership strategies. It is 

important to understand the term transition as the primary phase or basic condition 

for digital transformation (requiring leadership strategies).  

Let us ponder further that the findings of Rowlands et al. (2008) will 

persist over time (the study was conducted in 2008). If so, the consequences will be 

challenging for the information society if new or future generations lack critical 

skills and deeper reading skills. An actual example of possible consequences of this 

is the spreading of so-called fake news and the current debate in the media about 

fake news (Nilsson 2017). A similar phenomenon is the recent new term “fact-

resistant humans” in political debate (Engelmark 2016). 
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1.4. Framing the aim of the thesis, research questions and 

                   expected usefulness 
 

This thesis is about library managers in three European Union countries, 

namely, Finland, Romania and Sweden, and how they contribute to the information 

society in the changing digital era. My thesis will increase our knowledge and 

contribute to our understanding about library management in general.  

Recently, the patterns of perceived public library outcomes in five 

countries were studied by Vakkari et al. (2016). The countries were Finland, 

Norway, the Netherlands, South Korea and the US. The selected countries were 

assumed by the authors to be culturally very different. The perspective was that of 

library users, not library managers, but the users are naturally at the center of 

library activities. The results were analyzed by using demographic variables and 

library usage variables. The study is interesting because it stressed the benefits for 

the users. The benefits are the “profit” of libraries. The comparison showed that the 

level of perceived benefits in almost all areas was significantly higher in Finland, 

likely due to the better supply of library services (Vakkari et al. 2016). In their 

conclusions the authors stated that the public library as an institution is “framed” in 

politics, legislation and policy narrative. They mentioned that a statistical 

comparison of the countries was not feasible. It is important to take a closer look at 

the societal frames of libraries in the information society to obtain additional 

knowledge about libraries and where they are heading.  

Madge (2013, 2016, 2017) studied academic libraries in Romania in 

several articles. The topic was not leadership itself but the libraries seen through 

the library managers’ eyes in relation to knowledge management and the concept 

of learning organizations. Both of these are modern management issues. Madge 

followed the situation over some years and came to the conclusion that “during the 

past decades, academic libraries experimented with new managerial styles, 

processes, organization and functioning models to try to keep a stable course 

between continuity and change” (Madge 2017). 

Moran et al. (2013, p. 38-39) in their description of the evolution of 

management thinking in libraries stated that “libraries often adopted particular 

managerial approaches later than the for-profit world did, but eventually tried 

almost every managerial approach introduced into the corporate sector”. Today’s 

libraries are open systems and interact with the environment, which Madge (2017) 

confirmed after studying the academic libraries.  

The main focus of this study, too, is library leaders and managers, and 

especially leaders themselves and how they interpret their position in the 

information society and in their organizations based on their knowledge and 

understanding. Consequently, the library leaders are called library managers (in 

leading positions), covering both leadership and management.  
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Furthermore, questions like “What are the challenges and what are the 

opportunities that affect libraries in transformation, and how they will affect library 

organization?” are addressed. The manager of the future library will need different 

types of capabilities—and perhaps even different types of staff. But how does the 

situation actually look from the point of view of library managers? 

Hernon and Pors (2013, p. 202) categorized a number of issues about 

which further knowledge is needed. They are: accountability and assessment, 

crisis management, ethical issues and values, financial management and 

leadership, interaction with stakeholders, operating in the political environment, 

planning for leadership, development of service and staff. These issues are, of 

course, the cornerstones of executive roles and management thinking. When 

aiming to obtain knowledge about library managers and their understanding of 

their mission in the information society, several research questions are 

necessary to catch the knowledge that may be gained in flows of events and 

circumstances. 

The building blocks used for this study are the mission of libraries in 

the information society, library managers’ description of the mission in the 

organization they manage, the so-called SWOT analysis conducted on the 

library managers with supplemental questions, metaphor/image/feeling that 

described the organizations and, finally, background facts in general. The particular 

questions to approach the library managers’ contribution are: 

  What is the library’s mission in the information society? 

  What is the library’s most important function? 

  What is the library’s most difficult function? 

  How has the information society favorably affected the library’s role and 

development? 

  How has the information society adversely affected the library’s role and 

development? 

  What are the requirements of the job?  

  What are the duties/responsibilities involved in the position of a library 

manager? 

  What duties or areas of responsibility are considered as key priorities? 

Why? 

  Which of the duties or areas of responsibility would the library manager 

choose to focus on, to enable an even better job as library manager? 

  In the library manager’s view, based on the experience, what external 

opportunities,  what external threats, internal strengths and internal weaknesses 

exist? 

  How do library managers access funding for the operations? 

  Who in the library manager’s operations is responsible for the work 

environment? 

  Who hires staff? 
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 How would the library manager describe his or her ability to act 

decisively?  

  What is the most important thing that needs to be changed? 

  What projects are currently under way? 

  The library manager was asked to select the three of the following roles 

that best describes him or her. If there are no matches, he or she was asked to state 

what he or she thinks are the roles: a representative, a spokesperson, a negotiator, a 

coach/motivation professional, a team-builder, a team player, a technically minded 

problem-solver, a entrepreneur, a strategist or something else. 

  How would the library manager characterize his or her own organization, 

using a metaphor, image or feeling? 

  Finally the respondents were asked to describe themselves: gender, age, 

 education/background, number of years as manager, number of 

subordinates, part of a  management group or groups, and if so what is/are 

 the group(s), public or private educational institution, country, and finally: 

What drives him or her to be, or to seek tobecome, a leader/manager? 

 

The research questions of this study can be summarized following.  

 

How do library managers describe their mission in the information 

society, within as a framework one of the three European countries Finland, 

Romania and Sweden?  

 

What kind of “truths” can be extracted from their lived experience?  

 

What kind of similarities or differences can be seen, if any?  

 

In order to ensure a “crossover” perspective, library managers for the study 

were chosen in three countries, namely, Finland, Sweden and Romania, and in 

different types of libraries. The selection of these three countries derives from the 

author’s experiences. Some pragmatic aspects are based on the author’s own 

experience in Finland and Sweden. Finland and Sweden are so-called small nations 

within the European Union, both representatives of the category of Nordic 

countries. Romania is a country in the European Union that is in the midst of a 

transition to a new economy. Finland and Sweden became members in the 

European Union in 199, Romania in 2007. Transparency, good governance and 

freedom from corruption are common goals for libraries globally and for these 

three countries (IFLA, International Federation of Library Associations 2017). 

Digital transformation is going on in all three of these countries, too. Also, each of 

these countries has a system of libraries. The countries do differ, of course, in 

many ways. But there are also similarities on the level of social structure in Finland 

and Sweden. One question that merits study is how leaders in countries that do 

not have similar histories, as do Sweden and Finland, approach the digital 
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transformation that unites the information societies—that is, the library concept 

as a core concept and the growing number of digital natives, i.e., the Google 

generation. It would be equally interesting study how library managers 

approach issues about libraries in the information society. The assumption is 

that they differ on some issues—but what might those issues be? 

The result of this thesis will make the library managers’ contribution to the 

information society visible in a crossover study, namely, how the managers 

perceive and conceptualize the challenges and the opportunities in the three 

countries. The thesis will clarify the need to educate future managers of libraries 

and to develop the competence of acting personnel. One strong trend we see in 

today’s libraries is e-books, for example. What are the challenges and the 

opportunities that will affect libraries in times of change and in the future, and how 

will they affect library organization are questions that arise again and again.  

The results and knowledge gained through this study will illuminate 

elements of library leadership and management as seen through the library 

managers’ information worlds. The results can be used to generally reflect on the 

function and tasks of library management and to educate new and future leaders of 

existing or future libraries. In times of change even the questions of competence 

development are important in order to proactively expand the competence of all 

staff in line with this development. 
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II. THEORETICAL FRAMEWORK 
 

 

 

 

2.1. The information society undergoing continuous change 
 

The information society is an often-used concept and it is defined in many 

ways (e.g., Dukic, Dukic and Medaric 2010; Webster 2014; Wikipedia 29 March 

2017). Shuler (2007), Britz (2008) and Nayar (2007) used the concept of the 

“global information society,” which connotes the idea of something connecting the 

whole world that is not related to a single society. It can be understood as a result 

of interconnected systems and networks. Thus, the common understanding of the 

“information society” is a highly developed society that is dependent on infor-

mation-based intangible resources, information-intensive services and information-

oriented public service.  

Of course, there are and have also been critical views of this common 

concept. Almost twenty years ago, Garnham (2000) argued that the information 

society as a theory has failed because it is internally incoherent and there is no 

evidence that supports it. The information and knowledge society was, according to 

him, more a vision of the economic and social future. Garnham (2000), who related 

his discussion to university and education, claimed that the popularity of the term 

can be understood ideologically. He claimed: “It [the information society] operates 

not as a useful concept for theoretical analysis but as an ideology.” One of his 

arguments was that if the economy is dominated by information production and 

transfer, the relationship between labor and value will be broken down (Garnham 

2000). Garnham (2000) concluded that what is happening is “not a shift to a new 

type of economy but a development of a very old struggle, between … the plough, 

the book and the sword…” According to him, the information society is a mantra 

that has no objective correlation in the real world but only distracts from the real 

questions.  

Degele (1997), on the other hand, redefined the information society as 

“processes of automatization of knowledge”; in other words, it is informatization 

and computerization. According to her, processes consist of both information and 

computers. Degele (1997) claimed that what is changing is not knowledge itself but 

the “social requirement of professional skills and qualifications.” 
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Knowledge is also in focus when Degele (1997) asked what kind of 

knowledge people need in a world full of computers. She claimed that it is easy to 

forget the base, namely information and communication technology. Degele 

(1997)—differing from Garnham (2000)—wanted to see the stable, immobile and 

structural term “information society” as automatization processes and, more pre-

cisely, the automatization of knowledge. Computerization refers to being depen-

dent upon electronic devices in order to quickly store data and manipulate data in 

order to extract information (Degele 1997). “Access to knowledge, as well as the 

impact of knowledge embodied in technological artifacts, are key drivers in present 

social change” (Degele 1997).  

Degele (1997) argued further that professional competence in the infor-

mation society is divided into three parts: subject-specific knowledge, computer 

literacy and meta-competence combining individual and social skills. Meta-com-

petence, according to Degele, is about the ability to tolerate ambiguousness and not 

loose orientation in the information surplus. It is about willingness to think in ways 

one is not used to, for instance, in cross-disciplinary projects. This knowledge is 

formed in relation to media competence and subject-specific knowledge in the 

information society.  

Degele’s understanding of the information society is relevant for our 

understanding of the use of the concept in this thesis. Garnham (2000) identified 

the presence of the ideology even as a latent stream.  

 

The structure of the framework of this thesis is illustrated below in Figure 1. 

 

INFORMATION SOCIETY 

Environmental scanning 

Theories of relevance for library management 

 

Framing the empirical study theoretically 

 

EMPIRICAL STUDY 

 

Library managers 

 

Finland                     Romania Sweden 

 

Results and Interpretation 

 

CONCLUSIONS AND DISCUSSION 

Figure 1. The structure of the present thesis. 

The adjectives “local”, “global” and even “international” need to be 

discussed here. Many times global and international are used as synonyms. Even 
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the adjective “global” is used to reflect or characterize both local and global 

considerations.  

Hernon (2013, p 29) used the perspective of global (library) leadership, 

meaning “the capacity to function across national cultures.” The capacity can be 

needed when, say, a university opens or runs campuses in other countries, and 

when library managers can be leaders on both the main and satellite campuses. 

There are international organizations like the International Federation of Libraries 

(IFLA) that pursue global questions of relevance to all of the libraries in the world 

and bring “global dimensions” to the leadership positions, too (www.ifla.org). 

Hernon (2013, p. 29) claimed that “global leadership includes information policy 

and the ability to influence government and other policies.” What kind of capa-

bilities are concerned and why they are needed is a follow-up question that 

logically arises.  

Localization is understood here as fitting into the context of the above 

illustration. In a wider sense localization is defined as being also a part of the 

globalization process involving internationalization. In Wikipedia there is a 

description of globalization, internationalization and localization from the 

perspective of Localization Industry Standards Association (LISA)1: 

“To globalise is to plan the design and development methods for a product 

in advance, keeping in mind a multicultural audience, in order to avoid increased 

costs and quality problems, save time, and smooth the localizing effort for each 

region or country. Localization is an integral part of the overall process called glo-

balization. 

There are two primary technical processes that comprise globalization: 

internationalization and localization. 

The first phase, internationalization, encompasses the planning and 

preparation stages for a product that is built by design to support global markets. 

This process removes all cultural assumptions, and any country- or language-

specific content is stored so that it can be easily adapted. If this content is not 

separated during this phase, it must be fixed during localization, adding time and 

expense to the project. In extreme cases, products that were not internationalized 

may not be localizable. 

The second phase, localization, refers to the actual adaptation of the 

product for a specific market. The localization phase involves, among other things, 

the four issues LISA describes as linguistic, physical, business and cultural, and 

technical issues.” 

(https://en.wikipedia.org/wiki/Language_localisation#cite_note-lisa-whatis-) 

                                                           
1 A Swiss-based trade body concerning the translation of computer software (and 

associated materials) into multiple natural languages, which existed from 1990 to February 
2011. It counted among its members most of the large information technology companies 
of the period, including Adobe, Cisco, Hewlett-Packard, IBM, McAfee, Nokia, Novell and 
Xerox.  

https://en.wikipedia.org/wiki/Switzerland
https://en.wikipedia.org/wiki/Trade_association
https://en.wikipedia.org/wiki/Natural_languages
https://en.wikipedia.org/wiki/Information_technology
https://en.wikipedia.org/wiki/Adobe_Systems
https://en.wikipedia.org/wiki/Cisco_Systems
https://en.wikipedia.org/wiki/Hewlett-Packard
https://en.wikipedia.org/wiki/IBM
https://en.wikipedia.org/wiki/McAfee
https://en.wikipedia.org/wiki/Nokia
https://en.wikipedia.org/wiki/Novell
https://en.wikipedia.org/wiki/Xerox
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When applying the above descriptions, I use the term localization to refer 

to the library managers’ actual adaptation to the context in which they manage. 

Internalization is implied in integration of European countries to the European 

Union, while the strategy differs. Simply expressed, integration refers to the act of 

bringing together smaller components into a single system that functions as one, 

but without taking away the “identity” of each component. As a matter of fact, 

internalization is in the very essence of the libraries because the authors and writers 

who are selected in libraries’ collections are from all over the world. The 

nationality of an author or a publisher is not the main criterion for selection or 

exclusion, but rather the quality and accuracy of the content.  

The process of internationalization is integrated in the theoretical frame-

work instead, which forms the framework for the interpretation of the results of the 

present study. The theories employed are international in the sense that they ignore 

cultural details. 

The strategy-related concepts that were used by the Localization Industry 

Standards Association aimed to bring products and IT-solutions to the markets 

worldwide. In this example the IT solutions were translations of software. 

Members in this organization were large information companies during that period 

(1990-2011). The concept of “market” (and thereby market forces) is not 

commonly used in connection with libraries in general. “Markets” can be identified 

in terms of people with similar kinds of needs (needs for information, for cultural 

experiences, for education and for recreation, for instance). When market forces 

(and the profit) are there), the strategy formulation is aimed at objectives and goals 

with a sense of direction. Globalization is about economic interests, too. The 

question of profit is not clearly definable or measurable for libraries. That is why 

the description above is also used to clarify the processes called globalization and 

localization in this thesis.  

The term localization refers to an adaptation to local conditions. My 

application of the use of the term localization is the library managers’ acting within 

the framework of their organizations. Localization involves issues related to acting 

library managers’ role and views on information society and its impacts, their 

mission and their various challenges as perceived from the point of their local 

contexts. The concept of localization is not new (for instance, Isard 1956). From 

the start, the theory was intended to explain the position of activities and determine 

whether the geographical circumstances were suitable for developing enterprises. 

In light of modern trends in management it is interesting to reflect upon delo-

calization. Røvik (2008, p. 223-224) used the concept “decontextualization” in a 

similar sense. He claimed that decontextualization is about translation (sic!) pro-

cesses in which trials are made to pick the praxis or an idea from the context and 

reform it. He separated contextualization and decontextualization and compared the 

relationship between them with translating from a source text to a target text. The 
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tactics of delocalization in this thesis reminds of Røvik’s concept of decon-

textualisation.  

Pors and Hernon (2013, p. 111-113) mentioned globalization as an external 

driving force for libraries, claiming that the “countries outside Western Europe and 

United States will be able to produce technology, services, and goods at a lower 

price and probably also of at least an equal quality”. It is important to understand 

the preparedness for the (global) information society and whether it aligns with the 

library managers’ experiences in local contexts. Library managers operate in 

different kinds of organizations: for instance, in small, middle-sized, and large 

libraries, in different types of libraries, and in at least partly diverging legal 

systems, demographic variables and so on.  

The information society as a framework is not stable, as discussed above. 

ICT development is rapid. It also brings the consequence that the managers act in a 

changing context. Consequently, the framework needs to be rearranged in order to 

adapt to changes, and even in order to be proactive. Often this skill is called 

business sense or the ability to foresee things happening by doing environmental 

scanning and combining phenomena from different sources. This can bring 

innovations and innovativeness to organizations. Bolman and Deal (2013, p. 13) 

described the importance of framing and reframing organizations. They referred to 

the process of change as “frame breaking,” the framing being compared with a 

map, as being both a window and a tool for navigation.  

There is a need for a navigational map of information in the information 

society, or the global information society, and in the flows of information as well. 

The following is a map for navigating the information landscape. 

 

2.2. Information mapping in the information sphere  

 

Undoubtedly, the information society is based on information. Information 

is in itself an abstract concept that is concretized in databases, systems, books, facts 

and other forms. Floridi (2010, p. 4) claimed that welfare and progress have 

recently become dependent on how effectively and successfully the so-called 

information cycle is managed. Pasek (2015) described the information cycle as a 

frame presented below. 

The map is a tool for management to navigate in the information society. 

Different stakeholders that have interest in the information cycle map are: authors, 

publishers, retailers, consumers, organizations, and governments. In the center is 

information that is used, accessed, distributed, produced and created, and again 

used, accessed, distributed and so on, in a cycle. 

At the bottom of the cycle are economics affecting and relating to different 

areas of information policy issues. Economic forces are included in the map to 

guide comprehension.  
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Figure 2. Information policy issues in relation to the information cycle. 

Source: Pasek 2015. 
 

 

2.3. Driving forces  
 

The theory of driving forces was developed in a strategy context with a 

focus on competitive forces in the market. Porter (1979, 1980) created a five forces 

model involving surrounding forces called the Threat of New entrants, the 

Bargaining Power of Suppliers, the Bargaining Power of Buyers, the Threat of 

Substitute and Rivalry Among Existing Competitors. This model often serves as a 

base for discussing surrounding environments. 
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The five forces model was created for companies thinking about and looking 

for profit and survival. With public institutions, however, the concept of profit is not 

clear, or it is of a softer, different nature. The five forces model is still helpful for 

structuring and analyzing situations. Porter (1979) had the idea of competition as a 

basis. However, the forces behind a change can also be of another kind.  

The competition is about shifting balance between competing actors. There 

is in that sense no ideal status of balance and stability because that would imply 

stagnation (Törnqvist 2017). Instability and crisis (threat of a competitor on the 

market, for instance) are driving forces behind development and renewal 

(Törnqvist 2017). This resembles the concept of “creative destruction” created by 

Schumpeter (1942) which happens between the new and the old and is often used 

to describe entrepreneurship (Törnqvist 2017). As the society in general is trying to 

implement and catch up to the technological changes in different areas (for 

instance, laws), so are also the companies and institutions, such as libraries. The 

question of how change takes place is also a subject for driving forces in the digital 

transformation. The concept of disruption is used to describe the force of digi-

talization on the market (Ilmarinen and Koskela 2015). It means that new actors 

enter the market and disrupt the traditional companies’ ways of doing business 

(e.g., Spotify). Google corporation can be added as an example of the disruption of 

the traditional paths to information (“to google”) (Jarvis 2009).  

Digitalization changes the conditions of competitors. Ilmarinen and 

Koskela (2015) created a model for understanding market forces. Often digi-

talization is connected to chains of changes (e.g., providing news free-of-charge on 

the Web in order to attract sponsors or to sell space for ads).  

Ilmarinen and Koskela (2015, p. 23) illustrated digitalization as different 

levels that interact with each other: 

  The digitalization of society 

 

  

 The digitalization of the markets 

 

 

  

          The digitalization of the company 

 
Turning points that are added to the model and exert pressure on the 

market (Ilmarinen and Koskela 2015) are: the way customers behave, technology, 

markets. The main change factors are, according to them: change in societal 

structures and in people’s behavior, change in market logics, and change in 

business models. 

Established digitalization alone is not sufficient to ensure the success of 

emerging digitalization. The factors of change are necessary elements of the 
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transformation. The changes are driven by digitalization and thus also by 

technology.  

Ilmarinen and Koskela (2015) underlined that technology itself is not the 

cause of digitalization, but rather determines its course.  

 

2.3.1. Internal and external driving forces in libraries,  

          according to Pors and Hernon 

 

Pors and Hernon (2013) did not include economics, as did Porter, above, 

when talking about buyers and sellers, in their categorization of driving forces. The 

map of Pasek (2015) that was presented earlier can be completed with the forces 

that Pors and Hernon considered the most important for libraries. Pasek’s map 

clarified the actual terrain in the information sphere with different aspects. Pors and 

Hernon (2013) stressed the following forces: 

 

Table 1. Some internal and external driving forces in libraries. 
Source: Pors and Hernon 2013, p. 112 

 

INTERNAL DRIVING FORCES EXTERNAL DRIVING FORCES 

New staff members Globalization 

New technology Educational level 

Requirements for effectiveness, Demographic shifts and changes 

efficiency, and accountability New needs in the market 

New products and services products Competing services and products 

New leaders and managers Technological development 

Adoption of recipes and Legislations 

internalization of new ideas New trends in values and norms in the 

Concerning work processes, 

services, and the like 

society 

 

The categorization is not frame-breaking in itself, but a description made 

by Pors and Hernon (2013), researchers in library and information science. The 

categorization could have two-way arrows between the internal and external forces 

because they are dependent on each other: competition leads to new products and 

services on the market or to penetration of new markets. New leaders and managers 

are also indicated above, giving them a role as an internally driving force.  

But what is meant by new leaders and managers? Or by future or newly 

started managers? How does one attract and retain talented and innovative people? 

These are of course relevant questions for skills inventory. In any case, the nature 

of the library (the core) can also be a starting point for future skills.  

Anticipating future developments can be done by creating future scenarios, 

for instance. One assessment to clarify the future was made by Kansanen and 

Mäntykangas (2014), who presented the issue in chart form. They had three 

categories or possible stages of change in libraries. The three categories are 
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traditional library, hybrid library and customized digital library. Each category was 

described from the visitor’s point of view.  

 
Table 2. Development of future libraries. 

Source: Kansanen and Mäntykangas 2014 

 
Traditional library Hybrid library Customized digital library 

Visitor meets a 

librarian 

Visitor meets a librarian, 

data-based catalogue or 

the Web 

Visitor meets a portal or Web page 

and creates a personal home page 

with links to various resources, 

blogs, notes, slides, etc. 

Librarian explains 

and shows the visitor 

how to find infor-

mation and sources. 

 The visitor makes his or her own 

library available to others to view 

and search in. 

The visitor needs to 

explain his or her 

need, even if the need 

is not yet clear to him 

or her. 

 A subsequent visitor in the first 

visitor’s library likes or dislikes it, 

stays or not, understands it or not, 

and creates a new personal library, 

picking – or not – from others’ 

libraries. 

Librarian tries to 

understand and 

translates the visitor’s 

need into a book or a 

database, or consults 

the catalogue. 

Librarian is not needed at 

the check-out counter 

and instead circulates, 

trying to find somebody 

who needs help. 

Librarian is invisible; librarian and 

visitor (customer) have a chat or the 

librarian merely makes suggestions. 

Librarian on “front 

stage.” 

Librarian shuttles 

between being at the 

front and helping the 

visitor “go back stage.” 

Librarian is “back stage.” 

Visitors (customers) are on “front 

stage.” 

Books Books, e-books E-books 

Customer content 

 
The traditional libraries’ purpose—strengthening all people’s knowledge—

has changed significantly over the past few centuries with the Internet and the 

explosion in mobile data. But the speed and the development of new technologies is 

accelerating hand in hand with changing ways of life, behavior and learning. 

Since then, multiple new options for learning and accessing new know-

ledge have been created by technologies such as Artificial Intelligence (AI), 

Augmented Reality (AR), Virtual Reality (VR), etc. 

In a recent article entitled Imagining Library 4.0: Creating a Model for 

Future Libraries by Noh (2016), the following thoughts were presented. 

http://www.sciencedirect.com/science/article/pii/S0099133315001780
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“First, opinions of scholars tracking the rise of Web 4.0 vary widely, but 

Web 4.0 features commonly suggested by previous researchers are: reading, 

writing, and executing simultaneously, intelligence-based agents, connected web, 

ubiquitous web, intelligence connections, and intelligence-based web. Secondly, 

this study determined the features of Library 4.0 as: intelligence-based, massive 

data, augmented reality, context aware, cutting-edge displays, and infinite creative 

space. Third, in this context, the keywords that best explain Library 4.0 are: 

Intelligent, Makerspace, Context-Aware Technology, Open Source, Big Data, 

Cloud Service, Augmented Reality, State-of-the-art Display, and Librarian 4.0.” 

This article showed that technological development is occurring at a very 

high speed not only in the information society in general, but also in the 

development of relevant new technologies for libraries. In that sense, the article by 

Kansanen and Mäntykangas from 2014 is already obsolete. How to stay current and 

update the knowledge base is a difficult challenge facing librarians and other 

professionals who are responsible for knowledge-sharing, in their mission to 

maintain and optimize the capital that is invested in libraries.  

The categorization above was made to give structure to the dizzying 

transformational situation involving different kinds of libraries based on the 

previous knowledge and understanding of the authors. The transformation of the 

service that has been provided can also entail new requirements on managerial 

skills. Some of them are perhaps traditional, such as negotiating skills (e-books, 

contents), and some are new, such as creating digital services independent of 

location, moving towards support and service. This also implies the empowerment 

of the user or visitor to create his or her own digital libraries. At the same time 

there is an interconnection between changing libraries and changing librarians. A 

recent literature study (Vassilakaki and Moniarou-Papaconstantinou 2015) stated 

that 

 “information professionals still play an important role in addressing 

changing user needs. Traditional roles have transformed, whereas new ones 

constantly emerge. However, information professionals are still worried about 

being accepted as partners and colleagues in both public and private 

organizations. Organizations slowly realize that ensuring full support, facilitating 

collaboration among information professionals and employees and valuing 

librarians’ work, are critical elements for developing successful embedded teams”. 

Earlier the terms “map” and “environment” were used to describe the need 

for orientation in the changing landscapes or frameworks. Floridi (2010, p. 17) 

claimed that “we shall be living in an info sphere that will become increasingly 

synchronized (time), delocalized (space) and correlated (interactions)”. Info 

sphere is a suitable description that can be used to illustrate the “air” around 

libraries in the information society. A contemporary manager deals with various 

types of resources, of course—human resources, financial resources, physical 

resources and information resources—but as Moran et al. (2013, p. 13) pointed out: 

“information resources are increasingly important in all management settings”. 



Contribution of Library Managers to the Information Society 39 

 

2.3.2. Some examples on Information and Communication Technology 

                       (ICT) forces in legislation 

 

Many things are technically possible in the information society (due to 

electronic devices and networks, applications, systems, and so on) that were not 

available earlier. Pasek’s map (2015) shows, however, that regulations, nego-

tiations and agreements are needed to protect different actors. It is not necessarily 

so that all things that are technically possible are desirable from the human point of 

view, or can be justified through economic considerations, or are legally accepted. 

It is assumed that ICT development was faster than what society/societies could 

cope with. Countries’ legislative frameworks providing ethical guidelines and 

library laws are there to regulate the forces acting on libraries and to protect 

libraries as a system. One illustration of society’s regulation of the forces affecting 

libraries can be drawn from Finnish and Swedish legislation to be prepare those 

societies for the (global) information society in digital transformation. Shaping 

legislation and regulations to match digital development is not uncomplicated. 

Regulation lags development. Ilmarinen and Koskela (2015, p. 68) described the 

situation as something that makes it more difficult for companies to function but 

provides a good opportunity for actors who are prepared to take risks. It means that 

they challenge the existing rules and regulations. The digital world is global but the 

legislation is local, even though harmonization in the European Union has come 

further, as they claimed. Differences in legislations can create problems because it 

is not always clear which country’s legislation should be followed (Ilmarinen and 

Koskela 2015).  

The issue of legislation was the central reason for the European Union’s 

Digital Single Markets initiative, given the following mission: “But existing 

barriers online mean citizens miss out on goods and services, internet companies 

and start-ups have their horizons limited, and businesses and governments cannot 

fully benefit from digital tools. It’s time to make the EU’s single market fit for the 

digital age – tearing down regulatory walls and moving from 28 national markets 

to a single one.” 

(https://ec.europa.eu/commission/priorities/digital-single-market_en) 

 
In Finland legislators have endeavored to create uniform conditions for the 

operation of the infrastructure of the information society in a body of legislation 

known as the Information Society Code (7.11.2014/917). The purpose of the Code is  

“to promote the growth of the range and use of electronic communications 

services and to ensure that communication networks and communication services 

are available on reasonable terms to everyone throughout the country. The 

purpose is then to secure the efficient and uninterrupted use of radio frequencies, 

to promote competition and to ensure that the communication networks and 

communication services are technically well developed, of a high quality standard, 

operationally reliable and secure, and provided at advantageous prices. The 
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legislation is also intended to secure the confidentiality of electronic commu-

nication and to safeguard the protection of integrity”. 

Sweden has an Act (2002:562) governing electronic commerce and other 

services of the information society. In Section 2 of this Act, the term “services of 

the information society” refers to: services that are normally provided for a price 

and are provided over a distance, by electronic means and at the individual request 

of a service recipient; “service provider” refers to: a physical or legal person who 

provides one or more of the services of the information society; “establishment 

state” refers to: the state in which a service provider has its fixed operating site; 

“service recipient” refers to: a physical or legal person who uses one or more of the 

services of the information society; “the coordinated regulatory sector” refers to: 

the legal regulations involving requirements on the services of the information 

society and on service providers as regards the launching and conducting of 

operations that involve such services; and “regulated operation” refers to: a pro-

fessional operation that by law or regulation requires authorization, authen-tication, 

or similar procedure. 

In Romania the importance of legislation for the information society is 

accentuated for instance in having a designated minister for the information society 

and telecommunications who gave a speech on “Adopting a cybernetic security 

law in Romania is paramount” (Haraga 2014). (http://www.business-review.eu/ 

featured/romanian-minister-for-information-society-adopting-a-cybernetic-security 

-law-in-romania-is-paramount-62343)  

The current development of the information society was ongoing in 2016 

in Romania as shown in following news bulletin. 

“The Ministry for the Information Society and Telecommunications, in 

order to open discussion and encourage the active participation of all stake-

holders, held a public hearing on a draft Law on electronic identification and 

electronic signatures. In the opening ceremony, Deputy Prime Minister and 

Minister for Information Society and Telecommunications Vujica Lazović 

addressed the audience stating that the adoption of the new Law on electronic 

identification and electronic signatures creates a legal basis for the further 

development of electronic commerce in Montenegro, as well as full harmonization 

with European regulations. This Act resolves the main problems that impede and 

prevent citizens and businesses from taking advantage of electronic services, thus 

accelerating progress in key areas of the digital economy with particular attention 

to facilitating the attribution of secure electronic identification.” 

(http://www.mid.gov.me/en/ministry, dated 01.11.2016) 

 

One way of driving development is by “forcing” the creation of inter-

national federations and guidelines for libraries. The force in the International 

Federation of Library Associations, IFLA, is of a more persuasive character. IFLA 

is an organized interest group with a representational structure, and a global voice 

for its stated aims.  

http://www.business-review.eu/
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“The International Federation of Library Associations and Institutions 

(IFLA) is the leading international body representing the interests of library and 

information services and their users. It is the global voice of the library and 

information profession.” (2017)  

To serve that purpose IFLA produces declarations, statements, policies, 

lobbying, conferences, publications, etc. IFLA stands behind a declaration of 

libraries’ core values (based on the international declaration of Human Rights), the 

main parts of which are quoted here: 

 

“2.3.1. the endorsement of the principles of freedom of access to 

information, ideas and works of imagination and freedom of expression embodied in 

Article 19 of the Universal Declaration of Human Rights; 
 

2.3.2. the belief that people, communities and organizations need universal 

and equitable access to information, ideas and works of imagination for their 

social, educational, cultural, democratic and economic well-being; 
  

2.3.3. the conviction that delivery of high quality library and information 

services helps guarantee that access; 
 

2.3.4. the commitment to enable all Members of the Federation to engage 

in, and benefit from, its activities without regard to citizenship, disability, ethnic 

origin, gender, geographical location, language, political philosophy, race o 

religion.” 

 

Membership in IFLA can be in any of a number of categories: national 

associations, institutions, and private members, for instance. Finnish, Romanian 

and Swedish libraries and library associations are members of IFLA, and thus stand 

behind the library declaration. The declaration shows the values, ethics and 

strategic goals of library systems all over the world based on human rights and on 

the idea of democracy. Globalization and internationalization are reflected in 

IFLA’s organization in connecting libraries globally in the system of values and 

ethical codes that are attached to it, and being a representative organ for libraries 

globally (IFLA 2017). 

IFLA has created an code of ethics for the members of its governing board. 

The members of the governing body act as library directors, as stated in the 

Statutes of IFLA: “IFLA shall have an independent, active, conscientious and 

informed Governing Board whose members serve as directors, without 

compensation or material profit, to the best of their ability…” The ethical code 

“outlines a set of fundamental principles in order to help the Governing Board 

define what is right, fair, just and good for IFLA in meeting its mission and 

purpose”. There are general ethical guidelines that apply for all members. 

However, the ethical code of the governing body underlines its outstanding 

position and its vulnerability at the same time. 
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2.3.3. Ethical aspects of ICT and modernization projects for libraries 

                        in the European Union  

 

Sustainable development in the information society is about leaving a well-

functioning information society for future generations. Societal responsibility for 

sustainable development is and should be shared among different actors in the 

information society. Many actors do reflect on the approaches and tools required to 

manage the rapid development of digital transformation in different ways. One of 

the main issues is ICT and its rapid development from the citizen’s point of view. 

In the European Union several actions are under way to create equity and fair 

access to ICT. Some examples are described here. 

 

2.3.3.1. Ethical reflections  

In a report (Number 26, 22 February 2012) the Group on Ethics in Science 

and New Technologies to the European Commission (EGE) described information 

and communication technology from the ethical point of view. The report in 

question describes the development from transistors to computers and then to 

personal computers. The development from single computers to computers in a 

network has been an especially important change according to the group. Networked 

society is an often used description of the actual state of the information society. 

According to the EGE group, information and communication technology 

has a cultural dimension, too. Information and communication technology, or ICT, 

is described as a domain where every culture can express itself, giving everybody 

the right to participate in multicultural life. “The free flow of information gives an 

opportunity for increasing intercultural dialogue, and boosts individuals’ chances 

of sharing trans-cultural knowledge and broadening their own outlook beyond 

cultural boundaries (EGE 2012)”. On the other hand, a possible tendency has been 

proposed: ICT makes cultures more uniform, assimilates differences (for instance, 

by using the English language). Sometimes this tendency is called no less than 

cultural imperialism. 

The right of access to ICT is looked upon as a fundamental right in the 

European Union:  

“The EGE welcomes actions by the EC in the ICT sector and invites the 

EU to actively participate and promote access to ICT in European societies, while 

safeguarding access to basic societal services by citizens unwilling to use ICT tools 

or unable to use them, by virtue of being incapacitated for technical, educational 

or socio-economical reasons.” (EGE 2012)  

This is a question about modernization without destroying and engaging 

the citizens. Earlier in this thesis I mentioned that the for-profit sector is ahead and 

is leading management thinking. It is interesting to relate this to Google 

Corporation and their view on ethics. The corporation has been an actor in the 

global information society with the mission of organizing the world’s information 
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and making it universally accessible and useful. Jarvis applied learnings from the 

way the Google company was built up and expanded. Jarvis (2009) made an 

interpretation of the ethical attitude of the Google company aspects, imagining a 

new ethics based on Google: make mistakes well, life is a beta, be honest, be 

transparent, collaborate and don’t be evil (Jarvis 2009, p. 91-102). This ethical 

attitude is not new, actually, but it is expressed in the modern language of the 

information society by Jarvis (2009). Intelligent mistakes, tolerance, integrity, 

transparency, collaboration and respect are other, more used, similar expressions of 

the Google ethics.  

 

2.3.3.2. Modernization projects for libraries in the European Union 

In an earlier article Anghelescu (2005) asked an intelligent question before 

Romania joined the European Union: “Are Romanian Libraries Ready?” The 

answer she presented was “no” for the vast majority of Romanian libraries 

regardless of the type, “maybe” in some cases, and “yes” in two cases (Library in 

Bucharest and the Central Library of The University of Medicine and Pharmacy in 

Cluj Napoca).  

Modernization projects for libraries are ongoing in the European Union, 

still. The question posed by Anghelescu could be matched with the aspect of 

continuous change. Readiness is never reached and must be updated continuously. 

Some of the latest modernization projects are gathered under the umbrella of the 

Europeana group (www.europeana.eu). Europeana, established and currently 

funded by the European Commission and Ministries of Culture in nineteen 

European countries, carries the slogan “discover how we transform the world with 

culture”. Its efforts and results are described in several articles (Kelley 2011, 

among others), monographs (Banciu 2015) and on the website of Europeana 

(www.europeana.eu). 

Some projects in the Europeana group are referred to in this thesis to 

illustrate the ongoing development. A selection of library-related projects have 

been chosen for this illustration. Projects concretize the kind of modernization 

needs that exist in the European Union. They show us what problems are 

considered high-priority and what the timeframe for solving them might be. 

Projects as a format through which to develop activities are used in developing 

important issues rapidly, such as a leap from one state to another, to gather all 

forces and advance, and to do something extraordinary (Eklund 2011, p. 22). The 

projects referred to here are development projects aimed at renewing and 

implementing digitalization in libraries and related institutions. Often the related 

institutions are also called “society’s memory institutions”, such as museums, 

archives and libraries. The content of these types of institutions is of great value for 

the memory of society. 

Selected examples of ongoing and recently finished projects are given 

here, with their duration indicated at the end. 

 

http://pro.europeana.eu/about-us/who-we-are
http://pro.europeana.eu/about-us/who-we-are
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Table 3. Modernization projects within Europeana. 
Source: www.europeana.eu. 

Project Name Project Description Time Period 

3D ICONS Digitized a series of architectural and 

archaeological masterpieces of world and 

European cultural significance and pro-

vided 3D models and related digital content 

to Europeana, with the aim of contributing 

to the critical mass of highly engaging 

content available to users. 

1 February 2012 

30 January 2015 

APEx Contributed to the development of a 

coherent digital infrastructure which opens 

up the portal to our common cultural 

heritage of archives, equally accessible for 

citizens, researchers, businesses and go-

vernments alike. 

1 March 2012 

30 September 2015  

 

COMMIT A project to develop solutions to enrich 

collections using Internet-enabled, reliable, 

scalable and cost-effective collaborative 

content curation, and to improve accessibi-

lity through advanced personalized content 

recommendation and search functionalities. 

1 January 2012 

30 June 2017 

ENUMERATE Created a reliable baseline of statistical 

data about digitization, digital preservation 

and online access to cultural heritage in 

Europe. 

1 February 2011 

31 January 2014 

Europeana 1989 A pan-European project concerning the 

political and social changes in Central and 

Eastern Europe in the year 1989; commonly 

known as the fall of the Iron Curtain. 

1 January 2012 

31 December 2014 

Europeana Awareness A Best Practice Network to publicize 

Europeana at a political level, promote its 

use by the general public, develop new 

partnerships and further encourage cultural 

institutions to provide content. 

1 January 2012 

31 December 2014 

Europeana Cloud A project to change the way that data is 

sent to Europeana, and give researchers 

new tools to enrich and use that data. 

1 February 2013 

30 April 2016 

Europeana Creative A European project that enabled and pro-

moted greater re-use of cultural heritage 

resources by creative industries. 

1 February 2013 

31 July 2015 

Europeana DSI As a Digital Service Infrastructure, Euro-

peana will continue to connect the online 

collections of Europe’s cultural heritage 

institutions. 

1 April 2015 

30 June 2016 

http://www.europeana.eu/
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Europeana DSI-2 The core project, which aims to connect, as 

a Digital Service Infrastructure (DSI), the 

online collections of Europe’s cultural 

heritage institutions. 

1 July 2016 

31 August 2017 

Europeana Sounds A project to build a sustainable best prac-

tice network of stakeholders, to aggregate, 

enrich and share a critical mass of audio 

material and increase the opportunities for 

creative re-use of Europeana's audio and 

audio-related content. 

1 February 2014 

31 January 2017 

EuropeanaConnect Delivered technical key components for an 

improved and user-friendly Europeana of 

the future. It has made Europeana more 

multilingual by enabling users to search in 

more than one language and to have texts 

automatically translated. 

2 May 2009 

31 October 2011 

FORWARD Created a EU wide system to assess the 

rights status for all types of audiovisual 

works, including Orphans. 

1 July 2013 

30 June 2016 

LoCloud Explored the potential of cloud computing 

services for small and medium museums 

wishing to provide content to Europeana. 

1 March 2013 

29 February 2016 

MeSch A project to design, develop and deploy 

tools for the creation of tangible interactive 

experiences that connect the physical di-

mension of museums and exhibitions with 

relevant digital cross-media information in 

novel ways. 

1 February 2013 

18 April 2017 

PATHS Created a system that acts as an interactive, 

personalized tour guide through existing 

digital library collections. 

1 January 2011 

31 December 2013 

PRELIDA Organized in-depth discussions among the 

digital-preservation and linked-data co-

mmunities to identify linked-data characte-

ristics that require novel preservation 

solutions, and to develop road maps for 

addressing the new challenges. 

30 June 2013 

30 September 2014 

Presto4U Identified useful results of research into 

digital audiovisual preservation and raised 

awareness and improved the adoption of 

these both by technology and service 

providers as well as media owners. 

1 January 2013 

31 December 2014 

 

The selection of recent or ongoing projects (www.europeana.eu) showed 

that challenges remain and there are still solutions that need to be developed. 

Modernization is ongoing. The first stage is to be aware of the needs for 

development (e.g., Presto4). The ethical questions are not regulated in the projects. 
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Cloud technology (a type of Internet-based computing that provides shared 

computer processing resources and data to computers and other devices on 

demand) is a service under rapid development. The modern direction of expansion 

seems to be upward, and not downward to the library basements or underground 

archives.  

The common theme in the projects listed above is digital infrastructure. A 

further common feature of the projects is that they were recently completed or are 

ongoing as a part of the digital agenda of the digitalization of libraries and 

information in the European Union. These features recall the comments that 

Ilmarinen and Koskela (2015, p. 247) made: “The main weight is on changing and 

renewing the activities (‘change the business’) instead of normal operations (‘run 

the business’). Digital agenda means a transformation plan to realize digitalization. 

Digitalization is difficult because of the speed and diversity of changes. Ilmarinen 

and Koskela (2015) further described the situation metaphorically as “a situation 

where you have to build the airplane and fly it at the same time”. This resembles 

the situation where there is a traditional library and a digital library simultaneously. 

The traditional library is the starting point to which the development of the digital 

library (especially digital content management) relates. The difference is 

exemplified by Sebestyen et al. (2007) who pointed out the migration of the 

functionalities of a traditional library as a problem. Some research areas that were 

brought to the fore, according to Sebestyen et al. (2007), among others, are 

efficient systems for content storage, data-mining, automatic indexing and the 

generation of metadata. Banciu (2015) described a model for the National Digital 

Library in Romania as a part of ongoing an process in the European Union. The 

task is challenging for libraries, companies and organizations. 

 

2.3.4. Ethical information considerations related to libraries 

          and their users 

 

Floridi (2010, p. 103-118) also discussed the ethics of information, claiming 

that ICT brings not only changed information and communication technologies, but 

an ontological revolution. He proposed that the moral life is a highly information-

intensive game. That is why the life of information is bound to have moral conse-

quences for all players. The ontological information revolution implies consequen-

ces such as the change in concepts, semantic webs or thesauri. Reality changes, not 

in an evolutionary way, but in a revolutionary way. The ontological change could 

then be characterized as radical. 

If one shares the metaphor of a game and players representing citizens in a 

country, or the European Union in general, who need available, accessible and 

accurate information, Floridi’s (2010) statement of an ontological revolution is 

interesting to recall when considering the (global networking) information society. 

As I mentioned earlier not all things that are technologically possible are ethically 

desirable.  

https://en.wikipedia.org/wiki/Internet
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Floridi (2010) described information ethics by focusing on three themes: 

information-as-resource ethics (digital divide, info glut, reliability and 

trustworthiness of information sources) 

information-as-a-product ethics (accountability, testimony, plagiarism, 

advertising, propaganda, misinformation, pragmatic rules of communication) 

information-as-a-target ethics (information privacy or confidentiality, 

hacking, piracy, intellectual property, open source, freedom of expression, 

censorship, filtering, contents control). 

Here I will reflect some of these facets. The facets are not tailored for 

libraries “playing the information game”. 

Information-as-resource ethics gives a positive association: a resource is 

something that is filled over and over again. A library user (information consumer) 

relies on the libraries’ ability to offer trustworthy information and books. The user/ 

consumer with access to high qualitative information resources has an ability to 

become a moral person when applying Floridi’s ideas. The amount of high-quality 

information empowers the users and does the opposite as well. Floridi (2010) warned: 

“Mismanagement of informational resources may have tragic consequences. 

Information-as-a-product ethics can be associated with the aim of the 

information and its dangers. The ease of manipulation (copying, changing) of 

digital information makes it easier to combine with the negative use of it, 

highlighting the need for ethics and regulations even in Floridi’s (2010) theoretical 

setting. Libraries in this constellation are more comparable with the buyer and the 

object/victim for the products in the sense that libraries do not sell and compete 

with other players, such as database producers. Their position is that of 

buyer/receiver/transmitter. This position also entails the need to critically examine 

the seller of the products.  

In information-as-a-target ethics libraries are looked upon as trustworthy 

institutions in their role, but cannot of course control every bit of information or 

content in all the books in library. That is why the final responsibility and judgment 

lies with the library user and reader. When libraries are seen as a counterforce, it 

may mean that the libraries offer the entirety: information from all aspects without 

censoring. Some filtering is there, however, when it comes to information that can 

be harmful, e.g., for children, women or minority groups. Libraries may even 

educate users in source criticism. That way the ethical dimension can be transferred 

to increase the awareness and promote the critical mind: Information is a resource 

and is, as such, interesting. It can be used as a target from which steal or obtain 

personal information. This leads to conflict with law and severe ethical 

considerations about every person’s right to integrity. Thus, there is a potential for 

destructive forces. Information can be targeted for several purposes. Libraries are 

like guardians in this respect. 

The information of users is protected and classified as secret in public 

libraries. The ethical aspect is about to generally respect the other’s private sphere 

in the information society. 
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2.3.5. Well-informed citizens  

 

As was shown in the legal conditions for libraries and their globally 

expressed mission by IFLA, the citizens are at the heart of libraries. The mission of 

libraries is about providing access for citizens under certain conditions, such as free 

service and neutrality. The ethical considerations and maps for navigating in the 

information sphere are vitally important for managers. The focus is on well-

informed citizens (Schütz 1946). My interpretation of Schütz’ concept of “Well-

informed citizens” (1946) aims to contribute to our understanding of the “ideal 

product” of libraries. 

Schütz described in 1946 in an essay three ideal types of citizens—the 

expert, the man on the street, and the well-informed citizen: 

“The expert’s knowledge is restricted to a limited field but therein it is 

clear and distinct. His opinions are based upon warranted assertions; his 

judgments are not mere guesswork or loose suppositions. 

The man on the street has a working knowledge of many fields which are 

not necessarily coherent with one another. His is a knowledge of recipes indicating 

how to bring forth in typical situations typical results by typical means. The recipes 

indicate procedures which can be trusted even though they are not clearly 

understood. By following the prescription as if it were a ritual, the desired result 

can be attained without questioning why the single procedural steps have to be 

taken and taken exactly in the sequence prescribed. This knowledge in all its 

vagueness is still sufficiently precise for the practical purpose at hand. In all 

matters not connected with such practical purposes of immediate concern the man 

on the street accepts his sentiments and passions as guides. Under their influence, 

he establishes a set of convictions and unclarified views which he simply relies 

upon as long as they do not interfere with his pursuit of happiness. 

The ideal type that we propose to call the well-informed citizen (thus 

shortening the more correct expression: the citizen who aims at being well 

informed) stands between the ideal type of the expert and that of the man on the 

street. On the one hand, he neither is, nor aims at being, possessed of expert 

knowledge; on the other, he does not acquiesce in the fundamental vagueness of a 

mere recipe knowledge or in the irrationality of his unclarified passions and 

sentiments. To be well informed means to him to arrive at reasonably founded 

opinions in fields which as he knows are at least moderately of concern to him 

although not bearing upon his purpose at hand. 

All three types thus roughly outlined are, of course, mere constructs 

devised for the purpose of the present investigation. As a matter of fact, each of us 

in daily life is at any moment simultaneously expert, well-informed citizen, and 

man on the street, but in each case with respect to different provinces of 

knowledge.” 

If the ideal product of libraries is well-informed citizens, then how can the 

leader and manager of a library be framed in this aspect? An expert as a manager 
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has a limited field of knowledge, but it is clear and distinct. An expert manager 

could then be a suggested role. A man on the street has a working knowledge (or 

recipe knowledge) of many fields, and a manager is in need of knowledge of many 

fields. This working knowledge could be called tacit knowledge, according to 

Polanyi (2013). The manager as a-man-on-the-street is then another application. 

The third application of managerial position is then to be well-informed as a 

manager, meaning that the manager’s decisions are based on reasonably well 

founded opinions with the manager’s knowledge being relevant in different fields 

and not only useful for his or her immediate need for knowledge. One could then 

suggest that in this case the ideal types are the same for the citizens as for the 

managers of libraries. However, we could also add, in accordance with Schütz 

(1946), that the different provinces of knowledge (expert, man on the street and 

well-informed citizen) are simultaneously needed in daily life. Management and 

organizational theory are by their nature multidisciplinary, integrating knowledge 

from different areas. Management is not only about leading and managing but also 

about “provinces of” knowledge and an academic discipline.  

Cooley (1902) discussed the human nature and the social order in 

connection with leadership, entitling his discussion “Leadership or personal 

ascendancy” (Cooley 1902, p.317-357). He was the father of the concept of the 

“looking glass self”. The concept has a basic connection to the societal context and 

helps to identify pieces of the puzzle of knowledge in this thesis. A library manager 

acts in different contexts, but as a human being. Cooley (1902) claimed that the 

development of one’s self and identity evolves through one’s interpersonal 

interactions within the context of society. A sort of a slogan adopted from Cooley’s 

theory is “Taking the attitude of the other”, meaning that without social experience 

the self cannot develop (foreword by Mead in Cooley 1902). Cooley (1902) 

discussed leadership in connection with ascendancy. Consequently, the image of a 

leader, according to him, is a hero. The examples he used are, for instance, Darwin, 

Napoleon, and religious leaders like Luther and the Pope. Cooley’s conclusions 

(1902, p. 357) were that the leader is always the nucleus of a tendency, and, on the 

other hand, all social movements … will be found to consist of tendencies having 

such nuclei. … The leader is a cause, but, like all causes we know of, he is also an 

effect. One statement Cooley made was about not looking for final explanations (in 

the beginning of the 20th century) any more or not knowing how the elements of a 

process began or where they will end up. The statement is also consistent with 

modern management theories of the 21th century. My conclusion based on Cooley 

above is that consciousness is not time-dependent. 

 

2.4. Legal basis in the transformation of information infrastructure 

 

The core material of libraries has been paper (paper based books, journals). 

Digitalization transforms books into e-books, and on that basis there is data. Data 
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will in other words be the core material; in large amounts it is called “big data”. It 

can be transformed in different ways, processed, and distributed in several ways. It 

can be merged and manipulated. It can be used in different formats and channels. 

Libraries are challenged by that development. The use of big data needs new 

strategies.  

 

2.4.1. Shift from physical to digital, printed to electronic  

 

A study commissioned by the Swedish Postal Administration provides a 

picture of the situation in another type of operation that involves high paper 

consumption, namely, postal services (PostNord 2012). The study reveals a 

phenomenon that illustrates the complexity of the current shift. The study 

investigated how a number of people in Sweden choose to receive their income tax 

form. At the same time as a majority of individuals file their income tax by 

computer or text messaging, 67 percent want to have the paper form. Only 15 

percent prefer to receive their income tax form electronically. Many prefer a 

combination of both digital and physical options. Interestingly, both the digital and 

the physical formats are currently in use.  

A new generation, one we might refer to as digital natives (in that they 

were raised with digital equipment, makes perhaps more deliberate choices and 

switches back and forth between digital and physical. This happens in contrast with 

digital immigrants who learned to use digital media much later and show now a 

handicap (Prensky 2001). This in turn can mean that some people practically “take 

up residence” on the Internet, whereas others merely “visit” (White and Cornu 

2011). The Google generation may be compared with digital natives. This shift 

ought not to be different between Finland and Sweden, as both countries are 

considered advanced IT societies with well-established access to information 

technology and with IT knowledge. A shared basis for both countries is that 

regardless of group affiliation, there is universal access to the Internet and it is a 

part of everyday life for all members of the society in one way or another. That is 

to say, it is no longer a matter of absence from the Internet but rather of varying 

degrees of presence on the Internet. A general trend in both the Finnish and the 

Swedish societies is that public services are being moved to the Internet (income 

tax forms, making doctor’s appointments, viewing children’s report cards, 

invoices, etc.) The schools are raising digital natives. Libraries in both Sweden and 

Finland have implemented IT solutions, catalogs, loan functions, and much more, 

as the Romanian libraries are also doing.  

Finland and Sweden are the countries that have the most advanced digital 

economies in the EU, according to the statistics from the European Union. 

Romania is one the countries that has the lowest scores on the Digital Economy 

and Society Index (DESI, https://ec.europa.eu/digital-single-market/en/desi).  
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Romania is striving towards the information society in its formulation of 

its digital agenda for 2014-2020. Creating an infrastructure is a necessary condition 

of course. For this purpose Romania has an ongoing broadband development 

involving firm and challenging goals: 

Special regard is given to rural and disadvantaged areas, to the 

stimulation of competition and to the promotion of the development of mobile 

broadband as the proper solution for Romania, considering the intense progress of 

the mobile telephony market. The broadband plan has a number of specific 

objectives, such as: 

connecting public institutions (public demand aggregation2), 

increased use in public, 

supporting SMEs in training, configuring and implementing infrastructure 

projects and services, 

increasing accessibility of services, content and applications development, 

consumer education and the inclusion of disadvantaged groups of users.  

(https://ec.europa.eu/digital-single-market/country-information-romania) 
 

A statistical overview of information collected from the European Commi-

ssion Digital Economy and Society Index (DESI) 2015 about Public Libraries in 

Finland, Romania and Sweden describes the countries in numbers related to public 

libraries and their users (Table 4). 

 

Table 4. A statistical overview about public libraries. Information collected from 

the European Commission. 
 

 Finland Romania Sweden 

Population in million 5.5 19.4 9.8 

How many use a computer in the 

library 

900 000 500 000 Not given 

Number of inhabitants per library  5 414 6 700 8  604 

Adults using the public library 3 million 16 % 2.7 million 

registered users 

Number of books or loans 97.4 million books  56.5 million loans 

Number of e-books 265 000  1.5 million loans 

Online: regular internet users, ca. 90 % 55 % 85 % 

Number of public libraries Ca. 740 2 876 1 145 

The public libraries are there and very much in use. Romanian users are 

not yet online as much as are the Finnish and Swedish users. The percentage of 

adults using public library is low in Romania, and a little lower in Sweden 

compared to Finland.  

                                                           
2 Method that provides “visibility” to the purchasing requests generally through the 

process of coordinating and consolidating individual requirements. 
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2.4.2. Library laws and Finnish, Romanian and Swedish library systems 

 

2.4.2.1. Libraries’ missions and other policy guidelines 

The legislation of a country established the direction for how libraries 

should be managed, how they should be developed, and how changes in society 

may be included in culture and education. One comparative factual circumstance is 

that Finland instituted its library act much earlier than did Sweden, i.e., in 1928, 

compared to Sweden which did so in 1995. Romania instituted its library act in 

2002. One explanation could be that Finland needed to establish its national 

identity and culture after achieving its independence in 1917. To raise the average 

educational level and to create public structures in the newly emerging society, 

Finland urgently needed libraries, schools, and a knowledge infrastructure. The 

libraries also have a symbolic value: they represent civilization and education. 

Civilized societies have libraries as monuments (such as the famous library of 

Alexandria in Egypt). The library laws in Finland, Romania and Sweden are quoted 

here in matters regarding the mission of libraries in the society and the competence 

requirements for the managers if mentioned in the law at all.  

The legal frameworks vary between Finland, Romania and Sweden but 

they have some similarities, such as the principle of free service and universal 

equal access. The Finnish and Romanian laws reward the education and com-

petence of the staff but the Swedish law does not. It can only be assumed in this 

thesis that the librarians’ trade union in Sweden has influence during recruitment 

processes and interacts with the employers in the interest of profession. These 

kinds of matters are dealt with in collective agreements and legislation which in 

Sweden is the Co-determination at Work Act. 

Thomas (2009) investigated the library legislations in several countries in 

2009 on behalf of the Swedish Library Association. Thomas describes the Swedish 

library law and how it became established, and gives examples of library laws in 

Denmark, Finland and Norway, England and France, making general comparative 

statements. Her reflections about the situation and its possible explanations offer a 

framework, still tentative in its comparative sense, according to her. 

The explanations Thomas (2009) gave after studying how the legislation 

was born and what kind of frame factors played a role in it are cited here. In 

Sweden the political decision to adopt the library law was not a decision without 

resistance as it was in the neighboring countries (and in England). The resistance to 

the law in Sweden was mainly because the Swedish municipalities have a high 

degree of autonomy and a library law would jeopardize their autonomy. Thomas 

further noted that this is astonishing since the Nordic countries in general have the 

same kind of societal development, economics and governmental tradition. 

However, municipal autonomy was not pointed out as a difficulty in connection 

with the library law. There are also different funding systems for public libraries, 

according to Thomas. In Sweden a new government grant system has been in effect 

since 1966, providing direct grants for different municipal activities that muni-
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cipalities can use however they wish. Finland, on the other hand, has kept a system 

of operation and investment grants from the government to public libraries, among 

others. These are regulated in a specific law on state grant distribution. Thomas 

(2009) assumed that this system of funding has contributed to the long-term 

perspective and stability that has characterized the development of Finnish public 

libraries.  

One other interesting aspect that Thomas (2009) described was the fact that 

the Finnish public libraries are not considered support functions but rather as core 

functions, but the other way round in Sweden. The libraries’ status as a basic 

service also means that public libraries’ services are mandatory and libraries are 

entitled to receive government grants. However, most libraries are funded by tax 

money in general. Similar elements of the laws of the Nordic countries are the 

freedom of opinion, equality and neutrality. The principle of free service is one of 

the cornerstones of the Swedish library law but it only covers printed (physical) 

material. Thomas (2009) was critical of that point because free service only covers 

a shrinking share of information. A complication exists in the digital society that 

Thomas did not discuss. To access information on the Web, open access to 

research publications and the growing amount of digitally available information 

can also be free-of-charge. Due to e-development, the composition of costs is also 

changing.  

The organization of municipal public libraries in Sweden is the purview of 

the municipalities and is not regulated by the law. Thomas (2009) pointed out that 

the development of libraries depends on the context: the interest of the mother 

organization is also important. In that sense the laws form a framework, depending 

on the country, in which there are several factors that are important for the 

libraries. The conditions for library laws have changed since the first laws were 

created (in the middle of the latter half of the twentieth century). For instance, now 

people are more educated, higher education is more decentralized, and options to 

engage in remote studies are more numerous. 

National libraries have a unique status in Finland, Sweden and Romania, 

and their visions are described here. In Sweden the vision of a national library is to 

continue the collection of Swedish publications in an era when a growing 

proportion of them are published through various digital media (http://www.kb.se/ 

english/about/operations/).  

The National library’s vision in Finland is: Treasures are the various, even 

unique collections and contents that we distribute through various methods to 

those seeking information. “Everyone” refers to the different knowledge-seekers, 

now and in the future. These treasures belong to the whole nation. The Finnish 

National Library has also expressed its mission this way: We secure the availability 

of national, published cultural heritage in our society. We distribute and produce 

information content for research, studies, the citizens and the society. We develop 

services in cooperation with the library network and other operators in the 

information society. (https://www.kansalliskirjasto.fi/en/duties-and-strategy).  

http://www.kb.se/
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The National Library of Romania (established in 1859), a cultural 

institution under the supervision of the Ministry of Culture, has the mission of 

identifying, developing, organizing, preserving, researching, communicating and 

capitalizing on the national documentary patrimony as well as the Romanian fund, 

a fund that brings together documents published abroad, concerning Romania and 

the Romanian people. The national library in Romania has formulated a strategic 

plan for 2017-2021 carrying the Latin motto Nova bibliotheca in vetere latet, vetus 

bibliotheca in nova patet (The new library should be hidden in the old and the old 

library should be manifested in the new). (http://www.bibnat.ro/dyn-doc/Strategia_ 

BNaR_31ian2017.pdf). 

 

2.4.2.2. Finnish library system and the law, as of 2016 

Finland has a nation-wide library network, high visitor and lending 

numbers, and extensive use of technology and computer networks in the libraries 

(see Table 4). The Finnish Libraries Act sets out the tasks and the frameworks of 

the nation’s libraries. Finland’s library network consists of public, that is, 

municipal libraries, university libraries, vocational college libraries, special 

libraries (scientific libraries) and libraries in schools and educational institutions.  

The National Library acts as a national service and development unit for 

the country’s libraries. The National Library operates in conjunction with Helsinki 

University and its area of operations is defined in the Universities Act. The 

National Library is responsible for the expansion, description, preservation and 

accessibility of the national publication heritage and of its scientific collections. It 

is also responsible for the operations of the national electronic library, FinELib. 

The Ministry of Education and Culture is the highest government 

administrative agency for the public libraries. The Ministry of Education and 

Culture drafts the national guidelines for library policy and prepares the 

government’s budget proposal and legislation for the parliament. The Ministry of 

Education and Culture approves grants for the construction of public libraries and 

for the development of their operations. 

The regional administrative boards are the regional-level state government 

bodies. It falls among the municipalities’ tasks to organize the library and infor-

mation services either independently or in collaboration with other municipalities 

or cooperation partners. The customers must have access to library and information 

service staff, as well as to library materials and equipment, which are regularly 

renewed. The use of the library’s own collections in the library and lending of them 

is free of charge.  

Among the public libraries, some also serve as county libraries. A county 

library has a mandate to support the information and inter-library loan services of 

the public libraries in the county, to develop the county libraries’ information 

services and to make the staff at the libraries within its area of operations familiar 

with new forms of operation and development projects in libraries. 

http://www.bibnat.ro/dyn-doc/
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The Helsinki Public Library serves as the central national library for the 

public libraries. Multi-lingual libraries are a part of the operations of the central 

library. 

The Celia Library and the Depository Library are state libraries whose 

operations are regulated by legislation and by the regulations of the Ministry of 

Education and Culture. The Celia Library is a special library that produces and 

provides literature in accessible format for individuals who, because of injury or 

illness, cannot read ordinary printed books, for example, the visually impaired, 

individuals with reading and learning disabilities, developmentally disabled 

persons and individuals with muscular diseases. 

The Depository Library receives and archives materials that are transferred 

from the public and scientific libraries, makes them available to people who require 

such materials and participates in the development of the inter-library loan service 

and efficiency enhancement of inter-library cooperation. (www.biblioteken.fi). 

In 2015-2016 the Finnish higher education system had a period of financial 

cuts. The national librarian in Finland, Kaj Ekholm, caused headings in the 

newspapers during that period because he refused to decrease the amount of staff 

as he should have done (according to the Helsinki University’s order). Ekholm 

argued with the fundamental law and claimed that the proposed cuttings were in 

contravention of it. In the end he managed to get extra funding, and the reduction 

was ultimately less than what had been announced (Kvist 2016, Pesonen 2016). 

 

Library law in Finland as of 2016 

In Finland, the acting president signed new legislation on libraries, the 

Libraries Act (1492/2016), in December 2016.  

Section 6 of the Act states that the mission of public libraries is to: 

1) provide access to materials, information and cultural content, 

2) provide a multifaceted and contemporary collection, 

3) promote reading and literature, 

4) provide information services, supervision and support for the retrieval 

and use of information and promote a many-sided literacy, 

5) offer premises for learning, recreational interests, work and civic 

activities, 

6) promote societal and cultural dialog. 

Regarding competence and management, Section 17 of the Act states: 

Public libraries must have sufficient numbers of employees with training in 

library and information science and sufficient numbers of other employees. Of 

those whose duties entail expert knowledge a university degree is required, unless 

otherwise warranted by the nature of the tasks. Managers of municipal libraries 

must have an appropriate higher university degree, leadership ability and good 

familiarity with library tasks and operations. 
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Section 12 concerns the principle of service provision free of charge: 

The use, lending and reserving of the public libraries’ own collections, as well as 

supervision and advice, are free of charge. Also free of charge are the inter-library 

loans that the public libraries that manage nation-wide or that regional 

development initiatives give to other public libraries. 

 

2.4.2.3. Romanian library system and the law as of 2012 

In Romania the library system is similar in the organization of its 

functions. There is the National Library of Romania, The Library of the Romanian 

Academy, university libraries, specialized libraries, public libraries and school 

libraries. The National Library organizes the Legal Deposit, the main documentary 

source of knowledge of Romanian culture and civilization, and provides free access 

to its collections—an essential part of the memory of the Romanian people—to 

both today's generation and future generations, for education and research. 

(http://www.bibnat.ro). 

Radoi (2016) explained how “Carol I”, the Central University Library in 

Bucharest, has special status as both an academic library and as a professional and 

methodological provider for the national school library network. Radoi (2016) 

explained that electronic library services are challenging: “The library evolution 

goes from collection development towards connections development” (Radoi 2016).  

Vaileanu et al. (2011) described the evolution of Romanian libraries briefly 

as presented below. The historical background is still present in the development 

and modernization of libraries in Romania, according to the authors. The library 

system has a long tradition and is quite similar to other European libraries, 

according to the authors. At the end of 19th century Romanian libraries were in line 

with development in the country’s European neighbors and the effort to create a 

generic library law for all the Romanian provinces. The professional education of 

librarians underwent a rebirth in 1990. The authors pointed out that the factors with 

a negative impact on the Romanian library system were that there was no 

professional education or contact with international development in library and 

information science. The authors described this situation as isolation. Modern 

standards were established in 2002 when the library law was passed (Vaileanu et 

al. 2011).  

Some other problematic issues in the development of the Romanian library 

system were described by Anghelescu (2005). Anghelescu claimed that the 

Romanian librarians chose to act independently and individually, lacking 

cooperation, communication and coordination among libraries. She also brought 

these problems to the attention of the Ministry of Culture and the Ministry of 

Education and the Government. Otesteanu (2004) underlined the importance of 

sharing experiences, forming consortiums and cooperating locally and regionally 

for efficient resource-sharing for successful change management. The case 

Otesteanu (2004) described to was the library of the Politehnica University in 

Timisoara. The current national system is organised in six categories: national 
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libraries, university libraries, special libraries, public libraries (including county 

libraries), and school libraries.  

Vaileanu et al. (2011) described contemporary specific challenges. 

Romanian libraries face several challenges, according to them. These can be 

anything from not having proper buildings to hiring qualified and motivated staff, 

difficult financing mechanisms, unsatisfactory career opportunities and unsuitable 

organizational cultures for young professionals, to name some. The authors 

particularly mentioned two problems facing Romanian libraries by the authors. The 

first one was based on economic and social development, especially the financial 

crisis, and the second was from within, meaning the problem of self-identification 

within the profession, according to Vaileanu et al. (2011). The issue of self-

identification recalls the identity crisis expressed by one young professional that 

was quoted earlier in this thesis (“Who Am I? The Identity Crisis of the 

Librarian/Informationist/Data Scientist?”) Identity-seeking can be understood as a 

process undergone by younger professionals, in general, seeking to build their 

professionalism after completion of their formal education. This does not have to 

be a national phenomenon only, but rather a general human phenomenon.  

 

Library legislation in Romania as of 2002  

Romanian libraries have library legislation regulating their operations. 

Romania has had many regulations stemming from the middle of 19th century. In 

2002 an integrated legal framework appeared – the library law of 2002. The 2002 

law was updated during the past few years and legislative acts supplementing the 

law were issued in 2006, 2009, and 2011.  

In this regard: 

Libraries play a major role in the national supply of information to which 

all Romanian citizens have access, without discrimination; 

Information is a key factor in the development of science, economy and 

culture, and in the preservation of national identity; 

 Librarians provide specialized assistance to any person/organization 

wishing to do research for personal, professional, scientific or commercial 

purposes; 

 Librarians facilitate access to library collections in Romania and provide 

expertise through integrated services, resulting in time savings and increasing 

users’ independence in the knowledge process; 

Librarians access other information sources as well, internal and external, 

and promote partnership and collaboration with experts in all fields of knowledge. 

Concerning library staff (and, indirectly, library managers as well), the 

Romanian act states: 

The duties and authorities of library staff are established by job descript-

tion, according to the organizational structure, work programs and duties 

developed by the director general or director or by the responsible librarian, under 

the regulation of the organization and functioning of the library.  

http://www.librarianinthecity.com/2016/04/who-am-i-the-identity-crisis-of-the-librarianinformationistdata-scientist/
http://www.librarianinthecity.com/2016/04/who-am-i-the-identity-crisis-of-the-librarianinformationistdata-scientist/
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There are certain regulations that address the qualifications of library 

managers. For instance, he or she must have completed undergraduate studies and 

have graduated with a degree or the equivalent in certain areas. Qualifications for 

the position of manager at the National Library of Romania are: he or she has a 

post-graduate degree in library science or has successfully completed library 

science courses, he or she has a knowledge of foreign languages and knowledge of 

the use a personal computer, and professional experience in the management of a 

public institution, amounting to at a minimum 5 years. 

In public (meaning, generally, not private) libraries, consultation of their 

own collections and database is free (Article 6 paragraph 1). 

 

2.4.2.4. Swedish library system and the law as of 2013 

The Swedish library network is built on public library systems, school 

libraries, hospital libraries (often for both medical use and patients), one national 

library, university and university college libraries, special and government agency 

libraries, county/regional libraries, lending centers, and one repository library 

(Thomas 2011). 

Local authorities finance public and school libraries. Regional libraries are 

mainly financed by county councils. The research library system is financed by the 

state. Hospital libraries are financed by the health-care authorities. Libraries 

financed through public funding are in principle open to everyone. The general 

public can use the National Library and the university libraries, and public libraries 

are open also to students (Thomas 2011). 

The new assignment for the National Library will create a basis for closer 

co-operation between the different kinds of publicly funded libraries. There are a 

number of common fields for public as well as academic libraries. The overall 

goals and objectives for a closer cooperation between libraries should be the 

interest of the library user. It will be a challenge for the National Library to 

orchestrate the large number of independent library institutions (Thomas 2011). 

Generally, the statistics for 2016 pointed to a decreasing number of 

libraries in Sweden. Public libraries had at least 9400 licenses for different 

databases with e-media. The amount of searches that e-media generated was almost 

48 million and at least 68 million downloads/loan at all public libraries. 

Dominating in these numbers are the 37 university and university college libraries. 

They dominate in access to and use of e-resources, according to recent statistics 

(Bibliotek 2016). 

The National Library has started a multi-year project aiming at creating a 

proposal for a national library strategy. The proposal is going to be presented to the 

government in the beginning of 2019. The first status report on the ongoing work 

has been published (e.g., Fichtelius et al. 2016), and several workshops, reports and 

presentations are now taking place in Sweden. 
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Swedish Libraries Act from 2013 

The purpose of a library in the Swedish library act is given as: 

Section 2 Libraries in the public library system are required to promote 

the development of the democratic development by contributing to knowledge 

dissemination and free opinion formation. 

The libraries in the public library system must promote the position of 

literature and general interest in self-education, information retrieval, education 

and research, as well as cultural activities otherwise. Library operations must be 

available for everyone. 

The principle of library services being provided free of charge is men-

tioned in connection with public libraries (but not mentioning university or school 

libraries or private libraries in this connection because they belong to other areas of 

regulation):  

Section 9 In the municipal neighborhood libraries, the public is able to 

borrow or otherwise access literature for a particular period regardless of 

publication form. 

 
2.5. Managing change in libraries 
 

2.5.1. A Swedish example 

 

In Sweden an investigation was carried out by Åstrand and Ahlqvist (2012) 

specifically studying change management at five Swedish libraries. The study had 

the subtitle Heart of Change. The study’s theoretical and some of its empirical 

findings are described here. 

The study claimed that change increases the need for leadership and 

management and that different kinds of changes need different kinds of leadership, 

depending on the change itself, its driving forces and context, on the content and 

extent, as well as on the adaptation to the type of organization (Åstrand and 

Ahlqvist 2012). The change can be about technology, structure or culture, and 

institutional surroundings. One important aspect is that the need for change can be 

differently understood, depending on the position of the manager in the orga-

nizational structure and the goals to be reached, or the view of the professionals, 

and their values or competences, according to the authors. This coincides with the 

finding made by Kann-Christensen and Andersen (2009). 

Åstrand and Ahlqvist (2012) named three central variables in change 

management: 1) the story that is told about the need for change (i.e., to transfer the 

image of the achieved change, to create a good story about it, to communicate it 

and to make a communication plan for the communication), 2) the time aspect: 

does it have to be done quickly, slowly or over time, and 3) the emotional 

processes (e.g., resistance to change). It is often said that change management 
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is/can be difficult. This difficulty can depend on several factors (Åstrand and 

Ahlqvist 2012): 

The method of managing change is dependent on the situation and the 

context 

It is difficult to lead people to adopt a new mode 

It is important to choose the right strategy for change  

Librarians’ logic is based on their profession perspective (core values) 

Institutionalization in different grades 

The meaning of communication 

The ability to create safety  
     

Strategies for change can be divided into so-called E-strategy (economical) 

and O-strategy (organizational). E-strategy’s core ideas are the perspective from 

above (top-down approach) in which a small group develops the solution. The 

implementation strategy is top-down. Goals are often mentioned as maximal level 

of utilization and effectiveness. The E-strategy requires that power be concentrated 

on the leadership/management level. Organizational O-strategy highlights the par-

ticipative perspective. Delegation and participation entail that everything is consi-

dered a learning process. The O-strategy focuses on how results are created, and 

how processes and cultural changes are carried out (Åstrand and Ahlqvist 2012). 

The study, which had change as its theme, looked at five Swedish libraries 

and the change processes in them. The five libraries were: 

Malmö library (IT review and adjustment of the teams),  

Arvika library (media plan facilitating new ways of working and a new 

culture),  

Stockholm university library’s customer service (from subject names to a 

process-driven organization)  

Uppsala city library (created an organization with a new self-image)  

Växjö University Library (new structure and content for better rela-

tionships on the Web) 

These projects also revealed the problems confronting proactive problem-

solving in these organizations: it seemed to be about organizing teams, individuals 

and processes. 

Åstrand and Ahlqvist (2012) concluded that change management in these 

five libraries had been done in a safe way. The leadership/management style had 

been adapted to the actual type of change. By communicating the idea of change 

the managers/leaders had succeeded in creating positive expectations and adapted 

measures for the change process generally in a successful way. However, the 

authors pointed out the need for several career paths for libraries. There was a need 

for library staff positions that are not supervisory positions as traditionally 

understood—positions like team leader, specialist, change manager, project leader, 

and so on. The authors argued that the future recruiting models must be on a higher 

level to identify individuals who can improve in their job, and who could with time 
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take a step forward and be prepared for a leadership/management position, or other 

positions. The organization is used as an incubator in that sense. The leadership’s/ 

management’s importance, and the need for new kinds of leadership/management 

in libraries, was described in this study. The authors also emphasized that it should 

be possible, additionally, to apply generalized models to describe and understand 

change processes or organizations. They found that it is difficult to make use of 

one-dimensional models (e.g., different step-models) that do not include context-

dependent factors. They referred to the need to describe change from different 

perspectives.  

 

2.6. Becoming a library director: a study applying a framework 

                   based on four frames 
 

2.6.1. Becoming a library director 
 

Hernon (2011) studied the process of becoming a director in a university 

library. The perspective he applied was that of successful candidates who had 

recently accepted a directorship. Although this is not the main focus of my thesis, 

Hernon’s work places the announcements of position vacancies in a wider context 

and clarifies their meaning from the perspective of acting directors. One of the 

questions Hernon (2011) posed was what kind of a leadership did the successful 

candidates think the organization needed, in terms of a four-frame model. Hernon 

(2011) applied the theoretical framework of the four leadership styles defined by 

Bolman and Deal (2013).  

The Bolman and Deal model (2013) provides a tool by which to approach 

leadership through four different frameworks. Each of these frameworks is also 

associated with a general metaphorical role. The Hernon study (2011) found out 

that the directors mentioned human resource aspects most often, followed by 

structural aspects. Symbolic and political aspects were rarely mentioned. The 

directors must play disparate roles simultaneously. In Hernon’s words: “a library 

director is both a leader and a follower at the institutional level” (2011, p 282). 

This is one of the reasons why the position could also be referred to in this thesis 

with a slash, i.e., “leader/manager”. Åstrand and Ahlqvist (2012) previously 

suggested that there is a need for several perspectives for the change. The model of 

four frames offers a possibility to choose different frames in the same situation and 

makes the plurality of interpreting the frames visible. Here the model is described 

more closely. 
 

2.6.2. The four-frame model 
 

As has been mentioned several times, that change is unavoidable. It is also 

often described as continuous. The speed in information societies is rapid, but 

changes cannot always be immediate, depending on the context and the situation. 
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Change can lead to complications that need to be prevented and understood in 

advance. For that reason managerial thinking needs be systemic, not only syste-

matical. Systemic refers to something that is system-wide or spread throughout and 

is sometimes used as a synonym of holistic. Anyhow, the complexity and the speed 

are already enough to warrant systemic thinking. Splitting a problematical situation 

into pieces is not always the best solution. This kind of handling leads to problems 

in the long run. Fundamentally, it is a matter of sustainable development. Frames 

and metaphors can be used to promote comprehension. 

Bolman and Deal (2013) used the metaphor of “reframing” for 

understanding organizations and leadership/management. By frame is meant: 

 “a mental model – a set of ideas and assumptions – that you carry in your 

head to help you understand and negotiate a particular “territory”. … Frames are 

vital because organizations don´t come with computerized navigation systems to 

guide you turn-by-turn to your destinations. Instead, managers need to develop and 

carry accurate maps in their heads”. (Bolman and Deal 2013, p. 10).  

The process of framing involves matching mental maps with cir-

cumstances. The concept of reframing is connected to frame-breaking. Bolman and 

Deal (2013, p. 13) based the need for frame-breaking on the circumstance that it is 

difficult to discover the extent to which our preferences are frame-bound rather 

than reality-bound.  

One information-intensive point in Bolman-Dean’s model is the choosing 

of relevant metaphors. Metaphors support managerial processes, as Gaddefors 

(2005) also stated. In his study Gaddefors investigated the play of metaphors in 

entrepreneurial processes. He found that metaphors could be understood as a mode 

of interpretation and were part of a relational, context-dependent process. He also 

recommended, as a practical implication, that metaphors be used as a tool for 

interpreting, structuring and producing images of the environment and the 

organization, and not only as a creative tool. Finding metaphors is a suitable route to 

understanding the “whole”. Bolman & Dean (2013) used metaphors to go beyond the 

theoretical discussions, even to provide a path to understanding, as a time-saving 

tool. Metaphors are at the same time a highway to “feelings” or “emotions”, 

depending on the perspective. A fast-growing example of the value of emotional 

and social aspects in information activities is the expansion of social media and 

networking (Banciu et al. 2012). Kantola (2014) discussed the emotional styles of 

power in relation to corporate leaders in Finnish business media. In the article 

Kantola (2014) referred to a growing body of research that understands emotions as 

something that can be organized and managed by those who seek influence and 

power. The context for the study of Kantola was media and emotions performed 

publicly (2014). These examples show that emotions need to be taken into 

consideration in order to achieve a deeper understanding and steer operations. 

Metaphors can help to identify emotional aspects that otherwise remain hidden. 
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Metaphors support thinking. They are imported from one context to 

another. They can provide advancement in gaining knowledge about organizations. 

To use a metaphor for that purpose it is important to be aware of the possibilities 

and the restrictions it can entail. As Røvik (2008, p. 292-293) pointed out, the 

importing of metaphors generally has advantages and gives new insights but may 

also bring certain temptations and risks.   

Some advantages and insights which are given by Røvik (2008): 

Using metaphors in organizational analyses is especially suitable when the 

phenomena are complex and relatively unexplored.  

Metaphors offer new sets of concepts that can be tested and that in some 

cases can help to reveal interesting features in the phenomenon that is studied.  

Some risks and temptations which are given by Røvik (2008): 

During the analysis it may be forgotten that metaphors are ‘only’ 

metaphors. In that sense, the metaphor can take charge so that it will be mixed up 

with the reality, and get the meaning of the phenomenon that is studied. 

Metaphors can generally bring simplifications with them.  

the human resource framework, the political framework and the symbolic 

framework. I clarify here the different frameworks and the metaphors that Bolman 

and Dean (2013) connected to each one of them. 
 

Structural Framework (the bureaucrat) 
 

The structural framework emphasizes efficiency and effectiveness. Structural 

leaders make rational decisions over employees, and strive to achieve organizational 

goals and objectives through coordination and control. They value accountability 

and critical analyses. 

Specialization and division of labor are used to increase levels of 

performance. Problems in performance may result in restructuring.  

The metaphor that is used to describe this is Factory or Machine.  
 

 Human Resource Framework (the democrat) 
 

The human resource framework emphasizes the individual. Human re-

source leaders value camaraderie and harmony in the work environment, and strive 

to achieve organizational goals through meaningful and satisfying work. They 

recognize human needs and the importance of congruence between the individual 

and the organization.  

The metaphor that is used to describe this is Family. 
 

Political Framework (the politician) 
 

The political framework emphasizes competition. Political leaders value 

practicality and authenticity, and strive to achieve organizational goals through 

negotiation and compromise. 
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They recognize the diversity of individuals and interests, and compete for 

scarce resources regardless of conflict. Power is an important resource. 

The metaphor that is used to describe this is Jungle. 
 

Symbolic Framework (the visionary) 
 

The symbolic framework emphasizes meaning. Symbolic leaders value the 

subjective, and strive to achieve organizational goals through interpretative rituals 

and ceremonies. They recognize that symbols give individuals meaning, and pro-

vide direction toward achieving organizational purpose. They recognize unity and a 

strong culture and mission.  

The metaphors that are used to describe this are Carnival, Temple, Theater. 

Here is the overview presented by Bolman and Deal (2013, p. 19) in Table 

5 with central building blocks in the theory of frames. 

 

Table 5. Overview of the Four-Frame Model. 
Source: Bolman and Deal 2013, p. 19 

 

 Structural Human 

Resource 

Political Symbolic 

Metaphor for 

organization 

Factory or 

machine 

Family Jungle Carnival, temple, 

theater 

Central 

concepts 

Roles, goals, 

policies, 

technology, 

environment 

Needs, skills, 

relationships 

Power, conflict, 

competition, 

politics 

Culture, meaning, 

metaphor, ritual, 

ceremony, 

stories, heroes 

Image of 

leadership 

Social 

architecture 

Empowerment Advocacy and 

political savvy 

Inspiration 

Basic 

leadership 

challenge 

Attune struc-

ture to task, 

technology, 

environment 

Align organi-

zational and 

human needs 

Develop agenda 

and power base 

Create faith, 

beauty and 

meaning 

 
Earlier the question of competitive forces was described. To permit a 

deeper understanding of the frameworks of Bolman and Deal (2013), the strategy 

aspect is added here. Reframing still needs earlier frames. As stated earlier, the 

final endings are not known or given (Cooley 1902). Strategies are still formulated 

so as to find a way to make desired achievements. There is an ongoing competition 

of forces, and the situations are changing. Circumstances that are given at a certain 

moment shift to new circumstances at another moment. Between the circumstances 

(e.g., moving from A to B step by step, jumping from A to D or disrupting at A to 

8) strategies direct the efforts. The goals and objectives are an integrated part of an 

organization’s work. The purpose of an organization is usually referred to as its 

“mission” (beyond obvious economical goals and objectives).  
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2.7. A pyramid of responsibilities and strategies  

 
Bruzelius and Skärvad (2012) described a pyramid of responsibility as a 

modern standard in organizations. The pyramid’s lowest levels are business 

responsibility and legal responsibility (so-called compliance responsibility). On the 

third level, there is ethical responsibility (which also includes sustainability). On 

the highest level, there is the company’s or the organization’s societal respon-

sibility—how the company wishes to contribute to society.  

The contribution of libraries to the information society is a societal 

responsibility on the highest level. It is important to describe what that contribution 

is about. Library managers navigate in an information sphere that requires an infor-

mation map. The map reveals demanding challenges, even dangers. Negotiations 

about licenses, access to databases, and electronic book collections are examples.  

The e-demarcation changes underlying concepts and has consequences on 

different levels. A summary of a report from the Cultural Committee of the 

Swedish parliament highlighted the issue (Kulturutskottet 2013/2014). In the 

summary of the report it was stated that “a book is a book is a book,” regardless of 

whether it is an e-book or a printed book. The difference is not in the content, but 

rather in copyright aspects. A book is considered a product, while an e-book is 

considered a service. The difference is crucial for libraries’ service charges and 

lending activities, to name some examples (Kulturutskottet 2013/2014). This study 

showed that as a result of technological development, earlier concepts and rules 

can no longer be easily applied. The concept of e-demarcation was mentioned 

earlier in this thesis. At the end of the report summary (2013/2014) some of the 

questions that have arisen from e-demarcation and that present a challenge to 

library managers were indicated: The day it is possible to define where the 

boundary between a printed book, an e-book and other digital content goes, there 

will be answers to many other questions surrounding the issue of e-books.  

  Libraries are international and global solutions in the world. They are 

mature organizations. They are easily recognizable and numerous. It is easy to 

identify a library in a city, at a university or a school in Finland, Romania, Sweden, 

or anywhere else in the world. It is not an unknown concept.  

Bruzelius and Skärvad (2012, p. 56-57) described the life cycle of a business 

concept. The life cycle is interpreted here by me as it relates to the library concept. 

Developing a competitive business concept is the result of a long process. The 

process can be described as a life cycle, consisting of a number of phases. Each phase 

of the life cycle of a business concept has its own specific, critical tasks and 

challenges, which must be carried out successfully so as to develop the operation and 

take the business concept through the phases (Bruzelius and Skärvad 2012, p. 56). 

In the following paragraphs I have paraphrased the description given by 

Bruzelius and Skärvad (2012, p. 56-57 in translation from Swedish) of the different 

phases, by replacing the word “business” with “library”. 
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The library development phase (the concept phase and the introduction 

phase) 

The life cycle of a library concept starts with a development phase, which 

consists of two subphases, namely the concept and introduction phases. The 

concept phase contains an idea for a library concept. This phase involves gathering 

knowledge about the possibilities contained in the idea and gradually developing it 

into a concept. If the individual or company behind the idea considers that such 

possibilities exist, the task then becomes, in the ensuing introduction phase, to 

imbue the library concept with superiority in one or more respects, to pave the way 

for a breakthrough and thus demonstrate the ability to generate value.  
 

The growth phase 

The library development phase is followed by a growth phase, the primary 

mission of which is to launch the library concept, as broadly as the concept 

permits, capture market share and take strategic positions. At the same time, the 

operation must strengthen its organization and its resources to prepare for ongoing 

expansion. 
 

The maturity phase 

Once the operation has reached the levels of market share, and 

proliferation deemed possible and necessary, the aim becomes to stabilize the 

operation—that is, defend positions achieved, hone the operation and maximize the 

benefit obtained from the library concept. The library concept is now in the 

maturity phase. 
 

The decline phase 

If the operation cannot defend the positions it has achieved, it enters into a 

decline phase, which can only be prevented through the renewal and revitalization 

of the library concept. If this does not occur or does not succeed, the decline phase 

continues until the operation is terminated in one way or another.  
 

Renewal and revitalization phase, leading to a library development phase 

If, however, the revitalization of the operation succeeds, the library concept 

enters a revitalization phase, which has similarities with the library development 

phase, and the life cycle repeats itself. 

The phases are illustrated in the table below (Table 6). The table is 

enriched with the governance form, i.e., management and knowledge processes 

connected to the different phases, according to Bruzelius and Skärvad (2012).  

Table 6. The life cycle of a business concept, adapted from Bruzelius and 

Skärvad, 2012, p. 57). 

Different phases require different solutions and actions. I present here a 
tentative interpretation of the life cycle (Bruzelius and Skärvad 2012), applying it 
to libraries and library managers. Governance forms vary depending on the life-
cycle phase. The concept of the library is well known and well established 
worldwide. Library management’s role and function differs in different phases: in 
the concept phase, idea creation requires an entrepreneur; in the growth phase, the 
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manager is an operator and administrator; in the maturity phase, the manager is 
both an entrepreneur and an administrator; in the decline phase, the manager is an 
administrator; and in the revitalizing phase, the manager is again an entrepreneur. 

 

Table 6. The life cycle of a business concept 

Governance 

form 

Vision,  

short-term 

plans, focus 

on external 

efficacy, 

cash flow 

Increasingly 

long-term 

plans, 

increased 

focus on 

internal 

efficacy, 

profitability 

Focus on 

both external 

and internal 

efficacy 

Maximize 

cash flow; 

plan and 

implement 

closure 

New vision, 

focus on 

external 

efficacy 

Management Entrepreneur 

Idea creation 

Operator 

Administrator 

Need for both 

entrepreneur-

ship and 

administrative 

competence 

Administrator Entrepreneur 

Knowledge 

process 

Knowledge 

development 

Knowledge 

exploitation 

Simultaneous 

knowledge 

development 

and 

knowledge 

exploitation 

Knowledge 

archiving 

Knowledge 

development 

 
Library managers need to have different kinds of skills and abilities (or 

personality characteristics) in different phases. Naturally, real-life situations and 

varying contexts complicate the categorization. There are several common com-

plications, one of them being the time perspective. The time perspective has been 

shortened by the rapid development of the information society. The understandding 

of ownership is changing, sharing is an increasingly significant value, and ongoing 

digitalization creates opportunities for global information management. The concept 

of the library is firmly established, but library managers face several challenges. 

The library systems in Finland, Romania and Sweden can be considered as 

representing the mature phase. Bruzelius and Skärvad (2012, p. 269) underlined the 

importance of focusing on productivity, resource utilization and other measures of 

internal efficacy in the mature phase. If library managers cannot defend the posi-

tion of libraries, they face a decline phase and the threat of eventual termination of 

their library. Launching a revitalization period restarts the cycle from the 

beginning. Considering the digitalization processes under way in the information 

society, a revitalization process would start on the other side of the e-demarcation 

(or, a “turning point,” as Ilmarinen and Koskela called it, 2015). This means that 

digital sources would be the starting point for the management of the revitalization 

of the concept of the library. On the other hand, Bruzelius and Skärvad (2012,       

p. 273) discussed factors that could prevent the decline of the organization in the 
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mature phase, such as the fact that the organization has a mission that is more than 

simply profit or being the branch leader. 

There are different kinds of knowledge processes connected to the different 

phases. Bruzelius and Skärvard (2012) did not describe this connection, however. 

In the development phase of the library concept, knowledge is developing. In the 

growth phase, it is being exploited. In the mature phase, knowledge development 

and knowledge exploitation are taking place simultaneously. In the decline phase, 

knowledge is being archived. Finally, in a revitalization phase, knowledge must 

again be developed. This can be understood as need for knowledge related to the 

survival of the organization. The connection to knowledge is dynamically linked to 

the different phases.  

 

2.7.1. Challenges, opportunities and strengths 

 

A SWOT model is often used to decipher the strengths and weaknesses 

that a company might have. This approach is a matching process between the 

organization and its environment, and its own strengths and weaknesses. This 

process focuses on the most important challenges that a company might be facing. 

The long term strategy can then be concluded in a SWOT model that adds 

opportunities and threats to the identified strengths and weaknesses. A SWOT model 

is often illustrated as a four-field model. Bruzelius and Skärvad (2012) also described 

it as a four-field model and explained its use in developing strategies. 

 

Table 7. The SWOT model and how it is used to develop strategies that build 

on the strengths and weaknesses of the business idea, considering the opportunities 

and threats in the surrounding world. Source: Bruzelius and Skärvad 2012, p. 81. 

 
 Strengths Weaknesses 

Possibilities to the orga-

nization according to en-

vironmental scanning (O) 

Strategies that build on the 

organization’s strengths to 

utilize possibilities that en-

vironmental scanning iden-

tified (SO strategies) 

Strategies that focus on 

reducing and preferably 

eliminating weaknesses in 

the organizational activi-

ties in order to be able to 

utilize the possibilities that 

environmental scanning 

identified (WO strategies) 

Threats for the organiza-

tion according to environ-

mental analysis (T) 

Strategies that build on the 

organization’s strengths to 

reduce the threats that 

environmental scanning 

identified (ST strategies) 

Strategies that focus on re-

ducing and preferably eli-

minating weaknesses in the 

organizational activeties in 

order to manage threats as 

far as possible that accor-

ding to the environmental 

scanning have a risk to the 

organization (WT strategies) 
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The SWOT model is based on the idea of competition. Here it is argued 

that it is a relevant tool among other tools (theories, studies, literature reviews, 

reflection, etc.) to frame a starting point for structuring the complexity in library 

managers’ situations. Bruzelius and Skärvad (2012) explained the dynamics 

between challenges, strengths, weaknesses and opportunities and threats. The 

components are linked to each other in the model and cannot be separated. 

Opportunities do not exist without challenges, for instance.  

Pors and Hernon (2013, p. 115) criticized the SWOT analysis as a tool and 

claimed that they “to some degree underestimate the institutional configuration in 

the environment. The institutional configuration is concerned with dominant 

norms, values, attitudes, and perceptions in the value system of society”. That is 

why the SWOT analysis is one of the tools used in this study, but other 

investigation methods (a broad series of questions) were also included. The results 

of a SWOT analysis add one piece to the puzzle of solving methods in the 

theoretical framework of this thesis. In the market (meaning citizens in need of 

information, knowledge, recreation, lifelong learning) there are competitive forces 

that compete with each other for time, access to information, and money. 

Pors and Hernon (2013, p.119) described the situation in which public 

libraries or public institutions in general operate on the basis of conflicting, 

competing and ill-defined factors. There is in other words a situation in which the 

libraries’ competitive advantages must be clarified. Line (1994) tried to do this by 

identifying the elements of competitive advantages as the quality of the product 

offered, innovation, responsiveness to patrons and the ability to respond to new 

demands in the market. 

The public libraries are, usually, at some level, attached to their parent 

organizations. They are often considered support functions. A support function is 

operated and monitored by the surrounding organization. How the library managers 

assert their role in reforms, or endeavors to achieve reform, depends on how well 

the ideas underlying the reform are understood and how well the culture 

surrounding the local context is understood. Competition is a market force and 

cannot be excluded regardless of what it is called. Competition about libraries 

exists as an idea, space and financial structure. The library is also an icon.  

In a globalized perspective it is interesting to review the conclusions which 

Le (2015) made in the survey on challenges based on 14 academic library leaders 

as participants. Challenges are something that by their nature serve as a call to 

battle, contest, and special effort in a common-sense understanding. The main 

findings in the study of Le (2015) included the following major challenges: 

“to prove the relevancy of the library values to the university community,  

operate the library efficiently under tight or shrinking library budgets 

keep librarians trained and staff current with information technologies and 

strike a balance between developing digital resources and stewarding print 

materials 
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repurpose outdated physical library facilities to accommodate new library 

digital technologies, resources and services”. 

The study of Le (2015) identified following top five attributes.  

“The top five essential academic library leadership attributes are: vision, 

integrity, management skills, collaboration skills, and communication skills”. 

On a personal level the challenges are also related to the managers’ 

qualifications and profile. Challenges can stimulate but they can also paralyze if 

there is no preparedness. The list of the top five attributes does not mention entre-

preneurship or business sense, even though that would be plausible in the digital 

era. The expectations on the library leaders seem not to have changed in line with 

the digital transformation. 

Managing director Marcum (2016) on the other hand claimed that different 

eras need different leadership models. Marcum (2016) claimed that the digital age 

requires a different kind of leadership. She argued that the libraries will need to 

make dramatic changes, and for that the leadership is a crucial factor. Marcum was 

especially interested in the strategic planning carried out by the executive mana-

gement, even though the author believes that leadership is needed at every level of 

the organization (2016). 

Marcum (2016) argued further: 

“I am especially concerned about executive management because most of 

the individuals who are under consideration for these positions have at least one 

foot in the print world, but they are responsible for articulating the digital library’s 

mission and vision. And most have been trained to focus on local collections, but 

now a national, even global mindset is the key. And this different and necessary 

perspective requires a different kind of leadership”.  

Some of the main challenges are, according to Marcum (2016), the 

following: 

“Building a comprehensive digital strategy that can be shared broadly and 

repeatedly across the organization 

Renewing focus on business fundamentals 

Developing leaders with skill sets that bridge traditional and digital 

expertise 

Understanding the motivations of top talent” 

In the conclusions Marcum (2016) stated that digital era leaders are 

described as distinguished from non-leaders by their different combinations of 

skills, attitudes, knowledge and experience. They must be flexible and adaptable, 

intellectually curious and hungry for new knowledge; they must see value in 

sharply different perspectives, be comfortable with uncertainty, possess true 

passion for what they do, and look globally for solutions. 

Marcum (2016) named the digital mindset that is needed on every level. 

The greatest opportunity is “to choose the next generation of librarians who will 

complete the digital revolution”.  

http://content.iospress.com/search?q=author%3A%28%22Marcum,%20Deanna%20B.%22%29
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The opportunity is at the same time a challenge facing those who educate 

young professionals: the complexity and the different perspectives are there, but as 

discussed earlier there is also some confusion about what is happening.  

In Sweden the importance of leadership was accentuated in similar way as 

in Marcum, above, and published in a Swedish government report (Regeringen 

2016). The report claimed that leadership must be strengthened so that the 

opportunities of digitalization are utilized.  

“Since digitalisation is complex, multidisciplinary and in many cases 

requires substantial initial resources, a particularly active leadership within the 

public administration and at the political level is needed to initiate and move 

digitalisation efforts forward. This leadership is about translating the understan-

ding of digitalisation opportunities into strategic investments. It also involves 

prioritizing and implementing initiatives that increase the use of digital tools in the 

operations and develop digital services for citizens and businesses.” 

(http://www.regeringen.se/4af25c/contentassets/f7d07b214e2c459eb5757cea206e6

701/sou-2016_89_webb.pdf) 

The SWOT analysis is a strategic tool for improving strategic planning. 

The library managers and the librarians can do different analyses depending on the 

own “information world”. Bruzelius and Skärvad (2012) also explained that the 

aspect that has changed compared to earlier applications of the SWOT model 

(developed 40-50 years ago) is that the time is shorter in most cases and strategy is 

not developed only through a strict planning process. It is combined with other 

tools. Strategy work aims to increase the mental preparedness to meet different 

development alternatives (Bruzelius and Skärvad 2012).  

Michnik (2014) asked Swedish public library directors what threat they 

perceived as the most prominent. Michnik (2014) was interested in how legitimacy 

was expressed in the question. The questions were sent to all directors of public 

libraries in Sweden in 2011. In the empirical data Michnik identified seven types of 

general threats: the economy, social change, the image of the public library, the 

policy, the public library and its activities, and the public library staff and its 

competence. The threats were also divided into external threats and internal threats. 

In Michnik’s study (2014) the main threat was seen to be the tension between the 

current activities of the public library and the expectations of the public or local 

decision-makers. Michnik (2014) addressed this aspect in reference to the finding 

that public library managers regarded the expectations as unrealistic and there was 

a lack of resources, which prevented public library staff from meeting these 

expectations. The findings in Michnik’s study of Swedish public library directors 

recall the need for renewal that was discussed above in connection with library 

leadership in the digital era. The findings did not include all the components of the 

SWOT model, but rather provide an illustration of one component, namely threats. 
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2.7.2. New Public Management as a Strategy application 

 

There is actually no self-evident reason why libraries cannot be viewed as 

core operations instead of support organizations. It could simply be a matter of 

library managers noting a lack of “language” in an environment characterized by 

theories from an area of competence rather than management. This requires in-

depth “language courses” and a desire to analyze, understand and use the different 

forms of capital that libraries have as efficiently and effectively as possible. One 

way of doing this is to study the discipline of management, trying to understand 

what lessons can be learned from management studies. There is a desire to learn 

from the core of management (or perhaps, more closely, from successful mana-

gers). This is referred to as the New Public Management, NPM (Kann-Christensen 

and Andersen 2009 and others). Almqvist (2006) stressed that NPM operates in a 

complex situation, a situation that varies from country to country, as well as on a 

micro-level.  

Den Heyer (2010) described NPM as a strategy and “a move towards a 

governance approach that places emphasis on the transparency, performance 

management and accountability of public sector employees and managers”. The 

main frameworks that formed the theory of New Public Management were the 

public choice theory (people were believed to be rational and that they were 

dominated by self-interest, Gorringe 2001 in den Heyer 2010). The second main 

framework was based on the notion that social and political life can be understood 

as a series of “contracts”. This kind of contractual relationship is built on 

agreement on the undertaking of tasks and compensation for the results (Gorringe 

2001 in den Heyer 2010). 

Some components of the NPM caused friction, especially in regard to the 

public sector’s adoption of business-specific principles of the private sector. The 

critics contended that the arguments presented on the public sector were vastly 

different from the private sector. That is why NPM was seen as inappropriate (den 

Heyer 2010). 

In my understanding, New Public Management identifies and promotes the 

attitude that there is a financial reality and that common resources could be used 

more efficiently. NPM movement also generates counter movements (as in Kann-

Christensen and Andersen 2009). One could claim that library management faces 

the demands of knowing two libraries: the library as an organization that has to be 

managed efficiently and effectively, with measurable results and wise use of staff, 

and the library as a professional organization with a strong mission based on its 

own professional codes and ethics, a staff that is specialized in libraries and a 

passion for providing universal access to information, books and culture, 

considering all the visitors, from small children to elderly people as customers, 

even though no direct money transactions are involved.  

One example of reforms in the world of libraries into which NPM thinking 

seeps is the amalgamations of libraries that are occurring in Finland, with the 
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Tritonia Academic Library in Vaasa, Fellmania Information and Library Services 

in the Lahti Regional Consortium, Lappeenranta Academic Library, and the 

Lapland University Consortium. Palonen et al. (2013) described this development 

as “integration” and as “joint libraries”. NPM thinking can be discerned in the 

conclusions. The authors contended: 

“Joint libraries for universities and polytechnics serve both sectors 

equally. They produce joint services and especially tailored 

services according to needs and possibilities. Administratively, 

the existence of joint libraries is based on contracts between 

universities and jointly compiled statutes” (Palonen et al., 2013). 

The authors’ financial discussion also addressed the components of costs, 

personnel and decentralization/centralization.  

 

2.7.3. Leadership roles in the pyramid of responsibilities 

 

There is a classic way of looking at leadership (management) positions, 

created by Mintzberg (1973 in Jacobsen and Thorsvik 2013). The theory about 

leadership assumes that it is possible to clarify what kind of roles a leader 

(manager) has. Mintzberg (1973) started from the manager’s formal authority and 

position. The illustration below is a general one accessed on the Internet: 
 

 

 

Figure 3. Roles of a manager described by Mintzberg (1973). 
Source: https://iedunote.com/mintzbergs-10-managerial-roles 

  

The interpersonal roles according to Mintzberg (1973) (figurehead, leader 

and liaison) are about contacts with other people, both inside and outside the orga-

nization. It is not only about physical and verbal contact but also about how the 

leader (manager) appears as a symbol for people inside and outside the orga-

nization. Short descriptions are given below. 

https://iedunote.com/mintzbergs-10-managerial-roles
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The role of figurehead: Every top leader is a symbol because of the formal 

authority which is connected with the position. 

The role of leader: This role is about activities focusing on inspiring and 

motivating co-workers, providing guide lines and taking action to make the 

employees follow the goals of the organization in their work. 

The role of liaison: It is about activities aiming to develop relationships to 

persons and groups. The leader’s contact network is an important source of 

information and is strategically important for the organization’s connections with 

the surrounding world. 

Informational roles are: 

The role of monitor: The leader seeks and receives continuous information. 

Through the information from different sources the development of the 

organization is monitored. This role engages the leader because he/she can identify 

important changes in the organization’s activities and identify problems and 

opportunities. 

The role of disseminator: The leader is a generalist while the employees 

can become specialist in their duties. That makes it possible for the leader to 

disseminate external and internal information. Mintzberg (1973) pointed out that it 

is important to distinguish information about actual circumstances (objective 

information) from value-oriented information that is colored by preferences about 

how things should be. The role of disseminator is important according to 

Mintzberg because it is important to disseminate value-oriented statements that can 

be guidelines in decisional situations. 

The role of spokesman: In this role as a spokesman the leader intermediates 

information from the organization to the surrounding world. Mintzberg underlined 

the importance of the leaders being well oriented and updated about the 

organization in order to gain respect in the eyes of the surrounding world. 

Decisional roles according to Mintzberg are (Mintzberg 1973 in Jacobsen 

and Thorvik 2013, p. 392-395):  

The role of entrepreneur: This role is about activities where the distur-

bance handler takes the initiative to plan changes to profit from opportunities that 

can improve the organization’s situation. 

The role of disturbance handler: In this role the leader tries to manage a 

crisis that has to be recognized. There can, according to Mintzberg, be three types 

of crises: a) conflict between the employers, b) conflict in relation to other orga-

nizations, and c) the actual or threatened loss of resources. 

The role of resource allocator: Allocation of resources is a central 

leadership function. Control over resources (personnel, money, time, material, and 

equipment) gives the leader control over strategy development and priorities for 

investments. Resource allocation is an integrated part of decisions about what is to 

be done, and when and how tasks are to be carried out. 

The role of negotiator: Negotiations with representatives of other organi-

zations or authorities is a central leadership task. The leader has the authority to 
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make binding decisions for the organization and can for that reason provide 

credibility to negotiations. 

Moran et al. (2013) found Mintzberg’s concept to be also relevant for library 

and information center management. They claimed that some of these roles are 

performed primarily by top-level managers (such as spokesperson or figurehead) but 

“all managers must adapt many of these roles” (Moran et l.2013, p. 12). One 

question that arises is of course is whether there could be totally new or profoundly 

changed roles due to the digital transformation in the information society. 

 

2.7.4. Possible cultural differences in management 

 

A natural question, considering the aim of this study, is if the roles of 

management can be applied in the same way in different countries or not; are there 

cultural differences?  

In Sweden a recent report (Bredin et al. 2016) claimed that Swedish 

management is still relevant as an inclusive style of management that typically acts 

in close connection to the staff. In the era of global ownership and strong 

decentralization there is a risk of excessive distance between management and the 

staff. Actually, the authors claimed that an inclusive management style is a 

competitive advantage and that management must be built on trust. Organizational 

viability needs organizational identities, a strong commitment, and a framework 

built on a clear delegation of responsibilities and a mandate.  

The role of managers in Sweden in the inclusive management tradition 

(Bredin et al. 2016) could be that the manager becomes more like a team member 

than a team leader, or other different, more side-by-side roles than the ones 

Mintzberg (1973) found. It can be assumed that the leadership roles engaged in 

managing information have changed in the information society and that updated 

knowledge of information technology is needed in order to organize information 

flows in the complicated and demanding information map.  

This possible connection to the position in the organization coincides with 

the findings made by Åstrand and Ahlvik (2012) in Sweden as well as by Kann-

Christensen and Andersen (2009) in Denmark. 
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III. EMPIRICAL STUDY 
 

 

 

 

 

 

3.1. Introduction 
 

The research in this study has been conducted by means of case metho-

dology. Case study methodology aims to analyze specific issues within the 

boundaries of a specific environment, situation or organization. A case can be 

almost anything: a country, an organization, a person, or a situation. There are two 

ways to describe the method of analyses of cases. First, there is analysis within a 

case (often called a single-case study) and secondly, analysis between cases (often 

called comparative-case study or multiple-case study).  

A single-case study is conducted within a case while a multiple-case study 

aims to compare cases. The research process for both cases/methods can be 

compared with a detective’s approach to a problem (Jensen and Sandström 2016). 

The metaphor I prefer in this study is picking the pieces I need to solve a puzzle, 

and it is similar to the metaphor of detective.   

An explorative case study method is suitable for this study focusing on 

library managers since the phenomenon is both complex and context-dependent. 

The complexity of the phenomenon studied is contemporary and possible to 

understand through present-day events. The specific context is important in order 

to create a somehow meaningful understanding of the phenomenon (Yin 1981 in 

Jensen and Sandström 2016, p. 42).  

Simplified rules of thumb are that practical advice and principles are 

guiding: for instance, research questions rule the research process, several cases 

should be preferred rather than fewer cases, and a literature review should be 

carried out in order to avoid a naive view of the empirical results (Jensen and 

Sandström 2016). 

A case study researcher has several principles to follow. A case study 

researcher must maintain a neutr demeanor—be simultaneously close and dis-

tanced. One principle is that of inter-subjectivity, which means the understanding 

between the subject and the object. Inter-subjectivity is reached by consensus but 
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also by correspondence between what really has happened and what is shown in 

the study. One more principle is about scientific paradigms: science is transformed 

through small steps into a revolution. A researcher will push the science forward 

until the opposite is proved. A neutral researcher means that a researcher sticks to 

what is shown and makes his or her own interpretations of that. One of the 

principles is to follow the evidence, in the sense that “data” will follow ethical 

guidelines and will be honestly confirmed, including reliable and valid results. One 

principle guides the demonstration of factual circumstances (Jensen and Sandström 

2016).  

 

3.2. Pre-understanding 
 

Qualitative research often recalls the concept of pre-understanding. By pre-

understanding is meant prior understanding, beliefs and attitudes that have been 

acquired previously.3 Pre-understanding refers to the concept of framing in the 

theoretical framework.  

The initial motivation for the theme of this study was that according to my 

background library managers have difficulty breaking through the “information 

wall” because of the image of traditional libraries. The assumption is also that 

library managers are generally moving towards strategies for information mana-

gement in the digital transformation. The further assumption is that library 

directors/managers have difficulty finding the right language to promote their 

organizations and that their role and importance are at risk of disappea-

ring/shrinking in line with the rapid ICT development. The author considers 

libraries as good and necessary institutions in the society, providing universal 

access to knowledge and information. Libraries can save people from a shortage of 

knowledge or cultural anemia, and thus provide a richer life. 

 

 

3.3. Execution of the study 
 

3.3.1. Library systems 

 

The library systems in Finland, Romania and Sweden were drafted 

generally within their theoretical frameworks. The main types of libraries include 

national libraries, academic libraries, public libraries, school libraries and special 

libraries. There are private libraries, too, operated by commercial entities, but they 

are not part of this study. There are a few universities in Finland, Romania and 

Sweden that are operated more like commercial entities with more or less private-

sector funding and management. They were not excluded from this study if they 

had their own library or person responsible for the library.  

                                                           
3 Deeper discussions for instance, in hermeneutics 
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The library types that were chosen for this study were academic or higher 

education libraries, and public library systems (i.e., one main library with several 

branches) in the very same cities in Finland and Sweden. The assumption was that 

cities with universities or institutions of higher education, together with public 

libraries, are more dynamic and vital in aspects of leadership as well. Törnqvist 

(2017) explained how companies in a certain phase of their development are 

concentrated in larger urban areas or other regions (“home bases”) where there are 

advanced research and higher educational institutions, infrastructure, competence 

and services, in order to improve their competitive ability in the international 

markets as well. Törnqvist (2017) had in mind the phase in which new companies 

are born or new products are introduced. Of course the libraries are not companies 

but they do contribute to these processes in one way or another. University 

students, teachers and researchers, and education on different levels stimulate and 

bring an energetic dynamic to cities and regions. Students are a dynamic force with 

new ideas and energy (Mäntykangas and Omstedt 2012).  

Numbers describing library activity were presented in the theoretical 

framework in Table 4. Here in Table 8, I present some more numbers on the 

amounts of libraries, librarians and users in each country, to give an idea of the size 

of each category. 

The years for the information vary and are from 2010 or later.  

 

Table 8. Approximate numbers of libraries, librarians and library users in 

Finland, Romania and Sweden. 
Source: https://www.oclc.org/en/global-library-statistics.html 

 

Number of Finland Romania Sweden 

Libraries 6 100 12 000 6 400 

Librarians 7 600 16 000 6 000 

Users 4 000 000 5 700 000 4 500 000 

  

 

3.3.2. The managers as respondents 

 

The respondents to the questionnaire who took part in this study were 

acting as library directors (managers). The selection of the respondents was made 

using criteria which will explained further on. They were all library directors, 

managers or other supervisory staff. They were identified by using different kinds 

of catalogues and other information on the Web in Finland and Sweden. 

Professional organizations, such as the Swedish association of libraries, were also 

consulted. Due to legal considerations concerning personal integrity, neither the 

members nor their contact information could be obtained from the organizations 

for this study. In one Finnish case, the respondent was not allowed to answer 

research-related questionnaires without formal consent from a board.  

https://www.oclc.org/en/global-library-statistics.html
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The questionnaire was digitally sent directly to the managers’ e-mail 

address as a link to the questionnaire (an invitation to participate in the study) and a 

short message about the study in the email body. Contact information was also 

given in case there were any questions or problems of any kind with the link or the 

questionnaire. Anonymity was assured for the respondents. 

The method of selecting Romanian respondents for this study differed from 

Finland and Sweden. The aim was that the should study cover as much as possible 

the diversity of libraries in Romania in terms of location, size, and staff, and the 

specific characters of their collections and users. The total amount of sent 

questionnaires in Romania was 20 and 19 were completed, so the response rate was 

95%. The link was sent directly to the Romanian library managers. The responses 

were collected between March 2 and April 1, 2016.  

Forty-eight questionnaires were sent to 48 library directors in Finland. The 

amount of electronic responses was 16 (i.e., 33%). The query was done between 

February 21 and March 21, 2016. One potential factor complicating the activity of 

probable respondents may have been the financial cuts to higher education funding 

going on in Finland at that time of my query. As an illustration of this, the National 

librarian in Finland refused to accept cuts to the funding for the library. In general, 

the universities and institutions of higher education were in the process of re-

organization and fusion, and the libraries associated with them were also affected.  

The total amount of sent links to the questionnaire in Sweden was 67. The 

total amount of received responses from Swedish respondents was 33 (i.e., 49 

%).The time frame for receiving responses from Swedish respondents was January 

21 until February 19, 2016.  

The total amount of responses from the three countries’ library managers 

was 68, i.e., 50%. A reminder was sent all selected libraries three weeks after the 

questionnaire was sent out. The opportunity to respond to the query was finally 

closed on June 29, 2016.  

 

3.3.3. Description of the questionnaire as an instrument of the study 

 

The method of doing research via an electronic questionnaire was chosen 

to overcome the geographical distances. This made it possible to study different 

countries despite of the distance and the language barrier. The questionnaire was 

directed to respondents as a link and the answers were automatically gathered on a 

server. The basic starting point was, of course, that every respondent had a personal 

e-mail address. The ethical conditions were clarified in the questionnaire, namely, 

that the results would be treated anonymously and with confidentiality on the 

individual level. The respondents were promised an opportunity to read the thesis 

and its results after the thesis was completed.  

The questionnaire was created and the results gathered using the software 

called Survey Monkey®. The results were stored on a server that only I could 

access. The questionnaire was translated into Finnish, Swedish, Romanian, and 
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English. The respondents could choose their preferred language in each case, for 

instance between Finnish and Swedish in Finland, and between English and 

Romanian in Romania.  

Saris and Gallhofer (2014) reflected on the aspect of using different 

languages stating that the researcher does not have much choice over the language 

to be used in the questionnaire. A country has a national language, like Swedish in 

Sweden and Romanian in Romania. Finland has two national languages, due to its 

history, Finnish and Swedish. In Sweden, there are five official minority languages. 

They are Finnish, Sami, Romani, Yiddish and Meänkieli (Finnish spoken in 

Northern Sweden). In Sweden, Swedish is the principle language anyway. As a 

principal language, Swedish is the common language of society, the language to 

which every resident is expected to have access and that is expected to be usable in 

all areas of society (Language Act 2009:600). 

Saris and Gallhofer (2014) described difficulties in translating ques-

tionnaires into several languages as was done in the European Social Survey. The 

survey was conducted in 23 countries in Europe and had to be translated into more 

than 20 languages. Of course, there can be problems in translating concepts. The 

same kind of problems can also appear in communication between two people 

speaking the same language. The supposed language barrier was not an issue in this 

study due to the option of using preferred language, due to the highly skilled 

translators. 

A questionnaire is also flexible in that it could be delivered directly to the 

probable respondent electronically as a link, as mentioned earlier. A common 

problem with questionnaire-based studies is that the percentage of responses 

received is very low. It was assumed that the respondents would probably receive 

many questionnaires (both serious and less serious) in their email Inboxes, so a 

questionnaire could easily be accidentally deleted. That is why a reminder was also 

sent also. There could also naturally be other reasons, of course, reasons unrelated 

to the questionnaire or the study itself (environmental factors, low priority, or a 

change in leadership or politics to name some possible reasons). Responding was 

voluntary, and the responses came from well-informed and highly relevant 

participants. 

Anonymity was a promise to the respondents. The issue of anonymity has 

become prominent in the information age (Nissenbaum 1999). Information 

technology has made it possible to track people. Scott (2004) described different 

types of anonymity. Anonymity can be, e.g., physical or discursive anonymity. 

Scott (2004) described physical anonymity as a situation in which one cannot sense 

the physical presence of a message source. Discursive anonymity, according to 

him, is the condition in which specific comments cannot be attributed to a specific 

individual source. In this study the types of anonymity are connected but the 

discursive anonymity is important giving the respondents freedom to express 

themselves and their theories more freely. The physical anonymity is in this study 

about keeping the libraries separate from the answers. In other cases the 
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relationship between library type, the position of the respondent and the country 

could lead to guessing. Because it was not the main focus in this study, the 

connections have been “broken up” or are loose. Anonymity encourages free 

expression and the ability to voice opinions on unpopular ideas and is as such a 

democratic right given to the library managers in this study.  

One interesting distinction is that between self- and other-anonymity, 

leading to “identifiability” (self’s anonymity to others) and “anonymity” (others’ 

anonymity to self) (Scott 2004). In a free application of the concepts, one might 

claim that the respondents remained anonymous to me as a researcher but I will not 

be anonymous to them. It also makes the interpretation process easier when the 

results (answers) are seen primarily in their capacity of professional judgments and 

not of persons. The anonymity lies in the capacity to be unnamed as a person and 

unnamed as a library.  

The questionnaire resembled a semi-structured interview. The difference 

was that there was no two-way direct communication between the researcher and 

the respondent. The communication was of another kind, between the question put 

and the answer developed in the mind of the respondent. That may have increased 

our ability to reach the self-reflective, tacit knowledge of the respondents. One 

shortcoming of course was the lack of an opportunity to ask for clarification if any 

of the questions seemed unclear. However, an opportunity to ask for clarification 

was provided in the e-mail addressed to the respondents. 

The processing and analyzing of the responses was a step-by-step 

procedure:  

Testing different software solutions to create a format that was manageable, 

given the circumstances (ethical dimensions, storage considerations and transparency 

in creating the questionnaire) Choosing a tool (in this case Survey Monkey) Creating 

and formulating the questions for the questionnaire Testing the questionnaire 

technically4 and the questions on test persons Creating the link and sending it to the 

probable respondents directly by e-mail 

Following up the amount of responses 

Sending reminders 

Closing the link and the possibility to respond 

Starting analyzing, visualizing and interpreting 

The questionnaire that was created and developed for the aim of this study 

is attached to the thesis as an Appendix. 

                                                           
4 Despite of previous testing, one technical mistake was found in the Swedish 

version of the questionnaire in the question called Q1 where it was only possible to choose 

one of the options and not many. However, there was a possibility to leave free comments 

and to get a new version of the questionnaire in which the mistake was corrected. 
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3.3.4. Construction of the questions 

 

The main theme of the thesis is library managers’ contribution to the 

information society. This was also given as the title of the questionnaire. Here, the 

structure is introduced to make it easier for the reader to follow the presentation of 

the results further on in the work. The questionnaire was divided into sections from 

A to F.  

 

The sections were entitled: 

A. The mission of libraries in the information society 

This section aims to obtain knowledge about library managers’ 

understanding of the mission of the library in the information society and their 

estimation of the difficulties they face in fulfilling their mission looked upon from 

the broader perspective of the information society.  

 

B. The library director’s description of the mission  

This section asks for the library managers’ description of the mission as 

conducted in their own organization by asking questions about the responsibilities 

in it.  

 

C. External and internal factors that influence the way you lead your 

activities (SWOT analysis) 

This section aims to gain knowledge about how the managers’ describe the 

strengths, weaknesses, opportunities and threats they deal with in their role as 

leaders. 

 

D. The organization and your mission in it 

This section involves several questions to obtain some understanding of the 

power the library managers have, but also the kinds of role/roles they can identify 

themselves with.  

 

E. Metaphor/image/feeling 

This section has only one question: How would you characterize your 

organization, using a metaphor, image or feeling (e.g., a marketplace; “connecting 

people” [Nokia]; “Just do it” [Nike]). 

 

F. Background facts 

The last section aims at finding facts about the respondents and the 

library/libraries they managed. The respondents’ reasons for becoming a 

leader/manager is also included, thus ending the questionnaire with a personal 

question. 
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The series of questions was designed to be direct, concrete and relevant. 

Saris and Gallhofer (2014, p. 16-17) described two kinds of concepts in survey 

design, namely concepts-by-intuition and concepts-by-postulation. The concepts-

by-postulation are derived from the deductive theory and that is why they are “less 

obvious because they require explicit definitions. --- Concepts-of-intuition include 

judgments, feelings, evaluations, norms and behaviors” (Saris and Gallhofer 2014, 

p. 16). The concepts in this work are broadly understood as concepts-of-intuition 

for the questionnaire part and as concepts-of-postulation for the theoretical 

framework. The concept of tacit knowledge is close to the concept of intuition. 

Both aspects interact in professional knowledge. 

 

 

3.4. Results of the empirical study 

 

3.4.1. The library’s primary mission in the information society 

 

The results of the empirical study follow the order of the questions in the 

questionnaire sent to the recipients in the three European countries. The issue of 

libraries’ mission in the information society was approached through four separate 

questions of which the first included a set of response options and the other three 

elicited free-text responses from the respondents (see Appendix).  

Table 9 and Figure 4 show the results for the set of given response options 

selected by the respondents in the three countries about the library’s primary 

mission in the information society. They show the selection by the respondents as a 

percentage. The response options for the primary mission were: spreading new 

technology, cost-effectiveness, providing professional assistance and knowledge to 

everyone in the name of democracy, meeting place, and services adapted to various 

target groups. 

The results show that the library’s primary mission in the information 

society is clearly to provide professional assistance and knowledge to everyone: 76 

percent of all respondents regarded this library mission as the most important one 

(Table 9). This was similar for all respondents regardless of country. Fifty eight 

percent of all respondents chose the mission of providing services adapted to 

various target groups as the second most important mission. The combination of 

providing assistance and knowledge to everyone and/or to various target groups, 

i.e., reflecting the cornerstones of democracy, is highlighted by the similar 

preferences across the three countries. The library as a meeting-place was the third 

most common choice. The library’s mission in Romania underlines the services 

tailored to various target groups (95%). The spreading of new technology and cost-

effectiveness were regarded as the least important of the library missions. 
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Table 9. The library’s primary mission in the information society (Q1). Choices 

of response concerning the library’s primary mission in the information society are 

given as a percentage and in alphabetical order for the three countries studied - 

Finland, Romania and Sweden. The number of respondents is given in the column N. 
 

Choices of 

answer 

All responses 

% 

Finland 

% 

N Romania 

% 

N Sweden 

% 

N 

Spreading new 

technology  
27 36 5 50 9 13 4 

Cost-

effectiveness 
18 27 4 23 4 13 4 

Provision of pro-

fessional assis-

ance and know-

ledge to everyone 

in the name of 

democracy 

76 87 13 89 16 66 21 

Meeting place 42 71 10 63 12 19 6 

Services adapted 

to various target 

groups 

58 47 7 95 18 41 13 

Total respondents   15  19  32 

The results are presented in histograms to better visualize the differences 

between the three countries (Figure 4). 

 
Figure 4. The library’s primary mission in the information society in the three European 

countries. The proportion of responses is given as a percentage. 
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The overall results, shown in Figure 4, indicated that the library’s primary 

mission in the information society is clearly to provide professional assistance and 

knowledge to everyone. This was rather similar for all respondents regardless of 

country. The combination of providing assistance and knowledge to everyone 

and/or to various target groups was highlighted by the similar preferences across 

the three countries. However, in Romania, services tailored to various target groups 

are highly appreciated (Figure 4). The library as a meeting-place was the third most 

common choice, while the spreading of new technology and cost-effectiveness 

were regarded in all three countries as the least important of library missions.  

After ordering the primary mission of libraries in general, library managers 

were asked to select the most difficult options from the perspective of their “own” 

library. The options given were: spreading new technology, cost-effectiveness, 

providing professional assistance and knowledge to everyone in the name of 

democracy, meeting-place and services adapted to various target groups. The 

respondents could also develop their answers in their own words. The answers 

showed variation but some overall trends could be discerned. 

Finnish managers considered digitalization and the spreading of new 

technology as a difficult challenge in addition to the question of licensing and cost-

effectiveness. Even the quality dimensions of information and multiple distribution 

channels were mentioned. Several respondents also mentioned the adaptation of 

services as difficult to handle. 

In Sweden, cost-effectiveness (due to diminishing resources) was regarded 

as a difficult challenge. The costs of the activities and their management along with 

the need to adapt services were frequently mentioned by the Swedish respondents.  

The Romanian respondents also emphasized cost-effectiveness and the 

adaptation of services as the most difficult option. The preservation, conservation 

and communication of digital documents were also mentioned by the Romanian 

managers. One Romanian respondent emphasized the need to engage the right 

personnel as a way to overcome the difficulties. 

The question of which of the options presented in question 1 was the most 

difficult (Q2) was put from the perspective of the respondent’s “own” library. The 

options that were given were: spreading new technology, cost-effectiveness, 

providing professional assistance and knowledge to everyone in the name of 

democracy, meeting-place and services adapted to various target groups. The 

respondents could give their answers in their own words. The answers showed 

variation but some overall trends could be discerned. 
 

Some illustrative quotations from the freely worded answers: 

“Digitalization and libraries, licensing rules for new technology—there 

are not enough e-materials to offer.” 
  

“Cost-effectiveness is hampered because of the major transactions that 

must be done with large publishing houses that support closed science, and whose 

prices have increased dramatically.” 
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“To adapt services to the users. We know too little about our users and 

have no effective tools by which to learn about their varying needs.” 
 

“Access to e-resources, expensive licenses, copyright issues.” 

 
The information society: positive and negative impacts on libraries 

(Q3 and Q4) 

 

The question of the positive (Q3, see Appendix) and negative (Q4, see 

Appendix) impacts of the information society on libraries was approached through 

the respondents’ opinions freely expressed in their own words. The information 

society affects the library’s role and development either favorably or adversely. 

The concept of the information society was explained to the respondents as 

referring to the society in which we live, and in which our handling of information 

to a great extent replaces physical work. The results are presented in categories of 

countries, introducing the context of the information society for libraries as 

reflected by the respondents.  

The results of opinions of either positive or negative impacts of the 

information society on libraries for Finland showed that access to information has 

become easier. The information society was seen as a changing paradigm. The 

paradox of contradictory processes, e.g., the death of libraries in relation to the 

increasing need for library space, was described. Generally, the Internet was 

mentioned among other tools as making information processes/processing easier. 

One Finnish respondent stressed the particular need in Finland, being a small 

Nordic country, for education and ongoing skills development. In Finland, the 

difficulty of finding relevant and significant information was brought up as a 

negative impact of the information society. Even the concept of disinformation was 

used. One facet of the information society is the parallelism of printed and digital 

information sources. It was also claimed that the libraries’ visibility is decreasing 

in the supplier chain. Old-fashioned license models and the ability of the 

publishing houses to develop monopolies and pricing models in the name of 

digitalization were mentioned as negative impacts on libraries. 

Swedish respondents also mentioned contradictory forces in the 

information society and the concept of a paradigm shift from print to digital media. 

The (information) tools were described as improving the core services of libraries. 

“The information hub” was used as a modern description of libraries in the 

information society, instead of isolated book silos. Several respondents brought up 

the phenomenon of growing access, and that there is ever more information and 

new tools available to benefit the users. In Sweden, a negative impact was 

repeatedly claimed to be the increasing costs (for databases, journals, copyright, 

etc.). However, several managers among the Swedish respondents also questioned 

whether there actually are any negative aspects and instead put forth the concept of 

a challenge. Like the Finnish respondents, the Swedish respondents also mentioned 
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the presumed decreased visibility of libraries together with the lack of connection 

to library locations. 

In Romania, respondents mentioned the aspects of access, the moder-

nization of services and the changing role of libraries, e.g., being more a promoter 

of a new wave. Improved speed of services was also mentioned as a positive 

impact of the information society on libraries. In Romania, a negative impact of the 

information society was said to be the shifting of the focus from collections to 

digital training and information. In Romania, as in Finland and Sweden, the tension 

between printed versions versus Internet resources and the demands on libraries 

facing the information explosion were brought up. One Romanian respondent 

mentioned that new information tools had a negative impact on the information 

society because the solutions they offer become challenging. Not finding any 

negative aspects of the information society on libraries was mentioned by some 

Romanian respondents, as was also the case for the Swedish respondents. 

The following are some illustrative quotations from the respondents on the 

topic of the positive and negative impacts of the information society on libraries: 
 

“More than 98% of information services are digital. We have about 

500,000 printed copies but our digital selected collection is more than 470 million. 

The role of the library as a provider but also as a global communicator of 

information on science in education has been enabled in the era of information.” 
 

“It provides quick, direct and uncensored access for the reader 

(information consumer).” 
 

“The visibility of libraries has increased because it (i.e., the information 

society) sheds more light on everything that is connected with the handling of 

information. Paradoxically, the Internet made library space visible: after talk 

about the death of the library started (because on the Internet one can get/find 

everything), it became obvious that the library space and the encounters & 

community-shaping that occur there are real values as such. In addition, the 

information society gave the libraries one indisputable tool: the Internet.” 
 

“One has to maintain a physical and digital library at the same time. 

Nothing has been totally removed although new tasks have come along.” 
  

“The library has become more invisible because it is difficult to make a 

distinction between the resources a library has.” 
 

“The work of a library may become more invisible because it is not 

connected with a physical location.” 
 

“Many think it is enough to use Google and do not make use of the 

services of a library.” 
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“Beneficiaries’ expectations are growing, but authorities’ interest is 

declining because libraries do not ‘produce’ on a commercial level, but rather 

intellectually, with visible effects over the long term.” 
 

“Under certain conditions it pushes users away from the library and gives 

them the illusion that they can be independent readers and researchers.” 

 

3.4.2. The library directors’ description of the mission 

 

The issue of library directors’ descriptions of their mission was explored 

through three questions of which the first included a set of response options about 

the primary responsibilities, and the other two elicited free-choice responses, in the 

respondents’ own words, about the time needed for the tasks and about developing 

personal characteristics (see Appendix, Q5-Q7).  

Table 10 and Figure 5 show the results of the set of given response options 

describing the primary responsibilities of library directors as selected by the 

respondents in the three countries. They show the respondents’ selection as a 

percentage. The response options for the primary responsibilities were: strategic 

planning, human resources, skills development, external relations, financial 

management, IT and internal work processes.  

 

 

Table 10. Primary responsibilities of library directors (Q5). Choices of answer 
describing the primary responsibilities of library directors are given as a percentage 
and in alphabetical order for the three countries studied: Finland, Romania and 
Sweden. The number of respondents is given in the column N. 

Choices of answer All 

responses % 

Finland 

% 

N Romania 

% 

N Sweden 

% 

N 

Strategic planning  97 92 11 95 18 100 31 

Human resources  85 67 8 89 17 90 28 

Development of skills 73 36 5 67 12 90 28 

External relations 87 83 10 95 18 84 26 

Financial management 90 92 11 79 15 97 30 

IT and internal work 

processes 
68 50 6 74 14 70 22 

Total respondents   12  19  31 

 



90 Contribution of Library Managers to the Information Society 

 

Library managers’/directors’ responsibilities were weighed equally by the 

respondents (Table 10). The strongest emphasis was on strategic planning in all three 

countries, and the results varied between 92 and 100 percent. All choices showed 

high scores, reflecting the importance of the position of the managers/directors. Skills 

development was the aspect that showed the most variation, Finland and Romania 

showing the least importance for judgment (36% and 67%, respectively) and Sweden 

the highest (90%). Below, the results are visualized in histograms showing the 

differences between the three countries (Figure 5). 
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Figure 5. Primary responsibilities of library directors in the three European countries.  

The proportion of responses is given as a percentage. 

 

Library managers’/directors’ responsibilities were weighed rather similarly 

by the respondents (Figure 5). The slightly stronger emphasis was on strategic 

planning in all three countries. Skills development was the aspect that showed the 

most variation, Finland and Romania showing the least importance for judgment 

and Sweden the highest. IT and internal work processes overall were scored as the 

least important among library managers’/directors’ responsibilities (Figure 5). 

 

Most time-consuming tasks (Q6) 

 

After the ranking of the tasks, the time spent on the different respon-

sibilities of library directors (see Appendix, Q6) was asked for. In Finland, 
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strategic planning was considered the most time-consuming responsibility. A few 

mentioned that financial management is time-consuming at the moment since as a 

result of recent financial cuts the functions of libraries necessarily had to be 

readapted. In Sweden, the most time-consuming responsibility was strategic 

planning. Several managers also mentioned the responsibility for staff as the most 

time-consuming responsibility. Strategic planning was also mentioned in Romania 

as the most time-consuming. One respondent explained this topic subsequently: 

“The proportion of these components is variable: each of them can easily be a 

priority or slightly postponed, according to the imperatives of a specific period”. 

The overall results supported the country-wise results, indicating strategic planning 

as the main responsibility. 

 The need for personal development (see Appendix, Q7) through self-

evaluation revealed that in the three countries the necessary skills to develop 

oneself varied to some extent. Communication skills were regarded as in need of 

improvement both in Sweden and Romania. Romanian managers also mentioned a 

desire to improve time-management skills. They also recognized the need to 

improve employees’ IT and other digital skills. Improving digital skills was not 

mentioned either in Finland or Sweden. However, one manager in Finland wanted 

to become more familiar with e-materials. Time management was also mentioned 

by Finnish managers as in need of improvement. In Finland, softer aspects of 

personal development were mentioned, such as patience, more diplomatic skills, 

and the ability to separate one’s own identity from the task. Both in Finland and 

Sweden, the need for being better at prioritizing was also mentioned. 

 

3.4.3. External and internal factors  

 

The strengths, weaknesses, threats and opportunities involved in running 

the activities of a library were explored by means of four questions all of which 

had a set of three response options and a free-text option (see Appendix, Q8-Q11). 

The results of external opportunities (Q8) seen by the library managers for their 

operation are given in Table 11 and Figure 6. The external opportunities included 

an increased need for education, awareness of information, and favorable political 

trends. The results of external threats (Q9) seen by the library managers as facing 

their operation are given in Table 12 and Figure 7. The external threats included 

the library’s image, reduced financial resources, and new actors supplying e-books. 

The results of internal weaknesses in library operations (Q10) as seen by the library 

managers are given in Table 13 and Figure 8. The internal weaknesses included as 

alternatives resistance to change, low salaries, and staff competence. The results of 

internal strengths in library operations (Q11) as seen by the library managers are 

given in Table 14 and Figure 9. Internal strengths in library operations included 

library expertise (in delivering services), dedicated staff, and established and well-

known operations. 
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Table 11. External opportunities for the library director (Q8). Choices of 

answer describing the external opportunities for library directors are given as 

percentages and in alphabetical order for the three countries studied: Finland, 

Romania and Sweden. The number of respondents is given in the column N. 

Choices of answer All responses 

% 

Finland 

% 

N Romania 

% 

N Sweden 

% 

N 

Increased need for 

education 

76 82 9 89 16 66 19 

Awareness of 

information 

76 82 9 94 16 66 19 

Favorable 

political trends 

21 9 1 35 6 17 5 

Total respondents   11  18  29 

 

External opportunities for library directors followed the order of the list 

given in the questionnaire (Table 11). Both an increased need for education, and 

thus for library services, and awareness of information were selected by 76% of the 

library directors as the most important external factor. Favorable political trends 

were regarded as the least important for library operations in Finland (9%) and in 

Sweden (17%), but were regarded as slightly more important in Romania (35%). 

This result shows that libraries have identified opportunities connected to the 

information society (awareness of information) but also in connection to their 

needs for education. The results are visualized below in histograms (Figure 6). 
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Figure 6. External opportunities for the library director in the three European countries. 

The proportion of responses is given as a percentage. 
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The overall results in Figure 6 showed both an increased need for edu-

cation, and thus for library services, and an awareness of information as the most 

important external factors. Favorable political trends were regarded as the least 

important for library operations in Finland and in Sweden, but were regarded as 

slightly more important in Romania (Figure 6). 

 

Table 12. External threats for the library director (Q9). Choices of answer 
describing the external threats for library directors are given as a percentage and in 
alphabetical order for the three countries studied: Finland, Romania and Sweden. 
The number of respondents is given in the column N. 

Choices of answer All 

responses 

% 

Finland 

% 

N Romania 

% 

N Sweden 

% 

N 

Library’s image  48 58 7 26 5 59 17 

Reduced financial 

resources 
85 83 10 95 18 79 23 

New actors 

supplying e-books 
12 33 4 17 3 15 4 

Total respondents   12  19  29 

 

The reduction of financial recourses was seen as the biggest external threat 

(Table 12). In all three countries this was rated similarly (see also Figure 7).  
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Figure 7. External opportunities for the library director in the three European countries. 

The proportion of responses is given as a percentage. 
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The library’s image was considered similarly as the second-most 

dangerous external threat for libraries in all three countries but it was clearly 

considered less dangerous than were financial problems. In Romania the library’s 

image was considered much less important as a threat than in Finland and Sweden 

(Figure 7). New actors supplying e-books were seen as equally threatening in 

Sweden and Romania but in Finland this was regarded as two times more 

dangerous. Figure 7 visualizes the results in histograms. 

 
Table 13. Internal weaknesses in library operations (Q10). Choices of answer 

describing internal weaknesses are given as a percentage and in alphabetical order 

for the three countries studied: Finland, Romania and Sweden. The number of 

respondents is given in the column N. 
 

Choices of 

answer 

All 

responses % 

Finland 

% 

N Romania 

% 

N Sweden 

% 

N 

Resistance 

to change  

53 64 7 53 9 54 15 

Low salaries 40 36 4 78 14 18 5 

Staff 

competence  

62 58 7 50 9 71 20 

Total 

respondents 

  12  18  28 

 

The reasons for internal weaknesses in library operations were rated rather 

similarly (Table 13), except for the height of the salaries (Figure 8).  
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Figure 8. Internal weaknesses in library operations in the three European countries. 

The proportion of responses is given as a percentage. 
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The height of salaries was very important in Romania but seemed not to 

play a role in Sweden (78% and 18%, respectively), or in Finland (36%). Overall, 

the staff competence profile was regarded as the weakest alternative in the given 

selection (62%) but in Sweden this was more pronounced (71%, see also Figure 8). 

The staff competence profile was regarded similarly to resistance to change in the 

given selection (Figure 8). Resistance to change was seen as equally significant in 

the three countries (see also Figure 8). Figure 8 visualizes the results in histograms. 

 
Table 14. Internal strengths in library operations (Q11). Choices of answer 

describing internal strengths in library operations are given as a percentage and in 

alphabetical order for the three countries studied: Finland, Romania and Sweden. 

The number of respondents is given in the column N. 

 

 

Dedicated staff was considered the most important factor for showing 

internal strength in library operations in the overall results (76%, Table 14). This 

was scored the highest throughout the countries studied (see also Figure 9).  

 
Figure 9. Internal strengths in library operations in the three European countries. The 

proportion of responses is given as a percentage. 

Choices of 

answer 

All 

responses % 

Finland 

% 

N Romania 

% 

N Sweden 

% 

N 

Library expertise  53 82 9 82 14 41 12 

Dedicated staff 76 82 9 83 15 72 21 

Established and 

well-known 

operations 

68 58 7 72 13 69 20 

Total respondents   12  18  29 
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Established and well-known operations were the second-most important 

factor showing internal strength, but in Finland this got the lowest scores (58%—

see also Figure 9). Library expertise was rated similarly in Finland and Romania 

(82%) and lowest in Sweden (41%, Figure 9). Figure 9 visualizes the results in 

histograms. 

 

3.4.4. Organization and the manager in it  

 

The library as an organization and the library manager’s mission within it 

were explored through seven questions in the questionnaire sent to the library 

managers (see Appendix, Q12-Q18). The questions concerned the funding of 

operations (Q12), the working environment (Q13), hiring of staff (Q14), managers’ 

independence in decision-making (Q15), the need for changes (Q16), current 

projects (Q17), and description of one’s role as a library manager (Q18). 

 

Funding of library operations (Q12) 
 

The funding of library operations (Q12, see Appendix) reported by the 

managers showed considerable diversity in financial sources but a rather similar 

profile for all of the countries studied. The state, i.e., taxpayers, was the most 

common provider of funding in each country studied. Public finances may be 

authorized by the local city council and/or state government. Universities also 

include financial resources for their libraries in their budget. Different projects 

receive funding from special foundations that may also include private sources and 

the European Union. Libraries’ own revenues from printing and other library 

services bring additional funding in all three countries. Discussions and requests 

including persuasive arguments for resources are often mentioned as methods by 

which to influence budgets, according to Finnish and Swedish managers. These 

methods were not explicitly mentioned by Romanian managers, but they did 

mention methods such as sponsoring and own income. 

 

Some illustrative quotations: 

“Usual municipal budget work, continuous discussions about what is 

expected from the activities and making the need visible and securing the support 

of the boss and the political sphere.” 

“By discussing with the vice-chancellor and the dean about the mission of 

the library and its resources.” 

 

Working environment (Q13) 
 

The respondents reported that the responsible person/persons for the 

working environment (Q13, see Appendix) is mainly the manager him/herself, 

often together with the management of the facilities (Finland, Romania, Sweden). 

Sometimes the managers build up a team with representatives of human resources, 
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with the staff (Romania, Sweden) or with other (junior) leaders/supervisors. 

According to the answers, the responsibility for the working environment seemed 

to be organized rather similarly within the three countries. Swedish managers also 

mentioned cooperation with the safety representative who represents the 

employees, as required by the Swedish Work Environment Act.  

 

Hiring staff (Q14) 

 

Hiring staff (Q14, see Appendix) is mainly done by the managers but 

always in cooperation with a steering committee or together with representatives of 

the staff. The contract is signed by the manager. According to the answers, staff 

hiring decisions seemed to be made in rather similar ways in the three countries. 

 

Ability to act decisively (Q15) 

 

The question on the ability to act decisively (Q15, see Appendix) was 

approached by asking the respondents to give examples of actions they could do 

independently and situations in which they could not make decisions 

independently. Finnish respondents reported that in making decisions about the use 

of funding within the library they had free hands but personnel recruitment always 

went through a steering committee. As one respondent put it: “Free action radius 

within the budget range, wide competence to negotiate”. Another explained it 

subsequently: “Independent decisions in development and cooperation within the 

library, decisions about procurement and personnel within the framework of 

organizational decision-making”. Romanian respondents gave responses similar to 

those of their Finnish colleagues: they had conceptual potential for independent 

actions, but had thorough discussions with stakeholders on other matters. Swedish 

respondents reported similar kinds of situations as did their Finnish and Romanian 

colleagues. Within the range of the budget their freedom was vast, but regarding 

staff and digital procurements they had to negotiate and consult with other 

departments, operators, and the board of higher-level decision makers. Some 

Swedish respondents also mentioned that political issues sometimes produced 

obstacles and barriers to their work in library and decision-making. 

 

The need for change in the organization of the library managers (Q16) 

 

The most important things that need to be changed (Q16, see Appendix) in 

the organization of the library managers were identified in free-text answers. 

In Finland, respondents reported needs that clearly differed from each 

other. The most important things to be changed vary from one organization to 

another. Things that should be changed included the following issues: stagnation in 

age structure, the attitude toward open research, transition to support digital and 

open science and a new way of doing research, processes of fusion of the library’s 



98 Contribution of Library Managers to the Information Society 

 

working points, reorganizing library activities and renewing job descriptions, 

deconstruction of an old, bureaucratic, and rigid office structure, transition to a 

network organization with the best experts in the library, increasing evaluation and 

cooperation, strengthening network-based services, and integration of schooling for 

educational plans in different areas. 

In Romania, the respondents emphasized the need for a change in 

mentality. The need was described for different levels: the people, policy-makers, 

institution staff and the local community, i.e., those who use library resources and 

those who manage it. Some mentioned inertia/lethargy that should be changed or 

removed, a lack of vision concerning the library’s mission, the quality of human 

resources and, in general, staff competence, and the amounts of funding.  

In Sweden, the respondents emphasized the need for change in competence 

and employees’ capabilities. The Swedish managers talked about broadening staff 

competence, competence delivery, and the composition of staff competence, 

competence and the composition of elder and younger. They are keenly desirous of 

a more participatory working climate and an organizational format that would 

facilitate specialist competence. Some Swedish managers do expect the transition 

from print to digital media and all working processes connected to it. Some 

respondents mentioned the need for a change in attitude: a need to be less ope-

rative, more oriented to change, more flexible, more project-oriented, broadening 

the management function, university leaders’ understanding of the costs of media, 

and libraries’ pro-activeness instead of waiting. 

 

Ongoing/current projects (Q17) 

 

The development and transitional projects in libraries (Q17, see Appendix) 

were described with free wording by the library managers in the three countries.  

In Finland, there are several projects going on about renewal of orga-

nizations, cooperation and fusion of libraries, rationalization of the processes of 

incoming and outgoing materials, organizational adaptation to changes [in the 

environment], or to change the image of libraries from old-fashioned to modern. 

Several projects deal with developing guidelines, services, and spaces. 

In Romania, there are several ongoing projects about digitization and 

automation, more access spaces to internet, radio-frequency identification (RFID)-

based solutions, sharing county catalogues, creating institutional repositories, and 

developing computerized library services. Some of the projects are about services 

for children and the elderly and organizing cultural events. One of the ongoing 

projects deals with human resources and is funded through European funding. 

Rehabilitation, modernization and the expansion of a center housing recreational 

and creative activities are also ongoing projects. 

In Sweden, some respondents reported that several dozen projects are 

under way. One respondent reported on the development of more project-oriented 
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development itself being the subject of one project. There are several projects 

under way in Sweden about adapting the organization to changes in the systems, 

implementing new systems, adapting the available space and rebuilding or building 

new facilities, and even reorganization. Some projects are clearly focused on 

leadership, the leadership function, building long-term strategic goals, and 

planning. Projects aiming to deliver library plans are there, too. Organizational 

aspects that are developed in project form mention developing team-based 

organizations, strengthening areas of growth, developing competence, and building 

team-based organizations instead of downpipes. In one project the term e-

citizenship is dealt with together with the building up of structures. Increased 

support for researchers, publishing research data, and developing traditional 

services like outreach activities are also under way. 

 

3.4.5. The role of a library manager 

 

The role of the library manager as seen by the library managers themselves 

(Q18, see Appendix) was approached with the help of set of response options 

including a free text option. The results of this question are presented in Table 15 

and Figure 10. The options for the roles of library managers included repre-

sentative, spokesperson, negotiator, coach/motivator, team builder, team player, 

technical problem solver, entrepreneur, and strategist. 

The respondents to this query described the roles of library directors as 

mainly representative and strategist (65% and 67%, respectively, Table 15). The 

second most important role of library directors could be a combination of the roles 

of coach, team builder and negotiator (35–51%). The roles they least saw 

themselves in were spokesperson, team player or entrepreneur; the percentages 

varying between 11 and 16%.  

There were slight differences between the countries as to which roles were 

selected as the most important of library directors’s roles (Table 15, Figure 10). In 

Finland, the respondents selected the following three roles: strategist (78%), 

negotiator (56%) and coach/motivator (44%). In Romania, the roles of repre-

sentative, team builder and strategist were evenly selected (63%). In Sweden, the 

roles of representative (79%), strategist (71%) and coach/motivator (61%) were 

selected. However, the role of strategist was always selected as an important role of 

a library director (see also Figure 10).  

In none of the countries was the library director seen in the role of a real 

entrepreneur (0—20%, see also Figure 10). Nor was the library director’s role seen 

to include that of technical problem-solver (0—44 %). In Romania, five 

respondents regarded the role of a team player as part of the library director’s role 

(31%) but this role was not considered attractive in the two Nordic countries (see 

also Figure 10). 



100 Contribution of Library Managers to the Information Society 

 

Table 15. Descriptive roles of library directors (Q18). Choices of answer 

describing the roles of library directors are given as a percentage and in 

alphabetical order for the three countries studied: Finland, Romania and Sweden. 

The number of respondents is given in the column N. 

 

Choices of 

answer 

All 

responses 

% 

Finland 

% 

N Romania 

% 

N Sweden 

% 

N 

Representative  65 40 4 63 10 79 22 

Spokesperson 16 22 2 24 4 11 3 

Negotiator 35 56 5 47 8 21 6 

Coach/motivator 51 44 4 41 7 61 17 

Team builder 47 33 3 63 10 46 13 

Team player 11 0 0 31 5 4 1 

Technical 

problem solver 

15 11 1 44 7 0 0 

Entrepreneur 11 10 1 0 0 20 5 

Strategist 67 78 7 63 10 71 20 

Total 

respondents 

  10  17  28 
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Figure 10. Descriptive roles of library directors in the three European countries. The 

proportion of responses is given as a percentage. 
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Figure 10 visualizes the results in histograms. Figure 10 shows clearly that 

in Finland the respondents pointed to the following three roles: strategist, 

negotiator and coach/motivator. In Romania, the roles of representative, team 

builder and strategist were evenly selected. In Sweden, the roles of representative, 

strategist and coach/motivator were selected. However, the strategist was always 

selected as a key role of a library director in the overall results.  

  

3.4.6. Metaphor/image/feelings 

 

The library managers were asked to characterize their own organization 

using a metaphor, image or feeling (Q19, see Appendix) as the “heart” of the 

library, in their own words. The previously presented responses about the mission 

of libraries describe it as providing professional assistance and knowledge to 

everyone. The metaphors given by the respondents support this finding in several 

ways: “We are here for you”, “Come together”, “Together we will be useful”, 

“Connecting people”, “Together for knowledge”.  

The second mission of libraries was to provide services adapted to various 

target groups. The metaphors that support this second mission are: “Support for the 

student in everyday life”, “Right services for the university’s activities”, “Be infor-

med, be strong”, “Come with confidence, here you will find the solution”.  

The library as a meeting-place was the third most common mission 

selected by the respondents (Table 9, Figure 4). The metaphors supporting this 

theme are numerous, even when the library as a place is included: “The building 

place for science”, “An enriching place for knowledge, skills and feelings”, 

“Society’s living room”, “The central place of the campus”, “Meeting-place”, “A 

place where everyone is welcome to meet and obtain knowledge”, “Read, come to 

the library”, “The community cannot do without a library, there is no library 

without the local community”, “If the Church is God’s House then the Library is 

the Temple of the Human Spirit”, “A space for community”.  

The metaphors given by the respondents are gathered here as a table 

(Table 16). 

None of the respondents came up with metaphors that could be connected 

with the spreading of new technology and cost-effectiveness—regarded as the least 

important missions of libraries (Table 9, Figure 4). There were expressions that 

seemed to describe more the ambition of the library staff and could not be placed in 

any of the above categories: “Out of the box”, “Part of the university’s success”, 

“We see possibilities not obstacles”, “We make a difference in education”, 

“Warmth, competence and engagement”, “The library of the year 2021”, “We are 

close to you”, “I think about us often as being a football team: every player is 

important individually and together we will be more”. 
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Table 16. Metaphors/images/feelings given by the respondents 

organized by mission. 

Mission Metaphor/image/feeling 

Providing professional assistance and 

knowledge to everyone 

We are here for you 

 Come together 

Together we will be useful 

Connecting people 

Together for knowledge 

Provide services adapted to various 

target groups 

Support for the student in everyday life 

 Right services for the university’s activities 

Be informed, be strong 

Come with confidence, here you will find the 

solution 

Library as a meeting place The building place for science 

 An enriching place for knowledge, skills and 

feelings 

The society’s living room 

The central place of campus 

Meeting place 

A place where everyone is welcome to meet 

and get knowledge 

Read, come to the library 

The community cannot do without library, 

there is no library without the local community 

If the Church is God’s House then the Library 

is the Temple of the Human Spirit 

A space for community 

Staff’s feelings and ambitions Out of the box 

 Part of the university’s success 

We see possibilities not obstacles 

We make a difference in the education 

Warmness, competence and engagement 

The library of the year 2021 

We are close to you 

I think about us often as being a football team: 

every player is important individually and 

together we will be more 

 
3.4.7. Background facts about the respondents and their motivation  

 

The respondents were asked several background facts about themselves 

and their libraries (Q20, see Appendix). Here are some facts about the respondents. 
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Their educational backgrounds varied from the highest university degrees 

to practical management experience. The length of the managers’ careers varied 

from some months to several years. 

The size of the libraries managed by the respondents in this study was 

indicated by the number of subordinate persons. In Finland, the number varied 

between 9 and 500, the median being 60 subordinates. In Romania, the smallest 

unit had 4 and the biggest about 320 subordinates, the median being 3740. In 

Sweden, the lowest number of subordinates was 10 and the highest 150, the median 

being 5055. 

 

Motivation to become a leader 

 

In Finland, the personal motivation to become a leader was most often 

described as a desire to influence and decide. Some managers mentioned a desire to 

help and serve (e.g., science, society and people). Meeting challenges and the need 

for libraries were other aspects of respondents’ motivation to become a leader.  

Romanian managers mentioned elements of the desire to become a leader 

such as: “A desire to create a hub of culture and education”, “A passion for 

culture”, “Passion”, “A desire to fulfill the mission of library”. Some managers 

referred to personal qualifications such as their own training, professional 

competence, ability to motivate people, their skills, and their preference for library 

management. 

In Sweden, the desire to influence and change, the desire to develop 

activities/people, and the desire to create good libraries and good workplaces were 

mentioned most often. In some answers a longing for fun was also mentioned: 

people are more fun than books are. The desire to become a leader was also 

phrased as “A use for engagement”, “Using the inner compass”, “Curiosity”, and 

“The desire to work hard”. 

 

3.5. Concluding comments  
 

The results of the SWOT analysis are summarized below for further 

reflection. The main results as regards strengths, weaknesses, opportunities and 

threats are included in Table 17. 

The results in Table 17 show that an increased need for education and an 

awareness of the importance of information can be understood as environmental 

factors stemming from societal development. Library expertise is connected to the 

awareness of information as an opportunity. Librarians solve citizens’ information 

problems. At the same time staff competence is seen as an internal weakness. This 

is a contradiction. It may be a question of solving the need for rapid development 

of IT. The tools are modernized and the digital transformation makes other kinds of 

solutions possible. The librarian is in a changing position: from the front stage to 

shuttling between being at the front (information desk) and helping the customer 
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“go back stage” (helping the customer find and use databases, navigate the Web, 

etc.), and then finally moving back stage and helping the customer on the front 

stage create their own digital library from different digital sources. 

 

Table 17. The results of the SWOT analysis of strengths, weaknesses, 
opportunities and threats facing library management. 

External Internal 

opportunities threats strengths weaknesses 

Increased need of 

education 

Reduced financial 

resources 

Established and 

well-known 

operations 

Staff competence 

 

Awareness of 

information 

Library image 

 

Dedicated staff 

 

Resistance to change 

Favorable political 

trends 

 

New actors 

supplying e-books 

Library expertise Low salaries 

 

Reduced financial resources are connected to both the dedicated staff and 

low salaries from the library managers’ point of view. At the same time, the 

financial threat of reduced resources is an expression of fear used in various 

societal sectors. The strategy of public libraries is based on a low price (services 

provided free of charge) to the customer, but if the library is to offer tailored 

services the customer should pay more. That is difficult to realize because of 

library regulations. The threat from the image of libraries is in line with several 

other judgments made in other studies. The image is not adapted to the current 

challenging information map that library managers must navigate. Perhaps it is a 

matter of deeper aspects, such as archetypes or people’s respect for knowledge and, 

consequently, for libraries as they were in ancient times—temples of wisdom. 

From the strategy point of view this recalls the phase in which the image of 

libraries is connected with the archiving of knowledge rather than with the 

development or exploitation of knowledge. In that sense the image can be a serious 

sign because it is a turning point: either phase out libraries or revitalize them with a 

new vision and focus on external effectiveness. A revitalization phase needs 

another kind of leadership. The life cycle of a business (library) idea is described 

by Bruzelius and Skärvad (2012) in these terms.  

The library managers considered strategic planning and their role as 

strategist as important, but cost-effectiveness was not rated highly, nor was the role 

of entrepreneur (Table 15, Figure 10). It can be assumed that the digital 

transformation requires an ability to streamline and a degree of entrepreneurship. 

Information flows in the information society and it needs to be directed in multiple 

channels and to different groups with particular local conditions. 
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In the results certain aspects are notable. The role of the manager as team 

player is one (Table 15, Figure 10). Some Romanian managers (31%) considered 

the role of team player as one of the important roles. Swedish respondents ranked 

the role of team player very low (4 %). The team builder was scored highest in 

Romania, next-highest in Sweden and lowest in Finland, even though they all 

scored the role quite high. It may be a hint that the library managers do not feel that 

they belong to a group of employees. They choose the right individuals for the 

team. My assumption is that an inclusive management style would manifest itself 

in that the manager would consider playing on the team as an important role has 

not been fulfilled. It also leaves unanswered questions: do library managers not see 

themselves as team players on any level?  

One noteworthy aspect is that library image was not scored as significant a 

threat as in Finland and Sweden (Table 12, Figure 7). This can be understood in 

several ways. It may be that the image is very solid in Romania, based on tradition 

and the society’s established values (e.g., the vision for the national library being 

expressed in Latin; the Romanian metaphors of temple). In Finland and Sweden 

people do not have the same kind of feeling for the libraries’ value, and that is why 

the image of libraries there is a threat. One possible explanation could be the 

growing number of digital natives. The digital natives find their information by 

“googling”. They do not need the library otherwise than as a place to use to google. 

In the responses there are comments on direct access to information, the power of 

the Internet as a tool that “gives them [the users] the illusion that they can be 

independent readers and researchers”. These are features of the information 

society.  
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IV. CONCLUSIONS AND DISCUSSION 
 
 
 
 
 

4.1. Library managers’ contribution to the information society 
 

Development in Information and Communication Technology (ICT), a 

“force” in the true meaning of the word, changes many things. ICT development is 

about digital transformation. In times of change (ICT development, digital 

transformation) the importance of leadership is accentuated. Libraries are 

traditional, established institutions in European countries as well as globally (see 

IFLA).The aim of this thesis is to identify and discuss the salient features of the 

challenge of organizing libraries in the digital era. The focus of this study is on the 

contribution of library managers in the information society understood as European 

societies. For that purpose, the role and function of library managers was studied 

by questioning acting library managers. This study is of an explorative character. 

Puzzle-solving is an appropriate metaphor in terms of picking the pieces (the 

underlying maxim being “every piece counts”). The library leadership/management 

is, of course, responsible for considering and taking action for ethical 

responsibility, and sustainable development for future generations is on the top of 

the pyramid of responsibilities of library managers (Bruzelius and Skärvad 2012). 

The libraries want to improve and contribute to the critical thinking and close 

reading skills of new generations (Rowlands et al. 2008). Well-informed citizens, 

or more precisely citizens who aim to be well informed (Schütz 1946), are the 

ultimate vision of libraries as suggested in this thesis. The conclusions and 

discussions that follow exclude theories of cultural differences (even though there 

are possible cultural dimensions). Given that premise the study is delocalized 

(decontextualized, according to Røvik 2008) and localized at the same time. 

 

4.2. The information society: info sphere for well-informed citizens 
 

The information society was an initial framework for the study. The 

question if there is an information society or if there are information societies has 

an explanation in being “the air the library managers all breathe”, leading to the 

 



108 Contribution of Library Managers to the Information Society 

 

concept of the “info sphere” (Pasek 2015). A suitable definition, besides the 

common-sense definition of a society in which information has become more and 

more important, is here understood mainly as “processes of automatization of 

knowledge” (Degele 1997), in other words, it is about informatization and compu-

terization. Today, the process is called digitalization. Environmental scanning 

indicated trends like big data, sharing economy, integration of technology and people 

in everyday activities leading to a complementary relationship between people and 

technology (Blix 2015). The complementary relationship is built on the relationship 

between man and machine. There are also so-called digital natives among people for 

whom the complementary relationship with digitalization is already natural.  

Traditional libraries have adopted digital libraries (electronic collections 

organized in different ways) and become a combination of traditional and digital 

library, a hybrid library (Kansanen and Mäntykangas 2014). Traditional libraries 

are still there but, simultaneously, the diversity of solutions called libraries are also 

there. Digital transformation can create never-ending libraries (Banciu 2015). 

Legislations to regulate the forces in the change process are being shaped. 

Boundaries are asked for (e.g., Kulturdepartementet 2013/2014). There are critical 

digital turning-points. Digital transformation needs leadership and management. 

The development of information and communication technology is an 

infrastructural basic force, and it is rapid. The (global) information society is also a 

question of the social requirement of professional skills and qualifications (Degele 

1997) in professional activities. Professional activities can be processed from 

several places using information technology in real time. The situation is complex 

and challenging for library managers managing big data (in physical and/or digital 

form) and making it accessible to citizens in legal and safe ways. The libraries are 

at the center of the “digital explosion” building “an information hub instead of 

book silos”, as a library manager expressed it in this study. 

 

4.3. Legislations and emerging issues 
 

The information map (Pasek 2015) covers problematic information-related 

issues. In this study library managers mentioned several such issues, for example, 

intellectual property in connection to open science and open access, licensing, 

costs, and computer literacy. Privacy aspects were not mentioned in particular by 

the library managers in this study. One possible explanation may be that this has 

been taken for granted inside the libraries even historically. Also, privacy rights are 

connected to the declaration of human rights as IFLA, the International Federation 

of Library Associations, affirmed.  

The main task for public libraries is to provide access according to the 

legislation in Finland, Romania and Sweden. A slight difference in the library laws 

is that the Swedish law does not define library staff competence. The Finnish and 

Romanian laws do define the staff’s competence. Providing and facilitating access 

to all citizens and promoting reading are common features for all of them.  
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Libraries have a formal status that is articulated in the library laws of 

Finland, Romania and Sweden. The overall framework of the information society 

has also informed the legislation in Finland and Sweden in connection with 

electronic transactions and telecommunications (Information Society Code 

7.11.2014/917; Act 2002:562). The situation is similar in the Romanian infor-

mation society (the Law on electronic identification and electronic signature). This 

need is connected to the characteristics of information flow and more closely to 

information ethics. There are different facets of ethics. The free flow of infor-

mation in space and time can become complicated when it interferes with diverse 

interests. Information, which is the nerve of the information society, can be used 

for nefarious purposes such as fake news, plagiarism, and hacking. Legislations are 

catching up to the dimensions of wrong or right in information management. Trust 

in digital, economical transactions is increasing (Blix 2015).  

One possible interpretation is that technological development is in an 

anteposition, whereas legislation in a retroposition. The libraries have a position in-

between, described in the Romanian strategic national vision for libraries: “Nova 

bibliotheca in vetere latet, vetus bibliotecha in nova patet” (Strategic plan). The 

combination with “in nova” leads to the concept of innovativeness in libraries. The 

slogan is also a strategy formulation claiming that the traditional libraries should 

not be destroyed but rather renewed by firmly anchoring them in the tradition of 

libraries. The idea of change as a chain is the underlying image.  

On the information market there are interested parties: authors, publishers, 

retailers, consumers, organizations and governments. They are involved in the 

information cycle: creation, production, distribution, access, and use (Pasek 2015). 

The libraries’ main interest lies in the access and the use phases of this cycle, 

according to the library laws. The idea of distribution is close to the concept of the 

dissemination of information and knowledge and, thus, to the libraries’ mission. 

There is a threat in that libraries’ visibility is decreasing in the supplier chain, as 

was pointed out by a library manager in this study.  

 

4.4. Libraries’ primary mission is to provide access 
 

The library’s primary mission in the information society is clearly to 

provide professional assistance and knowledge to everyone in the name of 

democracy. All library managers in Finland, Romania and Sweden, who answered 

my questionnaire, regarded this mission of libraries as the most important (Table 9 

and Figure 4). There was a firm consensus about the primary mission. 

The library’s mission to provide services adapted to various target groups 

was the second-most important mission (Table 9). The combination of providing 

assistance and knowledge to everyone and/or to various target groups, i.e., reflecting 

the cornerstones of democracy, is highlighted across the three countries. The library 

as a meeting-place was the third most common choice. The library’s mission in 

Romania underlines the services tailored to various target groups (Figure 4).  
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The superiority of the mission is based on the legislation and showed a 

very strong connection to the primary mission of libraries. The integration of the 

three important missions can be understood as: the library managers’ common 

value foundation is to provide professional assistance and knowledge to everyone 

in the name of democracy by offering access to knowledge with the help of tailored 

services at a place that everyone can access and obtain guidance from. 

The result recalls the facet of information-as-resource ethics (Floridi 2010). 

The value foundation of the primary mission touches even the trustworthiness and 

reliability of the information sources provided by libraries. Also, the IFLA 

declaration and the library laws point out the perspective of social justice.  
 

4.4.1. The difficulty of cost-effectiveness 
  

Library managers were asked to state the most difficult options from the 

perspective of their “own” library. Finnish managers considered digitalization and 

spreading new technology as a difficult challenge in addition to the question of 

licensing and cost-effectiveness (Q2, Table 9. Figure 4). Digitalization and new 

technology are factors in the information environment but have effects on libraries 

such as licensing issues and, naturally, costs. In Sweden, cost-effectiveness was 

regarded as a difficult challenge. Romanian respondents also selected cost-

effectiveness and adapting services as the most difficult option. Cost-effectiveness 

is a basic area in management thinking and is related to the management thinking 

of New Public Management (Kann-Christensen and Andersen, 2009). The 

difficulties experienced with cost-effectiveness may be due to a lack of resources 

generally because of low pressure, a lack of knowledge of how to be cost-effective, 

a lack of influence on the market (not enough negotiation power), and to not being 

successful enough in requesting resources for the library. However, it is a difficulty 

that can be overcome. As the information map showed (Patek 2015), the economics 

create the bottom line.  

Bolman and Deal (2013) presented different frameworks by which to 

understand leadership. The primary missions recall the structural leadership 

framework on the information society level. Structural leadership means that basic 

leadership challenge is to attune the structure to the task, the technology, and the 

environment. Based on the results of this study the leadership challenge also 

includes attuning the structure to the economics. The task (providing access) 

depends on and is influenced by e-development. The dynamics in the market are 

also changing. The libraries and the managers act in a position between the interest 

of social justice (access for all) and private interests selling information products.  

 

4.5. Effects of growing faster access with increased costs for libraries 
 

The positive impacts of the information society as described by the library 

managers include the fact that access to information has become easier, is growing 
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and is getting faster. This underlines the libraries’ mission in society in general and 

in the information society in particular. There is a relationship between positive 

and negative impacts since the positive (easier access) must be secured by trying to 

eliminate the negative impacts (shifting the focus to training in the use of new 

tools). One common observation can be made from my study. Some Romanian 

library managers used positive words like “modernization” and “promoter of the 

new wave”. Modernization refers to something that is old-fashioned and needs 

improvement. By that was meant the services offered and the changing role of 

libraries. One Finnish library manager used also the adjective “old-fashioned” but 

in reference to license models. There were also library managers who generally 

questioned the existence of any negative impacts at all. The information society 

highlights information considerations and libraries are good at that, according to 

one library manager. 

Finland, Romania and Sweden are in different phases of digitalization 

(Digital Economy and Society Index) but the strategic direction towards an 

information infrastructure for all citizens is there (Digital Agenda 2014-2020). 
 

4.6. Strategic planning as main responsibility 
 

Library managers’ responsibilities were weighed equally by the library 

managers (Table 10, Figure 5). The strongest emphasis was on strategic planning in 

all three countries—Finland, Romania and Sweden. The overall results supported 

the country-wise results, selecting strategic planning as the main responsibility 

(Table 10, Figure 5).  

Skills development was the aspect that showed the most variation, Finland 

and Romania showing the least importance in the results and Sweden the highest 

(Table 10, Figure 5). One possible explanation is the difference in library laws. In 

the Swedish library law there are no regulations about the competence 

requirements for the staff. Thus, the responsibility can rest on the library managers 

in a clearer way. It can also be understood as a human resource oriented leadership 

style (Bolman & Deal 2013).  

Personal development through self-evaluation revealed that the library 

managers described their own needs for improvement as managers in various ways. 

Communication skills were regarded as in need of improvement both in Sweden 

and Romania. Romanian managers also mentioned a desire to improve their skills 

in time management. They also recognized the need to improve their skills in IT 

and the digital skills of their staff. Improving digital skills was not mentioned either 

in Finland or Sweden. In both Finland and Sweden, the need to be better at 

prioritizing was also mentioned. This is an interesting footnote in order to better 

understand the library managers. The need does not differ from generally desirable 

skills of a well-updated manager. Strategic planning engages all these skills as 

conditions, of course. The difference in the need to improve digital skills can be 

explained in consideration of the countries being in different stages of the digital 
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transformation (in-between position that has been achieved to different degrees). It 

can also be understood as different job descriptions of managers (for instance, 

having a secretary or not, or having assistant managers with digital skills).  

Cost-effectiveness, and hence costs, is a demanding issue and can depend 

on many factors. It is obvious that the library managers are participants in the 

market. This result is an alarming signal. Strategic planning is about resource 

management. There are two change strategies (Åstrand & Ahlqvist 2012). The 

economics strategy (for maximal level of utilization and effectiveness) is a 

topdown implemented strategy, meaning probably that the library managers are 

not participants in top-level strategic planning (thought they are recipients of it). In 

their own organizations they are more like leaders/followers (Hernon 2011). 

Library managers are perhaps excluded from top-level management in e-strategy 

and relegated to organizational strategy, thus participating in the organization via 

delegation focusing on how to implement strategic decisions in a more operative 

way closer to the staff. Libraries are considered support organizations. This 

interpretation is supported by the respondents’ descriptions of their decision-

making power. 
 

4.7. Awareness of strengths, weaknesses, opportunities and 

                   threats in the information society 
 

The library managers lead living organizations in the digital era. They 

navigate a complex info sphere. A SWOT analysis shows the opportunities and 

threats facing library managers. It is vital to create strategies because the conditions 

of the library managers’ work are changing. This was also pointed out by some 

library managers via the concepts of “paradigm” and “contradiction,” to describe 

features that change has brought with it.  

 

External opportunities 

Both an increased need for education, and thus for library services, and an 

increased awareness of information were selected by the library managers as the 

most important external opportunities (Table 11). Favorable political trends were 

regarded as the least important for library operation in Finland and in Sweden, but 

were regarded as slightly more important in Romania (Figure 6). These views of 

the library directors show that libraries have identified opportunities connected to 

the information society (awareness of information) as well as opportunities 

connected to the demand for education. In other words, opportunities for libraries 

are information and education in the market. 

 

External threats 

The reduction of financial resources was seen as the greatest external threat 

(Table 12, Figure 7). In all three countries this was rated similarly. The library’s 

image was considered, similarly, as the second-most dangerous external threat 
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facing libraries in all three countries but clearly less dangerous than financial 

problems. New actors supplying e-books were seen as equally threatening in 

Sweden and Romania but in Finland this was regarded as two times more 

dangerous. Finnish library managers seem to experience something like e-

demarcation with the entrance of e-books into the market.  

 

Internal weaknesses 

The reasons for internal weaknesses in library operations were rated rather 

similarly (Table 13, Figure 8). Overall, the staff competence profile was regarded 

as the weakest alternative in the given selection, but in Sweden this was more 

pronounced. Resistance to change was equally significant in the three countries. 

The height of salaries was very important in Romania but seemed not to play a role 

in Sweden.  

This view may indicate a frame-breaking issue in connection with 

resistance to change. The pressure from external factors can break the frame by re-

titling the profession, by recruiting leaders from outside, or by using strategies such 

as e-strategies.  

 

Internal strengths 

Dedicated staff was considered the most important factor for showing 

internal strength in library operations. This was scored the highest throughout the 

countries studied (Table 14, Figure 9). Established and well-known operations 

were the second-most important factor showing internal strength, but in Finland 

this got the lowest scores. Library expertise was rated similarly in Finland and 

Romania but lowest in Sweden. Although the Finnish library managers do not 

agree that the established and well-known operations are a strength, having 

dedicated staff is. The strength is in employees’ commitment to the mission, their 

feeling for it. This can also imply resistance to change, because the traditional 

library’s activities are experienced as untouchable. Perhaps this is connected with 

the image of libraries which is difficult to change if the staff prefers familiar 

operations.  

 

4.7.1. Library managers’ power in their own organization 

 

The library managers have a mission to fulfill in their own organizations. 

To achieve that mission it is necessary to wield power and utilize opportunities to 

exert influence. The dimension of power is concretized in considerations such as 

funding, responsibility for the working environment, hiring staff, the ability to act 

decisively, and ways to develop the organization. 

 

Funding 

The funding of library operations showed a high diversity in funding 

sources but a rather similar pattern in the three countries studied. The state, i.e., the 
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tax-payers, was the most common source of funding. Public funding may be 

authorized by the local city council and/or state government. 

Discussions and requesting via persuasive arguments for resources are 

methods by which to influence budgets, according to Finnish and Swedish 

managers.  

 

Work environment 

The library managers reported that the person/persons responsible for the 

work environment is mainly the manager him/herself, often together with the 

management of the facilities (Finland, Romania, and Sweden). According to the 

answers, the responsibility for the work environment seemed to be organized rather 

similarly within the three countries.  

 

Hiring of staff 

Hiring of staff is mainly done by the managers but always in cooperation 

with a steering committee or together with representatives of the staff. The contract 

is signed by the manager. According to the answers, staff hiring decisions seemed 

to be made rather similarly within the three countries. 

 

Ability to act decisively  

Finnish respondents described that in making decisions about using 

finances within the library they have free hands but recruiting personnel always 

goes via a steering committee. Romanian respondents gave similar responses to 

their Finnish colleagues: they had conceptual potential for independent actions, but 

had thorough discussions with stakeholders on other matters. Swedish respondents 

reported similar kinds of situations as did their Finnish and Romanian colleagues. 

 

The need for change  

In Finland, respondents reported needs that differed clearly from each 

other. The most important things to be changed vary from one organization to 

another. Things that should be changed included following issues: stagnation in age 

structure, view on open research, transition to support digital and open science and 

a new way of doing research, processes of fusion of library’s working points, 

reorganization of the activities and renewing job descriptions, deconstruction of an 

old, bureaucratic, and rigid office structure, transition to a network organization 

with the best experts in the library, increasing the valuing and cooperation, 

strengthening network-based services, and integration of schooling for educational 

plans in different areas. In Romania, the respondents emphasized the need for a 

change in mentality. The need was described for different levels: the people, 

policy-makers, institution staff and the local community, i.e., those who use library 

resources and those who manage it.  

In Sweden, the respondents mentioned the need for change in competence 

and employee capabilities. The Swedish managers talked about broadening staff 
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competence, competence delivery, the composition of competence, and compe-

tence and the composition of elder and younger.  

 

Current projects 

 In Finland, there were several projects going on about the renewal of 

organizations, cooperation and fusion of libraries, rationalization of the processes 

of incoming and outgoing materials, organizational adaptation to changes (in the 

environment) or to change the image of libraries from old-fashioned to modern. 

Several projects deal with developing guidelines, services, and spaces. In Romania, 

there were several ongoing projects about digitization and automation, more access 

spaces to the Internet, radio-frequency identification based solutions, sharing of 

county catalogues, creating institutional repositories, and developing computerized 

library services.  

In Sweden, some respondents reported that even several dozen projects are 

under way. There are several projects in Sweden about adapting the organization to 

changes in the systems, implementing new systems, adapting the available space 

and rebuilding or building new structures, and even reorganization.  

The descriptions indicate a certain power in the library managers’ mission 

in their own organization. Several library managers use concepts of discussion, 

persuasion, request, dialogue as methods to gain influence. The frameworks clearly 

indicate not a top-level management position in the overall organization. Needs for 

changes seem to be often resolved through projects in the three countries. Team 

and project management skills are then current, as was also suggested. The change 

in age structure can be understood as the difference between digital immigrants and 

digital natives. The digital immigrants arrive having learned new ways of doing 

things and how to use new tools to communicate, whereas the digital natives 

already use them. In this way the age structure needs to change.  

 

4.8. Strategist and representative are the main roles 

 
The library managers described the roles of library directors mainly as 

representatives and strategists (Table 15, Figure 10). The second most important 

role of library directors can be a combination of the roles of coach, team builder 

and negotiator. The roles they least saw themselves as playing were those of 

spokesperson, team player and entrepreneur.  

There were slight differences between countries as to which roles were 

selected as the most important of library manager’s roles. In Finland, the respon-

dents selected the following three roles: strategist, negotiator and coach/motivator. 

In Romania, the role of representative, team builder and strategist was consistently 

chosen. In Sweden, the role of representative, strategist and coach/motivator was 

selected. However, the strategist was always selected as an important role for a 

library director.  
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The result of the roles of library managers shows some similarities with 

Mintzberg’s (1973) leadership roles. The role of team builder has not yet been 

mentioned in the model (Mintzberg 1973). Perhaps it is a sign of management level 

thinking, i.e., the level on which skill in using staff as a resource is important. Still, 

recruitment was the area where the library directors had influence and, therefore, 

the main resource for them to manage in a wise way. The roles are also a way to 

show how the managers “take the attitude of the other” (Cooley 1983), reflecting 

on the demands and expectations others put on the managers themselves. 

Additionally, it is interesting to understand the personal motivation to 

become a leader (Q20). In Finland, the personal motivation to become a leader was 

most often described as a desire to influence and make the decisions. Some 

managers mentioned the desire to help and serve (science, society and people). 

Meeting challenges and serving the need for libraries were also mentioned as part 

of the motivation to become a leader. Romanian managers mentioned aspects such 

as: “A desire to create a hub of culture and education”, “A passion for culture”, 

“Passion”, “A desire to fulfill the mission of library”. Some managers referred to 

personal qualifications such as their own training, professional competence, ability 

to motivate people, skills, and preference for library management. 

In Sweden, the desire to influence and change, develop activities/people, 

create good libraries, and create good workplaces were mentioned most often. In 

some answers a longing for fun was mentioned: people are funnier than books. The 

desire to become a leader was also phrased as “Use for engagement”, “Using the 

inner compass”, “Curiosity”, and as “The desire to work hard”. 

 In this connection it is worth mentioning that the educational background 

of the library managers varied from the highest university degrees to practical 

management experience. The length of the career of the managers varied from 

months to some years and to several years. 

The size of the libraries managed by the respondents in this study was 

described by the number of subordinate persons. In Finland, the median was 60 

subordinates, in Romania, 3740, and in Sweden, 5055. Of course, the duties of a 

manager include basic tasks in management and not only strategy work or 

representation, regardless of the size of the organization. 

 

4.9. Metaphors support missions 
 

The library managers were asked to characterize their own organization 

using a metaphor, image or feeling as the “heart” of the library, in their own words. 

The previously presented responses about the mission of libraries described it as 

providing professional assistance and knowledge to everyone. The metaphors 

brought out by the respondents support this finding in several ways: “We are here 

for you”, “Come together”, “Together we will be useful”, “Connecting people”, 

“Together for knowledge” (Table 16). 
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The second mission of libraries was to provide services adapted to various 

target groups (Table 9). The metaphors that support this second mission were: 

“Support for the student in everyday life”, “Right services for the university’s 

activities”, “Be informed, be strong”, “Come with confidence, here you will find 

the solution”.  

The library as a meeting place was the third most common mission 

selected by the respondents (Table 9). The metaphors supporting this theme were 

numerous, even when the library as place was included: “The building place for 

science”, “An enriching place for knowledge, skills and feelings”, “Society’s living 

room”, “The central place of the campus”, “Meeting-place”, “A place where 

everyone is welcome to meet and obtain knowledge”, “Read, come to the library”, 

“The community cannot do without library, there is no library without the local 

community”, “If the Church is God’s House then the Library is the Temple of the 

Human Spirit”, “A space for community”.  

None of the respondents came up with metaphors that could be connected 

with the spreading of new technology and cost-effectiveness—regarded as the least 

important missions of libraries. There were expressions that seemed to describe 

more the ambition of the library staff and could not be placed in any of the above 

categories: “Out of the box”, “Part of the university’s success”, “We see 

possibilities not obstacles”, “We make a difference in the education”, “Warmth, 

competence and engagement”, “The library of the year 2021”, “We are close to 

you”, “I think about us often as being a football team: every player is important 

individually and together we will be more”. 

The metaphors supported managerial thinking as stated by Gaddefors 

(2017). They also support the concluding remark that the library managers in this 

study show professional management skills and abilities. Their role can be 

understood as mainly strategist and negotiator in the information society, creating 

strategies for access to information sources. The leadership of library managers 

recalls structural leadership (Bolman & Deal 2013) but the metaphor of machine or 

factory is not found in their metaphors. The metaphor of a family can be seen but 

only vaguely in the list of metaphors. The metaphor of jungle does not appear. 

There is in other words a need to develop new metaphors that combine the 

metaphors developed by the library managers. Since none of the metaphors 

developed by Bolman and Deal (2013) is appropriate, what about the leadership 

styles? Concepts that were mentioned are missions, technology, rules (structural 

framework), needs, skills, relationships (human resource framework), and culture 

and meaning (symbolic framework). Politics was mentioned only once. Based on 

the present study, the role of library managers could be described as a democratic 

bureaucrat with a strong mission in the information society, planning strategies and 

negotiating to offer access to information for all citizens in Finland, Romania           

and Sweden.         
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4.10. Recommendations for further actions 
 

The role of strategist and the responsibility of strategic planning were 

highlighted by the library managers as the main role and the main responsibility. 

The role of entrepreneur and the responsibility for cost-effectiveness were not 

prioritized. The responses were similar across the board. In my understanding the 

library concept and libraries are in a mature phase of their life cycle. The library 

managers identified reduced financial resources as a threat. The mature phase in an 

organization’s life cycle can lead to a declining phase (e.g., as in the case of the 

funding cuts to the National Library in Finland). A declining phase can lead to the 

termination of the operations. It can also lead to renewal and revitalization of the 

library concept.  

There are several indications that libraries (and consequently library 

managers) are facing a new phase in the life cycle of libraries due to the digital 

transformation. In order to turn the new phase into revitalization there is a need for 

entrepreneurial leadership. Cost-effectiveness must be proven and the library 

concept developed further.  

In the study several indicators can be found that the revitalization phase 

should be based on the digital library concept. The digital library entails other 

kinds of challenges and threats than what the traditional library does. The 

traditional library is still needed. It is in the mature phase and can defend its 

position. The library managers have shown good capacity to understand the 

traditional library’s position and navigate within it. Still, a focus on external and 

internal effectiveness is needed in the mature phase, too. An administrator or a 

democratic bureaucrat is the most suitable type of leader for managing in the 

mature phase. An entrepreneur is suitable for managing in revitalization phase. The 

digital libraries have expansion potential and are able to organize themselves in 

entirely new ways. Banciu (2011, 2015) started to create a concept for organizing 

digital libraries. Shared leadership is worth considering to catch up to the rapid 

digital transformation of the information society.  

 

4.11. The study’s contribution to knowledge 
 

Sixty-eight acting library managers in Finland, Romania and Sweden (year 

2016) participated in this qualitative study as expert managers of libraries. The 

results give an indication as to the role and situation within which the library 

managers act. The validity and reliability of the study can be tested quantitatively.  

The study is comparative since it gathers library managers in three 

countries. The results are presented in tables and figures, and summaries of free-

text answers are interpreted. The results are indicative and serve to reduce our lack 

of knowledge about library managers’ role in the rapidly changing information 

society. They also provide new information about library managers’ contribution to 

the information society in different European countries. They can also be used for 
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educating new library managers to be prepared to act internationally and find 

opportunities for renewal.  

The contribution of the thesis consists of 

1) An overview of libraries in the European context. 

2) Carrying out an overall study of managerial activities in libraries in the 

information society based on the analysis of the systems in three countries: 

Finland, Romania and Sweden. 

3) Comparative analysis of legislation on the library systems in the three 

countries, Finland, Romania, and Sweden. 

4) An overview of certain current issues regarding libraries: library 

modernization,  the ethics of work, and the library’s involvement in citizens’ life. 

5) Design of a multilingual questionnaire for the analysis of library 

management, which can be used in future as well as for comparative studies. 

6) Questionnaire-based comparative analysis for library managers in three 

European countries on how libraries are involved in the development of the 

information society. 

7) Carrying out an analysis of EU-funded projects designed to modernize 

libraries. 

8) A SWOT analysis on the influence of the information society on library 

managers and  how library managers interpret their mission. 

9) Recommendations for action by library management in the context of 

the digital transformation in the information society. 
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APPENDIX 
 

 

LIBRARY MANAGERS’ CONTRIBUTION 

TO THE INFORMATION SOCIETY 
 

This questionnaire is part of an ongoing doctoral study in management. Its 

purpose is to obtain knowledge about the role of the library manager in the 

information age, in various European countries. The context is libraries at 

institutions of higher education and at public libraries. The countries involved are 

Finland, Sweden and Romania. 

The questionnaire has been translated into the languages of these countries. 

You may respond in the language in which you feel most comfortable. The responses 

will be handled with confidentiality and anonymity on the individual level. 

My name is Arja Mäntykangas. I am a PhD candidate at Lucian Blaga Uni-

versity in Sibiu, Romania. The supervisor for this study is Professor Doina Banciu. 

The study requires your participation, and it is invaluable. If you have any 

questions or if there is anything you are wondering about, feel free to contact me. 
 

A. THE MISSION/ROLE OF THE LIBRARY IN THE INFORMA-

TION SOCIETY (Q1-Q4) 

What is the library’s mission in the information society? 

What is the library’s most important function? 

What is the library’s most difficult function? 

How has the information society favorably affected the library’s role and 

development? 

How has the information society adversely affected the library’s role and 

development? 
 

B. THE JOB OF THE LIBRARY MANAGER (Q5-Q7) 

What are the requirements of the job?  

What are the duties/responsibilities involved in the position of library 

manager? 

What duties or areas of responsibility do you consider key priorities? Why? 

Which of the duties or areas of responsibility would you choose to focus 

on, to enable you to do an even better job as library manager? 
 

C. EXTERNAL AND INTERNAL FACTORS THAT IMPACT 

YOUR MANAGEMENT (SWOT analysis, social, environmental, financial and 

technical factors) (Q8-Q11) 

In your view, based on your experience, what external opportunities exist? 
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In your view, based on your experience, what external threats exist? 

In your view, based on your experience, what internal strengths exist? 

In your view, based on your experience, what internal weaknesses exist? 
 

D. THE ORGANIZATION AND YOUR JOB (Q12-Q18) 

How do you access funding for your operations? 

Who in your operations is responsible for the work environment? 

Who hires staff? 

How would you describe your ability to act decisively? Give some 

examples of what you can do without asking someone, and one example of the 

opposite of that. 

What is the most important thing that needs to be changed? 

What projects are currently under way? 
  

Select the three of the following roles that best describe you. If you cannot 

find any matches, state what you think are your roles. 

I am a representative 

I am a spokesperson 

I am a negotiator 

I am a coach/motivation professional 

I am a team-builder 

I am a team player 

I am a technically minded problem-solver 

I am an entrepreneur 

I am a strategist 

I am... 
 

E. METAPHOR/IMAGE/FEELING (Q19) 

How would you characterize your organization, using a metaphor, image 

or feeling (e.g., a marketplace; “connecting people” [Nokia]; “Just do it” [Nike]) 

What do you think libraries will be like in, say, 50 years? 
 

F. BACKGROUND FACTS (Q20) 

Gender: 

Age: 

Education/your background: 

Number of years as manager: 

Number of subordinates: 

Are you part of a management group or groups, and if so what is/are the 

group(s)?  

Public or private educational institution? 

Country: 

What drives you to be, or to seek to become, a leader/manager? 

 

Thank you for your time!  
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