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Aim of the Presentation

The presentation aims to explore how a user-

centered and data-driven approach to

implementing a Customer Relationship

Management (CRM) system can support

sustainable leadership and the long-term

development of research consultation services in

academic libraries, using the National Library of

Technology (NTK) in Prague as a case study.
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Presentation Outline

● Where It All Began

○ Creating research consultation services and laying the foundations for data-

driven sustainability

● Project Workflow

○ How information specialists built a flexible CRM system with limited resources

● One CRM, Many Perspectives

○ Supporting patrons, employees, and management while fostering sustainable 

leadership and services development

● Seven Years Later

○ What we have learned, what we have achieved, and where we are heading next  

LIBER 2026, Trondheim, July 1, 2026



4

Context
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Czech National Library of Technology (NTK)

● Public academic library with a specialized STEM 

collection under the Czech Ministry of Education, 

Youth and Sports

● The academic library for the University of Chemistry 

and Technology Prague and for the Institute of Organic 

Chemistry and Biochemistry of the Czech Academy of

Sciences

● Located in the heart of the Dejvice engineering and 

technology campus in Prague

● Approximately 800,000 visitors per year and 35,000 

registered patrons (over 90% are students, instructors, 

researchers)

● Information and academic services are available to 

everyone without registration
LIBER 2026, Trondheim, July 1, 2026
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Consultation Services at the NTK

● Consultations to everyone – from high school students to the general public

● Free of charge, without registration and any special requirements

● Delivered by the Information Support Team

○ Currently 22 consultants from two departments (User Support Division)

○ Consultation service is just a tiny part of a job agenda

○ Different areas of expertise, backgrounds, levels of education, and research 

experience

LIBER 2026, Trondheim, July 1, 2026

CONSULTATIONS ARE all interactions that help increase the patron’s skills, 

regardless of the communication channel, during which consultants learn

something new about the a target group, information sources, and tools, or anything 

else that might be useful to the team.

CONSULTATIONS ARE NOT simple and navigation queries on single-point desk 

services.  
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1. Where It All Began
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NTK Consultation Services, 2015-17

● Reinvention of reference and information support instead 

of a (traditional) bibliographic retrieval service

● A part of a new service strategy focused on collaboration 

with academic partners, user-centered approach, and 

rigorous research integrity

● New staff philosophy: “a librarian” vs. “a super-user” with 

librarianship training → an international and 

multidisciplinary team

● Knowledge Navigation Corner, walk-in consultations

● Peer-to-peer support, a consultation list, an online 

feedback form, metaconsultations, internal education
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(Chodounská at al., 2017; Skenderija et al., 2017) 



9

Challenges and Problem to Solve

● Standardization and optimization of the consultation workflow

○ How to save time and improve our workflows?

○ How to support employees and improve consultation quality?

● Reporting and service analysis

○ How to track and measure the value of our academic support?

○ How to solve fragmentation of the data sources and insufficient data quality?

● Creating and maintaining of the knowledge database

○ How to share the knowledge and skills obtained during interactions with patrons?

○ How to create easy-to-access knowledge database?

● User-centered approach and sustainability of services

○ Who are our patrons and what do they need?

○ Which library services are used, and what expertise do we have to develop to 

provide better support?
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(Chodounská & Ryzhkov, 2019) 
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2. Project Workflow 
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2018 – NTK CRM Vision
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The goal: Create a system that 

would serve as a central point for 

storing and working with data from 

consultations as well as from other 

services in the future.

Customer Relationship Management

system (CRM) is software used to 

efficiently manage information about 

customers and their interactions; fits 

about 70% required functions.

General requirements:

● Free and open source tool

● Avoid programming as much as possible

● Be able to develop new modules specific for 

the library services instead of modifying 

existing

Philosophy or principles:

● Single rules, single naming, single 

responsibility, clear data

● Sustainable and agile development 

(prototyping, testing)
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Consultation Data: From Excel to CRM

Problems with Excel:

● Wrong and missed data

● Data standards

● Data security

● Unused data

● Incomplete data

Goals:

● Easy data usage

● Information insights

● Interoperability

LIBER 2026, Trondheim, July 1, 2026

Consultation description was stored on a paper form.
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Consultation Workflow: Analysis and Optimization

Optimization of process and data

1. Determine and discuss goals.

2. Make process analysis of the workflows.

3. Describe the data we want to collect.

4. Prototype the process and test it with 
consultants/managers.

5. Choose a software.

6. Create a new module in CRM and test it with CRM 
users.

7. Analyze the results and implement the 
improvements.

8. Approve the module and move it into production.
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Consultation 
Process 
Prototype 
BPMN 2.0
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Formulation of the Key Requirements and Constraints
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Requirements:

● Easy to use

● Data standardization

● Understandable UI and workflow

● Self-development and maintenance 

in User Support Division

● Feasible features set

● Flexible reporting

Constraints:

● Budget

● Feature requirements

● Resources (including staff)

● Data privacy issue (and later GDPR)

● Compliance with ICT policy

● Time

The selected system – free open-source SuiteCRM 7
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Project Preparation

Project management method: 

Kanban

● More convenient for very small 

technical team

● Quick tasks delivery is more 

important than bunch of task after 

several week

● Flexibility and clear visualization of 

state on a board

LIBER 2026, Trondheim, July 1, 2026

Workgroup formation: 6 people 

● Department management
● Project developer
● Experienced consultants
● Library services methodologist

Coordination with stakeholders 
(temporary members):

● Division management
● ICT specialists
● Other specialists
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CRM Modules Usage

Standardized and customized:

● Accounts = Organizations

● Contacts = Patrons

● Meetings = Activities

● Calendar

● Reports

● Survey = Feedback form

● Documents

● Leads

● Projects

LIBER 2026, Trondheim, July 1, 2026

Developed:

● Consultation Form = Consultation records 
(2019)

● Instructional Activities & Events = 
Workshop/webinars/lecture/library tour 
records (2021)

01

02

03

04

Customizing

Using

 Using

 Remaining 

inactive

Evaluating

Redesigning



18

Consultation Form Module: Modeling and Simulation

From paper form to CRM module: step-by-step design

Paper prototype form → Digital prototype form → New CRM module
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At every step:

● Properties and 
rules formulation

● Mock data testing
● Review
● Testing with 

historical cases
● Approval

1st Generation

2015

2nd Generation

2016

CRM Form Prototype

2018

CRM Form

2019
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CRM Consultation Form
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More than 35 fields:

Consultation 

description

Consultation 

complexity

Patron details

Assignment details

Area of help

How did you find us

Time on preparation 

and delivery

Detailed description

Library’s and OA 

resources

LibGuides

Instructional materials

Documents

Feedback survey

Others
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Reporting and Data Analysis Tool

● Flexible report construction

● Self-service reporting

● Data from the core and new modules

● Export to CSV and PDF

● Integration with other tools for further 

analysis, visualization, and business 

intelligence
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3. One CRM, Many Perspectives 
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Benefits to Consultants

● Simplified preparation and service provision through knowledge sharing:

○ Consultation for the same patron (e.g., the same assignment, a new assignment, a 

new study/research project, a new area of help)

○ Consultation on the same topic, discipline, or recurring questions

● Easier onboarding to the consultation process through access to existing 

knowledge 

● Clear and consistent rules for data entry

● Metaconsultations: participation in team discussions about consultations, as well 

as system evaluation and improvement

● Patron-related and easily accessible feedback to understand service impact and 

quality

● Self-service reporting to support awareness and professional development

LIBER 2026, Trondheim, July 1, 2026
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Benefits to Managers

● Quick advanced reporting and precise analysis based on reliable data:

○ Consultation provision and workload

○ Use of library resources and instructional materials during consultations

○ Patron satisfaction and areas for improvement

● Monitoring service quality

● Evidence-based exploration of:

○ Patterns in patron behavior, patron and academic partner needs

○ Insights into consultation services

○ Ongoing trends and emerging ones

● Understanding skill and knowledge gaps in the team, defining requirements for 

new candidates in the hiring process, and supporting smoother onboarding

● Maintaining and developing standards with flexibility and a focus on continuous 

improvement

● Supporting internal training and vicarious learning

LIBER 2026, Trondheim, July 1, 2026
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Benefits to Patrons

Satisfaction with the service and achievement of study, research, or work goals.

In reality, patrons are not aware of the CRM system at NTK.

However, CRM helps create a value for patrons through:

● A smoother and clearer consultation process

● Interchangeability of consultants

● Consistent delivery of high-quality services regardless of topic or discipline

● The survey allows the patrons’ voice to be heard

LIBER 2026, Trondheim, July 1, 2026
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Benefits to Stakeholders

● CRM data reveal hidden patterns of academic community needs and 

engagement in the area of transferable skills development.

● The findings support evidence-based planning and strategic 

development of NTK services.

● The approach have broader implications for the academic library sector 

and policymakers in the Czech Republic.
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4. Seven Years Later 
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Lessons and Recommendations

● Define clear project goals and a vision

● First optimization, next easier implementation

● Workgroup expertise and stakeholder perspectives are crucial

● Open source as a suitable option for use in an academic library

● Agile methods can provide adaptability and support rapid changes 

● Design without programming – saving time and money

● Instead of a closed, outdated system, create a flexible, employee-driven tool

● Keep an open mind – use the data to:

○ Increase employee engagement and support professional success

○ Understand the current state and identify areas for improvement

○ Discover insights and unexpected relations
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Example – Consultation Complexity Analysis

● Research on consultation services for undergraduate and 

graduate students (Firsová et al., 2024)

● Evaluation of time consumption, intensity, and variation in the 

use of information resources for services with different levels 

of complexity

● Complexity levels similar to the READ scale 

(Gerlich & Berard, 2007)

● Key findings:

○ Simple consultations show the greatest variability in 

consuming time – a simple topic does not necessarily 

mean easy delivery

○ Broader use of resources with certain patterns related to 

the type of assignment and study specifics

LIBER 2026, Trondheim, July 1, 2026
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Limitations

● Self-reported data – workflows and guidelines are crucial for keeping data 

reliable and usable

● Risk of staff resistance and duplication data in “more convenient spreadsheets”

● The expertise of workgroup members is crucial, but having a specialist with 

similar or transferable experience in project integration is beneficial

● Data compliance and GDPR – require a clear understanding of data policies 

and workflow adaptation to institutional and national constraints 

LIBER 2026, Trondheim, July 1, 2026
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Future Development

● Updating the Consultation Form module: fields, 

resources, adding new areas of support, and a new 

field for AI-related questions

● LLM Assistant Agent:

○ Administrative support and guidance of CRM usage 

for consultants

○ Supporting consultation preparation through the use 

of the CRM data, instructional materials, and 

information about available library resources

● Ongoing CRM projects for other library services, 

e.g., the National Centre for Persistent Identifiers

LIBER 2026, Trondheim, July 1, 2026



31

References

Firsová, N., Hinke, J. & Smutka, L. (2024). Complexity of reference consultations for 
undergraduate and graduate students in an academic library. Knowledge and 
Performance Management, 8(2), 76-90. doi:10.21511/kpm.08(2).2024.07

Gerlich, B. K., & Berard, G. L. (2007). Introducing the READ Scale: Qualitative Statistics 
for Academic Reference Services. Georgia Library Quarterly, 43(4). 
https://digitalcommons.kennesaw.edu/glq/vol43/iss4/4/

Chodounská, A., Tvrdá, P., & Henzl, J. (2017). Pokročilá informační podpora v Národní
technické knihovně. Information Technologies and Libraries, 2, 36-41. 
https://hdl.handle.net/20.500.14391/1064

Chodounská, A., & Ryzhkov, A. (2019). Beyond Academic Support: Using a CRM 
System to Enhance the Value of Academic Services and Improve Internal Training.
Masaryk University Staff Training Week. https://hdl.handle.net/20.500.14391/1283

Skenderija, S., Stehlík, M., & Houdek, T. (2017). Before and Beyond Embedding: A 
Reference Fable from the National Library of Technology in Prague. IFLA WLIC 2017.

LIBER 2026, Trondheim, July 1, 2026

https://hdl.handle.net/20.500.14391/1064
https://hdl.handle.net/20.500.14391/1283


32

Ready for Questions

Nadezda Firsova, PhD 

Special Academic Services

Email: nadezda.firsova@techlib.cz

www.techlib.cz

Education and Research Support
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