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Abstract

Purpose

The purpose of the research is to investigate strategic marketing in academic libraries,
incorporating eéments of organisational orientatigrstrategic planning, and processes and
procedures to support these.

Aims and objectives

The aim of the research is to idion existing literatureextending the knowledge of current
practice in a relatively unexplored area within UK academic librafies.objectives of the
research are to identify key considerations for strategic marketing in academic libraries; to
critically evaluate current theory on the subject; to explore current practice; and to
formulate recommendations of best practice.

Methods

A mixed methods pproach was chosen, using survey and case study stratefyiesnline
guestionnairewas used identifytrends in current practice, whilst telephone interviews
enabked more detailed exploration. A geographical sample, university libraridseinVest
Midlands, was chosen due to convenience. All nine libraries were invited to participate; one
chose to opt out whilst one did not respond. This resulted in seven libraries participating in
the questionnaire, with five of those also participatingaiminterview.

Results

The key considerations for strategic marketing in academic libraries emerging from the
literature included market orientation, marketing planning and customer relationship
managementResults showed that though market orientationsisen as a useful approach

for libraries, the topic is relatively unfamiliar to librarians. Responsibility for marketing
planning varied across the libraries interviewed, though all but one utilise groups to bring
experience from differenareas of the libary. Al participating libraries have some form of
marketing plan and engage in customer relationship management actiioegeverformal
procedures and embedding into service planning was not evident.

Conclusions

Strategic marketing in academiclibla6a A a 2F Of SI NJ NBt S@IFyOS (2
and the research highlights the need for raising awareness of such issues and considering
implications and barriers to practice.
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1. Introduction

1.1.Background

Traditionally, libraries foster knowlgg and learning through providing access to
information. Cdzy R YSy Gt (2 GKS NBfS 2F (GKS A0 NI N
sciencg(1931):

Books are for use
Every reader his [or her] book
Every bookts reader

Save the time of the user

o b~ w0 D PE

The library is ayrowing organism

The library has since developed to include other resources in both physical and electronic
format (e.g. audio books, electronic books, CDs, DVDs, electronic resources), but the core
values remain the samdn order to achieve these prindgaims it is essential that users,

and potential users, are aware of the resources and services available at the library and how

to access them.

In defining the academic library of the 2tentury, Brophy (2005) further emphasises the

two key elements & wl y 3l 0KFyQa €tFgaT (GKS AYyTF2N¥IGAZ2Y
(2009) focuses on the role of an academic library also being the heart of the campus; not

just a place to serve the informational needs of staff and students, but a place to encourage
collaboration and research and to host community activities. Both authors acknowledge

that academic libraries are undergoing a dramatic change following external drivers such as

educational and technological developments.

With the increase and widespread usé the internet in recent years, the traditional
function of the academic library as a physical collection of research material is under threat.
Godin (2010) highlighted a common perception that there is no longer a need for a library
service, as informatio is now available for free onlindn reality of course, quality

information is not free, and the wealth of information available highlights another problem



¢ managing that information. Libraries and librarians are ideally placed to help users
develop theinformation literacy skills needed to search for information efficiently, evaluate

information they have found, and effectively organise the information.

Information literacy support was one of the main areas highlighted as necessary by the
CIBERrepora(n ny 0 Ay 2NRSNJ 2 I RRNBaa GKS aiAfta
I3SY SNI A 2y gegearchkadds tb evidénadat many students turn to free web
resources before considering using the library to meet their research needs; OCLC (2006)
found that 89% of college students begin their information search with a search engine, only

2% on the library website.

In higher education, there has been a clear shift to more studentred learning, such as
greater interaction during lectures, more gno work, and inquinbased learning (Brophy,
2005).Many students now study paftime or by distance learning, with fdiime students
likely to also have a patime job, resulting in limited time for studying. Urquhart and
w2gf S&Qa 0 H A ted thaNdstiorSthaNsiéents atel tingodt) concurring with
earlier research that convenience is a strong predictor in information seeking behaviour of

university students.

The need to visit the physical library building to study is reduced; studentddspeich of

their research and assignment preparation time-céimpus. They may visit the University
library during evenings or weekends, rather than during traditional weekday working hours.
University libraries increasingly offer support for these chanigekigher education with
developments such as increased online resources, virtual reference enquiry support, and

longer opening hours.

In addition to these changes to library services and resources, the academic library building
has also undergone dramatichange. Van Note Chism (2006) discusses the need for
different types of study environments in academic libraries, with particular emphasis on
flexible, comfortable working areas to foster learning. Most academic libraries include
facilities for group wdking and presentation preparation, and many offer space for social
learning or more informal study areas, to offer a rich learning experience and support for

collaborative, inquinbased learning (Dittoe, 2006; Huwe, 2007).

3



The role of the academic libran has also adapted with these changes; liaison librarian
roles are now more commonplace than traditional subject librarian roles (Attebury and
Finnell, 2009), demonstrating a shift to a more proactive role in collaboration with the

academic schools.

Withd 2 YdzOK OKIy3dS AYLI OGAy3d GKS | OFRSYAO f Ac
imperative to ensure the needs of users are being met throughout. The CIBER 288} (

supports this view, identifying a need for academic libraries to move from oonte
orientated to useroriented, incorporating robust mechanisms to monitor and evaluate

users and to adapt services in response to Ris G 'Y db2 fAONINB 6S | N
RSLINIYSyld RS2SR (2 GKS SgIft dz (.k#Hsfivez2 T K

marketing is one way to address this examination of user needs.
1.2.Marketing

Il OO2NRAY3I (G2 GKS 'Y [/ KIFENISNBR LyadAdGdzisS 27
management process responsible for identifying, anticipating and satisfying customer
requireY Sy G ad LINPFAGFIOt&é ounmnOd LG Aa Of SIFNJ FNE
the customer and their needs. A successful marketer can accurately identify and anticipate
GKSANI OdzNNByYy 0 FyR LRGSYGAlf Odza e2tyRaeditls y SSR3
need at the most appropriate time and value to those customers. Although there are subtle
differences in different definitions of the term marketing, something which is central to all is

the role of the customer and the importance of undersding their needs.

A common misconception with the concept of marketing is that it refers solely to the

production of promotional materials. However, marketing encompasses much more;

GYFNJ] SGAY3I Aa F YFyF3aSYSyid LINE G&idndaresd KS NEB ¢
utilised to satisfy the needs of selected customer groups... first and foremost an
FGGAGdZRS 2F YAYR NIGKSNI GKIFYy | aSNARSa 27

(McDonald, 1989n Wilson and Gilligan, 2005, p.8)

Marketing is not just a case of taking éxig products and promoting them to more
customers; it is one of the core management processes of an organisation to assist them in

improving current products, and developing new ones. It also encompasses the staff within

3



the organisation, the brand percdpn within society, and any potential method of
customers receiving a message about the company, its products, or its services (Broady
Preston, 2008). Marketing does not necessarily relate to just products, it is also important

within service oriented orgnisations.
1.2.1. Services marketing

In one of the leading texts in servicesarketing, Palmer (2011)examinesdifferences
between products and services, and highlights the need for a different approach to services
marketing. Zeithaml, Bitner and Gremler (200@¢ntify unique characteristics of services

which make them stand apart when compared to products;
1 intangibility (i.e. lack of physical element)
1 heterogeneity or variability (i.e. no standard, consistent service)

i simultaneous production and consumptiam inseparability (i.e. the service cannot

be produced in advance, it must be produced at the time of consumption)

1 perishability (i.e. the service can only be used at a certain time, it cannot be saved

for later or returned)

Palmer (2011) also adds an aithal characteristic; that of ownership (i.e. the inability for
the service to be owned and for ownership to be transferred to the customer as would be
the case with a product). These distinguishing characteristics mean that it is not feasible for
services to be marketed in the same way a product would be, though some core marketing

concepts apply to both product and services marketing.
Gronroos (2007, p.39efines services marketing as;

GFANRG YR F2NBY2ad I+ LISNELSC CUstaneS and T K2 g
other parties... the management of customer relationships, and of relationships with
suppliers, distributors, and other network partners as well as financial institutions

FYR 20KSNJ LJ NI ASacE

The main objective when marketing a service toteosers is to initially identify current or

potential service users, and begin to develop a relationship with them. The service provider



can inform the customer of their services, whilst ensuring that the service is of genuine use

to the customer, and adaptg to suit their specific needs if necessary.
1.2.2. Strategic marketing

Strategic marketing is the process that guides marketing in terms of discovering more
information about our customers, their needs, and how we can meet those needs. Strategic
marketing enompasses marketing research, marketing segmentation, the marketing mix
strategy, and marketing evaluatio the main marketing activities examined by Cheney

(2007), based on her analysis of marketing literature. Strategic marketing is an

organisational phosophy, rather than a series of promotional activities.
1.3.Marketing libraries
As Ranganathan explains;

"It is no wonder that, when the library has been extending its scope, changing its
outlook and altering its very character and functions, there should not be adequate
understanding... as to what has been going on"

(1931,in McCarthy Madden, 2009, p.7)

Without strategic marketing and the consequent marketing methods, library users are
unlikely to be fully aware of what the library can offer them. As highlighted by Pantry and

Griffiths (2009), marketing influences user behaviour within library and informatio

ASNIAOSasY odzi dzASNJ 0SKI @A2dzNJ 6FyR (GKS f AdNI

influences marketing.

'

Marketing User behaviour

W

Figurel: Cycle to show relationship between marketing and user behaviour



¢tKS fAONINBEQAa SlapdQold Bz Y2 ¥t Aly So dedA yiBKS f A0
(Woodward, 2009). Marketing is not used as a sales tool for libraries, but as a way to
understand user needs and improve awareness of appropriate services through successful
communication. In this sense, nkating in libraries is not a new concept; librarians have

been doing this for a long time (Duke and Tucker, 2@07)s just the term marketing that

was not used in libraries until more recently.

Marketing is frequently cited as unpopular among libratgff (Lindsay, 2004; Singh, 2009).
Kumbar (2004) gave suggestions for why there may be a negative view towards marketing in
libraries, citing reasons such as the belief that marketing is viewed as manipulative,
unprofessional and unnecessary; it is misarsiood due to lack of marketing training and
education; libraries lack marketing fundsand there is a reluctance to use techniques

originally developed for the private sector.

In recent years, there seems to be a growing acceptance amongst the widemation
LINEFSaarzy GKFG YFNJSGAY3I Aa SaaSydAalt Ay f7
f AONI NBE aSNWAOS aK2dzZ R y2i 06S O2yaARSNBR | |

This change of view may be partly due to the pressures ftwrctrrent economic climate;

"Shrinking budgets, uncertainty surrounding the future of libraries and librarians?
There's never been a better timeor a more pressing needto market the Library
and its services"

(Parry, Laing and Stephens, 2009, p.19)

The acceptance of marketing libraries may also be partly due to technological and society
changes which have impacted on libraries due to an increasing number of alternative

information sources;

Gl a LRAIGSYGAFf £ A0NI NEB dza §btkit ish&adny Gorey 2 NE |
critical than ever for librarianstopio OG A @St & YI NJ S ¢

(Cheney, 2007, p.282)

The need for marketing libraries is critical to ensure users understand the added value a

library and its librarians can give over freely availasigne information sources.



In response to budget cuts and societal changes affectingrids, the Department for

Culture Media and Sport (DCMBYblished a Modernisation Review of Public Libraries

(2010), which includes marketing as a skill essentithéomodern library workforce. There

are a growing number of jobs advertised for librarians with qualifications and/or experience

AY YFENJSGAY3I 05dz0A01 A HAanTOX FdzNIKSNJ SYLKI &

Much of the existing literature on nnieeting in academic libraries has focused on marketing
initiatives and activities print marketing materials such as posters, leaflets and tipsheets
(Gaffney and Jone2007; Peters and Fiander, 20043ce to face marketing such as
C NB & ka&wrdN{Buryand Phillips, 2005)and use of innovative technologies to promote

online library services (Oxford, 2009).

The Association of College and Research Libraries (ACRL), in their 2010 publication, shifted
the focus away from marketing techniques in order to eek$ conversations on
assessment, accountability and value. Their report on the value of academic libraries
(Association of College and Research Libraries, 2010) presents a review of the literature, and
makes recommendations for academic librarians to dastmate the value of their libraries

in clear, measurable ways. ACRL have also produced a toolkit to supplement the report
(ACRL Assessment Committee, 2010).

CKAA aAaKAFO Ay FLILINZFOK (G2 YINJSGAYy3I Ay | OFR

develgpmental model demonstrating the evolution of marketing in educational institutions:
1. Marketing is unnecessary
2. Marketing is promotion
3. Marketing is segmentation and marketing research
4. Marketing is positioning
5. Marketing is strategic planning

6. Marketing is enrahent [relationship] management



The stages of evolution seem to concur with the development of the perception of
marketing within the library profession. Many respondents to the ACRLs previous study
(Lindsay, 2004) were at the first or second stage of thalel, whilst Mathews (2009)
demonstrates that some academic libraries are looking towards the final stages of Kotler
YR C2EQa Sg2tdziAz2zyd /ANDES YR . ASNXYIY O6HA.
demonstrating that marketing has progressedm being used purely as a promotional tool;

GGKS RFe&ad ¢KSYy YINJSGAYy3 61 a GKz2dzaAKG G2 oS L

1.4.Research aims and objectives

The primary aim of the research is to understand current practice in strategic marketing in
university librares. The purpose of the research is thadd; to conduct an irdepth
literature review examining strategic marketing in academic libraries, and to collect and
analyse empirical data regarding strategic marketing in university libraries in the West
Midlands In order to achieve this, relevant marketing literature will be examined and
critically evaluated in the context of academic librariesiyrrent practice of strategic
marketing in libraries will be identified, and examples of good practice will be Higdig

The research will conclude with eviderlbased recommendations built from the findings of

both the literature review and the research.
The key objectives of the research are to:
1. Identify keyconsiderations for strategimarketing in academic libras

2. Critically evaluate strategic marketing theory and current practice in academic

libraries
3. Explore current strategic marketing practices in West Midlands university libraries

4. Formulate recommendations of good practice for strategic marketing in academic

libraries

Objectives 1 and 2 will present a unique view on current literature, whilst objectives 3 and 4

will add to the research in the field of marketing academic libraries.



Society and educatiai factors combined with the struggling economic climateakes this
timely research. There is a growing interest in the field of library marketing, both in terms of
demonstrating value to customers, and ensuring the library adapts to meet changing user
needs.This study will further develop the field of reselanmto the importance of strategic

marketing in academic libraries, and how this is currently undertaken.

The following chapter discusses the chosen methodology for the research and explains the

rationale for the thematic structure of the literatureesults and discussion.



2. Methodology

This chapter puts forward the justification for the methodology chosen for this research,
outlining the research approach, strategy of enquiry, and the research methods chosen. It
demonstrates the reasoninfpr a mixed methods approach2(l), using swey and case
study strategies4.2), employinga literature review,questionnaie and irterviews as the
researchmethods 2.4). The chapter alsexplains thedata analysis for the researcB.)

and discusses ethical consideratio@s/f and limitations of the researci2.g).
2.1.Research approach

Researchers have for a long tidebatedthe advantages and disadvantages of quantitative

FYR ljdzl ft AGFGABS NBaSFNOK® vdzZ yadAdl 6A3S NBAS
RI G é¢mar @an@ Blyton, 2005, p.3) dugi data collection and analysis; entails a
deductive approach; incorporates positivisand embodies a view of social reality as an
external, objective reality (Bryman, 2008, p.22). Quantitative research begins with a
theoretical framework from which hypotheses are drawn up and the variables of these
tested (Pickard, 2007, p.18). This method is particularly usefulafger samples ando

analyse comparative data, however as demonstrated in Pickard (2007,-pp)2ihere ae

a number of issues to address including

1 internal validity (i.e. ensuring the variable being $is the cause of any change)

1 external validity (i.e. gaining a representative sample to enable the data to be
generalised to the wider papation)

71 reliability (i.e. consistency in findings across different times and locatioits w
different researchers)

1 objectivity (i.e. consistency in interpretation of findingsross different researchers)

In contrast to quantitative research, qualitative research focuseanalysis of words rather
than numbers dung data collection and analysis; entails an inductive approhab;an

emphasis on the way dividuals interpret their worldand embodies a view of social reality
as an individual property (Bryman, 2008, p.2Qualitative research is often used for

exploratory research (Powell and Connaway, 2004, p.59), where the theory emerges

10



throughout the data analysis. @litative research must address the following inherent

issuegqPickard, 2007, pp.2R1):

1 credibility (ie. the extent to which results can be trusted due to the methods used)

1 transferability (i.e. the extent to which results can be applied to other similar
contexts)

1 dependability (i.ethe extent to which themethods used were appropriate and there
is a clar audit trial)

1 confirmability (i.e. the extent to which the results can be traced back to the raw
data)

The debate over advantages and disadvantages of quantitative and qualitative research has
led to a growing body of support for the mixed methods agmie. This method can lead to
increased validity and reliability through triangulation of methods to corroborate
guantitative and qualitative research data (Bryman, 2003, p.608). Use of both
YSGK2R2f23ASa YlIe KStLI G2 aySHzZYSIHKRRE 2N QB
2003, p.15).

Due to the reasons mentionedbove the research uses a mixed methods approach; the
main focus is qualitative to explore tlequiryin depth, whilst also employing quantitative

approach to begin to gather comparative dain a broader scale.
2.2.Strategy ofenquiry

Quantitative strategies focus on analysis of broader data, sseking for trends amongst
results. This research uses a survey stratégp 2 Y Y Bsgd td determine the present
status of a given phenogy 2 y ¢ |l @nd LénBaway, 2004.83) to begin to identify
trendsin strategic marketing in academic librari€durveys are considered the most useful
methodology to examine a number of cases and for exploratorylyaiga (Powell and
Connaway, 20040.84).

Qualitative strategies involve more 4{depth analysis over a srber data set In order to

investigate the complex nature of strategic marketing in academic libraries, a case study

11



strategy was employed to further exploseme of the themes emergirfigom the literature

review.
Case study research is defined as:

Gy SYLANROIFIT AYylidzZANE GKIFIG Ay@gSadAiaalrasSa |
life context; when the boundaries between phenomenon a@oatext are not clearly
evident

(Yin, 2002in Pickard, 200,/p.85)

More specifically, theesearch is a form of celttive case study (Pickard, 20Q¥.86) as it
uses a number of different cases (i.e. differébtaries and different sources of evidence to

build a greater understanding about strategic marketingigher education.
2.3.Sampling

Due to practical limitations, a convenience sample was used for this research. The focus is
limited to University libraries in the geographical area of the West Midlands; Aston
University, Birmingham City University, Coventryvdrsity, Keele University, Staffordshire
University, University of Birmingham, University of Warwick, University of Wolverhampton,
and University of Worcester. The convenience sampling method has limitations in terms of
the ability to generalise resultdgjowever t can act as a springboard for future research
(Bryman 2008 p.183). In this researclit, providesan insight into the nature of strategic
marketing in one geographical area and akofer more indepth examination of good

practice.
2.4.Research m#nods

A triangulaton of collection methods wassedto increase validity and reliability of data,

and to corroborate findings (Pickard, 2007, p.&&ch method is explained in turn below.
2.4.1. Literature Review

A literature review was the initial method useih this research, which enabled an
investigation of existing literature and consolidation of knowledge from published literature.

The literature search was planned into stages following advice from Hart (1998, p.32);

12



1. Topic defined

2. Scope defined

3. Outcomes déned

4. Housekeeping planned
5. Sources listed

6. Searches performed

In addition to the core textbooks recommended in Marketing of Services md@uteady
Preston, 2008) literature searches were completed in Library, Information Science and
Technology AbstractdSTA) and Library and Information Science Abstracts (LISA), with RSS
alerts established early in the research process to ensure newly published research would

be included. The primary search string used in LISTA was:
academidibrar* ANDDE "MARKETING atiegy"

This search string uses the Building Blocks methodology (Booth, 2008) to cdimdbitveo

main concepts of the research; marketing strategy and academic libraries. The wildcard
character is used in academic libfao ensure research using both the singular and plural
form is included, and the MARKETING strategy descriptor was chosen to ensure coverage of
all research about strategic marketing was included, even those which may not use the
specific term. These twareas were then combined using the Boolean AND operator to

narrow down the search to research incorporating both concepts.

A number of specific searches were completed to explore particular areas (e.g. market
orientation and customer relationship managentein academic libraries)Research into
generalmarkeing theory and practice wadiscovered from business specific databases such

as Business Soee Complete.

As the research takes an inductive approach, the search strategy developed as new themes
emerged from the literature, whilst working within the parameters of the focus of the

research (i.e. strategic marketing in academic libraries). This inductive approach to the

13



literature review followed some of the strategies from the berry picking method @ate

1989,in Booth, 2008) including footnote chaining, citation chaining, and author searches.

A snowballchaining methodology wassedto discover more researghmany of theinitially
sourced books andesearch papers found on databases included refersnte other
relevant reports, books and articles which were obtainedadditional primary research.

This accumulative process to collecting literature is recommended by Biggam (2011).

All sources of literature were recorded in bibliographic managementwswé EndNote,
with research notes added to each item. The literature was then evaluated, critically

analysed, and synthesised, following the process suggested by Pickard (2007).

Due to a relatively low levelf Ukspecific research in this area, muchthe materialin the
literature review originate$rom the USA. This prodesimpetus for furtherresearch as part

of this studyto widen the knowledge base about marketing in UK academic libraries. In
order to identify examples of current practicd strategic marketing in academic libraries

guestionnaire and interviews were employed.
2.4.2. Questionnaire

The qiestionnairewas chosen as a methdd gain a snapshot of préice across the region
which couldeasily be compared and analysed. Practicality was alsteciding factor;
guestionnaire participation is often more feasible as it is a less intensive form of
commitment than interviews or hidepth case studies and respondents can complete the

guestionnaire when it suits them (Gillham, 2007, p.6).

The questionaire was developed followgon from the literature revievin order to further
examine some of thecore themes which emerged from literature; markedrientation,
marketing planning and customer relationship managementhe questionnaire used
mainly closedjuestions in order to give comparable datdich can be analysed to identify
trends.Piloting was completed in two stages, as recommended by Gillham (2007); the initial
stage to pilot the questions, and a second stage to pilot the complete questionRéliséng

at both stages included both a napecialist and a specialist outside the sample.
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One representative from eadibrary was invited to complete the survey. After establishing

GKS Y2adG FLLINBLINRIFGS O2y il 00 60KNBdzAK oHK SR N
websites), an invitation to participatésee Appendix Awas sentby emailwith a biief

explanation of the reearchand a link to the online questionnaire. The email also included a

request to forward the messagettie recipient felt that they wereot the most appropriate

person to complete the questionnaire. Consent was gained viatdm screenof the online
guestionnaire, which outlined the purpose of the research, the level of participation
requested, and the use of any data collected. The final section of the questionnaire asked if

the participant would be willingo be interviewed A copy of the questianaire can be found

in Appendix B

Online survey management was set up using unique survey links, and this was used to send
a remindermessagef the survey had not been completed after 2eks, and another after
3 weeks.The survey was live for 4 weeks, thiithe end date stated in alinvites and

reminder messages

Questionnaires are a useful tool for comparative analysis, howevdepth discovery is
reduced by using a questionnaire (Gillham, 2007, p.2), hence using a-nmetitod
approach to the resealt In order to explore the research area in more depth, interviews

were used to build on the themes from the questionnaire.
2.4.3. Interviews

The interviewing process followed the seven stages as recommended by Kvale and
Brinkmann (2009, p.99):

1. Thematizing

The themes for investigationn both the questionnaire and the interviewesmerged from
the early research as part dfi¢ literature reviewg marketorientation, marketing planning

and customer relationship management.

2. Designing
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The interview was designed to mplement the questionnaire, enabling exploration of the
responses in more detailhe interview questions were piloted with a nspecialist and a

specialist outside the sample.

Each interview wasemistructured, with guidelines established beforehandthisTtook the

form of an interview guide as recommended by King and Horrocks (2010, p.35), allowing
flexibility and the opportunity for more detailed discussigh.copy of the interviewguide

can be found in Appendix Ehe interview questions wereustomised for each interviewee

based on their responses to the questionnaire.

3. Interviewing

During the questionnaire, participants were asked if they would be willing to participate in a
further interview todiscusshe responses given in the questionnaifiéghose who indicated
that they would be willing to be involved in this stage were contacted after the close of the
guestionnaire with more details and an invitation to participate in an intervi@ese

Appendix C)

Interviews were held over the telephordue to practical restrictions of time and costith
the option for a face to face interview if requested. A minimum of boear was scheduled
for each interview, to enable time for familiarisation withoth the researcher and the

research itself.

Beforethe interview, acopy of the interview guide was sent to participantggige themthe
opportunity to prepare their responsedhis also hathe added advantage of them being

able to use the guide a visual prompt thg the interview (Gillham, 200p.95).

As all interviewees hadompleted the questionnaire, they were somewhat familiar with the
research but were provided with an introduction to the research and the purpose of the

interview at the beginning and given the option to opt out at this point.

Theresearcher has experience of conducting interviews for research purposes, frequently
using interviews to support discovery of emerging araad reflection on current practice
library and information servicesThis workbased practice is the maimethod of

preparation the researcher participated in, developing transferable skills in interviewing and
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effective oral communication. Further preparation included revisiting relevant primary
literature to ensure the researcher was knowledgeable in the sasghich were likely to be
discussed during the interview. These preparation methads recommended by Pickard
(2007, p.171).

4. Transcribing

All interviews were recorded to ensure accurate transcription following the interview; this

also enabled the resedner to focus solely on the conversation during the interviews.
Transcriptions werekept on a personal devicaccessile only to the researcher, and
transcribed verbatim by the researcher into electronic documents. Following transcription,

the audiorecordf 34 6SNB (NI YAFSNNBR (2 GKS NBASIF NOK:
one year following submission in accordance witherystwyth University Ethical Review
Committee (2007) After this time, recordings will be destroyeth order to protect the

anonymty of the participants, audio files and transcripts were stored using only the

universityname rather than the name of the individual.

5. Analysing

The interview transcripts were coded and analysed thematically (for further explanation of

this stage se@.6).

6. Verifying

Limitations in terms of verifympnand generalising the data atlescussed ir2.8.

7. Reporting

Key quotesrbm the interviewswere extracted and used in the results and discussion of the

research(see Appendix)F
2.5.Response rate

To protect anonymity, bothibraries andindividual participantsare coded througbut the
research. The libraries arumbered Library X Library 9 with participants referred to as
Librarian 1¢ Librarian 9 The numbers correspond to the same library (iibrarian 1 is from

Library J.

17



Invitations to participate irthe questionnaire were sertb each of the nine librare One
chose to opt out and one did not respond, resulting in seven responses to the questionnaire

(Library 1¢ Library 7)All participans answered all questions in the majoestionnaire.

Of the fvenquestionnaireparticipants, six completed their details to be involved in follow
up interviews. Following imations to participate in interviewdive chose to continue in the
research(Library 1¢ Library 5)and interviews were held over a four wie@eriod following
the close of the questionnaire. Four of these were held over the telaphone was held
facetoface ati KS LI NI A OA LI yiQa NBIjdzSad o

2.6.Data analysis

The raw data for the questionnaire was exported iM@rosoft Excefor analysis. Microsof
Excel was used to create appropriate figures and charts to identify key tremdgarities

and differences in the data.

Analysis of the interviews entailea transcription of all interviews (using the recordings) and
a thematic analysis to corroboratdata with the questionnaireThe thematic analysis
followed the recommended system by King and Horrocks (2010), using the following
definition:
GKSYSa NB NBOMINNByd |yR RAAUGAYOUAODS
characterising particular perceptior@d/or experiences, which the researcher sees
asrd SOl yid (2 GKS NBaSINDK ljdSatrzyéo
(p- 150)

The thematic analysis followed the three stage process; descriptive coding; interpretive
coding; and overarching themekifig and Horrocks, 2010p. 152158). Themes across all
interviews were labelled according to the participating library, before corroborating into a
structured list which was used as the basis for the structure of the research findings.
Themes were aligned witlhé main considerationsf strategic marketing in academic
libraries(which emerged from the literature review) to gain a clearer picture of current
practice in areas discussed in other literature. Key quotes were extracted from the interview
transcript to support the research data. Aded sample from the transcript of an imeew

can be found in Appendix F
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2.7.Ethics

Aberystwyth University research ethics guidelines for research involving human participants
(Aberystwyth UniversityEthical Review Committee, 200Were used throughout, and
participation in the research was optional at all stages, with participants free to opt out at

anypoint during theresearchprocess.

RSaALIRZYRSyYy(aQ OpsiadomriSayidihk resedrch @atadwasionseen by the
researcler. Libraries were caatl throughout the researctmowever due tathe small sample
size it may be pasble for them to be identified; every effort was made to remove any
identifying commentsConsent formsat both questionnaire stage (completed onligesee
Appendix B and interviewstage (see Appendix) Df the researclexplained the use of data

if at any time participantsledded not to be includeall their data wouldoe destroyed and

not used as part of the research.
2.8.Limitations

It should be noted thatthough the nature of the study warrants quantitative analysis to
identify trends in the datathe use of convenience sampling means that the data from the
researd is not representative, antherefore lacks external validity. d¥ever, it is not the
aim of the research for the results to be generalised to the population (i@damic
libraries); he chosen methodology ispaactical approach for the scope of the research, and

is appropriate for exploratory research such as this study (Biggam, 2008).

In order to address limitations in terms of objectivity, all data analysis and coding was
completed by the researcher. Information was recorded consistently and objectively with
the core aim to improve reliability (Kvale and Brinkmann, 20Gfependability and

confirmability.
2.9.Summary

The chapter has outlined the rationale for using a mixed methods approach, employing a
survey of academic libraries in the West Miads, supported by a collective case study. A

literature review,online questionnaire antklephoneinterviewswere the chosen research

19



methods, each of which the researcher hadensive experience withThe questionnaire

anda sampldnterview guideline can be sean Appendces B and E

The research is presented thematically; this approads whosen to reflect the largely
inductive nature of the resarch. The literature uncovered key considerations for strategic
marketing in academic libraries, and each of thesexglored through the questionnaire

and interview questiongdo expand knowledg of current practice, hencé is logical to
present these in a cohesive manner. The following chapters therefore include literature,
results and discussion on the core themes of relevance to the research; market orientation
(Chapter 3), marketing planman (Chapter 4), and customer relationship management
(Chapter 5).

20



3. Market orientation

This chapter examines the concept of market orientation; what distinguishes it from
alternative organisational orientations, an assessment of market orientation in isréits
suitability as an approach and current level of awareness and adoption), and an examination

of the components of market orientation.

Organisations often attempt to discover who their customers are and identify their needs,
however they may makesaumptions about customers;
G AONI NARFYyax +Fta ¢Sttt Fa 20KSNJ GeLlSa 27F vV
assuming that they know what is best for their customers, and consequently rush

head first into developing and promoting a product or senbegore asking whether
Fye2yS NBlIffe glyida 2N ySSRa Adé

(Cheney, 2007, p.283)

A marketoriented organisatiohis one that shifts the focus of their organisation so that
SOSNERGKAY3I (KS&@ R2 A& olaSR 2y GKSANI-Odzaidz2y
oriented educational institution as one where the:

GYFAY GFal 2F G0KS AyadAddziazy Aa G2 RSGSH

and to satisfy them through the design, communication, pricing, and delivery of
appropriate and competitively viable prdgry & I YR & SNIA OS & ¢

(1995, p.8)

This places the customer at the centre of the organisation, ensuring that the focus of all
activity is to define user needs and develop products or services to meet these needs. Due
to the nature and ethos of library and information services being desigmedpport users,

the market orientation is a philosophy which fits well with libraries (Rowley, 2003).

However, Rowley (2003) identifies three alternative organisational ares which

libraries may adopt

! The terms market orientation and marketing orientation are frequently used synonymously within library and
information science literature. However, Sen (2006, 2010) argues that this leads to further confusion and that
there is a distinct difference betweethe two concepts; market orientation describes a strategic organisational
focus whereas marketing orientation prioritises marketing and promotional activities. The term market
orientation is therefore used throughout the research.
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1 production oriented (where the focus lies imaking affordable products and

services)

91 product oriented (where the focus is primarily on developing the highest quality

products and services)

1 sales oriented (where the focus is encouraging customers to buy or use products and

services)

In order to exploe the current focus of academic libraries, question 6 of the questionnaire
asked respondents tgelect the statement that aligns most closely with the focus of their
library (each statement represented one of the above four approach&sg results can be

seen in the pie chart ifrigure2.

Organisation orientation

Figure2: Pie chart to show orientation of the library

The most common response was markaientation, with three of the seven librarge
seleding that response (libraries 1, 4 and T)braries 2 and 5 selected sales orientation,
library 3sekcted production orientation, antibrary 6seleded product orientation Further

exploration in the intenews revealed that whilst librarians 1, 4 and 5 felt that their library
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aligned very strogly with one of the statementdjbrarian 3found it difficult to choose

between the statements:

it was hard to choose between, it was hard to choose just. | wouldsay that |
tried to choose the statement that overall summarised the situatihie best
(Librarian 3)

Analysis of free text responses to the questionnaire demonstrated that library 6 also

struggled to define their focus, incorporating elements of all fetatements:

In the current economic climate all librarians are looking at what is affordable, but
that should not stop us from aiming to provide the highest quality services. We
should also be looking to exceed our users' needs and part and parcel jobagrto
increase wareness and usage (Librarién

Sen (2006) used focus groups and interviews across library sectors to examine the relevance
of market orientation, finding that it is guitable approach for librariesSen (2006) also
comments that what awareness of market orientation within libraries is increasing, her
further research in 2010 suggests that there is misunderstanding of the term amongst

librarians and there is minimal application of a clear strategic market orientation.
3.1.Awareness of market orientation

Although market orientation was the mostommonly selected statementin the
guestionnaire the term market orientation wamtentionally not referred toin the research
guestionnaire. Further exploration within the interviews asked p##ots about their
awareness of market orientation and whether their library was consciously using this

approach or had considered it.

Of those interviewed, only librarianias previaisly aware of the term markadrientation,

correctly explaining the imgrtance of gathering information about your users:

it's more about doing what your customer wants insteadwdfat you think they
might want (Librarian JL

They felt that it was important to stay on top of current trends and be aware of

marketingstrategyand trends
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you just have to delve into those things a bit really if you wantkéep up with
current practice (Librarian)l

It shouldbe noted thatlibrarian 5 was alsaware of the concept, but had not come across
the term market orientation before oransidered what it might mean for a library to be

market oriented

Interestingly,librarians 2, 3 and 5, who did not choose a mar&gentation, expressed a
desireto move towards this, with library already making a move in this way by confirming

assumjpions about user needs with their focused customer research:

wherever we can we try to establish what they want and see what we can deliver
(Librarian 2

Library Swould like b be able to move to a marketientation but is concerned about being

unable to meet user needs:

| would like to think that we could do more user needs analysis but under the
onslaught of all the needs we caoffer more space or more booKkibrarian §

3.2.Components of market orientaon

Jobber (2001jn Finney and Warnaby, 2004) identified three key components of market

orientation:
1 Customer orientation
1 Integrated effort
1 Goal achievement

In addition to the focus of the customers as the main asset of the organisation, this also
highlights the need for all staff to be on board with the strategy, ensuring that each
interaction with customers and all business activities help drive further forward with the
larger organisatioal goals.Customer service is core to the success of a marketiragnted
organisation; staff must be empowered, highly trained and motivated custdeter

employees (Wilson and Gilligan, 2005).
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Many libraries pride themselves on their excellent customer service, however this does not
necessarilyequate to a market orietation. Palmer (2011) identifies some ofethways
servicesclaming to be marketoriented may demonstrateotherwise includingopening
hours designed to st staff rather than customersnd administrative procedures which
make things easier for staff not stomers. As these are frequent areas of complaint in
libraries (Crawford, 2002; Satadt al., 2005), libraries may not be as customer focused as
they may initially think, and do natecessarilydemonstrate each of the components of a
marketoriented organsation. BroadyPreston and Preston (199%@Jso highlighted issues
such as these when considering market orientation for libraries as a way to deliver quality

services.

The British Library is one example of a library service which has shifted its focus from
product-oriented organisation to markebriented. Finney and Warnaby (2004) shared
SELINASYOSa 2F K2¢ G(G(KS . NAGAAK [AONINEB KIFR |
in Finney and Warnaby, 2004) principles of customer orientation, integratiedtefnd goal
achievement. They argue that market orientation rslevant to all libraries, and is

something which should be adopted if they are to be successful in future.

Each component of market emtation was explored during thieterviews and is preented

below.
3.2.1. Customer orientation

According to Gupta and Jambhekar (2002), library science philosophers have advocated the
customer as the focus of the library activity since 1880blée (2001) reaffirms this focus

G2 aadr NI ¢AGK GKS Odza (0 & Ys6pNdit thg fbfary Geivise LINE R
strategically and holisticallyt was clear throughout interviewsith librarians 1 and 4, who

selected a markebrientation in the questionnairethat their focus is dxien by customers

and their needs:

relationship with the custmer has always been a focus here (Librarian 1
as an organisation we are vectystomer driven (Librarian)4

However, librarian 4 also commented:
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we very much try to focus on what we think the dants need but they might not
agree that what we think they need is what they ndedrarian 4

This suggests that though they may most closely match a mariettation, they are not
entirely committed to acustomer orientation, instead taking elemerdga sales orientation

to identify and promote products and services that they think would be most appropriate
Managing customer expectations

Libraries 2, 3 and Slso mentioned a focus on customers, however managing the

expectations of customers wascammon concern

we've got to take a two handed approach, it's not just about meeting our student
expectations or customer expectations, it's about also managing their expectations
as well Librarian 2

we push what we can do or are able to provide for custosn rather than let them
ask for anything they want and then say "well that's fantastic but we can't give you
any of it, you'll have to jukeep on with what you've got(Librarian 2

82dzQ@S 3F20 GKS LRGSYOGAlf GKI G yeeidz YO 20def KR
(Librarian 5)
Hernon and Altman (2010) discuss methods of trying to satisfy customer expectations;
however do notrefer to management of expectations, which is a clear concern for libraries
within their current financial constraints. Cook (2008nphasises the positive effect
managing expectations can have emstomer satisfaction, demonstrating the need to
control expectations and, if anything, underomise so that you can oweeliver. Relating
this to academic libraries, Begum (2003) recommnsendncentrating on one or two critical

factors of importance to users, and building a strong reputation for those.

The need to manage expectations was given aptirearyreason fa one of the libraries in

selecting asales orientation focus:
therel NE |t SNY I GA@Sa GKFG GKS&@&QNB y2i0 dzaAy
things that wouldactually make their life easi€ribrarian 9

Library 2with a sales orientationY Sy i A2y SR GKIF G GKSe (G221 +y W
management expectatiws, working in partnershigvith users.The concept of users working

in partnership with institutions is gaining momentum at present, with numerous
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educational conferences featuring examples of this approach; Hilsdon (2011) for example
presented on the corept of students as cproducers of their learning experience, and at
the mibraries 2011 conference Nicolai Dupont Heidemanwof Kolding Public Libraries

shared their experience of ereating mobile services with users (McDonald, 2011).

Customer Servidexcellence

One current trend of particular relevance is the number of academic libraries achieving, or
currently working towards, Customer Service Excellence (CSE) (e.g. Barrett, 2008; Brady,
2010; Whitfield, 2009). CSE replaces the previoharter Mark ad is based on key drivers
of customersatisfaction:
G/ dzaG2YSNI { SNIBAOS 9EOST t S yiedehcustomdt Servic® o NA
concepts into common currency with front line public services by offering a unique

improvement tool to help those delering public services put their customers at the
O2NB 2F gKI G GKS& R2®¢

(Cabinet Officén Barrett, 2008 p.11)

Libraries 1 and 2 havecently been through the process of gaining the Customer Service
Excellence standard. Thgh library 2 stated that thenitial reason for this was due to
internal and external competition (other departments within the University and other
University libraries), theyelt that the process had led them to reflect dheir strategic

approach:

having engaged in the customerrsige excellence and having met that, we are
more conscious of what we are required to do within that and we're conscious of
some of the changes we are making and what the effects are on the student
populationand our other customers as wéllibrarian 2

Others have commented on the benefits of both the process and achievement of Customer
Service Excellence (e.g. Barrett, 2008). Brdamehston and Lobo (20)1Examined the role
of external standards in academic libraries, focusing on the Customer Servedkeoe as a

case study. Their research demonstrated evidence for the valaehieving these standards

by;
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the value of the service to external and internal stakeholdarsd serving as a tool
for improving service quality and the customer exfeyf O S ¢

(BroadyPreston and Lobo, 2011, p.1)32

3.2.2. Integrated effort

Gupta and Jambhekar (2002) emphasised the importance for all library staff (from top
management to front line staffto understand and accept the marketing concept and
philosophy; marketing strategy needs to be integrated into all activities within the library,

not treated as a separate entity.

During the interviews, theopic of integrated effort arose with two intetiewees; library 1
(with a marketorientation), and library Swith a sales orientation At library 5, all staff are
involved in creating their secBy 2F (G KS f A 0 IMkshabo Ganualievieyy ¢ KA O
processes to ensure all staffeacommitted to thestrategic focus ofhe institution and the

library.

At library 1, integrateceffort was mentioned with specific reference to marketirfgrther
supporting their market orientationAll saff areresponsible for markiing the library and

actively involvedn all stages othe process:

you get staff coming to you with suggestions based on their observations of what
students are doing and/or needin@ibrarian )

The importance of involving employees through internal marketing was emphasised by
BroadyPreston and Steel (2002a; 2002@)hough internal marketing is not the focus of this
research, it is a concept which supports the integrated effort element of a market

orientation and something that ilearlyevident at library 1.
3.2.3. Goal achievement

A common gokachievement for academic institutions is that of providing an esoell
student experience. Librarignl, 3 and 4 stateduring their interviewghat their institution
had aclearfocus on improving the student experiendgbrary 4 commented othe notion

of students as customers buying into a student experience:
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w2yS 2F GKS (GKAy3Ia OGKFGU&a 1jdzAdS yAOS |02«
you go to or whatever you're discussing, the primary teom“is always about
increasing... improving | suppe...0 KS & (0 dzR Sy Libr&iBn IS NRA Sy 0SQ o
However, librarian 4 alsmised a concern from their library that tifecus on the student
experience risks alienating othecademic libraryuser groupge.g.researches, acalemic

staff, and support staff) bgiot identifying or addressing their needs.

One approachwhich aims to address the variety of different users whilst achieving the
O2YY2y 321t 2F YSSGAy3 dza SNEdpprogchtichzasthe & G KS
Wi A 6 NI NBE 0 prdposed hyzBedtnelrahdR1ite Tboudidue library service model
AAPSa dza GKS FoAtAGe G2 LINPOEREBS). 3 LISOAlf Aals

Priestner and Tilley focus on subject speamajifiowever, themodel could be adapted to
take into corsideration differentuser typesbeing responsive to their needs and adapting
the service where possibld@his individual level of customised service can also work to build
stronger customer relationships and, in turn, develop loyal customers who will recommend

the service tathers (Gutek et al, 2000).
3.3.Summary

It is clear from the literature that a market orientation is an appropriate approach for
libraries and one that may be suitable to help libraries at a time when funding is being

reduced but expectations are high.

Market orientation was the mostommon responsef the libraries surveyed, and three of
the libraries interviewed with a different focusat presentcommened that they aim to
adopt a marketorientation wherever possible, particularly with regards to a cuoso
oriented service and for some, an integrated effort from all staffd common goal

achievement

However, the researcBupports the view that market orientation is an unfamiliar term to
many librarians. It also supports the findings of Sen (2006; 20H)organisations give
emphasis taonly some elements aharket orientation. Analysis of the results demonstrate

that whilst the concept of being customer focused iscafrent importance to libraries,
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other elements of a markedriented organisation areot as strongly integrated to strategy,

even in those libraries who selected a market orientation.

The following chapter moves from the culture of the organisation to strategic marketing
planning, examining the planning processaind procedures and thetaf responsible for

planning.
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4. Marketing planning

In addition to a strategiorientation for the library, marketing planning is an essential stage

of strategic marketing. One of the most extensive studies into marketing planning in
academic libraries waundertaken by ACRLUN 2003, they invited college and university

libraries across the USA to answer their survey on planning, implementing, and evaluating
marketing and public relations (PR). The results of the survey were compiled and published

in 2004 by Lindsay, alongside case studies and examples of marketing and PR from the
libraries. The results were enlightening, highlighting confusion over the purpose of
marketing, and uncertainty that marketing was necessary for academic libraries; with
commentsd dzOK |4 a8S R2y Qi R2 YINJSGAYy3AE YR a6
SYGANRYYSyYyGéd ! f K2dZAAK Y240 2F GKS f A0NF NASSH
of marketing, few had a formalised approach or documentation to support marketing, and

an owerwhelming majority felt that a formalised approach.d. a written plan of action,

strategies and evaluation) would not benefit the library. The findibgdt on earlier

research (Marshall, 2001) which demonstrated that while most academic library atisect

understood the importance of positive public relations, none had a formal plan.

In order to examine current practicguestion 3 of the questionnaire asked participants

whether or not their library had a strategic marketing plan.

Do you have a strategic marketing plan for your library
service (or inclusion within a broader strategic plan)?

mYesmNoO

Figure3: Pie chart to show frequency of strategic marketing plans
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Figure 3 shows thatfour of the sevenlibraries (libraries 3, 5, 6 and Mave a strategic
marketing plan, or a section within a broader strategic plan (for example in the library

strategic plan).

Futher exploration during the interviews (three of whom responded negatively) showed
that whilst they may not necessarily have a strategic marketing plan or a section within

broader strategic plan, they didclude marketing within thie planning:

there ae elements which you could say are part of marketing within that wider plan
but nothing which overtly saythat this is part of marketing (Librariar) 2

These findings are similar to an investigation of a similar scale into public libraries (Broady
Prestonand Steel, 2002a), whereby somerdéibies had marketing plans batore commotty

marketing activities were included in a broader strategic plan.

Exploration into the nature and frequency of the plastsowed ibraries 2 and 3 havan
annual operating plarfor the library, with marketing objectives set on an annual basis.
Library 1lreviews their operating plan and marketing activities twice each year, with an

annual review of user needs to supplement the planning process.

Strategic plans teretl to be more Imger term, commonly on a 3 yearly badishraries 2
and 5 use thenstitutional strategic plan to infornthe library strategic planywhichinforms

the library marketing plaifseeFigure4).

\
winstitutional strategic plan

y,

~\
wLibrary strategic plan

y,

~
wLibrary marketing plan

y,

Figure4: Diagram to demonstrate marketing planning process aligned to institutional strategy
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However,library 5 mentioned that though they had a general marketing plan, they now

prefer to devise a stragic plan for each marketing initiative including:

who the target audiences are, what the key benefits for them are, and what those
messages may hgibrarian $

A 2 s oA

The importance of targeaudience and the appropriate messages isfré SOU SR Ay al (

(2009);the main focus is oplanning and developmentf@elationships withcustomers.
4.1.Responsibility for marketing planning

Thereare a plethora of different setups for responsibility of marketing in academic libraries,
in terms of number of staff, level of staff, whether or not it is a designated responsibility,

and the time available for marketing planning.

In the ACRL study (Lindsa®004) the most popular response to the question about

responsibility for marketing planning was that it was the responsibility of the library director
and/or librarians, though the majority stated that this was not included in the job
description of theperson(s) responsibléNumber ofstaff involved varied the majority had

1-2 staff involved in marketing.

In common with the literature, the responses from the questionnairand further

exploration in the interviews highlights that each library laadifferent setup with regards
to responsibility of marketing both marketng danning andmarketingactivities The bar
chart inFigure5 shows he response t@uestion2 of the questionnair@about responsibility

for marketing planning.

As show, a mixture of responsesvere receivedthough the majority, five of seven
respondentg(libraries 1, 3, 4, 5 and 6identified that responsibility for marketing planning
in their library lay with an individual or group of library staff who had marketing

responsibilities in addition to other roles and responsibilities.
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Who has overall responsibility for planning the marketing of your
library service (i.e. devising marketing plan, planning marketing
activities)?

Individual or group of library staff with marketin
responsibilities in addition to other roles and
responsibilities (i.e. marketing as part of job

description)

|

Individual or group of library staff with marketing
responsibilities in addition to other roles and
responsibilities (i.e. voluntary additional

responsibility)

N

Individual or group of library staff dedicated t
marketing/PR responsibilities

No designated responsibility

1}

Figure5: Bar chart to show responsibility for marketing planning

For Ibraries 1, 3and 4 marketingis includedn the job descrifions of these staff, whilst for
libraries 5 and @hey ae a voluntary additional responsibility which is not part of their job
description. Onlyibrary 7 hasan individual or group of library staffith job roles dedicated
to marketing responsibilitigswhilst for library 2 no one has a designated responsibility for

marketing planning

To put this into context, the findings demonstrate that four of the selibraries have
marketing included in staff membgs) job descriptions, whereas three do not. Only bias

staff dedicated to markehg responsibilities, with six librasehaving staff supporting
marketing alongside other activities. Though this has obvious advantages in terms of
embedding marketing intdibrary activities, it does raise questions about the perceived

importance of marketing for academic librariéss one librarian@mmented:

| think the main difficulty is that it's kind of in addition to the day job, | do enjoy it
don't get me wrong, btit kind of gets shoehorned ifLibrarian 3

Though librarian 3oes not have responsibility for marketing specifically as$ patheir job

description it comes under the remit of a widéibrary role which is a requirement in their
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job. Whilst difficult to quantify due to numerous variables such as seasonal marketing for
key gages of the academic yedibrarian 3 estimated that around 4% working days per
month in total was spent on marketinr both planning and promotional activitie®)r the
library. Librarian 4also commented on the competing demands placed on an academic

library and the difficulty in making time f@lanning and undertaking marketing activities

This issue was also reported in public libraries by Brézrdgton and Steel (2002p,299)

GAGK 2yS NBAaALRYRSYyd O02YYSyidAy3a GKFG aYlr NJ SiA
A number of potential barriers to marketing planning for service businesses are discussed by
McDonald and Payne (2006), some of which were mentioned duringirttexviews

including confusion over planning terms (library 3); tirfhased ritual (libraries 1, 2 and 3);

confusion between operational and strategic marketing planning (library 3); failure to
integrate marketing planning into corporate planning (librariz and 4); and uncertainty

about what should be in the marketing plan (libraries 2, 3 and 4).
4.1.1. Marketing planning groups

At Oxford Brookes University, marketing is the responsibility of all staff, butasdooated
by a Marketing Group of approximatelystaff representing each of the different sites and
departments of the library (Brewerton, 2001). A similar approach is taken at Edge Hill

University (Bury and Phillips, 2005).

Three of the fivelibraries interviewed havesimilar groups set up tosupport marketing
planning; libraries 4 and 5 use this groupplan all marketing activitiesyhilst library 3
establishes working groups responsible for marketuagticular projects/areas of service.
Library 2 with no formal designated responsibilitjor marketing planning has a

communications group who plan publicity and promotional communications material.

Membership ofeach ofthese groups is established primigirby volunteers (as an additional
responsibility not included in their job descriptigrwith some members being part of the
group due to their job role or responsibility (though not necessarily part of their job
descriptior). The function of each group slightly different, with some grogpesponsible

for planning marketing butot respasible forcarrying out the marketing activities (libraries

4 and 5), whilsbthers are involved atraoperational level(libraries 2 and 3)
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Library 1 doesnot have a marketing/communications group or working groups;
responsibility for marketing planninig written into the job description of one member of
staff, with their line manager (a senior manager within the library) progdi strategic lead
for this. In this case, arketing activities at an operational level are the responsibility of all

staff (contributing to the integrated effort element in their market orientation)

all staff are involved in the broadest sense; this is how we liaise externally, this is the
impression we give interrly (Librarian )

4.1.2. Strategic direction

In all cases, intervieves confirmed that strategic direction for marketing comes from senior
management within the librar{shaped by University senior managemethough phrased
slightly differently, the findings of the ACRL study (Lindsay, 2004) suggest similar with 153 of
176 respondents selecting the library director as the person who initiates marketing and

public relations activities at the library.

At libraries 1, 2, 4, and 58 member of senior management aésoinvolved in supporting

planning, for exampleas a memberor chair of marketing/communications groups.
Interestingly, semr management involvement tends be on an informal level, withoth

library 1 and library 5 commenting thatarketing was included in a middle management

job description, but not their liner I yIF 3SNRa 220 RSAONALIIAZ2Y O60F
involvement through directing their staff)Library 2 due to their engagement with

Customer Service Excellence, ME OSy G f & NBGNAGOSY [liptignSo/ A2 NI Y

incorporateresponsibilityfor marketing
4.1.3. Innovative approaches

The interviews also uncovered some innovation approack®smarketing planning,
particularly at library 5 withan institutional wide network of marketing champions who
meet periodically to discuss marketing, and a student marketing group for the library. The
student marketing group consists of students employed by the library for a few hours each
week to support narketing activities. These have included customer research (e.g.
observational analysis and user surveys), as well as acting as a focus group and supporting

the work of thelibrary marketing group by ensuring planned activities and material is
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appropriatefor students (e.g. corrediming andlanguage). Although the group is primarily

there to support marketing activities, they have the additiobahefit of being able to relate

well to students and helping to generate interest in the library with theirrsedn example

2F GKAA sl a ¢6KSy (GKS aidzRSyida dzaSR GKS f A0NI
people came up to them during that and said "is that your iPad?" and when they said

it's the library's iPad, they were interested in why the library has an iPad so i
provided a good talking point (Librariah 5

The influence of peers and their role in marketing the library was also highlighted by Millet
and Chamberlain (2007) who focused on peer tutors as their opinions are very important to

new students and have gréa influence than librarians.
4.2.Summary

The research demonstrates that marketing planning processes vary in diffipesties,
each having unique structures and challenges. Whilst over half ofiltheries surveyed
include marketing in job descriptions for certain staff, the majority (all bar library 7) have
other competing priorities in addition to marketingour of the sevendibraries surveyed
have a strategic marketing plan or a section within the wider strateglan, though

frequency ofupdatingthis varied from twice a year to once every three years.

The following chapter examines the activities libraries participate in to supporbeuest
relationship management;i.e. customer research, customer analysis anteasuring

customer satisfaction.
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5. Customer relationship management

5.1.Relationship marketing

Marketing trends for both product and services marketing have recently demonstrated a

shift from the more traditional transactional marketing (ending when the coreuhmas

made a purchasing decision), to relationship marketipgmore longterm approachto
relationships with consumers and providgrKotler, a leading expert in the field, highlights

GKFG YFEN]SGAY3I KFa SELISNASYOSR fttoarfae@d®dn TNRY
market segments to a focus on ot@2 Y S Odza G 2 Y S NJ WNDUbicki, R@0Y)3 ¢ G H s
Relationship marketing focuses more on lah@ N Y I NJ SGAy 3 STFF2NIa G2
needs and preferences, using this information to build a refeghip with customers (and

potential customers), and shape future products/servicdhis shift to relationship

marketing has also been evident in libraries:

ANBEtFdAZYAKAL YENLSGAY3 F20dzaSa 2y 3ISGGAY
theory, willA y G dzNy SEdG2t GKS o60SySFTada 2F G(KS A

(Cheney, 2007, p.284)

In recent years, relationship marketing has been extended online with innovative companies
such as Ocado and Innocent Smoothies developing dialogue with customeisudaidg

their brand presence on social networking sité3uring periods of bad weather, Ocado
keeps cstomers informed of the status of their ordeand satisfied customers poptiblic
messages of thanks for successful deliveries, publicly promotindprédred to others. The
Ocado Facebook page continues to develop these relationships (Facetald). Libraries

are also utilising social networking sites such as Facebook (Alcock, 2009; Xia, 2009) and
Twitter (Flood, 2009) to interact with users and buitdationship with both current users

and potential users.
5.2.Customer relationship management

Customer relationship management (CRM) is often referred to in a similar vein to
relationship marketing. Although the two concepts differ slightly, with CRM conremdr
LJdzNBt & 2y Odzad2YSNJ NBflFdA2yaKALA |yR AyO2Nl]
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understood and taken into account whenrggiructing the libray offering.

In order to gain knowledge of current practice in academic libraries regarding establishing
user needs, question 4 of the questionnaire asked participants to identify which customer

research activities they utilisedhe results can be seen avar chart irFigure6.

Which of the following customer research activities does your library
service participate in to understand the needs of your users?

0 1 2 3 4 5 6 7

User needs questionnaires/survey
Focus groups
Interviews
Stakeholder analysis activitie
Monitoring current usage statistic:
5Aa0dzaarzya sAGK a¥
Other

Figure6: Bar chart to show customer research activity

As shown all seven librarig surveyeduse questionnaires/surveys for customer research,

and monita current usage statistics. Six libraries (all apart from libranysg)focus groups

YR RA&AOdzaaA2ya 6A0K dza SNI AoONRIdABAE iBt@rdigdi? | dza Sd
(libraries 1 and 2and two use stakeholder analysis activitigtbraries 5 and 6)Thetwo

respondents whoda St SOUSR ahiGKSNE Agh@ivatzRé Rnalyisi, @Ml NBE ™
library 6 usingeedback from student representatigeEach activity waavestigaed further

in the interviews; theyare presented in sequence below
5.2.1. Customer research questionnaires/surveys

All participating libraries use surveys for customer research purposes; this echoes earlier
findings from SCONUin | I @ RSy = h Q Ratblaifley 2005) Rf the fivibraries
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interviewed, three(libraries 1, 3 and 4ddminister survey®n an ad hoc basis, often linked
to specific projects or service areas. Exampteguded surveys to gather views about
opening hours and lending services (dength of book loans).Library 2 does not &s

dedicated cstomer research surveys, but hapiestions in their annual institutional

satisfaction survey to discover more information about user needs.

Cugomer research surveys were common method tilised by libraries in thé&CRLstudy
(Lindsay, 2004); 80 of 17ibraries surveyed use a web survey determine customer
needs; 35 use a mail survey; 34 use an email survey; and 2 tetgphone surveyit is not

clear how manyibraries used more than one method so awerall totalis not availablg

Interestingly, libraries 2 and 4 discusseidstitutional restrictions regarding the use of
surveys Library 2had previously administered an annual library customer research survey

which had been stopped; whilst libraryfdlt that theywould be unable to:

we've not done a sort of overall "what do you want from the library" type survey and
| think we would be told we couldn(t.ibrary 4)

5.2.2. Usage statistics

All participating librariesnonitor usage statistics to support customer researchi\aies.
The types of statistics used for monitoring were explored during the interviews. All those
interviewed monitor circulation statisticslibraries 1, 2, 4 and 5 omitor occupancy of the

library;and libraries 4 and 5 monitor electronic resource wsag

The main reasogivenfor monitoring usage statistics was to predict future patterns of use
and to aid planning in regmse to user needs. For example, libraryn@nitors selfissue
statistics An increase in use of sé#isue helped support thenledsion to move to RFID to
support simpler seifservice Library 5 uses statistics for benchmarking against other
libraries, particularly with regards to electronic resource usage. The usefulness of
benchmarking was emphasid by Sykes (2009)ho recommenddenchmarking data with

institutions who have a similar missiémyour own
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5.2.3. Focus groups

Six of the severibraries (libraries 1, 2, 4, 5, 6, and 7) uUseus groups for customer
research. This is higher than the réswf the ACRL study (Lindsay, 200d3s than halin

their study(74 of 177 libraries surveygdsed focus groups to determine customer needs.

Further exploration in the interviews with libraries 1, 2, 4 and 5 demonstrated fiats
groupsare usedto gather opinion on particular sends or proposed changes to service.
Each offers an incentive to participate in common with recommendations in literature (Ho

and Crowley, 2003; Becher and Flug, 2006).

Focus groups can be particularly useful to gain insight into the needs of targetedsgbup
users (Walters, 2004); hawer none of the libraries interviewethrgeted particular user
groups, instead taking a more general approach to getting a variety of users together. This
may not have been through choidérarians 4 and Both commented hat theyhad found

it difficult to recruit and therefore struggled to get a representative sample of users.
5.2.4. Discussions with user groups (e.g. Friends of the Library groups)

Libraries 1, 2, 3, 6 and iiclude discussion with user groups as parttlodir customer
research Further exploration with libraries 1, 2 and 3 in the interviest®w that these
discussions argrimarily with internal stakeholdersncludingstudent representatives from
specific courses, key academics within departments (e.g. course leaders), student union
representatives and senior management (e.g. pro vice chancellor for research, pro vice
chancellorfor teaching and research). Library 1sha strategic focuthis academic yeato

engage more with a variety of internal stakeholders to gain information about user needs:

[we have alstrategy this year to try to get involved in as many university initiatives
to gather information from peo@ who were at those initiativeg.ibrarian )

Librariesland ¥ Sy G A2y SR (GKI 0 GKSe@& Kgrdup. Mathev&RIP Yy R &
recommends this methodology to build relationships with a group of users and to test new
ideas. Havever, both libraries conrmented that itwas difficult to organise to get maximum

attendance:
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theoretically it was a member of academic staff from each of the... schools, a
member of undergraduat¢student], and a member of postgraduafstudent] from

each of the... schools. In aal practice, apart from the staff, the students didn't
turn up very much so it didn't kehof really function in that way (Librarian 1

S R2y QO NBIffe& IJSobaria@®SNE YIye |GGdSyRAYy3I 6
AsaBadzZ 0 2F (0KSaS doupiviad dordafied AMS/a 3 of SAeol NI ONSBY MaCKaA

groupwas being revised to create a smaller, more concentrated grouping.
5.2.5. Interviews

Libraries 1 and 2 usmterviews as part of their customeresearch Further exploration
showsthat theseare focused orspecific servicareas and used to further explore the needs
of subsets of userd.ibrary 1 had used interviews to discowese of different areas of the
library and opinions on noise levelsoisy vs. silent study spaceibrary 2held interviews
centred on the customejourney which they completed as part tfie Customer Service
Excellence procesdnterviews were used in combination with other methods of gathering

user needs, such as a survey, in common with literature (Cook and Heath, 2001).
5.2.6. Observational analysis

Library 1 hasrecently been involved in an observational analysis which they researched in
collaboration with an academic school. This work involved examining the use of furniture in
the library at set times oflay over a one week period whittelped them unérstand more
about the types of furniture that areactually used and consider implications for future
furniture purchases.Observational analysis is a potentially useful impact measure for
libraries (Poll and Payne, 2006), however it seems a relativelgrutiised method at
present, despite being unobtrusive and relatively easy to administer. Librarian 1 stated that

they had found it very useful, and would consider using the methodology again.

Though not mentioned durinthe survey library 5 also discusd examples of observational
analysis which haveeen undertaken by their student marketing group (s€é4.3. This
included observational analysss¥ dz&S 2F RAFTFSNByYyG NBFa 2F

smartphones.
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5.3.Customer loyalty and customer satisfaction
Customer loyalty

Relationship marketing places the emphasis on the customer rather than the product or
service, and works to build relahships to increase loyalty. McDonald and Christopher
(2003,in HarridgeMarch and Quinton, 2009) developed and refined a loyalty ladder model

to demonstrate the stages in relationship marketing:

Advocate
Supporter
Client
Customer
Prospect
Suspect

Figure7: Loyalty ladde

The model demonstrates how relationships develop from a susaketiie bottom rung of

the ladder(someone who has come across your organisation for the first time) right through
to an advocateat the top rung of the ladder At the advocate stage, customers are so
satisfied with the service (or products) received from your organisation, that they promote
it to those they feel may also benefit. The goal of relationship marketing is to develop the
relationshipand move people up the laddeathews (2009discusseshe value of library
advocatesand recognising who they are. He explains how they can act as library champions;
sharing their experiences and encouraging others to use the library, whilst also hamess
their interest and using it to help shape the future of the librérga feedback on their own
YR 20KSNR& ySSRa FyR +ta | G540 6SR F2N ySs
Loyalty is one of the areas used to predict growth in a service organisatarg with core
service excellence. Zeithaml, Bitner and Gremler (200294) proposed a model of
relationship bonds between the customer and the service provider, built around a core of
excellent service quality. The model includes four levels of isangarelationship bonds:

financial bonds; social bonds; customisation bonds; and structural bonds. At each stage the
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bond between the customer and the service provider strengthens, increasing loyalty and

making it more unlikely for the customer to changs\sce providers.
Service quality

Though it is accepted that service quality is difficult to define (Palmer, 2011), it is clear that

it is an important concept in services marketing. Service quality is most commonly measured
FOO2NRAY3 (2 Odza &dYeRpediatons LOSoWKD 2008). One common
disconfirmation approach for measuring service quality (i.e. examining difference between
customer expectations and perceived level of performance) is SERVQUAL (Parasuraman,
Zeithaml, and Berry, 1988). The SERJIAL questionnaire is a series of 22 items ©oge
aspects of service quality tangibles,reliability, responsiveness, assurance, apathy.
Customers are asked to rate their service expectations and their perceptions of the level of
service on a 7 ot Likert scale. The results are analysed to discover gaps between
expectations and perceptions to identify areas the service is performing well in and those
which need improving. As SERVQUAL is a relatively generic tool, it is also possible to
benchmarkservices againstompetitors as well as usefor longitudinal analysis of service
quality. Though SERVQUAL has its criticisms, such as the lack of weighting of importance of
areas of service (Palmer, 2011), it is currently widely used as an industdasiameasure.

An adaptedform of SERVQUAL has been developed for libraries. Li@JKLook and
Heath, 2001)d | G&adzAGS 2F ASNWAOSa GKFG fAONI NRSa

upon users' opinions of service quafity 6! Y2y ®X HAMMO
Customeisatisfaction

Customer satisfaction is another factor mentiorfed predicting growth by Zeithal, Bitner

and Gremler (2009). The relationship between customer satisfaction (i.e. what people think

2T Ly 2NBFYAal A2y Qa | dzIOB)handlayalty BeNBow Oy at Y R O
organisation keeps a customer for or what share of their business they take (Piercy, 2008)) is

not a linear one but an exponential one (Heskett, Sasser and Schlesinggthaml, Bitner

and Gremler, 2009). To put thistdo context, this means that there is a large difference in
f2elfaGe tS@St o0SG6SSYy | WAl GAAFASRQ Odzad2YSN
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importance of achieving high levels of customer satisfaction in order to gain loyal

customers.

Custoner satisfaction in libraries (via successfully establishing user needs and offering the
most appropriate resources and services) is a strong predictor in determining future
behaviour and recommendation to others (Gupta and Jambhekar, 2002; Rowley, 20d3), a
is therefore of primary concern for marketing libraries. It is clear that there is strong support
for relationship marketing in libraries in order to move people up the loyalty ladder to

become satisfied customers and ultimately library advocates.

Custaner satisfaction can be measured usiray variety of different methods, both
guantitative and qualitativeincluding satisfaction surveys (online, telephone or postal); self
completion questionnairese(g.comment cards), mystery shopping, focus groups/customer
panels, facdo-face interviews, suggestion schemes, andline discussion forums (Cook,
2008.

To explore current practice in academic libraries, question 5 of the questionnaire asked
participantsto select the activities they engagéa to measure customer satisfactianThe

results can be ghwn in the bar chart ifrigure8.

How does your library measure user satisfactior

0 1 2 3 4 5 6 7

User submitted suggestions/comments (in pers
or online)

Library specific user satisfaction surveys (in ho
or external e.g. LibQUAL)

General user satisfaction surveys (e.g. Natio
Student Surveys, University Student Survey

User feedback meetings (e.g. academic sch
forums)

Figure8: Bar chart to show customer satisfaction activities

% To try to separate tis question from the previous question, the tewsersatisfaction was used rather than
customer satisfaction. In this context the term user is used synonymously with the term customer.
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As shownalmost allibraries selected every opin, demonstrating that they eaabngage in

a range of activities
5.3.1. User submitted suggestions/comments

All participating librarie collect user submitteduggestions and commestto measure
customer satisfaction. User submitted comments and suggesao@sommon in libraries;
149 of 177 librariesurveyed in the ACRL study used commentsnidenstand user needs,
and 92 of 165 respondentssed comments to mesure the effectiveness of their nmiaeting
activities (Lindsay, 2004

An nterestingtheme emerging from further exploration in the interviews the move to
electronic submittedcomments.All libraries interviewed gave users the optitm submit
these ather online or in person in the library, with library 1 commentithgat the primary
soure of their comments is online. Online comments are easier to administer, respond to,
and demonstrate good practice; Mathews (2009) comments that in his experienges onl

feedback tends to be far more constructive.

When asked about how the comments are followed up, libraries 1, 2 andr8ioned that

in addition to immediatepersonal responses (library 1 hasa policy for them to be
responded to within two working daysihe comments and suggestiongere collatedto

SEGNI OG0 18& GKSYSa [|LpfariedilKaBd 3haredl Kienak BemesNS & LJ2 v
from the commentsonline and in the library (for example with a display sharing the
common commats and suggestions); whki library 2 sharesthe specific comments
(anonymised)and individual responsed.hese approaches follo& similar system to that
recommendedoy Mahews (2009) both a personal response to each comment/suggestion

and an anonymous copy alongside the resp® posted online to build an FAQ and

demonstrate the responsiveness of the library.

Library 1 mentioned a more intensiviellow up policy which is @aequirement of their

Customer Service Excellence standard:

46



we not only respond to them in a direct way, we actually ask them if the issue has
been resolved to thir satisfaction (Librarian)1

5.3.2. Library specific user satisfaction surveys

Six of the seven libraries (all except librarys8)ected library specific useratssfaction
surveys; howeverit became clear dung the interviews that the distinctiorbetween
general and library specific satisfaction survesss unclear to participants suggesting that
this figure may be oveinflated. Librarian 1 (who had selected his option in the
guestionnaire)had misumerstood the question initially; Library has questions within

other satisfaction surveys, not a library speaifser satisfactiorsurvey.

Libraries 2, 4 and 5 havwesed LibQUAK®, with the main reasons given fthis choice

because it is an industry standard and allows detailed analysis. Russell (2010) outlined the
LibQUAE® experience for Institute of Technology Tallaght (ITT), Dublin, commenting on its
AYLRNIFYOS Ay GKS € A0 NI NE Gad tieey @edd §nd Sifgrin - 6 A ( K
strategic direction. In common with Libraries 2, 4 and 5, ITT Dublin also used the data for

both longitudinal analysis and benchmarking with similar institutions.

Library 4 commergd that they would be using_ibQUAL®again shaly, asthey used it as
their main toolfor measuring customer satisfactiodowever, theyhighlighteda number of

shortcomings due to the fixed nature of the questions which has confused their users:

we get lots and lots of feedback... free text commehtsl2 ¥ LIS2 L)X S &l @Ay 3
understand, or they found it repetitivéLibrarian 4

Thoughlibrary 5 hagatrticipated in LIbQUAI®IN the past, theyhave no plans to repeat it
and now plarto run more targeted surveys on specific areas of the service. This would be in
place of a more general library satisfaction survey due to concerns that this could raise

unrealistic expectations:

at the moment because of the current climate and the fooansstudent experience,
if we were to run a library specific survey you've got the potential that you could
raise eyectations that you can't matcfLibrarian 9

This concern is shared by a number of libraries, as well as the concern that scores will be
affected by changes that have had to be made to the library service, as shown by Killick
(2010) in her communications with libraries using LibQUAL+®. Howevek, (RDIL0) found
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that despitechanges made at Cranfield University library due to financialspres, their

LibQUAL+® scores remained at a high standard with no change in scores from 2009 to 2010.

Though library 2 does not administeruaer satisfaction survey, the health library and trust
library (working in collaboration with their ownniversity and another localeducation

institution) run both user satisfaction surveys and user feedback meetings.

Earlier literature (West, 2004; Creaser, 2006) reported high levels of use for the SCONUL
survey template and Libra (a commercial product) in UK aoadébraries; however none

of the participants mentioned these during this research.
5.3.3. General user satisfaction surveys

All participating libraries usegeneral user satisfaction surveys to measure customer
satisfaction. Further exploration in the interws revealedhat the main examplewere the
National Student Satisfaction survey (NSS), the International Student Barometer (ISB), and
institutional wide satisfaction survey®rophy (2006) highlighted the importance of the
National Student Satisfaction muey with the library contributing to the academic support

element of this.

All intervieweesuse industry standard surveys (NSS and ISB) for benchmarking and
longitudinal data analysis; howevdibrary 1 feltthat the NSS in particular was far too
genericto be of useThis view is shared in other literature;

GGKS FFEOO GKFG AdG lala 2yfeée | aAy3fSsT N
YSFEya GKFG A0 2FFSNBR y2 AyairakKd Aydz gKIG

(Sykes, 2009, p.96)

Institutional suneys on the other handjive librariesmore specific dataLibraries 1 and 4
have input into guestions about the library in widanstitutional satisfaction surveys, and
gain both quantitative and qualitative feedbadkom these Library 4 usesannual
institutional satisfaction surveys to gather opinions on certain areas of concern emerging
from comments (e.g. opening hours, silent study areA8)libraries used a combination of

the above surveys, following good practice as recommended by Sykes (2009).
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5.3.4. Use feedback meetings

All participating librariesengage with user feedback meetings as part of their customer
satisfaction measurement. All libraries interviewed usecademic feedback meetings
involving members of staff and students representing all ardastudy. Library 2 has a
standing item on all meetings to enabtagoingtwo-way communication between the

faculty and the library.

Information from these feedback meetings ioften specific to a particular group (i.e.
relating toresources for apecificcourse), butlibrary 5shared their process of pulling the
information together from across the academic schools to identify common theas.
librarians gave examples of how feedback through these meetings hadiledtly to a
service development; a pdop lending schemdlibrary 2)and shortterm access PCs for

printing (library 5)

In addition togroup meetings, libraries 3 andh®ld periodic oneto-one meetings with key
internal stakeholders to gather information on cusier satisfactiorg library 5haslibrary
liaison representatives within each of the faculties who regularly meet with librariems.
personal contact between the library and faculties to develop relationships has been a key
recommendation in literature on this topic (Rasmad Ward, 2000; Glynn and Wu, 2003).

5.4.Customer analysis

Although customer analysis was not an explicit question in the resebichries 5 and 6
include stakeholder analysis as a method for gathering user needs, andsdisa of
customer analysiemerged through the interviewsLibrary 2mentioned that they had been
through a customer segmentation exercise as part of the Customer Service Excellence

process.

we carried out a segmentation exercise for customers and we tried to interview
customers from eeh segment to identify what their journey was and their
experiencewas in the library (Librarian) 2

Library 5often target their user needssurveys towardscertain segmerg of users (e.g.

international students, disabled students).
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Those involved irLibQUAL+® surveys also have the option of sampling different user
segments- undergraduates, postgraduates, academic staff, library staff and other staff

(Creaser, 2006) though none mentioned utilising this in the interviews.
5.5.Role of customer relationsip management irplanning

Intervieweeshad no formal procedure for customer research or customer satisfaction to
feed into future planning none had a defined process encompassing all elemértisary 2

is required by the University to produce an actidarpfor each survey totilise the findings,

and library 53 planning to implement a system whereby each survey would be planned to

ensure the data gathered would feed into the relevant place.

Haydelr h Q. NRA Sy K200%, ph9) highligitdd ihinpoBance of using data from
userresearchto inform future actions for the library or wider institution:

GAG A& QAGEHE GKFG fAONFNARSaA OG 2y 2N I N
users as highlighted in surveys or other information seekiaglirNHzY Sy ( & ¢

Librarians 3 and feed anything of relevance to a wide range of users to an internal meeting
adzOK | & I A buNthilN@ndsy Bezon an $:®ninal ié\@Librarians 1 and &re

working on developing a process pull together infomation from all sources to review on

I NEJdzf  NJ 6 aA&a 02y0S 2NJ GoAO0OS lyyddtteo R
operational plan:

we can't always solve all these problems but itegi us an idea of what we need
(Librarian )

5.6.Summary

Relationshp management is particularly important to service organisations such as libraries,
and is being utilised by libraries through customer relationship management strategies to
identify users, understand their needs, and measure their satisfaction. Methodshysthe

libraries in the research included:

1 Questionnaires/surveys

1 Monitoring usage statistics
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User submitted comments/suggestions

Focus groups

Discussions or feedback meetings with user groups
Interviews

Customer segmentation

Stakeholder analysis

However austomer relationship management in the libraries surveyed tends to be on an ad

hoc basis linked to service development:

In terms of trying to know what our users want, it tends to be in connectidth
particular service areas (Librariah 3

Formal proesses for strategic planning of library services were not evident from any of the

participatinglibraries and there is little evidence of this from thierature.

The following chapter concludes the research, pulling togettiey key findingsand

develgping recommendations for best practice which have emerged throughout the

researchprocess
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6. Conclusion

6.1.Introduction

The overall aim of the research was to establish current practice in strategic marketing in
academic libraries. The objectives of the research were to identify key considerations of
strategic marketing in academic librariegeview and diically analysethe literature;
conduct empirical research to examine currentagtice in a geographical sampland
formulate recommendations for best practice. The concluding chapter will revisit these
objectives, reflecting on and concluding the findings of the redeaRecommendations for
best practice, based on grounded theory from the findings of the research, are also

presented in this chapter.
6.2.Research objectives: summary of findings and conclusions
Objective 1: Identify key considerations for strategic marketimgacademic libraries

Through an extensive literature review process, incorporating a literature search and
evaluation, analysis and synthesi§ all relevant literature three key areas emerged of
current relevance to strategic marketing in academic liilems market orientation,
marketing planning, and customer relationship management. These themes were used as
the focus of research and used to suppbrth the empirical research anthe thematic

structure to the final research product.

Objective 2: Critally evaluate strategic marketing theory and current practice in

academic libraries

Literature from a variety of sources provided information about strategic marketing theory
and current practice in academic libraries. The research evaluated literattle foom
business marketing theory and from library and information science literature, providing a
full picture of the current situation. The conclusions drawn based on existing literature
included a relatively low level of engagement with market orielotain libraries, a plethora

of different structures and mechanisms for marketing planning, and widespread elements of

customer relationship management activities, though with minimal strategic emphasis.
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The relatively small amount of research focusing liekfy on strategic marketing in
academic libraries, particularly in the UK, provided impetus for further data collection.
Existing literature in the area shaped the nature of the investigation, highlighting areas in

need of further exploration.

Objective 3: Explore current strategic marketing practices in West Midlands university

libraries

A mixed methods approach was chosen to incorporate both quantitative caraditative
approaches, with a literature reviewuestionnaire and intesiews chosen as the ethods

The triangulation of these methods enableeikamination of existing research and
comparison across datasets, whilst also allowing for detailed exploration of the responses
and reasons behind those choices. Data was analysed and prestrgstiticaly as a

collective case study.

The main conclusns from the research suppothat of previous literature, with some
additional findings. Academic librarians had little knowledge of market orientation (being
somewhat familiar with elements of the conceptitbnot with the terminology), though
market orientdion was the orientation which thredibraries related most closely o
Marketing planning structurgand procedures varied across all libraries, howewenmmon
themes showed; planningften beingsupportd by a group of librar staff from across the
service. De to the nature of the setup (i.e. staff having multiple additional responsibiljties)
marketing planningfrequently competes with other priorities. Participatingbtaries all
engaged with element®f customer relationship management, with many involved in
numerous methods of both customer research and measuring customer satisfaction. These
activities however are often on an ad hoc basis, with minimal embedding into the strategic

planning process.

® These findings must be taken in contexas the research was focusen gathering user needs and this
guestion was the final question in both questionnaire and interview, it may have skewed the results. Though at
no point it was mentioned that one orientation was necessarily better than another, the focus of the research
was clearly slanted towards listening to users (i.e. market orientation).
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Objective 4: Formulate recommendations of good practice for strategic marketing in

academic libraries

The findings of the literature and the research have contributed to the development of a set
of recommendations of good practice for strategic marketingacademic libraries, as

shown in the following section.
6.3.Recommendations of good practice

The data collected from the literature review, questionnaire, and interviews has lead to the
development of a number of recommendations of best practice for strategitketing in

academic libraries.

1. Adopt a services marketing approach rather than a product marketing approach

As the focus within academic libraries moves from product (i.e. booktrat resources)
to service €.g.information literacy and research support), the approach to marketing needs
G2 OKIy3aS (2 | O002YY2RIGS GKAAT ! RSe2eAy |

NAH c
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(2006, p.495). The research suggests a move towards services marketing, though it is

evident from both the literature and the research that libraries are currently in a transitional

period.

2. Focus on measuring impact and value of your library service

Buildingon advice in currenliterature (Association of College and Research Libra@i630;
Research Information Network, 2010; Brodeyeston and Lobo, 2011), libraries need to
demonstrate their value to respond to funding pressures. Poll and Payne (2006)mecan
both quantitative methods (such as pre and paservention tests, performance
monitoring, observation, and analysis of citations in research/assignments) and qualitative

methods (such as surveys, interviews, focus groups, and users self assessnmesdsure

impact of the library service. The research suggests that libraries recognise they need to

RSY2Y &GN GS GKSANI AYLI OG FyR @I t dzShoweyer YSS A

strategies to do sora not yet in place.

3. Consider working towardSustomer Service Excellence standard
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Evidence from literature (Barrett, 2008; BroaByeston and Lobo, 2011) and data collected
as part of the research suggests that the process of obtaining the Customer Service
Excellence standard, as well as continuimgvork to the standard, is beneficial at a number

of different levels; both internal and external.

4. Understand the desirestrategicorientation of your institution and your library

The strategic orientation of any organisation should shape all its iteesiv though the
research shows that some libraries currently are not aware of their orientatioth&ir

desiredorientation. Market orientation may be an appropriaggpproachfor libraries (Sen,
2006), howeveeach library must consider its own contektstitutional focus and structure

of organisation may mean an alternative orientatiommsre appropriate

5. Include strategic marketing planning as part of ongoing planning process

Though the benefits of strategic marketing planning seem to be underdtgadany library
managers (Sen, 2006), the research supports the view that time is not currently allocated to
this activity to the extent that it needs to band marketing is not yet seen as a core

management process in academic libraries

GAF Y NS begble aim@nagement process then it needs to become part
of the culture of the library, be embedded into strategic planning processes and
dzy RSN1LIAY fAONINEBE 202SO0A@Sat

(Henty, p.13 in Brewerton, 2008)

With decreasing finances and increasing competition from other information sources,
libraries need to dedicate time to strategic marketing planning to position themselves

correctlyfor their users.

6. Use appropriate methods to understand the needs of yousets and use this
information to inform service planning
As student fees increase, recmmiént competitionwill increase andhe role of the library
user is likely tdoe seen a®ne of a paying customer. To provide the service they require it
will be essatial to understand their needs through methods such as customer
segmentation, user needs surveys, focus groups, interviews, and observational analysis. As
{e1S8a adzrYINRaSay aly2efSR3IS 2F 2dzNJ dzaSNARQ
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be a public relations tool to assist in marketing the library as it demonstrates that the library
listens to its users and gives an opportunity to report back on how the librarwea@ng

to respond to feedback (Marshall and Reid, 2008; Becher and Flug, 2005). The research
shows that libraries are using a numbertbése methods, however none haeeformalised

approach for gathering this information and using it to inform servieaping.
6.4.Lessons learned and future research

Theresearchprocess has highlighted a number of areas of ambiguity of both the literature
FYR Ay GKS NBaSINOKSNRa (yz2¢fSR3IS 2F adNIrads:
literature review, but alsaduring data collection as participants struggled to differentiate
certain terms. For example, it became clear during the interviews that participants were
unsure of the difference between customer esgsch andcustomer satisfactioractivities
Although the same methods may be used for both of these (e.g. surveys, user
discussions/feedback meetings), the purpose is very different. The same is true of the term
market orientation. For reasons previously mentioned, the term market orientation is used
throughout the research product however due to the frequency of the term marketing
orientation in library and information science research, this term was used during data
collection stages. It is clear that libraries would benefit frolarification in these areas;
future research should address such issues, particularly in light of support for a market

orientation being a suitable approach for libraries to utilise to demonstrate their value.

Lessons learned durindata collection included the nature of the interws. Although
telephone interviews were the chosen methodology, one participant requestéaca to

face interview. This method hadhitially been discarded due to time pressures and
researcher experience igonducting telephone interviewsThe face to faceanterview
enaled easier sharing of resourcdmwever the recording was difficult to transcribe from

due to background noise. The advantages and disadvantages of each approach should be

considered, with the same methodology used for each participantliigea

The findings of the research warrant further exploration into strategic marketing in

academic libraries. Over the course of the research, the need for academic libraries to
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demonstrate their value in the face of reductions in funding and increasimgpettion
from other sources on the web became more pertinent. As a number of the strategic
marketing comepts support this, further research to both raise awareness and examine

practical implications would be of benefit to academic libraries today.
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Appendix A: Email invitation to participate in research

Dear[FirstName],

| am a distance learning MSc Information and Library Studies student at Aberystwyth
University, and am currently collecting data for my dissertation on strategiketiag in
academic libraries under the supervision of Dr Judith Brd2mgton

My data collection is concentrated on universities in the West Midlands, and | would
therefore like to invite you to participate in an online questionnaire on behalf of your
library. The purpose of the questionnaire is to investigate current practice in academic
libraries in terms of marketing planning, marketing responsibility, customer research
activities, and user satisfaction activities.

Your name has been recommendednie by [CustomValue], however if you feel you are

not the most appropriate member of staff to complete this questionnaire please forward
the email to whoever you feel is most appropriate. Only one response from each institution
IS necessary.

Participation in the research is entirely optional. Please be assured that all data will be
treated in strict confidentiality and will be anonymised in any publication of results. Further
details about the conditions of participation are outlined on the first pagenef

guestionnaire

If you would like to participate, please click the following link which contains a consent form
and the questionnairgSurveyLink]

The questionnaire will take approximately-16 minutes to complete and will remain open
until Monday 28th February 2011You do not need to complete the questionnaire in one
sitting; you can use the link above to-eater the questionnaire as many times as you need.

If you require further information before participating, pleasentact me[email address
removed for confidentialityjvith any questions.

Kind regards,

Jo Alcock
MSc student at Aberystwyth University

Please note: If you do not wish to receive further emails from me, please click the link

below, and you will be automaticglfemoved from the participant list.
[RemoveLink]
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Appendix B Questionnaire

Introduction to research and consent

Dear Participant,
My name is Jo Alcock and | am currently studying MSc(Econ) Information and Library Studies at Aberystwyth University. As part of my course, |
am undertaking a research project under the supervision of Dr Judith Broady-Preston. This project aims to explore strategic marketing in

academic libraries in the West Midlands.

| would be very grateful if you would take the time to complete my questionnaire. It will take approximately 10-15 minutes to complete. There
are no right or wrong answers.

If you choose to take part in this research please read the statements below

| understand that my participation in this project will involve completing a questionnaire about strategic marketing at my institution.
| understand that participation in this study is entirely voluntary and that | can withdraw from the study at any time without giving a reason.

| understand that the information provided by me will be totally anonymous and cannot be traced back to me or my institution. Details will be
used only to assist in data analysis.

| understand that | am free to ask any questions at any time and am free to discuss my concerns with the researcher at jo@joeyanne.co.uk at
any time.

| agree that by completing this questionnaire | am giving my consent for the data | have provided to be used for the process of research.
Thank you in advance for your time and help.

Jo Alcock
MSc(Econ) student

* 1., Please complete your details below:

Institution: l I

Your job role: ‘ I
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Marketing planning

2. Who has overall responsibility for planning the marketing of your library service (i.e.
devising marketing plan, planning marketing activities)?

O University marketing department

O Library director

O Library senior management team

O Individual or group of library staff dedicated to marketing/PR responsibilities

O Individual or group of library staff with marketing responsibilities in addition to other roles and responsibilities (i.e. marketing as part of
job description)

O Individual or group of library staff with marketing responsibilities in addition to other roles and responsibilities (i.e. voluntary additional
responsibility)

O All library staff share responsibility for planning marketing of the library service

O No designated responsibility

O Other (please specify)

3. Do you have a strategic marketing plan for your library service (or inclusion within a
broader strategic plan)?

O ves
O o

If so, would you be willing to share your marketing planning document for the purpose of this research? Please share a link below if
it is available online, or copy and paste into the text box. You may prefer to email the researcher.

Please be assured that the information within the document will be treated in strictest confidentiality, and will only be used to
examine the type of information included. No commercially sensitive information will be used in this research and the documents
will be destroyed a year after completion of the research.

70



4. Which of the following customer research activities does your library service
participate in to understand the needs of your users? Please tick all that apply.

D User needs questionnaires/surveys

D Focus groups
|:| Interviews

|:| Stakeholder analysis activities
I:I Monitoring current usage statistics
I:' Discussions with “friends of the library’/user representatives

I:' None of the above

l:l Other (please specify)
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User satisfaction

5. How does your library measure user satisfaction? Please tick all that apply.

|:| User submitted suggestions/comments (in person or online)
I:I Library specific user satisfaction surveys (in house or external e.g. LibQUAL)
|:| General user satisfaction surveys (e.g. National Student Surveys, University Student Surveys)

D User feedback meetings (e.g. academic school forums)

|:| None of the above

El Other (please specify)

[
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Library orientation

6. Which of the following descriptions most closely aligns with the focus of your library
service?

O Our primary focus is developing products and services of the highest quality for our users
O Our primary focus is increasing awareness and encouraging use of our products and services
O Our primary focus is developing resources and services based on our research into our users’ needs

O Our primary focus is developing products and services which are most affordable and convenient for our users

Please explain your answer:
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