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Introduction

When we started working in our respective workplaces, the Austrian Film

Museum (Osterreichisches Filmmuseum) and the Slovenian Cinematheque

(Slovenska kinoteka), we were astonished by the breadth of knowledge our
senior colleagues had about the collections they worked with: The mention

of a film title would conjure up all sorts of stories and facts about the film

elements of that title found in the collection. As we observed them work-
ing with film materials and equipment and moving around the collection

building, we noticed how intuitively they applied their expertise. Whenever
we asked them a technical question which they could not answer, they
would instead immediately call a (in most cases, retired) engineer whose

phone number they had at hand. This got us wondering: How can we learn

from them? How can they share their valuable knowledge and contacts

gained through years of practice and experience? At the same time, we

were also struggling with our own views and perspectives on work, which

were at odds with those of our senior colleagues. After a while, we found

that some of the things we learned in our audiovisual preservation studies

were often not put into practice. More questions cropped up: How can we

bringin “new” knowledge and learn from our senior colleagues at the same

time? How can we facilitate the exchange of knowledge between different

generations of audiovisual archivists?

At the symposium organized by the International Federation of Film Archives
(FIAF) in Prague in April 2018, we presented our concerns and personal ob-
servations and discussed the topic of knowledge sharing with colleagues
from other film archives. We came to realize that, although archives usually
develop their own methods of knowledge transfer, these methods may
not be suitable for sharing the different kinds of knowledge audiovisual
archivists possess. Consequently, this could result in a loss of essential
knowledge that is needed to preserve collections. In addition, we discov-
ered that these methods have not been widely articulated or systematically

Introduction — 9
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; Kuhnert,

shared through published research. The lack of collective effort to discuss
this important but largely unexplored topic motivated the Austrian Film
Museum and the Slovenian Cinematheque to initiate the research project
Share That Knowledge! Finding Strategies for Passing on Knowledge across
Generations of Audiovisual Archivists. Lasting from 2019 to 2023, the pro-
ject was supported by the Austrian Federal Ministry for Arts, Culture, Civil
Service and Sport and endorsed by FIAF. The research project culminated
in this book.

Researching practices
of knowledge sharing

Our research focused on identifying knowledge at risk, challenges encoun-
tered in sharing this knowledge, and methods already practised within
audiovisual archives. In preparing this project, we were inspired by stud-
ies in related fields such as museum studies and library science, which
include published research on succession management techniques and
knowledge sharing among colleagues.” However, we felt it was essential to
examine our specific field, audiovisual archiving, which combines a number
of different disciplines and practices. Audiovisual archiving institutions
identify as museumes, libraries, cinemas, archives, or a combination of all
these. The field of audiovisual archiving has a unique and relatively young
history drawing from these many disciplines, which naturally affects the
complexity of knowledge that professionals in this field possess. This know-
ledge can range from film and media history, material handling, cataloguing,
restoration and curating to vault management. In addition, audiovisual
archivists work with audiovisual materials and related collections with
varying histories, created and preserved at different stages of technological
development. It is therefore necessary to identify the various interrelat-
ed aspects of the knowledge held by audiovisual archivists as well as the
scenarios in which knowledge sharing might be of particular significance.

To get an idea of the state of knowledge sharing in the field of audiovisual
preservation and identify the knowledge at risk, as well as the challenges
and methods already in place, we reached out to the worldwide community

of audiovisual archivists with a survey. The results of this survey confirmed
that our initial questions and concerns resonated with colleagues in the
broader field of audiovisual archiving, also providing us with a sense of
direction and a focus for the qualitative research study that would become
the core method of our research.

Because this topic had not been previously researched in our field, we

decided on conducting grounded theory research, focusing on real-life

examples, and examining actual working practices in the field using qualita-
tive research methods. We formed a working group of archive affiliates who

would help usin this research; colleagues representing thirteen audiovisual

archiving institutions from around the world, all from different backgrounds,
generations, and cultural contexts: Academic Film Centre - Student City

Cultural Centre (Akademski Filmski Centar - Dom kulture “Studentski grad,”
Serbia), British Film Institute (United Kingdom), Cinémathéque québécoise

(Canada), National Cinematheque of Mexico (Cineteca Nacional de México,
Mexico), Imperial War Museum (United Kingdom), J.H. Kwabena Nketia

Archives at the University of Ghana (Ghana), Library and Archives Canada

(Canada), National Film Archive (Narodni filmovy archiv, Czech Republic),
National Film and Sound Archive (Australia), Netherlands Institute for Sound

& Vision (Nederlands Instituut voor Beeld & Geluid, Netherlands), and Thai

Film Archive (Thailand).

The data we collected consisted of interviews conducted by (1) colleagues
from the archive affiliates working group with their own colleagues in their
respective archives, (2) working group participants with other working
group participants from other institutions, and (3) ourselves with those
colleagues who had responded to our survey with methods and ideas for
knowledge sharing. We set out to uncover knowledge sharing patterns by
asking open-ended questions about our colleagues’ professional lives and
their learning and knowledge sharing experience. As an analysis of a total
of 86 interviews, two reports of conversations that took place during work-
shops we organized, and three email conversations, the data represent the
experiences and perspectives of 91 colleagues from a total of 25 different
audiovisual archives. The participants are directors, collection managers,
digitization technicians, technical archivists, restorers, curators, audiovis-
ual archivists, audio technicians, and film archivists. The audiovisual arch-
ives they represent vary in both kind and size. They include national and
private archives, archives that are part of a larger cultural organization or
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university, and those primarily focused on preservation. The respondents
were at various stages of their careers, ranging from newcomers to those
with long tenures at their respective organizations to retired colleagues.

The analysis was conducted by the authors of this book under the guid-
ance of Karen F. Gracy, Professor at the School of Information of Kent State
University, whose “archival ethnography” approach formed the basis for
our research methodology. Analysing qualitative data is a long and meticu-
lous process of sifting through data and discussing the meaning of what is
being said; a process of zooming in, zooming out, zooming in, and zooming
out again. Since we conducted the research together, we had the advantage
of being able to consult each other whenever we were uncertain about
whether our reading of the data was accurate and could be interpreted in
a similar way by the other person. The transcribed interviews contributed
by working group members were coded and analysed by us, but in most
cases, i.e., whenever possible, our coding and initial analysis was then
checked by the same people who conducted the interviews. This does not
mean that our research is bias-free, since we interpret the data based on
our understanding and experience as film archivists. After an analysis of
the data, using grounded theory methods to code and analyse the con-
cepts that emerge from the data, we arrived at the conclusions presented
in this publication. Despite the diversity of interviewees and organizations
involved in the research, clearly discernible patterns applicable to different
situations emerged from the data we collected.

The word “knowledge” is probably the most frequently used word in this
book. But what do we mean by knowledge and how is it different from
information? Knowledge is connected to people. While information can
be considered explicit and it can be recorded in documents or information
systems, knowledge is not necessarily articulated or made explicit in the
form of documentation because it is associated with a person. The primary
challenge is the transfer of tacit forms of knowledge: experience-based
personal knowledge that may have become second nature to an individual
to such an extent that its value is not recognized. The concept of tacit or
implicit knowledge is one of the central concepts that we will return to time
and again in this book. This type of knowledge cannot really be taught in
archival programmes, nor can it be comprehensively expressed in institu-
tional databases or collection policies. The challenge of passing on these
forms of knowledge is amplified by factors such as organizational change,

the transition from analogue to digital media and technology, a changing
work culture in the audiovisual archival field, and sharing cultures.

In carrying out this research project, we initiated and spread a discussion
about the importance of knowledge sharing, beginning with our own insti-
tutions and the affiliated archival organizations. In observing how the topic
of knowledge sharing has been discussed in our field in general over the
past few years, we were pleased to see an evolving discussion reflected in
notable initiatives. Among these were the panel on knowledge transmission
and preservation organized by the Association of European Cinematheques
in 2022 and the panel put together by FIAF and L'ilmmagine Ritrovata in 2023
during the Il Cinema Ritrovato film festival. We would also like to mention
knowledge preservation initiatives such as that of the Association of Moving
Image Archivists, which took the form of a workshop series and interview
project entitled Capturing Changing Technologies in Oral Interviews.?

About this road map

Initially, our goal was to create a kind of “cookbook” outlining different
methods of knowledge transfer that could be applied in different situations.
However, our research evolved into something different and, instead of a
set of how-to instructions, we created a road map to encourage readers
to think about their own knowledge sharing situations and design their
own “recipes.” This shift in approach is due to one of the key findings of
our research, which is that the possibilities for knowledge sharing depend
on the unique aspects of each situation and the people involved. The
same method applied in two different situations may have the same goal

- knowledge sharing - but the steps needed to get there may be completely
different, making itimpossible to propose step-by-step methods that could
be applied in any kind of audiovisual archive.

This book can be used as a source of general information about knowledge
sharing in audiovisual archives. As such, it can be read as a summary of
the theoretical concepts that emerged from the research we conducted.
Because our aim is to provide general insights - presenting the patterns
we found in the data - but also to provide nuances and variations, we have
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included many quotations from the interviews. All quotations have been
anonymized, translated into English, and slightly adjusted for reasons of
intelligibility without altering the meaning.

The book can also be used as a road map or guide that invites reflection
on current knowledge sharing practices while helping the reader find their
own ways to improve them. Knowledge sharing is an integral part of
audiovisual heritage preservation and should be explicitly included in
the mission of institutions and organizations responsible for preserving
audiovisual collections. Knowledge sharing should be part of all pre-
servation activities, included in every job description, and an integral
part of a professional attitude. We hope to contribute to this goal with
our book, which aims to encourage audiovisual archivists to think more
deeply and critically about knowledge sharing. The exercises included in
this road map are designed with this goal in mind, helping readers identify
their knowledge and the challenges they face as well as assisting them
in discovering potential solutions/methods that they may not have been
aware of.

This road map is organized into four chapters. The first chapter, “Eight
Insights into Knowledge Sharing in Audiovisual Archives,” presents the key
ideas about knowledge sharing identified by the conducted research and
serves as the foundation for the next steps on this journey. The following
three chapters represent three entry points from which to approach know-
ledge sharing. “Point of Departure I: Areas of Knowledge” discusses know-
ledge sharing processes from the perspective of four areas of knowledge.

“Point of Departure Il: Scenarios” deals with four scenarios that require
special attention when it comes to knowledge sharing. The exercises pre-
sented in these two chapters are related to the research findings and can
be done individually or (preferably) in a group setting together with other
colleagues. The final chapter, “Point of Departure IlI: Methods,” proposes
and summarizes some of the methods described and suggested by the
people we interviewed for this research.

“Skill and knowledge
sharing is something
unique we need to
consider - especially
with regards to the kind
of work we do. As much
as we preserve heritage,

we need to channel the
preservation practice
to the knowledge and
skills that are needed to
manage this heritage.”
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into
Knowledge Sharing in
Audiovisual Archives

Before you embark on a journey to explore the state of knowledge sharing
in your organization, we want to share the key findings that emerged from
our research on this topic in audiovisual archives. Throughout the book,
we will be coming back to these points, elaborating on them and providing
examples. These are the things to keep in mind as you begin to evaluate
and improve your knowledge sharing practices.
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Audiovisual archivists
hold tacit knowledge that
is difficult to recognize,
articulate, and share.

“I used to reach out to this person who worked at the archive for about 40
years and ask him things like, ‘Sir, ’'m thinking about this topic, can you think
of certain titles, and just give me an idea of how this might pan out to the
audiences.’ And, off the top of his head, this person would then give me a list
of titles, and not only the titles, but the content of the films, the condition of
the films, because he had 40 years of experience in film inspection.”

Much of the knowledge that audiovisual archivists possess is tacit know-

ledge, a concept elaborated by Michael Polanyi, starting from the idea that

“we can know more than we can tell” (Polanyi 4). Tacit knowledge can be

+3 Inhisessay“The  described as implicit knowledge embedded in personal experience. Tacit
Logic of Tacit Interference,”  forms of knowledge can be found in all areas of knowledge used in audio-

Michael Polanyi argues that  visual preservation. The term can be applied to the knowledge and skills
thereis nostrictdistinction  needed for handling tools and equipment, but also to collection knowledge,
between explicitand tacit ~ knowledge about preservation projects, the organization of the archive

knowledge, because explicit — and its history, work processes, and awareness of the knowledge held
knowledge also “mustrely by colleagues. Some knowledge that is based on tacit experience can be
on being tacitly understood made explicit and articulated in documents and databases. However, other
and applied. Henceall — aspects of it might prove difficult to share and remain unrecognized or
knowledge is either tacitor  overlooked, both by the individuals who possess it and their colleagues.?
rooted in tacit knowledge.  Therefore, special attention needs to be devoted to finding appropriate
Awholly explicit knowledge  methods for identifying, sharing, and preserving this knowledge in order
is unthinkable” (144).  to prevent losing it.
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>2

Documentation and people
are sources of knowledge
that complement each other.

“I actually did it for myself, | tried to write down everything | do, how I do
it, what departments I’m connected with, what | outsource, etc., and it’s
extremely difficult. It works, but if someone would see just that without me
there to clarify, it wouldn’t mean much to them. | was not able to note down
many things because they are too qualitative or they are soft skills. The fac-
tual things were easy to write down, but many things were just impossible.
In order to share knowledge, you also need to find a good way of sharing it,
and documenting it only in written form is a very limited way of expressing
yourself”

Collection-related knowledge is preserved in both tangible and intangi-
ble forms. It is stored as information in tangible resources such as reports,
publications, and databases, but it is also found in an intangible form,

“stored away” in the people who work with collections. Documentation
can serve as a permanent record whose purpose is to ensure that infor-
mation is preserved over time. In contrast, people are living repositories
of knowledge. Neither documentation nor people alone are sufficient to
preserve and transfer knowledge. Though separate, these categories are not
independent of each other, but engaged in constant interaction, comple-
menting each other. People are often needed to make the documentation
understandable and fill in the gaps. For example, the factual information
about collection acquisitions may be recorded in a registration system, but
the context and details of the same acquisition will be remembered only
by those colleagues who were present at the time. The preservation and
transfer of knowledge about audiovisual collections therefore depends
on the interaction of tangible and intangible sources, explicit and tacit
knowledge, and a combination of documentation and verbal exchange of
information among colleagues.
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>3 >4

No archive is an island: Knowledge transfer is an
knowledge is within and ongoing process, but certain
outside the organization. situations and types of

knowledge require special
attention and a dedicated
“One of the films that | carried with me throughout my career was ‘Inuit Scenes Sharil‘lg approach.

at Avvajja, Igloolik.” It became a flagship film for many reasons. Igloolik is a
smallvillage situated in the Foxe Basin, in Nunavut, Canada. This ten-minute

home movie, to me, just kept growing and growing in terms of, you know,

what can it tell us? What can we learn from it? And it was basically brought “There doesn’t really seem to be a formal knowledge transfer process in place.
to my attention that the archaeologist who shot the footage in 1937 had When someone is retiring, or leaving the institution for another reason, this
never seen his own film. Wishing to find this footage to reconnect with his responsibility seems to fall mainly to the person leaving and the person re-
old friends, he and his friend searched in our database and located it using placing them, or the remaining colleagues, who try and answer the questions:
the key word Igloolik. We quickly provided them with a DVD copy and the What knowledge do | need to leave behind? What needs to be passed on?
archaeologist was able to annotate a lot of information such as his friends’ What are they going to need? And then those who are staying or replacing:
names, their spelling, and some geographical features, before he passed What do | need to ask for? What can | gain from this person before they
away. In 2009, | screened the same film to mark the 10th anniversary of the leave? So, that’s a bit of a problem because it sometimes results in not ne-
territory of Nunavut. The response from the audience was just great. People cessarily all of the knowledge being transferred.”
were so appreciative, and they were able to fill in the blanks. By chance, a
reunion of sorts took place during the Q&A. The daughter of the ‘star’ of the Audiovisual archivists are often naturally sharing knowledge through
film, a 9-year-old boy, saw her dad on film for the first time.” collaborative projects and informal communication without necessarily
making a conscious effort to do so. Some types and areas of knowledge
Collection-related knowledge, as well as technical expertise, does not only are effectively shared through these natural interactions without requiring
rest with the audiovisual archivists working with the collections, but also additional time, effort, or resources needed for times specifically assigned
with the people and communities whose heritage is represented in audio- to this process or formal methods of sharing. For example, when colleagues
visual collections, and with donors, collectors, film-makers, lab technicians, work together in the same room, they can share knowledge informally
equipment suppliers, researchers, curators, and colleagues from other rather than relying on formal meetings. However, there is an inherent risk
audiovisual archives. Their knowledge can enhance the understanding in relying entirely on natural or spontaneous knowledge sharing because
and preservation of the organization’s own collections. This underscores certain situations and scenarios, as well as certain types of knowledge, need
theimportance of thinking beyond the boundaries of an organization when a deliberate and structured approach to knowledge sharing in order to
it comes to knowledge sharing, which should also extend to and involve prevent knowledge loss.

people outside the archive.
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The character of knowledge
determines the appropriate
sharing methods.

“People have the tendency to ask you informal questions such as, in my case,
‘Tell me quickly, how do you make interviews?’ And I think to myself: ‘| can’t
give you my expertise in five minutes or an email.’ The other week, a col-
league sent me an email saying, ‘Just give me quick instructions via email
how to do oral history,’ and | was petrified because if people approach it this
way, then it’s not oral history anymore. So, it also depends on how people ap-
proach what you do and whether they see it as a specific kind of knowledge.”

Audiovisual archivists have a wealth of knowledge about the collections
they work with. Their knowledge includes an understanding of what has
been where since when and why, what it is made of, and how it was made.
This knowledge is complex and unique to each collection. It is acquired
through years of experience and combines historical, organizational, and
technical information with material and equipment handling skills. All
these different types of knowledge require different types of sharing: a
different time frame, method of transfer (verbal/written), dedicated time
or natural sharing.

Knowledge Sharing in Audiovisual Archives — 23

> 6

A sharing attitude is a
precondition for knowledge
sharing, but methods

still need to be tailored

to the people involved.

“It really depends on the character of the person. Some people really like to
collaborate because they are open to that, they’re comfortable with it. With
some people, it’s very problematic because they keep to themselves more
and they like to work on their own. And | think that’s very often the case in
an institution like an archive or a library, where people are used to working
by themselves. So, it really depends.”

Knowledge sharing depends on the people involved, their attitudes, and
on how they interact with each other. One of the key aspects of knowledge
sharing among audiovisual archivists is the willingness and motivation of
individuals to learn and share. Some people are naturally inclined to share
their knowledge and some people show a clear willingness to learn, while
others may be less motivated. Much depends on the interaction and rela-
tionships between colleagues. In addition, each audiovisual archivist has
their own preferred style and methods of learning and sharing knowledge,
and not all methods work for everyone. Some colleagues are more com-
fortable with verbal communication, sharing through collaboration, and
asking questions, while others prefer sharing through writing. The same
goes for learning: some colleagues are more comfortable with learning by
doing, while others absorb knowledge better through reading. Individual
learning and sharing preferences, as well as personal attitudes, always
need to be taken into account when determining the most appropriate
knowledge sharing methods.
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>7

Management awareness
and support are essential.

“I wrote a report about the need to share knowledge and sent it to the man-
agement because people, our peers, started to leave and I felt that we were
losing their knowledge.”

Much of the knowledge sharing among colleagues relies on the initiative
of individual team members. But sharing knowledge takes time, effort,
and resources, and should not be left to individuals alone, but integrated
into the priorities of the organization. The management has an important
role and a responsibility to encourage knowledge sharing. This includes
creating opportunities for knowledge sharing that allow the use of methods
suited to the type of knowledge, the situation, and the people involved. The
management is responsible for allocating time and resources for knowledge
sharing, as well as motivating colleagues to learn and expand their know-
ledge. It needs to provide opportunities for individual colleagues to share
their knowledge, welcome new ideas and suggestions to improve existing
practices, and foster a collaborative environment and a sharing culture
within the team. Without management support, knowledge sharing is a
fragile process hinging on individual initiative.
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->8

We need to accept that some
knowledge will be lost.

«

‘We can’t take an entire generation’s memories and digitally download them
into another generation.”

Inevitably, not all knowledge can be preserved and shared. It may be pos-
sible to articulate some of the knowledge gained from experience, but it
is not possible to transfer the experience itself to another person: some-
thingis always lost. This becomes most obvious when it comes to technical
knowledge and skills - as some techniques and technical practices become
obsolete, the knowledge associated with that technology, gained through
experience, will slowly disappear because it cannot be fully transmitted.
This fact of life, or fact of archival life, is analogous to the fact that not every
single audiovisual production in the world will be preserved. Itis vital to be
fully aware of this when making the effort to preserve and save the know-
ledge that will be necessary to carry out our future preservation activities.
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Point of Departure I
-> Areas of Knowledge

Audiovisual archivists possess a complex body of knowledge related to
the organization they work in and the collections they work with. This body
of knowledge includes historical, organizational, and technical knowledge
and skills, as well as knowledge about the content of collections. Although
these different types of knowledge and skills overlap and are interrelated,
we grouped them into four main areas for the purpose of starting a more
focused discussion on knowledge sharing:

Organizational knowledge: knowledge about the practices, processes,
methods, and standards, usually specific to an organization.
Knowledge about preservation activities: knowledge related to pro-
jects or events that can be considered preservation activities, such as
collection acquisitions, restorations, preservations, digitization projects,
and curated programmes.

Collection knowledge: knowledge about the content of collections.

. Technical knowledge and skills: knowledge of the techniques and
material aspects of objects with which audiovisual archivists work, as
well as skills in handling materials and working with technical equip-
ment and tools to perform preservation activities.

The following four sections discuss knowledge sharing in relation to these
four areas. Each section summarizes the main findings from the qualitative
research study and weaves in exercises for the reader. These exercises can
be used as a starting point for discussion and reflection and are designed
to improve and develop knowledge sharing practices.

The exercises within each section are divided into the following steps:

STeP 1: Identify knowledge at risk - The exercise begins with reflection on
the area of knowledge in question in relation to the reader’s organization
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and experience. It is meant to define a specific category of this knowledge
area that is regarded as being at risk, for which improved methods of shar-
ing need to be found.

STEP 2: Define the risks - Once at-risk knowledge has been identified,
the next step is to define what these risks are in the scenario where this
knowledge is not recognized or shared and is consequently lost.

STEP 3: Think of improvements - This step is meant to stimulate readers
to come up with concrete improvements in the process of sharing know-
ledge that is at risk.

STEP 4: Analyse - After setting a knowledge-sharing goal, the next steps
are meant to encourage and improve the reader’s understanding of how
this knowledge applies within their organization.

STEP 5: Map challenges - This step is here to help identify and map the chal-
lenges of sharing this knowledge. It will set a path that will help the reader
understand which aspects of knowledge sharing need to be improved.

STEP 6: Plan action - Thefinal step is to create an action plan, which should
be as specific as possible.

For ideas on how to share a particular type of knowledge, refer to the list
of suggestions after the final step of the exercise. For a more in-depth look
at these methods, have a look at the last chapter, “Point of Departure IlI:
Methods.” Each section ends with a sample exercise, which is meant to
serve as a reference or inspiration for carrying out these steps.

Before you start an exercise:

> Choose the area of knowledge you want to focus on.

> Decideif you want to conduct the exercise individually or with a small group

of colleagues.
> Reserve at least two to three hours to carry out the exercise.

> Organize several large sheets of paper and pencils to write down and map

the steps.
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> Tryto focus your exercises on one category pertaining to a single area
of knowledge at a time to obtain a result that is as concrete as possible.
If you want to work on another category of the same area of knowledge,
repeat the exercise, focusing on each category separately.

When you are done with your exercise:

> After finishing an exercise, set a date for a follow-up meeting where
you will discuss the progress you have made in applying the steps you
defined.

> Think about what you want to end up with. This may include a written
document that summarizes the knowledge at risk, the risks of not shar-
ing, the challenges encountered in sharing this knowledge, as well as a
proposal for solutions and methods that can help improve knowledge
sharing. This paper can then be presented to your management, fund-
ing body, or whomever else you need to convince of the importance of
knowledge sharing methods.



30 — Point of Departure |

How to Share:
Organizational
Knowledge

Organizational knowledge can be defined as knowledge specific to an
organization. Itincludes what is done within the organization and for what
purpose, how work is organized, and who is responsible for what. It encom-
passes knowledge about policies, procedures, operations, workflows, job
and departmental responsibilities, and administration. Organizational
knowledge can be expressed through strategies, collection policies, stand-
ards, job descriptions, step-by-step instructions, manuals, and health and
safety instructions. Organizational knowledge also includes knowledge
about how things were organized in the past, as well as a knowledge of
team dynamics and an awareness of the expertise of the individual mem-
bers of the organization. While knowledge about preservation activities
is always related to a specific project or event, organizational knowledge
is about how things are done in general. Organizational knowledge also
includes instructions on how to carry out certain procedures, which means
it overlaps with technical knowledge and skills when it comes to technical
procedures necessary for preserving audiovisual materials.
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(J Mission and vision of the organization, organizational goals and
strategy

Collection policy

Procedures and standards (e.g., accessioning material, contacting

aa

donors, loaning archival materials, cataloguing digital objects)

a

Understanding of the activities and responsibilities of the differ-
ent departments

Knowledge about which colleagues have which responsibilities
Understanding of one’s own tasks and responsibilities

Who to turn to with questions that require expertise

aaoaoaQ

How to operate equipment (e.g., scanner, media player, viewing
table, washing machine, printer)

a

Who to contactin case of . . . (e.g., equipment stops working, inter-
net is down, emergency situation)
O Other:

> Discuss your answers with each other.
> Choose one category to focus on in the next steps of this exercise.

STEP 1: Identify knowledge at risk

When you think about the concept of organizational knowledge at its
broadest, what kind of knowledge comes to mind first as being at risk of
not being shared (enough)?

> To help with this exercise, organizational knowledge has been divided
into several categories. Select those that you believe should be de-
veloped or better shared within your organization:

Findings from research:
Why is it necessary to share
organizational knowledge?

To better navigate work and the workplace: Especially when you first
begin working somewhere, learning how work is organized is the first step
in navigating a job, tasks, job responsibilities, and in communicating and
collaborating with co-workers. If organizational knowledge is not commu-
nicated and shared, it may be left up to individual initiative to figure these
things out.

“I had to work it all out for myself: how the organization works, what differ-
ent areas of responsibility there are here, what people’s official tasks are,
so to speak, what their real task is, what their conflicts are, where their alli-
ances lie, where factions are formed . .. | had to find all that out first.”
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To create a sense of shared understanding and common purpose:
Shared knowledge of how work is organized, to what end (goals, mis-
sion, vision of the organization), what one’s role within the organization is,
what colleagues in other parts of the organization do, and what standards
everyoneis using aligns work practices and contributes toa common under-
standing of how an organization works. Getting and giving insight into each
other’s work creates understanding and gives a sense of the bigger picture.

“Processes are known by other members of the team because we really
understand each other and we understand the job description. Without one
another, we cannot achieve our common goal.”

To start sharing knowledge: Organizational knowledge includes an under-
standing of colleagues’ responsibilities and work dynamics. Organizational
knowledge is thus the first step in sharing knowledge among colleagues
because it provides insight into who knows what and how to approach col-
leagues with what kinds of questions.

“Clearer roles and responsibilities would be helpful in many cases because
you wouldn’t get confused over who was supposed to be doing what or
where the knowledge source should be.”

To be ready to take over: In the specific case where someone is absent
and someone else needs to take over the work, the knowledge of the
specific workflows and processes they are working with needs to be
shared with others so that they can more easily pick up the tasks of their
colleagues.

To improve workflows: Standards, workflows, and processes change
over time. They are developed around new activities and improved and
adapted with practice and experience. To improve and change existing
processes, you need to know and share how things are organized now.

“It would be great to have a loan form with parameters clarifying a few
things, such as whether the cinema is a FIAF member, the condition of
the film, and whether we have rights or whatnot. This form could be used
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consistently when loaning films, and we could share it internally with an
aim to improve it. We could optimize it or dismiss certain things or just say,
‘It’s great, it’s perfect.” And those who come after us, new people who begin
to work at the [name of institution], we could hand it to them and say, ‘Look
at this, does it make sense to you?’ And they could dismiss it or make it bet-
ter or improve it or not.”

To communicate externally: How and why things are done needs to
be communicated externally in different ways, e.g., to the users of the
archive, to funding bodies to advocate and account for funding, or to
collaborating partners when working together on a project and when it
is necessary to align practice and methodology.

STEP 2: Define the risks

STEP 3: Think of improvements

to improve?

Findings from research:
Where can organizational
knowledge be found?

Because organizational knowledge is directly applied and used, it is held
by the people who use it on a daily basis. Organizational knowledge
is also often formulated and made explicit in documents such as pol-
icies, manuals, and standards.

> Now that you have read about the reasons for sharing organizational
knowledge, which of these apply to your category of knowledge?
> What are the consequences and risks if this knowledge is not shared?

> Now that you have defined the importance of sharing this know-
ledge and described the risks of not sharing it, what would you like
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Depending on use and experience, people might have different levels of STEP 4: Analyse

organizational knowledge. Someone who has been in an organization for

a long time is likely to know more than someone who just started work- > How is this knowledge shared presently? Is it shared verbally, through
ing there because it takes time to get to know the processes, colleagues, documentation, a combination of both, or in other ways?
connections, and so on. There are also marked differences in the level > When (i.e., in what kind of situation) is this knowledge shared?

and depth of organizational knowledge. For example, one can have an > Who does this knowledge need to be shared with?

understanding or an insight into what the work of a colleague in another > Noteveryone needs to have the same level of knowledge. Define what

department entails, yet not have the in-depth knowledge and experience level of knowledge is required (ranging from general understanding to
necessary to actually be able to perform their tasks. This is the difference in-depth knowledge)?

between “knowing how to” and “knowing of”: different levels of depth of
organizational knowledge that both have their uses.

STEP 5: Map challenges
Some departments are skilled in and used to documenting and shar-
ing organizational knowledge. For example, in technical departments, > The following paragraphs describe the most common challenges en-
the practice of documentation is often well developed. countered in sharing organizational knowledge. Do you recognize any
that apply to your category of knowledge?

“The best documented departments are the technical ones, which are used > Canyou think of any other challenges?

to it, because documentation is always necessary in software, and especial-

ly when you work with open source, which we like to do and so on. Maybe
it’s more natural for a technical workflow to be documented. And for a deci-

Findings from research:
What are the challenges to sharing
organizational knowledge?

sion-making workflow or so.”

Or in cataloguing, where documentation is at the forefront as the main
task.
It is difficult to share and communicate knowledge about
“Areas like cataloguing have got a much more formal sort of documented individualized systems.
method of sharing information. And yeah, that’s predictable because they
are always so much more organized altogether.” Work processes and standards can be very specific to the way an individ-
ual works and can be difficult for others to understand. Particularly work
Having processes documented is beneficial for newcomers. processes, which are often developed through experience and shaped by

the individual employing them. These are consequently based on what

“For [cataloguers], what they are really good at is collating all of the stand-
ards, providing all of the process workflow outlines for how their work needs
to be carried out. That’s one of the areas where, when new folk arrive, they
have the benefit of a lot of documentation that they can apply and get
quality-checked by their peers, so their work is better than it would be if
they had to learn from scratch.”

seems most logical and effective to that person. For example, in one in-
stitution, the loan process and the decision on each individual request
is not based on a written policy, but on the experience of responding to
requests in the past. This practice has been carried out by a single person,
without any systematized standards or criteria that can be easily shared
with others. Another example is that of an institution that did not record
the location of films in the vaults in any database. As a result, in order to
retrieve films, they were completely reliant on the memory of those few
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colleagues who had been working there for years and had developed their documented, this can become a problem as soon as something about the
own organization and structure of the vaults, making it difficult for other situation changes. For example, when an organization grows and people
colleagues to locate films. have less opportunities to gain insight into each other’s work, or when

people who are sole holders of valuable tacit knowledge suddenly leave.
“Her system was great as long as she was alone. For two people, it was
complicated, for three, it was very complicated, for ten, it was enormously “A lot of the other things we lost were the procedures, workflows for doing
complicated.” specific things. Because certain people had done these things for so long
and had been solely responsible for them.”
Certain systems may seem logical to those who work with them, but can

be difficult to understand, explain, and share with others. Maintaining If common knowledge is not documented, it can be lost. For example, one
particular ways of working, and even demonstrating a reluctance to interviewee mentioned the loss of knowledge about the acquisition pro-
document them, may be a result of not knowing how to document work cess that came about because the acquisition came to a complete stop
processes. There might be no apparent systematic logic to them, or the due to lack of funding. The need to share or document workflows some-
person in question may not know how to describe them. times arises only after such a change has occurred. Another colleague
mentioned that it was only after they left - when their former colleagues
“Maybe I'm so immersed in the process of doing the actual work that I no came back to them with questions - that they realized they should have
longer have the ability to see it with fresh eyes, or see what it should look documented their workflows in detail before their departure.

like so that it’s understandable to people like newcomers, or people who
are just not used to the kind of technical vocabulary that | am using.”
Existing documentation might not be accessible or used.

When organizational knowledge is perceived as common knowledge, Even if policies, standards, and procedures are systematized, written down,
itis typically not documented. and theoretically available to colleagues, this does not mean that they are
actually used, consulted, and updated. There are several reasons why this
Organizational knowledge that is used on a daily basis comes naturally information might not be used. For example, people may not be aware of
to the people who use it and may therefore be perceived as common its existence and may not know to ask for it. It is also possible that there
knowledge. If it is considered to be common knowledge, there may be no is no designated location where this kind of document is normally stored.
need for explanation or documentation. For example, if people are solely Furthermore, the available documentation may not be up to date, and
responsible for the task of scanning films, there is no immediate need to manuals may be too large and difficult to navigate.
explain or document the process. Organizational knowledge can also be
perceived as shared knowledge within an entire team. Especially in small- “Those manuals are from a time when these systems were introduced here
erteams, where it is easier to gain insight into each other’s workflows and and they were new. And back then | think they were used extensively - they
responsibilities, there may be less need for dedicated sharing time. were quite complex. There are huge metadata systems, or systems that
contain everything we have and | only use a very little fraction of that. To go
“I remember it so fondly, the days when the archive was a much smaller into the manuals and find exactly the right thing that you need to know to
place, because being involved in everything, that’s one of the best ways to do a specific thing is very time-consuming.”

learn across the board.”
Another reason documentation is not used is that some people rely on
In cases where organizational knowledge is neither verbally shared nor verbal explanations rather than written documentation. For example,
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some people find it difficult to read step-by-step manuals. Other people new policies or going through new collection selection processes, it becomes
might not have yet found an approach to documentation that could be something that everyone . .. it is part of their workflow, it is not perceived
useful for their work. as something extra, on top, it’s sort of embedded into day-to-day activities,

and it’s not like: ‘I don’t have time for that.” No, this is also your job.”
“Il wrote a manual for the loans and requests department here, a manual on

what to look for in digitization when doing a telecine from film. With illus-

trations and everything. | did that back then, I’'m sure it’s still around some- Efforts to share organizational knowledge are often made at the last

where. It always gets forgotten; | know that already. Because when | came moment, when a sense of urgency arises.

back, | asked a colleague about it and he said: ‘I don’t know what that is.”
People often become aware of the importance of documenting organiza-
tional knowledge only in situations where there is a concrete case and

Documenting organizational knowledge takes time and effort. need for documentation so that knowledge is not lost. For example, in

one archive, processes and workflows were carefully documented be-
Writing down organizational knowledge such as workflows and processes cause of an upcoming personnel reduction and uncertain future for the
compels you to pause your work and reflect. The same is true for writing organization. Another example shows that a rapid turnover of personnel
policies and standards. For example, formulating a collection policy re- makes it necessary to document workflows so that the new personnel
quires dedicated effort, as well as time to reflect, formulate, discuss, and can step in easily. Yet another example demonstrates how organizational
refine. Many respondents cited lack of time as one of the biggest chal- knowledge was documented for the purpose of a possible new employee
lenges in creating documentation. to secure the knowledge of a retired colleague.

“Ididn’t have time then and I still don’t really have that much time now. Time “The big project we did was to put together a kind of guide, something you
to write down or formalize, | mean. Obviously, it would be great if we could might hand a new hire, showing how to process things here. You know, these
sort of pause or stop everything in order to get some time for documenta- are our steps. Here’s our label software, here are some examples of how the
tion of all the various processes we have happening. But that’s actually not labels work. We had our fourth co-worker retire, and we were thinking, well,
the case.” maybe she’s not going to be replaced because of the financial issues right

now, but there was a time where we thought we were going to have a new
Spending time on documentation is not always seen as a priority, and the fourth person, and we thought we should have all this stuff”

daily work that needs to be done often wins out.
In another example, a colleague became aware of the necessity of docu-
“You have to really find time for [internal documentation]. And you feel like menting their work processes in case of their own sudden absence.
you’re not actually doing the work that you have to be doing because you

have emails and things still coming in. And instead, you work on that.” “I'figured that | should try to write it down, to really describe the process. So

that if there’s an intern or another colleague or a new colleague, if I’'m ever
Some colleagues suggested that documentation should be integrated to leave or if the car hits me tomorrow, someone can take over. So, | think
into their daily activities in order to change the perception of documenta- that’s the best way, to write things down.”

tion as a low-priority task, making it part of everyone’s job.
A timely realization of the irreplaceable nature of this knowledge can be-
“This is how we run the organization at any level, whether it’s somebody up- come a reason to start documenting work processes.
dating the handbook regularly, or whether it’s at a policy level, developing
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“We found out over time that the know-how of professional processes is ba- Suggested Methods

sically most often stored in the heads of colleagues who carry them out. And

that’s why we started codifying some work processes. So this is the reason > Planning an induction process —— pages 138-141

we have codified processes that show how collections are processed and > Creating collective documentation —— pages 150-152

describe what the significance of the index cards is and what the informa-
tion means.”

In another example, a colleague explained that they had to figure every-
thing out for themselves when they first started work, and this experience
motivated them to create a policy.

“When | came [to the organization], there was no documented information
about the value of that archive. You had to understand the importance of
individual films, but the value of the archive itself was not clear. So now I’'m
trying to leave as many traces as possible about the archive - what it looks
like, especially what its value is, because that was the biggest problem. It
already happened that the archive had to literally be closed down because
it was not seen for what it is: a place of great value. Now | am trying to cre-
ate documentation about the value of the collection and to document how
things are done. To create a policy, to force the administration to accept
the collection policy, where everything would be described - what is stored
there, how it is stored.”

Waiting to create documentation or share organizational knowledge until
there is an immediate need and sense of urgency may create the aware-
ness necessary to set the process of sharing organizational knowledge in
motion. While this may serve as a great incentive, in this scenario, there is
a significant risk of being too late and losing knowledge.

STEP 6: Plan action

> Based on the challenges you defined in the previous step, what does
your team, department, or organization need to do to improve current
knowledge sharing practices?

> Create an action plan that defines the actual steps needed to make
improvements.
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Sample exercise

STEP 1: Identify knowledge at risk

Defined procedures and standards for the proper use and maintenance of
the winding benches and tools needed for film inspection. These should
include “table manners” for film inspection tables and viewing benches,
i.e., knowing how to clean the tables or benches after using them, putting
tools in order so that other colleagues can find them, and handling the
tools needed for film inspection in the appropriate way.

STEP 2: Define the risks

REASON FOR SHARING: Knowledge about the proper use and maintenance
of the winding benches and tools needs to be shared in order to ensure
the careful handling of film material as well as the longevity of tools and
benches. It also contributes to making work easier.

RISKS WHEN NOT SHARING: People use the winding benches and tools
as they learned elsewhere and interpret the “table manners” as they see
fit. This might not always measure up to the standards the organization
aspires to. It might cause damage to the materials, and machines and
tools might wear down quicker when not used properly.

STEP 3: Think of improvements

Getting everyone on the same page concerning “table manners.”

STEP 4: Analyse

How IS THIS KNOWLEDGE SHARED? This knowledge is usually shared ver-
bally. Normally a more experienced colleague transmits it to the new
colleague. “Table manners” are partly described in the documentation
of workflows for film inspection. The knowledge is also partly shared
through the documentation of workflows in collaborative wiki pages.
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WHEN IS THIS KNOWLEDGE SHARED? Usually when someone is first getting
started, at the beginning of employment. This type of knowledge is rarely
shared at a later moment in time, since people are expected to possess it.
It is only shared later on if, for example, someone has been “out of prac-
tice” for some time, or is using certain tools for the first time.

WHO DOES THIS KNOWLEDGE NEED TO BE SHARED WITH? Newcomers and
everyone working with the tools and winding benches.

LEVEL OF KNOWLEDGE: The same for everyone working with these tools
asitisthe application of a standard. Itis all about getting everyone on the
same page and sharing the same understanding.

STEP 5: Map challenges

> “Table manners” are considered common knowledge, and when one is
used to a certain practice, itis difficult to reflect on it again and change
one’s ways. Some colleagues who have been working in the same organ-
ization for a long time get so used to their particular way of working
that they might not be open to changing it. On top of that, they might
not be comfortable with someone else, perhaps even someone who
has not been working there as long, telling them what to do.

> Depending on who is doing the explaining, these “table manners” are
communicated and explained in different ways. When the information
is passed on incorrectly or shared only partly, it is difficult to change it
because people get used to doing things in a certain way.

> There is no written standard to refer to specifically for “table man-
ners,” and we might not even all agree to the same standard of “table
manners.”

> Adocumentclearly describing the steps that should be taken in inspect-
ing prints for the cinema is available. This document not only provides
technical instructions, but also tries to convey the importance of care
and respect for the materials used. It could probably be revised to
include more points expounding on the correct use and maintenance
of equipment. Not everyone may be aware of the existence of this
document.
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STEP 6: Plan action

> Create collaborative documentation on how to use winding benches
and other tools necessary for inspecting film. Take these steps:
1. Define topics
2. Gathera group of colleagues
3. Assign each person a topic to cover in the already existing online
collaborative wiki pages
4. Setdate to discuss and adjust the entries

> Reviewexistingdocumentation on film printinspection and trytoinclude
“table manners” or a reference to the newly created documentation.

> Talkto colleagues about the existence and importance of the documen-
tation related to “table manners.”

> Make sure to take time to properly introduce new employees to “table
manners,” drawing their attention to the newly created documentation,
even if they came to the organization with a good deal of previous
experience.
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How to Share:
Knowledge about
Preservation Activities

Knowledge about preservation activities includes the details, context,
and background of archival processes such as collection acquisitions,
curating programmes, access requests, digitization, conservation and
restoration projects, and cataloguing. This knowledge includes what is
being done or has been done during a preservation activity, as well as the
how and why of it. It also encompasses knowledge about the criteria and
decision-making processes that played a role in determining the outcome
of an activity. While the organizational knowledge described in the pre-
vious section can be thought of as general knowledge about how things
are organized and should be done, preservation knowledge is always
specific to particular projects, events, and situations. These can include
the details of the selection process for new collection acquisitions, the
reasons behind certain restoration interventions, the relationship with
donors, and the specific organizational and historical context of activities,
such as the changing availability of financial resources at different points
in time.

STEP 1: Identify knowledge at risk

> When you think about the idea of knowledge about preservation activ-
ities at its broadest, what kind of knowledge comes to mind first as
being at risk of not being shared (enough)?

> To help with this exercise, knowledge about preservation activities
has been divided into several categories. Select those that you believe
should be developed or better shared within your organization:

O Details and context of past and/or present acquisitions
[J Details and context of past and/or present restoration projects
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(J Details and context of past and/or present preservation projects “There were prints that were simply not optimally duplicated. Sometimes
(J Details and context of past and/or present digitization projects there were just contact prints of things where you’d ask yourself: ‘Why is
(J History and nature of relationships with donors and depositors this so badly made?’ Later we found out that there wasn’t any more money
(J The logic behind and the history of systems employed in the past or a chance to do things better. A large number of films that were already in
(e.g., inventory, archiving, or documentation) bad shape had to be printed quickly, and that’s how they got made.”
(J General history of the collections and the organization, illustrating
the contextual background of preservation activities
O Other: To facilitate future preservation activities: Knowledge of past preserva-
tion activities can facilitate future preservation work. For example, in film
> Discuss your answers with each other. restoration, the principle of reversibility is important. The ability to trace
> Choose one category to focus on in the next steps of this exercise. decisions and interventions can be facilitated by maintaining a transpar-

ency about how and why a restoration was performed. With the help of
this information, a past activity can be reconstructed, which is necessary
when it comes to continuing or redoing preservation or restoration work

Fmdlftg.sfrom researCh: on the same title. The information contained in a restoration report can
Why 18 1t necessary to share knOWledge serve as a road map for future restorers.

about preservation activities?

To understand the rationale behind projects: When carrying out preser- STEP 2: Define the risks

vation activities, sharing knowledge about the context and background

of an activity creates an understanding of the rationale behind the pro- > Now that you have read about the reasons for sharing knowledge
cedures and the outcome of the activity. For example, someone work- about preservation activities, which of these apply to your category
ing on digital remastering and restoration will find it useful to know the of knowledge?

background, expectations, and funding situation of the projectin order to > What are the consequences and risks if this knowledge is not shared?

understand what the project can entail and what approach to take. For a
team, it is useful to understand the rationale for activities when preserva-

tion procedures and policies have changed or are changing, as in a shift STEP 3: Think of improvements

from analogue to digital preservation. A shared understanding can allay

potential concerns about changing procedures and help get everyone on > Now that you have defined the importance of sharing this know-

the same page. ledge and described the risks of not sharing it, what would you like
to improve?

To make future generations understand past preservation activities:
Knowledge about past preservation activities, the reasons behind them
and the circumstances under which they were undertaken can prove
useful at a later date to people who were not directly involved. This kind
of information helps future generations of archivists understand what
brought about the results of those activities. For example, knowing the
circumstances of a past analogue duplication can help others understand
its outcome.
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> 4 Anumber of histories of
audiovisual archives have
been published, either by
the institutions themselves
or through affiliated authors
and publishers. Some
examples include the history
of the National Film and

Sound Archive in Australia

(Edmondson, National Film

and Sound Archive: the quest

,an elaboration
on the beginnings and the

first decades of the Austrian

Film Museum (Kondor,

Aufbrechen - Die Griindung
des Osterreichischen
Filmmuseums), the volume
on the history of the British
Film Institute (Nowell-Smith

and Dupin, editors, The

1933-2000) and the history
of the National Film Archive

in Prague (Trnka, The Czech

Findings from research:
Where can knowledge about
preservation activities be found?

Knowledge about preservation activities resides with the people direct-
ly involved in the activity, such as a digitization or restoration project.
Information about the context of a project, such as the motivation for
undertaking the project, the hurdles encountered along the way, and the
decisions made along the way can all be elements of shared knowledge
among the people involved.

Knowledge about preservation activities may also be held by colleagues
not directly involved in the activity, but present during the time of
the activity. They may have gained knowledge as witnesses, bystanders,
orinformed and interested colleagues. One interviewee gave the example
of turning to one colleague in particular with questions about the context
of past acquisitions because that person had shared an office with the dir-
ector for years and therefore ended up knowing a lot about the context of
past decisions and the decision-making processes behind past activities.

“To describe what her knowledge contains is difficult because it really
includes quite a lot. She knows a lot of things about a lot of different topics.
And she knows those things because for many years she sat opposite the
person who made all the decisions. She was in the same room with the
person when all these decisions were made and when people argued. She’s
always been a very good and careful listener and, without knowing that, she
understood or learned the pattern of this decision-making. So, if she thinks
about it, she can figure out why a certain decision had been made.”

Knowledge about preservation activities may be documented during or
after those activities, for example in databases, project reports, private
documentation, and email conversations. How things were done in the
past and under what circumstances, the history of an institution and its
collections, which provides the contextual background for preservation
activities, can also be found in documentation and literature about an
institution, such as an institutional history.*
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STEP 4: Analyse

> How s this knowledge shared presently? Is it shared verbally, through
documentation, a combination of both, or in other ways?

> When (i.e., in what kind of situation) is this knowledge shared?

> Who does this knowledge need to be shared with?

> Not everyone needs to have the same level of knowledge. Describe
what level of knowledge is required (from general understanding to
in-depth knowledge)?

STEP 5: Map challenges
> The following paragraphs describe the most common challenges

encountered in sharing knowledge about preservation activities. Do
you recognize any that apply to your category of knowledge?

> Canyou think of any other challenges?

Findings from research:
What are the challenges to sharing
knowledge about preservation activities?

Background and context are not always shared during the activity.

Knowledge about the context of preservation activities, such as the reasons
why a particular title was selected for preservation, where the initiative for
adigitization project came from, or why a particular technical approach was
chosen, is not necessarily shared with all colleagues involved at the time of
the activity. Reasons for not sharing this type of information may include a
lack of sense of urgency for sharing at the time, combined with the idea that
sharing contextual information may not be essential to getting the job done.
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Knowledge about preservation activities is often not documented when Limited documentation possibilities can hinder the documentation of
it is perceived as common knowledge. preservation activities.

When knowledge is perceived as common and shared, there is no pressing Information about preservation activities may not be documented because
need to share and document it. This is especially true for contextual and of a lack of standards for documenting activities and/or a lack of a des-
background information that may be considered too trivial to document ignated location where such documentation can be safely stored. For
at the time of the activity. However, if knowledge has not been documen- example, in a collection database, there may well be a location where it is
ted during the project, once the preservation activity is completed, what possible to document when an item was created, by which film lab, and
was considered common knowledge at the time can quickly be lost. As a from which item. But there might be no such location where information
result, knowledge about preservation activities can easily disappear. At about technical difficulties during the preservation process or the reasons
the same time, this is precisely the kind of information that can make past why one item was chosen over another as a source for duplication can be
activities and decisions understandable to future archivists and ensure a documented. If there is nowhere to document this kind of information
better continuation of projects in the future. One colleague has expressed within existing structures such as a collection database, this may result
the hope for documentation of preservation projects to become part of in no documentation at all. Alternatively, it might lead to documentation
the workflow. kept in personal archives, either physical or electronic, which remain inac-

cessible to colleagues.
“I hope to see the need for documentation become an inherent part of our
professional ethics. And not only because of the unpleasant experience of “Another issue is that it’s one thing writing it down somewhere, but where
not having any documentation from the past, but because it is seen as part does that document ‘live?” Who knows it exists?”
of our responsibility and a way of ensuring that we are being transparent
about our decisions, especially as a public institution.”
Documentation may exist, but it is not created with the intention of
being shared and therefore remains inaccessible.
Documenting preservation activities is time-consuming.
Some documentation created in the course of preservation activities is

Extensive documentation of preservation activities is often perceived as not documented with future access in mind. For example, written corres-
time-consuming. The amount and extent of documentation are determined pondence, such as conversations with donors in the process of finalizing
by the time available and depend on individual initiative. Documented donation agreements, or communication with film labs about analogue
information may be limited to what is absolutely necessary. preservation also contain information. Written communication in the form
of letters and emails can be useful to consult at a later date to understand
“A couple of notes saved in a file, an email, or a note in the database, little why certain things were done in certain ways and what led to certain
things. In general, I try to do it as much as possible. | have the feeling it’s decisions.
not enough, but it’s really the most | can do. This is what we can afford to
do, what I can afford to do with the time I have in this office, and we have Documented knowledge created during the course of an activity may end
to make do somehow.” up in personal folders. Without a structure, plan or consensus among team

members about where to file this documentation in shared folders or sys-
tems, it remains personal, unorganized, scattered, and inaccessible to
colleagues who do not know how to access this documentation.
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“If the person is not there, then this whole room with all this paper loses its
value. Because then you don’t know what this is. And | think that’s what
we’re dealing with, especially with these finding aids, with these shelves
where the paper is. | think that’s also the case in other archives. Only the
people who have worked on it or who have been there for a long time know
what this table means here, or what the accessions book means exactly.”

Practices of documenting preservation activities change over time.

The practice of documenting preservation practices changes over time. For
example, in one institution, there was no standard practice of registering
incoming items in the early years of the archive’s existence. This meant
that the employees were wholly reliant on the knowledge of those col-
leagues who were there at the time of acquisition for information about
early acquisitions. Another example illustrates the change in the practice
of documenting preservation projects that took place together with the
shift from analogue to digital preservation. In the analogue duplication
process, details about the film elements to be processed by the lab were
carefully documented in order to avoid making mistakes. This kind of
precise documentation became less important with the advent of digital
technology because of the changes in the process of quality control, and
as it became easier to correct mistakes digitally than it was the case in
analogue processes.

Achange in documentation practice is sometimes the result of a change in
the general approach to work practices. Some archivists may have learned
by doing, through experience, and documentation may not have been
part of that process, while other archivists who want to know about past
practices may be more aware of the need for documentation.

The knowledge of those who have been around is not always identified
and shared.

Particularly when it comes to knowledge held by people who have acquired
knowledge about preservation activities by virtue of being there, as wit-
nesses to an activity, there is usually no immediate reason to share or
document this knowledge. Moreover, they and their colleagues may not
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necessarily identify themselves as knowledgeable about preservation activ-
ities because they were not directly involved in them.

The context of preservation activities has a narrative quality.

Stories about preservation activities are often described as anecdotal,
folksy, and subjective. These characteristics can make it difficult to docu-
ment this knowledge in, for example, a collection database based on codi-
fied information. Itis also a problem to document it when using fields with
a controlled vocabulary focused on describing the technical properties and
identifying the details of collection objects rather than the context, history,
and background of the activities related to the collection object.

Q: “Once these restoration projects are done, or even during the restoration
projects, do you document them? And do you keep any kind of record of what
you’ve done - the work and the process?”

A: “No, I’'m afraid not. It’s verbal, and anecdotal. I’'m not really an archivist.
I’m a sound engineer with a second string to my bow as a video engineer. |
mean, it’s a very good point. And it has crossed my mind. | thought maybe |
should write all this down. But, no, it’s not something I’ve ever been required
to do.”

This is even more true for background information that indirectly tells
something about preservation activities. This can include the economic and
practical realities of the time, the capabilities and limitations of audiovisual
media production, the technical methods available in a film laboratory,
but also the archivists’ personal experience of carrying out these activities.
Stories about what went on behind the scenes of projects go beyond just
talking about the details of an activity - they can provide valuable insight
and understanding about the background and circumstances.

“There was some impetus to copy nitrate film onto acetate so they didn’t
have to store the nitrate. So, films would be sent one by one to the cheapest
laboratory in [city name] to be copied onto 16 mm and for the nitrate to
be destroyed. So many of our silent films survive only in that form. And it’s
horrible to think about. But those were the economic and practical realities
of the time. And someone picking up a film, a new staff member, looking at
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it in such a form today, would not understand that. Because they would not
know the printing method, they would not know the circumstances. And so
you need to explain that this is why it happened. And this is why it looks this
way. Because the whole history of laboratory treatment and so on will simply
be unknown to them. It hasn’t really been documented.”

Articulating and documenting this knowledge might be a possibility, but
some narrative information might be better conveyed verbally because it
can convey more than can be done in writing.

“[Talking about a lecture:] How the curation comes about, how decisions
come about, the text didn’t outline that. And that enthusiasm, also for the
programme and for the films, it didn’t convey that for me like hearing [col-
league’s name] speak did.”

Sensitive information is difficult to document and pass on.

Related to the narrative nature of knowledge about preservation activities
is the fact that some stories about preservation activities are not docu-
mented or are only shared orally because of their sensitive nature. For
example, the details of certain acquisitions may have been withheld from
documentation and not shared because they might not be entirely legal.
Several interviewees described stories about film archives acquiring new
film prints by striking new elements from borrowed prints overnight.

“This film inspector, he used to tell me hilarious stories about how films came
into the archive. One day, | asked him why we have so many films from [name
of region] that I really love? How come these films are in the archive? How was
this achieved? And he just laughed and told me that whenever films used to
come to the film festival, dupes were made overnight at the lab. This is not
documented anywhere. And this is how it was done.”

This type of knowledge is perhaps best passed on verbally, as here the issue
of trust also comes into play. One example illustrates how gaining the trust
of donors helpsin the exchange of knowledge providing useful background
information on collection materials.
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“You had to get to know these people, who were originally very suspicious of
talking to a government employee. You had to gain their confidence, and one
of them had to introduce you to another. And you had to go and visit them,
and even spend time with them. And then you saw the background behind
their collection, or why they put it together the way they did. Why someone
sometimes re-edited what they had, which is terrible, but they thought it was
a good idea. So, you’re left with the work they did. Sometimes they would
edit two films together because it looked good to them. You had to go back
and untangle the films, all of these things are collection background material,
and it easily gets lost.”

There are limits to how much can be conveyed through official
institutional histories.

Knowledge of an institution’s history can provide insight into the back-
ground of past preservation activities. For example, institutional histories
can provide insight into how policies and approaches have developed and
changed over time, how collections have evolved, and how the organiza-
tion itself has changed. Particularly when institutions are large and have
a long and complex history, a written history can provide valuable insight.
However, institutional histories can be chock full of information and dry,
and therefore may not appeal to everyone. They may also leave out the
personal, or more subjective and perhaps sensitive stories concerning the
people involved, focusing instead on more general information about an
institution’s history.

It is difficult to share and pass on connections and relationships.

Relationships with donors, film-makers, and technicians are an import-
ant link to the knowledge outside of an organization. While these are
primarily professional in nature, there is something very personal about
them - donors, film-makers and technicians tend to come back to those
particular people on the team with whom they have already established a
relationship. For example, when it comes to requests or offerings, donors
contact the people they know in an archive because they trust them. When
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those people are no longer part of an organization, and have not passed

on their connections, these relationships might end up disturbed or lost.

The departing colleague can help by making an effort to introduce the
newcomers/other colleagues to the people outside the organization with
whom they feel it is important to maintain a connection.

“We have issues with that, knowledge in someone’s head about previous
donations, about the time when they camein. .. They were involved in it and
they know what all the problems were, but it all stayed in their head. And
then down the line someone else in another team tries to establish contact
with the donor and then it doesn’t work out. But then the first person says
something like: ‘Oh yeah, well, this is a really sensitive relationship, but that
was never documented.”

> Based on the challenges you defined in the previous step, what does

your team, department, or organization need to do to improve cur-

rent knowledge sharing practices?
> Create an action plan that defines the actual steps needed to make

improvements.

Suggested Methods

> Creating collective documentation —— pages 150-152

> Organizing collective screenings —— pages 153-154

> Planning a period of overlap —— pages 155-157

> Capturing knowledge through oral history —— pages 158-162
> Involving honorary employees —— pages 163-164

> Creating and using an alumni group —— pages 165-166
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Sample exercise

STEP 1: Identify knowledge at risk

Knowledge about past and current digitization projects, which provides
details about the digitized elements. Digitization projects often include
the creation of multiple elements and it is difficult to get the right infor-
mation about which element should be used for what purpose from the
database.

STEP 2: Define the risks

REASON FOR SHARING: Gain an overview of all the digital elements asso-
ciated with a film title. Try to understand the relationships between these
elements, and find out which digital file to use for what purpose, which of
them is the latest colour-corrected version, etc.

RISKS WHEN NOT SHARING: If this information is not documented and
accessible, we run the risk of falsely interpreting and using digitized
elements.

STEP 3: Think of improvements

Create better practices for documenting digitization projects, which will
specify the differences between the final outcomes of a digitization project.
STEP 4: Analyse

How IS THIS KNOWLEDGE SHARED? Through verbal communication, through

minimal information in the database, indirectly, through progress reports
on digitization.
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!

WHEN IS THIS KNOWLEDGE SHARED? During projects, or when someone is
retrieving the file and the person who was involved in the digitization can
fillin the gaps and provide the details that are missing from the database.

WHO DOES THIS KNOWLEDGE NEED TO BE SHARED WITH? Everyone who
uses these digital files. This information needs to be documented so that
future archivists can interpret what was done in the past.

LEVEL OF KNOWLEDGE: Enough information to make clear what the file is,
whether it is a final version, a master or mezzanine file, etc.

STEP 5: Map challenges

> This knowledge might rest with the people who were involved in the
project, but they might not remember it after some time has passed.
Additionally, they may not be around any more at a certain pointin time.

> Documentation limitations are definitely an issue, since the database
used for documenting digital collections does not allow us to link digital
elements to mark how they relate to one another, and only allows us
to specify very few details.

> Information about the created digital elements might be kept in project
documentation and email conversations, but the problem with this
documentation is that one still has to deduce it to get at the informa-
tion about a specific digital element. In addition, this documentation
might not be accessible to all or it might even be private documentation.

> Time is another issue - there might not be enough time to document
the information about the deliverables after a project is completed,
although thisis essential for the future use and understanding of these
elements.

STEP 6: Plan action

Define what fields should be introduced to the database in order to
specify the version of the digitized elements. These should make it
possible for the person retrieving the files to see if the elements in ques-
tion can be used for a screening or still need to be digitally mastered.
Create an internal vocabulary that will help describe different versions
of digital elements.

Communicate the new documentation standard to colleagues and
document it in workflow documentation.

Update thisinformation whenever past digitization projects elicit ques-
tions that cannot be answered by information currently found in the
database.
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STEP 1: Identify knowledge at risk

> Whenyou think about the concept of collection knowledge, what kind
of knowledge comes to mind first as being at risk of not being shared

>

(enough)?

To help with this exercise, collection knowledge has been divided into
several categories. Select those that you believe should be developed
or better shared within your organization:

J General understanding of what the collections hold

) Understanding of collection focus and collection strands
O Expertise on sub-collections

) Knowledge about film-related collections

(7 Intellectual property and copyright information

(] other:

How to Share:
Collection Knowledge

Collection knowledge is knowledge about the content and background
of collections. There are different levels of collection knowledge, ranging
from knowledge about individual collection items to a broader under-
standing of the connections between individual items across collections
and sub-collections. It can also include a more general overview of what
is held in an archive. Collection knowledge also covers content-related
knowledge such as the film history and media history background of col-
lections, their production and reception history, intellectual property and
copyright information, and an understanding of the collection focus of an
archive.
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> Discuss your answers with each other.

Findings from research:
Why is it necessary to share
collection knowledge?

“People with that sort of knowledge are the powerhouse of every collection,
collecting institution, or heritage institution.”

To set acquisition priorities: Knowledge about what an archive holds
and what is missing helps in making choices about new acquisitions. For
example, when a 35 mm film print is offered for sale, it is necessary to
know if this title is already available before deciding on acquiring it. Or
when a collection is offered for donation, it is necessary to know if the col-
lection relates to and complements existing collections and fits the collec-
tion focus. When acquiring new collections, their value and importance
are determined partly on the basis of collection knowledge.

To set preservation priorities: Preservation priorities are made based on
collection knowledge and an understanding of the value and importance
of certain titles.

To catalogue collection objects: Identification and description of (the
content of) collection objects done in the course of cataloguing generates
knowledge of the collectionsin question and is facilitated by prior collection
knowledge. Cataloguing often includes the documentation of information
related to the audiovisual work itself, the content of this work, but also
details on preservation activities (acquisition, restoration) and material
characteristics. It depends on different areas of knowledge and skills and
establishes connections between them.

To provide access to collections and answer requests competently:
Having information about collections is a necessary first step in provid-
ing access to them. Without knowing what the collections consist of, it
is impossible to find, share or present anything to the public. Along with
information about individual objects in the collection, knowledge of how

> Choose one category to focus on in the next steps of this exercise.
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these objects relate to one another is helpfulin finding these objects in the STEP 2: Define the risks

collection. For example, if a curator or a researcher comes to an archivist

with a thematic query, an extensive knowledge of the collections will help > Now that you have read about the reasons for sharing collection know-
them provide an adequate answer. In addition, knowledge of the rights ledge, which of these apply to your category of knowledge?
associated with audiovisual works is necessary in order to know how the > What are the consequences and risks if this knowledge is not shared?

works can and should be used.

To curate collections: Organizing screenings, exhibitions, and online STEP 3: Think of improvements

archives using collection objects can only be done on the basis of know-

ledge about the content of collections. > Now that you have defined the importance of sharing this know-
ledge and described the risks of not sharing it, what would you like

To research collections and set research priorities: Being aware of and to improve?

keeping informed about the extent and depth of collection knowledge in
your team is necessary for setting priorities for new research, and thus the
development of further collection knowledge.

Findings from research:

To develop collection knowledge: For knowledge to be developed, it is Where can collection

necessary to have an idea about the existing and missing knowledge about knowledge be found?

collections. Communicating collection knowledge and sparking an interest

for it in others can lead to new discoveries. For example, one interviewee, While existing knowledge about collections is vast, the knowledge that
who was doing research on a particular musician, shared their interest and can be developed about collections is potentially infinite. As audiovis-
efforts with colleagues. This led to an awareness of his interests in others, ual collections grow, new knowledge is constantly being developed. But
who consequently kept an eye out for and reported any new information the knowledge about already extant collections is also endless, as the
found on this person to him. research, re-evaluation, and re-contextualization of existing collections

go to show, producing new knowledge at every turn. The vast scope of

“My interest in that is communicable, | can convince you that you should go collection knowledge means that collection knowledge does not usual-
and read a book about [musician’s name]. | mean, | am the only one who’s ly reside with one person, but is distributed among different people
ever written one so I’d be doing you a disservice. But doing that and mak- working in different departments. This may include archivists, tech-
ing it a public thing, it became . .. not quite a running joke. But in a way, it nicians, and curators. Collection knowledge also resides with people
became something that my staff would have a good relationship with me outside the archive, the makers behind the audiovisual works in the
about, they’d pull my leg, you know, making some jokes about [musician’s collection and those who have worked with collections or with collection
name], but they kept finding information. Somebody’d be reading a news- foci, such as scholars, journalists, curators, and film-makers.

paper about something else from [year] and they’d come across [musician’s

name] and they’d copy it and bring it to me delightedly and say: ‘Look at this, “Film historians often know much more about the collection than the people
look at what I found.” who are working there right now. Or curators who have been getting infor-

mation from time to time through inquiries over several decades. Naturally,
they know more than the person who started working there two years ago.”
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Developing collection knowledge and making information about collec-
tions accessible is a central activity for audiovisual archives. Collection
knowledge is developed intentionally through research and collection
cataloguing, but also through archival activities such as acquisitions and
responding to user requests. In-depth collection knowledge is developed
through specific projects such as research projects, publication of online
collections, DVD releases, curated cinema programmes and exhibitions,
educational programmes, publication of filmographies, and publication
of literature on other collection-related topics and themes.

Consciously developed collection knowledge is thus often associat-
ed with some form of documentation and sharing as part of its out-
come. For example, the processing and cataloguing of collections results
in database records that contain information about their contents. When
it comes to special projects about collections that come to be realized
through research or curated programmes, these sometimes include a
clear goal of producing and sharing knowledge in the form of an article,
conference paper, programme notes, exhibition catalog, or a DVD or Blu-
ray booklet.

“I’'ve always considered one of the best reasons for writing about a subject to
be the fact that if you write about a subject, you have to read about it. You
know, if you want to write about it and feel confident about what you’re
writing, you got it, it becomes kind of a compulsory learning process. So
if you really want to learn about something, make yourself say something
about it in writing.”

STEP 4: Analyse

N

How is this knowledge shared presently? Is it shared verbally, through
documentation, a combination of both, or in other ways?

When (i.e., in what kind of situation) is this knowledge shared?

Who does this knowledge need to be shared with?

Not everyone needs to have the same level of knowledge. Describe
what level of knowledge is required (ranging from general under-
standing to in-depth knowledge)?
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STEP 5: Map challenges

> Thefollowing paragraphs describe the most common challenges encoun-
tered in sharing collection knowledge. Do you recognize any that apply

to your category of knowledge?
> Canyou think of any other challenges?

Findings from research:
What are the challenges to sharing
collection knowledge?

Systems for documenting collection knowledge change.

Every audiovisual archive has a system for documenting information about
its collections, usually an electronic database. This may be one central

database for all collections, or multiple databases for different collections.
Over time, documentation and database systems change, and information

about collections may have been stored differently in different databases.
For example, at some point, an electronic database replaced the index card

system. The information from the index cards was transferred to the elec-
tronic database but some information, such as handwritten notes revealing
the authorship of the entries, does not fit neatly into a database field and

was therefore not transferred.

When information is not migrated from one system to another, old docu-
mentation systems remain valuable for future reference. To use this infor-
mation, you need to know where to find it and how to navigate the older
documentation systems. Colleagues who have worked with previous data-
bases or systems may be able to help you navigate this information.

Collection knowledge is tacit knowledge.

Collection knowledge gained through visual contact with collection items
is particularly difficult to transfer. Knowledge about audiovisual collec-
tions is developed by seeing the works, being exposed to them. The first-
hand experience of watching an audiovisual work generates a different
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kind of knowledge than reading about the same work. Viewing collection
objects is therefore still necessary and cannot be replaced by indirect
forms of collection knowledge.

“It sticks in my mind. And | don’t think anything can replace just looking at
stuff. Now, of course, it’s a time-based medium. And that takes a lot of time.
So, it does unfortunately mean that it takes time to acquire that kind of
knowledge.”

Knowledge gained from watching audiovisual works can be retained in
memory. To a certain extent, it may be possible to articulate and transmit
the knowledge gained through this experience, but the entire experience
itself cannot be transmitted and therefore remains tacit.

“That [knowledge about the collections] is so far away from what [former
colleague’s name], for example, knew. You can’t compare it at all. And, of
course, there’s the question of how he can pass it on. He can’t tell you about
every film he’s seen, so it’s still a lot of work for you - no one can take that
away from you.”

Having an audiovisual memory of works is useful for a variety of things,
for example, when it comes to answering specific questions. There is no
way to answer such questions about the content of the material that does
not include seeing the footage. One of the interviewees said that they rely
on their memory even when the database is not working.

Collection knowledge evolves over time, making it a difficult thing to
share over a short period of time.

Collection knowledge develops over time through working with the col-
lections. This means that people who have worked with collections for a
long time often become repositories of rich collection knowledge. Some
long-time staff members have mentioned that they feel like they have
“grown up” with the archives, having accumulated a great deal of knowledge
about the collections over time.

Because knowledge about the collections builds and evolves with time,
it can be difficult for newcomers to gain the same breadth and depth of
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knowledge. In order for archivists to be able to develop collection know-
ledge, it needs to be possible for them to work with collections for an
extended period of time. However, the issue of short-term employment
and rapid turnover was a recurring theme throughout the interviews.
This turnover problem is due both to a personal preference to stay with
an organization for a limited period of time and to organizations that do
not offer permanent contracts.

Knowledge developed about collections is not always shared with
others.

Documentation generated by research and collection processing may

remain unpublished and unshared. This can take the form of notes from a

visiting researcher, personal notes from a colleague processing collections,
or documentation gathered in preparation for a curated programme. These

forms of documentation may not be shared for a variety of reasons. Perhaps

it is because they are not yet structured in themselves, or due to the fact

that there is no central shared folder for storing “unstructured” documen-
tation. It may also be because there is no designated place for this kind of
information in existing database fields (e.g., information about collections

rather than individual collection objects, or oral history interviews with

film-makers that do not fit into a film database).

Even when the collection knowledge resulted in a presentation or publica-
tion, it is not always shared with and known to all colleagues. Not sharing
readily articulated or even published research is a missed opportunity for
disseminating collection knowledge across the team.

In order to leverage collection knowledge, it must be recognized
among colleagues.

Itisimportant to have an idea of each other’s expertise if we are to access
and use people’s tacit knowledge about collections. Sometimes know-
ledge about collections does not reside with the people you would expect
to find it with. Tacit knowledge about collections can also develop as a
result of regularly working with collections, for example, inspecting prints
for cinema screenings, physically organizing collection items in the vaults,
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digitizing large numbers of collection items, processing and registering
new acquisitions, working as a cinema manager in a location where films
from the collection are screened, or assisting archive users with viewing.
The people who occupy these roles are not always recognized as valuable
sources of collection knowledge because they do not work directly with
collection content (as curators do), but indirectly. The example below
describes a situation in which a curator approached a collections manager
to learn about the contents of a collection. The collection manager, in turn,
forwarded this request to an archivist in the department of film-related
collections.

[Excerpt from an email conversation]

Once again a rather vague request. Requested is a Hans Moser film with
potatoes.

Thanks!

[Request forwarded from collection manager to archivist working in
the film-related collections department]

I have every reason to suspect you of possessing the greatest knowledge of
domestic film heritage of us all. Can you use the scene description below to
find out which Hans Moser film they could possibly be referring to?

[Reply from archivist to manager]

I’m not quite sure if this is a compliment, but will shamelessly take it as such.
At the same time (pretending to multitask) | will go inside myself and see if
I can find the potato scene there.

[Archivist’s reply to request]

Thank you for your inquiry. Hans Moser’s complete oeuvre is difficult to
survey, but according to your information, a spontaneous assumption sug-

gests itself to me.

The described scene was realized by Peter Alexander in one of his Hans
Moser sketches. | assume it was in one of his shows (especially since it is
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about “potato pancakes”). Whether such a scene actually occurs in a Moser
film would have to be checked. | rather suspect that it is a variation of a
joke adapted to Hans Moser. The Hammer story in Watzlawick’s ‘Guide to
Unhappiness’is probably another variation. If he invented it, Alexander’s gag
writers could have “used” it as well. At least that is my spontaneous theory.

STEP 6: Plan action

knowledge sharing practices?

improvements.
Suggested Methods
> Planning aninduction process —— pages 138-141
> Organizing collective screenings —— pages 153-154
> Involving honorary employees —— pages 163-164
> Creating and using an alumni network —— pages 165-166

> Based on the challenges you defined in the previous step, what does
your team, department, or organization need to do to improve current

> Create an action plan that defines the actual steps needed to make
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Sample exercise
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STEP 1: Identify knowledge at risk

Collection knowledge developed by external researchers when viewing or
researching parts of the collection.

STEP 2: Define the risks

REASON FOR SHARING: Use the opportunity to share existing collection
knowledge that might otherwise never flow back into the archive. This
knowledge can be used by researchers and others who wish to access and
use the collections.

RISKS OF NOT SHARING: If no effort is made to bring knowledge about
these collections into the archive, it will remain with the researchers.
Information about collections may be available through project websites,
butitis not reflected in the collection databases or collection documenta-
tion and is therefore not available to archivists.

STEP 3: Think of improvements

Use and share collection knowledge developed through external research

projects or by external researchers.

STEP 4: Analyse

How IS THIS KNOWLEDGE SHARED? At the moment, it is shared through
external websites or databases, or published research.

WHEN IS THIS KNOWLEDGE SHARED? This knowledge is shared when a
project comes to a close.

WHO DOES THIS KNOWLEDGE NEED TO BE SHARED WITH?
With the archivists and with the archive.

LEVEL OF KNOWLEDGE: In-depth knowledge generated through research
in writing that can be used as reference material in the archive.

Step 5: Map challenges

> We often collaborate with partner organizations (for example, univer-

sity and other research partners) on larger research projects. At the
beginning of a project, we ask researchers to provide us with collected
filmographic and historical data on the collection elements they worked
on. They should also share their research findings with us at the end
of the project.

> Wesometimes have researchers come look at film material. They might

spend days viewing films and making viewing notes. These viewing
notes might provide useful information for us, yet they are personal,
unstructured, and we don’t have a place for them in the database.

STEP 6: Plan action

1. Make the documentation of research in the internal database into a
requirement for every research project conducted at the archive. This
should take place at the end the project.

2. Create a viewing form that allows for the archival staff to harvest col-
lection knowledge gained during the viewing of film material.

3. Askifitis possible to make a photocopy of the viewing notes after the
viewing.

4. Ask students writing their theses on topics related to the collections
to deposit a copy of their thesis in the library.

J
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How to Share:

Technical Knowledge
and Skills

The knowledge and skills related to the technology and audiovisual tech-
niques archivists work with are many and varied. They include knowledge

of material characteristics, equipment, production processes, duplication

technology, preservation technology, and conservation and restoration

interventions. In addition, they refer to both theoretical and practical know-
ledge and the skills required, for example, for viewing, recording, repairing,
duplicating, cleaning, conservation, and restoration. This knowledge and

skills repository spans a range of technologies, from analogue film and

audio to digital formats, as well as the hardware and software needed to

use, manipulate, and archive digital media. This also means that technical

knowledge and skills encompass both current and obsolete practices and

formats. They also overlap with organizational knowledge, as they can

both include technical work processes, but technical knowledge and skills

relate to specific technologies and techniques.
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(7 Digital restoration skills for image and sound

O Understanding and use of machinery (e.g., viewing table, projector,
scanner, washing machine, etc.)

O Understanding and use of tools (film repair tools, splicer, etc.)

) Analogue film development and duplication

STEP 1: Identify knowledge at risk

> When you think about the concept of technical knowledge and skills,
what kind of knowledge comes to mind first that is at risk of not being
shared (enough)?

> To help with this exercise, technical knowledge and skills have been
divided into several categories. Select those that you believe should
be developed or better shared within your organization:

(J Material knowledge (types of materials, chemical composition, etc.)
[J Media production processes (editing, lighting, etc.)
) Analogue restoration and repair skills

(J video technology
() Hardware repair and maintenance
(J useand design of software programmes

deterioration, etc.)
(J other:

> Discuss your answers with each other.

%

your institution.

Findings from research:
Why is it necessary to share
technical knowledge and skills?

To carry out daily preservation work: Practical skills and knowledge of
audiovisual media technology are used in the daily practice of audiovisual
archives. These can include assessing the material condition and audio-
visual quality of audiovisual media, deciding on preservation needs, docu-
menting the technical aspects of collection items, and performing analogue
or digital reproduction/duplication. Further practices involve working on

analogue and digital preservation and restoration, viewing and screening
audiovisual formats, operating and maintaining equipment needed for
inspection, viewing, reproduction and screening. They are also required

for the improvement, modification and manipulation of all the above pro-
cesses. Practical skills and technical knowledge are complemented and

combined with knowledge of media and film history, the collections, the
organization, and preservation. For example, when collections are pro-
cessed and catalogued, this includes not only technical information, but
also details about the content and preservation of the collection objects.

(J Preservation environment technology (vaults, climate control)
[ Preservation interventions (freezing, baking, dealing with mould,

Choose one category to focus on in the next steps of this exercise.
> ldentify and describe this category of knowledge and skills applied to
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To create understanding necessary for access and use: Technical know-
ledge and skills are used, practised, and developed by those who work

directly with audiovisual collection objects, such as audiovisual archivists,
people working in print control, digitization, collection processing, film

projectionists, restorers, and color graders. Yet, having an understanding
orinsightinto the technology of audiovisual media and the material nature

of collection objects can also be useful to those who do not work directly
with the material. For example, an understanding of the technical aspects

of collections can prove useful for curators and researchers seeking to

access collections, since access depends on the technological facilities and

material condition of the collection objects.

To generate awareness of the need for preservation: Understanding the
material aspects of collection objects and their fragility - what can happen
to collection objects, what is needed to care for them, and what is needed
to make them accessible in the future - is necessary in order to understand
the value of preservation. Sharing information about the material aspects
of collections builds an understanding of the importance of preservation.
This understanding needs to be communicated to the management, whose
role itis to decide on preservation planning. Taking things one step further
and communicating the importance of preservation to the general public
and funding agencies can help create an awareness of the importance and
value of audiovisual preservation in general. This can be a crucial factor
when it comes to achieving recognition and gaining support. Promoting
and sharing knowledge of the material artifacts and their possible deteri-
oration can help you make your case and clearly communicate this value.

To collaborate and complement knowledge and skills: Technical know-
ledge and skills cover a broad, complex, and varied field, which means that
the knowledge and skills needed for audiovisual preservation depend on
collaboration. Not everyone who works in an audiovisual archive has the
same level of knowledge and expertise about audiovisual technology. For
example, people who work with materials and machinery used in preser-
vation need to collaborate with and rely on engineers who maintain equip-
ment. One of the interviewees mentioned that, in their preservation and
digitization team, not everyone has the same level of expertise and skills
but, all together, they possess the knowledge they need.
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“You can’t expect people who are experts for materials and interpreting those
materials through machinery to be mechanical engineers, electronics engin-
eers, physicists, digital engineers, and software specialists. You can’t have
all that in one person.”

STEP 2: Define the risks

> Now that you have read about the reasons for sharing technical know-
ledge and skills, which of these apply to your category of knowledge?
> What are the consequences and risks if this knowledge is not shared?

STEP 3: Think of improvements

Findings from research:
How are technical knowledge
and skills developed?

Hands-on experience: Practical knowledge and skills related to audiovis-
ual media technology are acquired through hands-on experience. Although
practical knowledge may be preceded by theoretical knowledge or explan-
ation, instruction, and demonstration, hands-on experience consolidates
and helps retain that knowledge.

“It really all took place in practice. We had just a few books, basically books
on cataloguing, but we didn’t have any books about handling, we learned
everything in practice, at the [viewing] table, where we saw how to review a
film, how they cleaned it, how they measured it, how they saw the damage.
In short, we learned all that at the table.”

The time it takes people to learn depends on the complexity and difficulty
of the technology or the material they are working with.

Now that you have defined the importance of sharing this knowledge and
described the risks of not sharing it, what would you like to improve?
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“[It took] two, three months before | could rewind a film properly. But to under-
stand everything, to know every type of film, and to understand the condition
of the film, maybe a year.”

An important aspect of gaining technical skills is making mistakes and
learning from them. It also takes time for people to gain confidence in prac-
tice and develop their hands-on skills. Practice and continuous repetition
help people stay on top of things and are beneficial in preventing the loss
of knowledge and skills.

“You need to work your way around so that you get to see how the machines
work and react. You thread the film and then you wonder if you’ve done it
right, and you go and fetch somebody and ask them if that’s right. Or you
see what happens if you do it wrong. | make mistakes and that’s how [ learn.
| scratched a few films.”

Exposure and explanation: Being exposed to technical processes brings
understanding. Although instruction and practice are usually needed to
learn how to undertake these technical processes yourself, exposure brings
about a kind of understanding that might be enough for those who do not
have to work with the media or equipment directly.

Oneinterviewee mentioned that being exposed to photographic processing
in the darkroom provided them with a basic understanding of how photog-
raphy works. Another interviewee noted that they gained a good insight
into the background of their work in a film archive through their exposure
to the world of film-making and lab work from a very young age through
parents who worked in the industry.

Explanation can also play a role in creating understanding. For example, if
colleagues offer explanations about the technical processes and take you
through all the steps, this creates an understanding of these processes.

Training, education, literature: Some knowledge and skills related to
media technology are learned through education and training. These
can be either external or internal - conducted through training offered by
experienced colleagues. Learning about technical processes or figuring out
how to perform new tasks can also take place through reading about tech-
nology and technical processes. When there is a lack of available training,
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learning through literature may be the only option. For example, one can
learn about how a machine or piece of equipment works through reading
amanual. Documentation on practices and workflows (as described in the
section about organizational knowledge) can be put to use so that people
can familiarize themselves with the workflows and gain knowledge about
the actual practice.

Findings from research:
Where can technical knowledge
and skills be found?

Generation-specific: Because learning comes with practice and experi-
ence, people acquire knowledge and skills about the media formats and
devices that are prevalent and common in their time. This means that
knowledge and skills about different media can become generation-spe-
cific. For example, a younger generation that has grown up with digital
technology may have more opportunities to learn about new media tech-
nology than the previous generation, which grew up with other media
formats. Knowledge of older or obsolete technologies, such as analogue
film or video formats, may be held by those who have gained knowledge
and practice through experience at the time these technologies were in use.
When it comes to older technologies, the expertise and knowledge held
by people from the generation that has had active practice with or worked
with these technologies is of paramount importance.

Literature and documentation: Literature on media technology, manuals,
and documented work processes are more available now than was the case
in the past. One interviewee mentioned that technical knowledge used
to be transferred from experienced colleagues to new ones, but now the
internet can also be used to look up information. In the past, fewer technical
handbooks were available and information was generally more scattered.

Internal and external experts: Knowledge and skills related to audio-
visual media technology include knowledge about the production and
maintenance of different formats and technology. While within archives
technical knowledge may be focused on the preservation of audiovisual
media (knowledge of materials, handling of materials, use of equipment),
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STEP 4: Analyse

what level of knowledge is required (ranging from general under-
standing to in-depth knowledge)?

STEP 5: Map challenges

nize any that apply to

How is this knowledge shared presently? Is it shared verbally, through
documentation, a combination of both, or in other ways?

When or (i.e., in what kind of situation) is this knowledge shared?
With whom does this knowledge need to be shared?

Not everyone needs to have the same level of knowledge. Describe

The following paragraphs describe the most common challenges
encountered in sharing technical knowledge and skills. Do you recog-

Can you think of any other challenges?

knowledge about the production and maintenance of equipment, the
production and material and technical characteristics of media formats is
not always available within the archive. Nonetheless, industry or freelance
experts hold this knowledge and can be consulted. For example, archivists
may know how to use the equipment for a particular video format and may
even have basic maintenance and cleaning skills, but they rely on external
experts or the manufacturer for repair, support, parts and service.

Theoretical or in-depth knowledge: The depth of knowledge and skills
you should strive for depends on what you need for your job. For example,
someone preparing film elements for digitization might be able to recognize
different elements, but does not understand the analogue film production
process and how these elements relate to one other. Some people have
been trained to handle film material in a certain way, but do not necessarily
know the reasons behind this. Lack of in-depth knowledge can also be the
result of changing technologies. For example, as one employee mentions,
there is no need to know much about engineering scanners when new
scanners are much easier to handle.

your category of knowledge?
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Findings from research:
What are the challenges in sharing
technical knowledge and skills?

Audiovisual media technologies are characterized by change
and transition and changing technology can introduce
feelings of discomfort.

Technical developments and changes in media formats are a constant factor
in the field of audiovisual media, which significantly shapes the work of
audiovisual archives. These changes are often driven by the industry and
the relentless introduction of new media formats, playback devices, soft-
ware, and so on. Changes in audiovisual media technology have a direct
impact on how audiovisual media are preserved and made accessible,
and require changing knowledge and skills. Technical change poses high
demands and challenges because it requires employees to learn new tech-
nologies and adapt existing work practices. To keep up with these changes
and to enable change, the knowledge, skills and the vocabulary connected
to it, which is necessary to preserve and present audiovisual media, need
to be constantly updated and adapted.

Technological changes can be intimidating. New technology, but also the
changing terminology that comes with it, can be daunting to those who
are not yet familiar with it. This is especially true when making the big leap
from one kind of technology to another which, in the field of audiovisual
preservation, took place with the transition from analogue and magnetic
carriers to digital media. For many people, overcoming the reluctance to
learn something new that did not even exist when you were growing up
presents a great challenge. For example, not having grown up with digital
technology and having to learn about it later in life can create a sense of
reluctance and discomfort, and it may take extra effort to learn.

Sharing insights about new technologies with other colleagues helps get
everyone on the same page when implementing changes. Explaining the
“why” and “how” is important in this sharing process. Colleagues who are
familiar with newer technologies can share their knowledge of these new
systems and explain them in a straightforward way, using plain language.
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“I probably tend to be a bit in the lead in everything that’s digital because
my colleagues are less comfortable with computers. I've had to train them
in person several times, showing them how to do perform certain tasks on
the computer. I've tried to create some manuals so that even if I’'m not there,
they can follow them.”

Opportunities for learning through practice are becoming rare.

As media technology changes, so does the infrastructure, industry, equip-
ment and the associated expertise. In the same way that media formats

and technologies become obsolete or sub-standard, the support systems

providing machinery and expertise enter a decline. This change results in

fewer practical opportunities to learn how to work with certain formats and

technologies. For example, one interviewee notes that it is impossible to

learn enough about film printing techniques to compare to their colleague
who was trained in a film lab, because there is no film lab around any more

and therefore no possibility to learn about film printing and development
in practice.

Even if an opportunity to work with older formats and technologies exists,
it may be less likely for people to gain experience through practice. For
example, running a film lab and printing on film has become so expensive
thatitisimpossible for people to come to labs to practise, make mistakes,
and possibly waste expensive material. Also, if analogue film projections
are few and far between, there are fewer opportunities for people to train
as projectionists.

“The young people who come here, they’ve never seen a videotape. The basic
understanding of how this technology works, not so much in terms of the
technology itself, but the handling, the feeling for the materials, the plastic,
the film base, is missing. All that is something that requires, | think, a lot
of time, if you don’t have that experience growing up. | had magnetic tape
in my hands because the cassette tapes broke in the cassette player and |
had to use a screwdriver and pens to make the wheels turn. And if you’ve
never done that in all your life, well, it takes some time before you will feel
comfortable enough. Because you can break the tape, you can stratch it,
you can do a lot of damage to it if you don’t know how to handle it. So that
is one big challenge.”
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Training and education are not available to all.

Knowledge and skills related to media technology can be learned through

education and training, but training is not available everywhere. Industrial

training may not be available for older technologies as the industry dimin-
ishes in size. Additionally, as technology becomes obsolete, so do training

opportunities. Training programmes related to audiovisual technology

such as film lab technology or projectionist training may have existed in

the past, when there was a need to train people to work in the field, but are

now unavailable as the fields have become significantly smaller.

Globally, there are few programmes in higher education that focus specif-
ically on learning about audiovisual technology in relation to preservation.
However, in most regions of the world, such programmes are not available.
When formal training programmes offered by educational institutions or
the industry are not available, people have to organize differently and
find other forms of learning, such as training provided by colleagues or
freelance experts.

Some colleagues are reluctant to train people in obsolete technology
because there may be little or no future use for training in that direction.

“This is really training up for obsolescence. It’s almost like teaching people

how to mine coal when we know that coal is disappearing ... ”

The available expertise about older technologies is diminishing.

As media technology changes, the existing expertise quickly disappears, so
that using, servicing, and repairing older or obsolete equipment becomes
more and more of a challenge. The question is how long the experts will
be around. The knowledge held by the few existing experts and labs is
becoming increasingly valuable.

Evenifthe technology in question is not obsolete, relying on external expert-
ise can be a challenge. For example, some interviewees expressed concern
about the availability of local support for equipment repairs seeing as many
companies have no representatives in their country or region.
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“[We tried] just recently to find a replacement for somebody who’s off sick.
We were looking for technical competence - experience. This was our main
focus, but it is becoming increasingly hard to come by. People with experi-
ence with two-inch and one-inch video tape machines are very, very rare
nowadays.”

“The people who really know the terminology are dying out. | know how to
use some of the tables, but my knowledge is very limited. But people who
used to work on those tables in editing, for example, they’re all retired now.
Apart from some experimental film-makers, no one uses this table any more,
not in the way it was originally meant to be used.”

Knowledge of older and obsolete technologies might be disappearing
beyond the realm of archives (when it comes to the industry and freelance
services), but archives still need this knowledge to keep playback machines
running and continue to be able to preserve and access older media formats.

“It is a problem to not be able to get that machine repaired, because that
means the tapes can’t get processed as accurately or possibly not at all,
depending on the label. It makes taking in new acquisitions difficult some-
times, because maybe we would like to keep the content but we don’t have
the equipment to view the tapes, so we don’t necessarily know what’s on
them. Or if what’s on them matches what’s on the label.”

Some archives tend to amass equipment and spare parts and train them-
selves to become hubs of knowledge about old or obsolete technologies
in order to continue working with them without depending solely on exter-
nal expertise.

Tacit knowledge acquired through exposure is difficult to transfer.

Part of the learning process associated with practice relies on exposure
to the materials themselves. Exposure can lead to an accumulation of
knowledge about a variety of materials, media, and practices. This kind of
knowledge comes with time and requires experience. It can be very helpful
in quickly recognizing and identifying objects and types of materials. For
example, visual memory is employed in media identification and quality
control.
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Exposure builds up the ability to distinguish material characteristics and
assists in developing an eye for detail. For example, after a period of working
with different analogue film materials, one begins to recognize different
kinds of film stock, or develops a memorized taxonomy of possible forms
that film damage can take. Exposure helps us learn how to read objects
and see them as artifacts carrying traces of the past. In turn, developing an
eye for detail, quality, and format characteristics constitutes the basis for
understanding the possibilities, specificities, and advantages of different
media formats and kinds.

“When | did my degree, | was lucky that [the university] showed everything
on 35 mm if they could find it. And I think this was amazing. | didn’t even
realize how lucky | was. Now, looking back, | realize this was unusual. And |
think that really helped me see - | was not conscious of it at the time - but
it really helped me develop a skill in understanding just what a print is, to
some extent.”

The knowledge gained through exposure to material can remain tacit

when no effortis made to collect and (visually) document the encountered

examples. For example, although the criteria for damage identification are

nowadays much more standardized, subjective evaluations can still come

about because what one person sees as a “minor” scratch might be “some”
scratches in another person’s eyes, and vice versa.

Embodied knowledge is difficult to transfer.

Practical knowledge is acquired and used directly in the process of doing,
which can take the form of handling specific media formats or working with

equipment and machinery. Knowledge related to practical, hands-on work

can therefore become embodied. This embodied knowledge, developed

through routine, provides one with confidence when it comes to doing prac-
tical work and makes their actions and reactions in working with materials

and equipment easy and natural.

“[Making an assessment of analogue film is] just like riding a bike for me. | can
remember | have those skills, but | will probably lose some. Eventually that
stuff will just be gone too. You know, when | go and when new people come
in, people who don’t have those skills, who won’t be using or maintaining
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STEP 6: Plan action

> Based on the challenges and opportunities you defined in the previ-
ous step, what does your team, department, or organization need to
do to achieve your goal?

Create an action plan that defines the actual steps needed to achieve

your goal.

that equipment, [the knowledge and skills] will disappear too. | think that’s
a loss, not to be able to look at [analogue films] yourself.”

It can be difficult to explain and teach this kind of embodied knowledge
or to learn from someone who has it because it is hard to put this kind of
knowledge and these skills into words. In addition, personal preferences,
combined with a person’s ability to share their knowledge, strongly deter-
mine practised ways and methods of sharing. For example, some people
may not be able to talk about what they do, but need to demonstrate it in
order to transmit their knowledge. Others may want to combine instruc-
tion with demonstration when sharing practical knowledge.

Written resources are not available to all.

Although technical literature on audiovisual preservation is becoming
increasingly available, it is still necessary to gain access to it. The chal-
lenges to accessing literature may be having difficulty finding a manual for
an obsolete piece of equipment, a lack of knowledge about the existence
of potentially useful resources, and language, because literature may not
be available in all languages.

“Nowadays, with the internet, | think information is everywhere if you want
to look for something. But you have to be able to read it or understand. So, |
think that people’s level of understanding of English is important.”

Suggested Methods

> Capturing knowledge through oral history —— pages 158-162
> Organizing technical workshops —— pages 167-168
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Sample exercise

STEP 1: Identify knowledge at risk

Hardware repair and maintenance: the maintenance of film viewing and
winding tables.

STEP 2: Define the risks

REASONS FOR SHARING: Knowledge of the maintenance of film editing
tables and rewinders needs to be shared in order to ensure the smooth per-
formance of daily preservation tasks. People who work with these machines
on a daily basis need to know how to keep them in good condition, that
is, how to handle them in a way that will ensure their longevity. However,
there should be more than one person in the organization who knows more
about the maintenance and repair of viewing/editing and winding tables.

RISK OF NOT SHARING: The risk of not sharing this knowledge, or not having
this knowledge, is that we will not be able to maintain and repair our equip-
ment and do our conservation work without it. Since we do not know how
long these machines will be in production, we cannot count on industry
or external experts for repair and maintenance.

STEP 3: Think of improvements
Ensure that all colleagues who use film viewing tables and rewinders are
developing the knowledge of how to maintain them.

STEP 4: Analyse

How IS THIS KNOWLEDGE SHARED? Knowledge about the maintenance
and repair of machinery like viewing tables and winding tables is based
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y

on experience, i.e., hands-on experience. Knowledge is generated when
failures appear and are fixed or remedied within the archive. Manuals,
blue prints, and technical drawings of technical equipment can help as a
reference or may even be indispensable.

WHEN IS THIS KNOWLEDGE SHARED? Not at all, or only during moments of
absolute necessity.

WITH WHOM SHOULD IT BE SHARED? This knowledge lies with people who
used to repair and maintain the machines in question for a living. Very few
of them remain. In our local context, there is only one person left with a
great deal of such knowledge. At this moment in time, this knowledge is
shared with one person who is a part-time employee, but only sporadical-
ly, and mainly verbally and based on questions or concrete problems that
crop up. The knowledge and skills are not shared structurally.

LEVEL OF KNOWLEDGE: Everyone who works with viewing and winding
tables should know how to handle the equipment so that it has a long and
happy life. Colleagues working with these tables should also be able to
repair small things (e.g., lamp replacement, fuse replacement).

Ideally, a few people within our organization should have more in-depth
knowledge and skills necessary to repair and service viewing and winding
tables.

STEP 5: Map challenges

> Technology is changing - winding and viewing tables are used less
and less, which means repairing them is becoming a difficult issue.
The necessary knowledge and skills for the service and repair of these
tables are disappearing. There are also less and less people who have
worked with this equipment in other capacities, such as editors or

5 Mailing lists through
which communities

ask questions and

share knowledge.

l

projectionists, who come to work at the archive with prior experience
in maintaining tables.

> Thekind of knowledge and the skills necessary to repair and maintain
this equipment are largely based on experience, and there are less
chances to gain this experience due to (almost) obsolescence.

> Available expertise in local contexts is diminishing or becoming impos-
sible to locate. External expertise might exist, but is untraceable.

> Access to literature on these machines is partly available and gath-
ered within our archive, but by no means complete. We know that the
senior mechanic currently in charge of repairing this equipment has
a collection of documentation related to the machines that he might
want to donate.

> Wearenotaware of any literature, sources or expertise currently being
shared through the international community of archivists, film editors,
and labs, but there might be a resource available that we are unaware of.

STEP 6: Plan action

1. Find out where knowledge and skills are documented or located. Are
there any online resources, online communities such as listservs that
provide help and expertise when needed?®

2. Organize aninternal workshop on the proper care and use of equipment
and tools, clearly communicating to everyone that maintaining and
caring for the equipment is becoming increasingly important since
these items are not being produced on a large scale or at all, etc.

3. Create a shared inventory of the available equipment in the archive
and log the service and repairs to each of the viewing benches and
winding tables.

4. Find out if itis possible to invite an external expert who could give an
introduction to the structure and mechanics of winding tables and
viewing benches.
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Audiovisual archivists engage in ongoing processes of knowledge sharing
in a variety of situations - this is part of their work. While a great deal of
sharing occurs naturally, certain situations require careful consideration
and a tailor-made approach. In order to provide a structured framework
for discussing knowledge sharing in different contexts, this chapter outlines
four scenarios in which a special approach to knowledge sharing is particu-
larly relevant: at the beginning of employment, during daily work, at
the end of employment, and when knowledge has left the organization.

Each of the four sections provides a summary of the research findings

that offer insights into the most significant patterns discovered during
the research. The research findings are accompanied by exercises, which
comprise the following steps:

STEP 1: Reflect on the scenario - The exercise begins with brainstorming
about how the scenario relates to the reader’s organization. The goal of
this step is to outline an example that is typical of the scenario and rep-
resents one of the challenges of knowledge sharing in their organization.

STEP 2: Think of improvements - Once one example has been outlined,
the next step is to think of possible improvements to knowledge sharing.

STEP 3: Analyse - In this step, readers will analyse the knowledge involved
in the example they have chosen and establish who possesses it.

STEP 4: Look at the scenario from different angles - This step encourages
readers to look at their example from different perspectives and identify
the characteristics, issues, and circumstances in their scenario that have
adirect impact on knowledge sharing.
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STEP 5: Plan action - After gaining an idea of what needs to be improved
and having identified the characteristics, issues, and circumstances in the
scenario, the last step is to create a road map for improving knowledge
sharing and plan concrete actions.

These exercises are specifically designed to help audiovisual archivists
assess knowledge sharing in their particular situation and encourage them
to develop an action plan. To assist the readers in developing their own plan,
the appendix following every final step provides suggestions for potential
methods that can be used with each scenario. Readers can refer to the
next chapter, “Point of Departure Ill: Methods,” for more details on these
methods. In addition, sample exercises are provided at the end of each
section as a reference or source of inspiration for conducting these exercises.

Before you start an exercise:

> Choose the scenario you want to work on.

> Decide whetheryou want to do the exercise individually or with a small
group of colleagues.

> Allow at least two to three hours for the exercise.

> Organize several large sheets of paper and pencils or pens to write
down and map the steps.

> To get the kind of result that will be of most use to you, try to avoid
general answers and think of concrete examples instead.

When you are done with the exercise:

> Think about what you want to get out of the exercise. Ideally, the result
will be a written document that summarizes the knowledge at risk,
the characteristics, issues and circumstances of knowledge sharing
in a particular scenario, and contains a proposal for solutions and
methods that will help you improve knowledge sharing. This paper
can be presented to your management, funding body, or whomever else
you need to convince of the importance of knowledge sharing methods.

> After you have completed this exercise, set a date for a follow-up meet-
ing where you will discuss the progress you have made in applying the
steps you defined.

Knowledge Sharing
When Starting
Employment

Startinga new job in an audiovisual archive is one of those moments when

knowledge sharing is needed. It is an important moment in a newcomer’s

learning journey as they begin to acquire knowledge about the job, the

organization, and the collections they will be working with. At this moment

in time, knowledge sharing is a two-way process - newcomers learn, but

they also contribute their knowledge and skills to the collective sum of the

team’s knowledge and skills. Given the importance of this moment, the col-
leagues involved as well as the management have a significant role to play

in the methodological transfer of knowledge. The knowledge that needs

to be shared at the beginning of the job may include organization-specific

principles, policies, and standards. It will also include administrative know-
ledge, a general idea of the make-up of the collections, knowledge of the

physical layout of the collection environment and the structure and organ-
ization of the collection storage. The newcomer will also need to learn how

to navigate the documentation (understanding what types of documents

there are, how documentation is organized, how to access documentation),
and colleagues (how to communicate with colleagues, learning who holds

what kind of knowledge, and how to reach out to colleagues).

STEP 1: Reflect on the scenario
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> How is knowledge shared in your organization when a new person
arrives? Individually brainstorm about what comes to mind when you
think about this scenario.

> Share, compare, and discuss each other’s views, then choose and
describe one thing that typically does not go well.
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STEP 2: Think of improvements

> In the example you have chosen, what can be improved about the
process of knowledge sharing?

Findings from research:
Types of knowledge

The approach taken to acquire knowledge in a new organization will depend
on the types of knowledge that need to be acquired. Different types of
knowledge have different learning curves. For example, although some-
one may be able to learn how to navigate the vaults and how to search
collections using the database right from the start, there are other types
of knowledge and skills to be acquired. Knowledge of the collections, com-
plex technical knowledge and skills, and an understanding of the context
of past preservation practices develop only with time and experience.
One interviewee explained the development of a deeper understanding
as follows: “Although you can learn skills like film handling, as well as those
practical skills, and the skills of presenting and researching, there is also
the knowledge, the deep knowledge of the actual collections. And that is
something that develops over time. Your understanding and your way of
working with a collection is something that develops over time as well. This
kind of learning on the job and this kind of experience are very important.”

The nature of knowledge not only requires an appropriate time frame but
also calls for an appropriate method for sharing it. Some knowledge and
skills are difficult to teach with words alone and require demonstration
by experienced colleagues, such as the knowledge required for film iden-
tification. Others require a combination of instruction and hands-on
practice, such as learning how to handle film and video formats or how to
operate equipment. The type of knowledge furthermore determines how
much guidance is needed, and whether the person in question can acquire
the knowledge and skills on their own. They may need to be taught by
others and require explanations, and it also may happen that these two
methods need to be combined. For example, the logic behind a particular
audiovisual vault system may be difficult to understand without any guid-
ance or explanations from more experienced colleagues.

STEP 3: Analyse

knowledge documented?

skills?

> Canyou think of any other aspects?

Findings from research:
New employees’ level of
experience and background

Every new employee brings a unique set of knowledge and skills to the
organization. The amount of learning required by new employees varies
according to their previous knowledge and experience. Prior knowledge
might be gained through education, such as academic studies, intern-
ships, training, seminars, workshops, and/or work experience in the
field.

Thereis a growing interest in educational programmes focused on audio-
visual preservation. Generally speaking, the study opportunities in this
field have gradually increased.® In the past, where such programmes and
training opportunities were scarce, archivists had to largely rely on on-the-
job training or self-education in order to acquire knowledge and skills
related to audiovisual preservation and archiving. Having an academic
background in this area can help people acquire a conceptual understand-
ing and approach to audiovisual preservation, as one interviewee points
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> What types of knowledge and skills are at stake in your example?
> Who has this knowledge and these skills? Alternatively, where is this

> Whatare the appropriate methods of sharing this knowledge and these

STEP 4: Look at the scenario from different angles

> Thefollowing pages explain some of the aspects (characteristics, issues
and circumstances) of knowledge sharing that appear when starting a
new job, as established by research. You can use them as a lens through
which to view your own knowledge sharing example. Do you recognize
any of these aspects? How do they apply to your example?

6 Alist and description
of currently available
academic programmes on
film archiving, curating, and
programming can be found

through the website of FIAF.
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-7 Foran elaboration on
the limited possibilities
to acquire and develop

technical knowledge and
skills, see the subsections

“Opportunities for learning

through practice are
becoming rare.” on page
80 and “Training and

education are not available

to all.” on page 81.

out: “Documentation is not a fun thing to work on, but it’s so important. | think
the newest generation of archivists and audiovisual archivists understands
that because their training has included information about that.”

Despite an increase in educational programmes related to audiovisual pre-
servation, there is still only a limited number of academic programmes
or specialized courses available worldwide.” One of the interviewees
expressed their concern regarding the lack of educational opportunities
in their region: “I’m not really an archivist either. It’s not what | studied,
so I'm learning it as | go along. And | don’t have a support system for this
training - not even for me, and | am very interested in being an archivist. |
don’t have support in the sense of getting training or taking courses, some-
thing like what librarians can do - to learn about audiovisual materials
and cataloguing. For these things you have to go to the international scene,
which is possible, but it costs money. | think the situation in [country name]
is very alarming in terms of succession.” For many archivists it is common
to have a background in fields other than audiovisual archiving, such
as information sciences, humanities, or film-making, and they learn and
adjust their knowledge on the job.

Newcomers with an academic background but no prior working experience
encounter the challenge of translating and applying theoretical know-
ledge to practice. They may have difficulty adjusting their expectations
and finding a common language with their colleagues when theoretical
concepts do not match the reality of the situation. This can make it diffi-
cult to find common ground, as the following exampleillustrates: “/ think it
was difficult to find a similar language because | came from academia, and
| used to use many words that were never heard in the archive. | wanted to
conceptualize and [l asked things like]: ‘Where is your collections guide?’ And
they said: ‘What collections guide? What are you talking about?””

Individuals who are new to the field have more to learn than those with
prior work experience. However, prior knowledge and experience notwith-
standing, every newcomer must acquire and develop organizational
and collection-specific knowledge when starting a job, as this example
illustrates: “Most newcomers do have a background in museum studies and
know some of the basic processes, so this is something they do not have to
learn when coming to an organization, but they do need to learn about the
objects within the collection.”

Findings from research:
Access to knowledge of colleagues

When newcomers join a team, they are typically introduced to their col-
leagues, including those they will work with directly and those from other
departments. The absence of these introductions can be challenging,
leading to potential gaps in a newcomer’s organizational knowledge.
This can leave newcomers unaware of individual responsibilities and
unsure of where to go with questions.

Newcomers usually acquire most of the knowledge they need for their
jobs from their predecessors or colleagues working in the same area
who already have and use the knowledge they need on a daily basis. If
there is no one to turn to for guidance, the situation can be challen-
ging for a newcomer who is not yet equipped for their tasks and lacks the
necessary specialized knowledge, as indicated by one interviewee: “In my
first year, | alone was responsible for duplication. And | had so many con-
cerns about doing this by myself because it was a very important thing to
do. There are so many ethical issues involved in this that | sometimes felt
that I was left alone with that.” It can also be challenging for newcomers
to have to depend on colleagues who are reluctant to share and have
a protective attitude towards passing on their knowledge and skills.
This attitude obstructs access to their knowledge.

Another challenge people may face when starting a new job arises when
it comes to acquiring the knowledge and skills needed to perform
tasks that have not been reviewed or updated. Working practices may
have been developed over time, and if they have not been reflected upon
and evaluated, potential weaknesses may not have been identified. As a
result, it may take time for a newcomer trying to learn these practices to
realize that they have in fact acquired incorrect or outdated methods.
The following example illustrates this challenge: “What they were doing at
the time, for example with the descriptions, with entering the data into the
database, was in many ways completely wrong. They didn’t have the right
rules in place. For example, whatever kind of material they were documen-
ting - raw material, news coverage, documentaries, different things - they
were annotating it as a documentary. And | followed along, I did it like that.
Then it took me months to realize that it wasn’t right, so we corrected it.
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So, if something is not set up right in the beginning, you learn it the wrong
way. And there is no one to tell you that it is not good, because they are not
aware that it is not good.”

Findings from research:
Newcomers’ learning attitude

Every person learns differently. Moreover, depending on the type of
knowledge they are learning, some people benefit from close super-
vision and guidance, while others prefer to have more autonomy and
flexibility in their learning process, as indicated by one of the interview-
ees: “There is a really big difference between people. Because some people
just want to have tasks and do those tasks. And some people want to feel
more . .. 1 don’t know if agency is actually a good word for this - but they
want to have a more active role in what they are doing and how they are
doing it.” Some may find it easier to absorb new information when it is
explained by a colleague, whereas others may acquire information bet-
ter through reading manuals and guidelines, through observation, or
hands-on practice. As the following example shows, some newcomers
are aware of their own preferred learning style and are explicit about it
when starting work: “That was part of the discussion between [co-mentor’s
name] and me, and in the end with the trainee too. Because he himself said:
‘Please, I’'m a hands-on person. So I need to do things, it would be best if |
can do things.”

Aperson’s learning style can also depend on whether they prefer a variety
of tasks or clear tasks with little variation. Those who enjoy new tasks
and challenges in their work tend to have a natural inclination towards
acquiring new knowledge and skills. One interviewee noted that it was
relatively easy to acquire new technical skills because of their tendency
to learn continuously: “ hadn’t done much with film before. Really, | never
touched a film reel before | came here. It was always videotapes, or maybe
a bit of audio tape. | enjoyed it. I’'m somebody who always wants to learn
new things, | don’t like sitting, doing the same thing all the time. | like to
learn new things or do things that | haven’t done before or haven’t done for
a long while. [ like a bit of variety, a bit of a challenge.”

When starting a new job, one of the primary ways of learning is asking
questions. Posing questions shows an individual’s active interest in tap-
ping into the knowledge of their colleagues and demonstrates their
curiosity and eagerness to learn, as the following example shows: “They
didn’t know what to do with me. And | was wild enough to take advantage
of it and basically say, ‘Listen, I've got nothing to do here. The guy who
hired me is gone. And nobody knows what to do with me. | want to know
how to do all that stuff. Can you help me?’” Asking questions is also a way
of making sure that one is performing newly learned tasks correctly
and learning how to improve one’s work. Seeking knowledge through
asking questions is a tool not everyone feels at ease with. Some feel hes-
itant or uneasy about asking questions because they are afraid of being
perceived as uneducated, or because of their personal traits, such
as shyness. In contrast, others exhibit a greater level of comfort when it
comes to learning through asking. Asking is an important skill to have in
the learning process, as indicated by one interviewee: “I think it’s a skill
in itself, it’s one of the crucial skills you couldn’t teach somebody - to be
curious. If you’re interested in something, just go for it.”

There can be a correlation between a new employee’s career stage and
their willingness to learn. An interviewee with a long career in the field
and extensive prior experience mentioned that they were not motivated
to seek out new knowledge at the beginning of their most recent pos-
ition: “/ don’t know how to do anything else, and the strength needed to do
something like that somewhere else, | also didn’t have that. So I said, ‘I can
only do something with film,”’ and | was glad that | then got into the archive
and that | stayed with what | had actually been working with basically my
whole life.”

Findings from research:
Access to documentation

The extent to which documentation is organized, understandable and
accessible to newcomers has a direct impact on the knowledge sharing pro-
cess. For example, new employees can face difficulties because workflows
and responsibilities are not documented, which can cause confusion and
make it difficult for them to understand their tasks and responsibilities, as
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- 8 For further information
on the importance of
sharing knowledge related
to the organization of

the workplace, see “Why

is it necessary to share

organizational knowledge?”

on pages 31-33.

STEP 5: Plan action

> Now that you have gained an insight into your knowledge sharing
example, it is time to think of a plan of action. How can knowledge
sharing in your example be improved?

> Discuss the concrete steps that are needed to improve knowledge
sharing. Identify who needs to be involved and assign responsibilities.

well as those of their colleagues. This lack of clarity at the very beginning
of a job can limit their ability to acquire organizational knowledge and
understand who to turn to with questions, what knowledge is neces-
sary for their role, and what workflows and standards to follow when
performing their work,® as illustrated by the following example: “There is
something good about coming somewhere and knowing what the standards
are. | think this is the main thing that was really missing at [organization
name]. There were no standards, there were no ways things should be. And
ifyou are learning, you want to know how things should be. You want to have
something to hold on to, some guidelines. You try to measure your work by
them: you know how you are doing because you know this is how it should
be, and you try to do it like that. And if something like that isn’t there, then
you start to question everything. Is it necessary to do it this way? Why can’t
it be done another way?”

In some organizations, there may be a lack of standards and consist-
ency when it comes to documentation practices, which can create diffi-
culties when it comes to understanding existing documentation. For
instance, colleagues working with loan requests may use very individu-
al methods for documenting these requests. This can create difficulties
for new employees trying to understand the proper methodology for
documenting loans, as the existing records may only make sense to
those who initially created them and not to others.

Newcomers may also find themselves in a situation where the documen-
tation is not accessible to them, which can be a challenge. Inaccessible
documentation may be due to colleagues who are not forthcoming
in sharing information or because colleagues left behind disorganized
documentation and are no longer available for consultation.

Suggested Methods

> Planning an induction process —— pages 138-141
> Mentoring —— pages 142-144
> Planning a period of overlap —— pages 155-157
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Sample exercise

STEP 1: Reflect on the scenario

When new employees start work in our organization, where only a handful
of people work in the archival department, they are taught and introduced
to the job by colleagues with 20+ years of experience at the organization.
These colleagues developed preservation workflows on their own, and
these might not meet current standards and need to be updated. The
danger is that new employees are taught false or outdated working
practices. Another challenge is finding ways for new colleagues to bring
in new knowledge based on prior experience or education and thus
introduce new ideas about changing preservation workflows.

STEP 2: Think of improvements

> Preventing outdated knowledge from being passed on to newcomers.

> Critically evaluating existing preservation workflows, i.e., the know-
ledge of long-term colleagues prior to introducing newcomers.

> Finding ways to evaluate existing workflows together with newcomers
and taking the opportunity to invite new ideas and input.

STEP 3: Analyse

> What types of knowledge and skills are at stake?
> Knowledge related to cataloguing standards.

> Who has this knowledge and these skills?
> Long-term colleagues know about cataloguing standards from

their own practice; the newcomer might know about cataloguing
standards through education.
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> What are the appropriate methods of sharing this knowledge and
these skills?

> From experienced to new colleagues: demonstration accompanied
by explanation, doing-it-yourself.

> From newcomers to experienced colleagues: explanation of new
cataloguing standards learned elsewhere or acquired through ac-
ademic studies or training.

STEP 4: Look at the scenario from different angles

NEW EMPLOYEES’ LEVEL OF EXPERIENCE AND BACKGROUND

Newcomers might have acquired education in the field of audiovisual
preservation, in contrast to the long-term colleagues who come from
other fields and have mostly learned on-the-job. Due to different back-
grounds (academic vs. hands-on), there have been challenges in finding a
common language to speak about the preservation activities, particularly
about documentation standards and practices. This might also influence
the communication about preservation workflows, since ideas about how
to do certain things might be approached from different perspectives.

ACCESS TO KNOWLEDGE OF COLLEAGUES

Colleagues with a longer tenure have generally been open to sharing their
knowledge, but since some of their knowledge about documenting col-
lections has become outdated, a newcomer must critically evaluate the
information that is being passed on to them.

NEWCOMERS’ LEARNING ATTITUDE

When a newcomer is skeptical about outdated knowledge passed on to
them by their colleagues, problems in communication might arise be-
cause the newcomer will be less willing to take in the knowledge that they
are being taught.
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ACCESS TO DOCUMENTATION

> Long-term colleagues created and organized most of the documen-
tation and have been the only ones using it until the arrival of new-
comers. Some of the records were not made with the idea in mind that
anyone else might ever have to use them. As a result, a newcomer can
have trouble understanding how to navigate through the system of
documentation without the guidance of their colleagues.

> There are gaps in the documentation. For example, there is no docu-
mentation on how to navigate the different forms of documentation.
Long-term colleagues either never saw the need to document some of
their unique knowledge, or they didn’t find an appropriate place for it
in the existing documentation system.

OTHER FACTORS

> The management is not aware of the fact that certain documentation
practices are outdated.

> Colleagues who have always worked with paper documentation might
find it challenging to become familiar with the use of digital tools in
order to improve documentation practices.

STEP 5: Plan action

To improve knowledge sharing when a newcomer joins the team,
management can:

1. Invite colleagues to collaboratively prepare a mentorship plan before
the newcomer joins the team.

2. Discuss the plan with colleagues, talk about their roles in the men-
toring process and the areas of knowledge they will share with the
newcomer.

3. Review the documentation of the existing preservation workflows to-
gether with colleagues.

4. Introduce the newcomer to the team and make sure everyone is famil-
iar with and agrees with the mentorship plan.

5. Make sure the newcomer has access to the workflow documentation.

6. Organize meetings with experienced colleagues and the newcomer

l

on aregular basis, discussing and evaluating the progress of the intro-
duction and mentorship plan.

Invite the newcomer to give feedback on the preservation workflows,
encourage new ideas and improvements.

8. Make sure the changes in the existing workflows have been documented.

To improve knowledge sharing, a newcomer can:

Follow the mentorship plan, pose questions to colleagues, observe.
Use documentation to complement knowledge acquired from
colleagues.

Make their own notes, come back to them to recall and review acquired
knowledge.

When they notice a mistake in documentation or verbally shared infor-
mation, communicate that to colleagues and management and update
documented information.

When they have an idea about possible improvements to the existing
workflows, communicate that to colleagues and management. Find
ways to implement changes together.

Share information related to updated workflows with colleagues
through daily practice and dedicated meetings.

Update the existing documentation with information about workflow
changes.

To improve knowledge sharing, experienced colleagues can:

Prepare a mentorship plan together with management, think about the
types of knowledge that should be shared with the newcomer.
Collaboratively review the documentation of the existing preservation
workflows, ask colleagues for feedback.

Introduce the newcomer to the workflows and documentation, answer
their questions.

Discuss the newcomer’s ideas forimproving the existing workflows and
work together to find ways to implement changes.

Learn about the updated workflows.
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Improving Existing
Systems of Knowledge
Sharing during

Daily Work

Sharing knowledge is an ongoing process. It happens informally within
each organization, through regular communication and simply working
together. Knowledge is also shared outside of working hours, for example,
during breaks or through meetings in free time. In addition to informal
methods of sharing, there are formal means of sharing knowledge through
shared documentation and methods of written and oral communication,
such as emails, reports, meetings, and workshops. Certain situations can
expose the shortcomings of the knowledge sharing systems, such as in-
stances of miscommunication, uncertainty about who has a certain kind
of knowledge or where to find it, unfamiliarity with the activities of other
departments, and challenges in accessing information in the documenta-
tion. Improving current knowledge sharing systems and introducing for-
mal knowledge sharing methods can enhance communication and make
it easier to access and use existing knowledge. This includes knowledge
about daily activities such as, for example, how work is organized in a
particular department, the responsibilities of other colleagues, or what
projects are in progress. However, this can also refer to knowledge that
provides a deeper understanding, such as collection knowledge, know-
ledge about past preservation activities, and historical knowledge related
to the collection and the organization.

STEP 1: Reflect on the scenario

> How is knowledge shared within your organization during daily work?

Individually brainstorm about what comes to mind when you think

about this scenario.
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> Share, compare, and discuss each other’s views, then choose and de-
scribe one thing that typically does not go well.

STEP 2: Think of improvements

process of knowledge sharing?

Findings from research:
The sum of a team’s
knowledge and skills

Sharing knowledge during daily work depends on the diversity of experi-
ence within a team, and on how each team member’s knowledge com-
plements that of their colleagues. When a team consists of individuals
with different backgrounds, experiences, and areas of expertise, they can
complement each other’s knowledge by learning from each other on the
job and filling in the knowledge gaps that arise during their work. The
following example illustrates the benefits of having a diverse team in terms
of experience and knowledge: “You used to have people in their mid-careers,
people who had been there a long time, people who were experts in military,
worked in AV, people who were experts in feature film acquisition . . . You
had a great variety of people you could draw on if you had a question about
broadcasts or history, you could go to [colleague’s name], go to whoever
the archivist in charge of this was and say: ‘Is it your file? Can you tell me
about it? What was the history of it?’ That kind of thing is important to share
amongst your colleagues, it’s part of your learning on the job.” In contrast,
the possibilities of learning on the job can be limited when one cannot
rely on the knowledge of colleagues, as seen in this example: “/ realized
that they don’t know the difference between Super 8 and 8 mm film, and they
are not interested in learning about it. They know a lot about the content
of the collection, the elements. But they don’t really have a lot of technical
knowledge related to film material that | needed for my work.”

> In the example you have chosen, what can be improved about the
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Ateam of colleagues with different areas of expertise can be valuable, not
only because they can be called upon for assistance when needed, but also
because their unique knowledge and skills can complement those of
their colleagues in collaborative projects which may become even more
necessary during times of changes, as the following example illustrates:

“And given what’s happening now with digital technology . .. The convergence
of everything means that our IT people, our preservation people, our curators,
and our cataloguers are all becoming part of a larger, increasingly interacting
group than they’ve ever been in the past.”

Diversity of backgrounds and experiences can result in different perspec-
tives on work, the way it is done, and the decisions that are made in work
practices. Sharing different perspectives can stimulate interesting dis-
cussions and learning, as one interviewee noted: “Sometimes we didn’t
have the same views, and it was very interesting. What | didn’t want when
I made this training is for all the people to adopt the same methodologies,
because they all came from different backgrounds. Because if the method-
ologies are good, I think there is no point in making them fit a single rule.
I learned little by little that it’s quite important to respect this difference.
And it was very nice. Sometimes we had some discussions about different
opinions on a case study. And that’s a good way to train people to see the
different possibilities.”

Complementary knowledge can help colleagues broaden their perspec-
tive on work. The following example shows how the sharing of collection
and technical knowledge between two colleagues working in the curatorial
and technical department, respectively, helped both gain a better under-
standing of the collection: “WWe work together to have a full picture. For
example, if you ask the head of the film [department], he has a full picture,
including the technical side. If you ask me about the content of the series, |
have a lot of tools that my predecessor left me, | know how the series came
in and what the series is about, what the most important titles are and what
the preservation status is. But we have to work together to see the collection
as a whole, from a content point of view and from a technical point of view.”

STEP 3: Analyse

knowledge documented?

skills? Try to be specific and give examples.

> Canyou think of any other aspects?

Findings from research:
Access to knowledge of colleagues

This access largely depends on your level of insight into colleagues’ areas
of expertise as well as an understanding of their responsibilities and the
projects in which they are involved. Transparency about who is who and
who is responsible for what gives insight into where to look for know-
ledge. This organizational knowledge, which is necessary to navigate the
organization’s knowledge terrain, can be obtained through documenta-
tion as well as verbal communication.

Successful communication within a team is closely tied to the overall cul-
ture of knowledge sharing. A knowledge-sharing culture is characterized
by a general willingness to share: colleagues are approachable and willing
to share information related to their work activities, answer questions,
demonstrate their skills, provide explanations their colleagues ask for, and
discuss ideas. One interviewee illustrated the collaborative atmosphere
in their organization by describing a meeting where projectionists and
colleagues from the print inspection came together to discuss their work

STEP 4: Look at the scenario from different angles

these aspects? How do they apply to your example?
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> What types of knowledge and skills are at stake in your example?
> Who has this knowledge and these skills? Alternatively, where is this

> How do other colleagues gain from having this knowledge and these

> The following pages explain some of the aspects (characteristics,
issues and circumstances) of knowledge sharing during daily work, as
established by research. You can use them as a lens through which to
view your own knowledge sharing example. Do you recognize any of
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processes and exchange views on what could be improved: “We had a
meeting with the projectionists, where we talked about their work and they
talked about their work and we tried to find a way to do things better. So
yes, it’s a very open atmosphere!” In teams where communication and
collaboration are scarce, people may have problems accessing their col-
leagues’ knowledge, as one respondent noted: “The feeling we had was that
everyone was on her or his tiny island and just doing her or his job without
the habit of having to share too much with others.” Sharing knowledge with
colleagues during daily work also depends on how receptive colleagues
are to new knowledge. One interviewee described their experience of
having difficulty discussing new ideas for improving existing workflows
with colleagues: “I really enjoyed learning and reading about it and checking
how things are done elsewhere. But, for example, | could never discuss it with
anyone from [organization name]. When you have an idea about something
and you think it might be good, you have nobody to reflect on it. Maybe you
just need to say it out loud, but there is nobody to listen to you.”

Individual attitudes towards sharing also affect the accessibility of col-
leagues’ knowledge. For example, a protective attitude or gatekeeping of
knowledge poses a challenge for accessibility. This attitude may be the
result of an unfriendly work culture, changes within the organization, such
as restructuring and downsizing, or a fear of being replaced. This may bring
about a reluctance to share knowledge, or knowledge may be partially
shared, as one interviewee noted: “Sometimes | fear that they are aware
that they are only sharing a part of their knowledge, because they fear they
might be replaced if they share everything, that they are of no value any
more.” Colleagues may be reluctant to share certain information because,
over time, they have become accustomed (due to historical/political cir-
cumstances) to be cautious about sharing potentially sensitive informa-
tion, as one colleague observed: “Especially during socialism, they were
trained not to say anything, so in their mind it is still I’'m not supposed to say
anything,” and it’s so difficult to change that. We had so many things in the
collections that were hidden so that they wouldn’t get destroyed during the
totalitarian regime and very few people knew about that. So it’s very much
connected to our history and to the regime. It’s partly a historical thing, a
generational thing.”

Findings from research:
Knowledge sharing
between departments

Colleagues typically share knowledge about their daily work through
on-the-job communication. Much of the knowledge is shared through
collaborative projects and spontaneous conversations. The physical layout
of workspaces plays a critical role in facilitating these informal discus-
sions, as proximity to colleagues’ offices makes it easier for colleagues to
reach outinformally: “There were two rooms, with just an open door between
us. And when | had a question, | would just give a little shout and he would
answer and come to me. It was very nice because there was always this
paper on his door that said: ‘Please disturb!” That was very nice.” Sharing
knowledge between colleagues from different departments through
daily communication can be difficult. This is especially true when people
work at different locations and have limited opportunities for informal
knowledge exchange, which requires additional effort on their part to
reach out to each other: “Yes, we collaborate on a daily basis, but we are
not sitting in the same room. It’s a bit tricky because sometimes you would
justwantto go to the other room and say: ‘Sorry, hang on, what’s the problem
here?’ But you can’t really do it, you have to send an email or make a call.
So the collaboration is complicated because we are not sitting in the same
place.” Problems with interdepartmental communication may be more
common in larger organizations, as the following example illustrates:

“Our main problem, as is always the case with big institutions, is communi-
cation. We don’t communicate enough with our colleagues. And that’s partly
because we’re on different sites. This is a very common problem in this kind
of organization. They’re big, they’re complicated, and there’s a lot of very
detailed work going on. And we need to talk to each other far more, but we
can’t because of the distance.”

Without regular meetings or other dedicated knowledge sharing op-
portunities that can help bridge the gaps created between colleagues
working in different locations, it is difficult to share knowledge between
departments. Lack of interaction can result in limited insight into the
activities of other departments and missed opportunities to gain a better
overview of archival activities. For example, vault managers and archivists
may not even know what happens to collection items after they leave their
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facilities for digitization because their scanning department is located

elsewhere, as indicated by one respondent: “When it comes to knowledge,
| wish there was more collaboration. Because | spent three years working in

the [collection building name]. | came here [to the other facility,] after that,
and it was only then that | found out how they were digitizing the material. |

never knew. | knew something, but the whole process, the whole workflow, |

only found that out when | started working here. There wasn’t much cooper-
ation when it comes to knowledge. But with my colleagues at the [collection

building name], yes, a lot.”

Findings from research:
Documentation systems

Knowledge can be shared and preserved through existing documentation
systems, depending on how organized, understandable, and accessible
these systems are. A lack of standards and consistency in documen-
tation practices can make documentation inaccessible, as colleagues
may create and organize records in ways that only make sense to them,
but not to others. In such cases, the documentation structure may need
to be clarified by the colleague who created it, as the following example
illustrates: “I found out after all these years, after countless conversations
with [colleague’s name], that if in the catalogue it says [keyword] next to
it, it means this, and if it says [keyword], it means that. And | know that
this information is not documented anywhere but | know it now because
[colleague’s name] told me.”

When different departments or colleagues use different documenta-
tion systems it is difficult to ensure that information is shared consist-
ently across departments, as illustrated in the following example: “You
get different databases in different departments, and different masters and
different sets of knowledge in different departments. Which is a good thing
and a bad thing. But when it comes to knowing what is the best material
to use for a film, it’s not good. Because you can end up going to see a film
at [organization’s cinema venue], and it will be a battered old 35 mm print.
And you’ll think ‘Why did we show this?’ Because the [organization name]
released it on Blu-ray, which means there’s a master somewhere. That sort
of thing happens a lot.”

Other challenges related to documentation clarity and access teams often
faceinclude a lack of designated location for specific information in exist-
ing documentation systems, documentation that is not regularly updated,
workflows and processes that are not documented, and documentation
that exists but is not used.®

STEP 5: Plan action

sharing in your example be improved?

Suggested Methods

> Meeting regularly to share knowledge —— pages 145-146
> Introducing internal presentations —— pages 147-149

> Creating collective documentation pages 150-152

> Organizing collective screenings —— pages 153-154

> Organizing technical workshops —— pages 167-168
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> Now that you have gained an insight into your knowledge sharing
example, it is time to think of a plan of action. How can knowledge

> Discuss the concrete steps that are needed to improve knowledge
sharing. Identify who needs to be involved and assign responsibilities.

9 For elaborations on the challenges related to the clarity and access to documentation

see the subsections “It is difficult to share and communicate knowledge about individualized

systems.” on pages 35-36, “When organizational knowledge is perceived as common

knowledge, it is typically not documented.” on pages 36-37, “Existing documentation might

not be accessible or used.” on pages 37-38, “Knowledge about preservation activities is

often not documented when it is perceived as common knowledge.” on page 50, “Limited

documentation possibilities can hinder the documentation of preservation activities.” on

page 51, “Documentation may exist, but it is not created with the intention of being shared

and therefore remains inaccessible.” on pages 51-52, “Systems for documenting collection

knowledge change.” on page 65, and “Written resources are not available to all.” on page 84.
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Sample exercise
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STEP 1: Reflect on the scenario

In our organization, the team works in two different locations: the film
collection is located on one side of the city, while the cinema, together
with the film-related, programme, publishing, and education departments
are on the other side. As a result of not sharing the same facility, some
colleagues do not see each other regularly, which reduces communication
between the people in these different locations. In addition to limited
opportunities for informal communication, colleagues do not have many
opportunities for formal knowledge sharing between departments, as there
are few cross-departmental meetings. Because of these limitations in
formal and informal communication, employees are not always aware
of what their colleagues in other departments are working on.

STEP 2: Think of improvements

> Finding ways to make colleagues familiar with the work of their col-
leagues in other departments.

> Introducing and encouraging formal knowledge sharing between
departments.

STEP 3: Analyse
> What types of knowledge and skills are at stake?

> Organizational knowledge, such as knowledge about responsibil-
ities or knowledge about which colleagues have recently joined
the team.

D> Knowledge about preservation activities, such as knowledge about
new acquisitions and restoration projects.

> Who has this knowledge and these skills?

B> Colleagues from the film collection hold knowledge about preser-
vation activities, but they might not be too familiar with the exact
responsibilities and activities of all their colleagues in the film-
related, programme, publishing and education departments.

D> Colleagues from other departments are not regularly updated about
ongoing restoration projects and new acquisitions taking place in
the collection department.

> How do other colleagues gain from having this knowledge and these

skills?

B> By engaging in discussions, they can learn from each other and
improve their working practices. For example, colleagues from the
marketing and film restoration teams worked together to develop a
marketing strategy to promote newly restored films. The outcome
of these discussions was a standard for delivering promotional
materials for restorations.

STEP 4: Look at the scenario from different angles

ACCESS TO KNOWLEDGE OF COLLEAGUES

While colleagues are generally open to sharing knowledge with colleagues

in other departments, communication remains scarce. The lack of regular
interaction limits their opportunities to meet, get to know new colleagues

and interns, learn about the work of colleagues in other departments, and

develop relationships that could contribute to a more collaborative shar-
ing atmosphere.

One of the archivists sporadically shares their knowledge of preservation
activities with the other departments, even though this knowledge could
be valuable to the work of those departments. Because there are no for-
mal meetings where this knowledge could be systematically shared, these
colleagues face challenges in obtaining knowledge from their colleague.

1’
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l

KNOWLEDGE SHARING BETWEEN DEPARTMENTS

The organization of work among colleagues in different departments does
not involve much interaction or commuting between different locations. As
aresult, colleagues are often unaware of the specific tasks and projects that
their colleagues in other departments are working on. Communication is
mainly by email and telephone. There are no regular meetings between all
teams, which limits the continuous exchange of knowledge about ongoing
preservation activities.

In addition, colleagues have limited opportunities to meet outside of work-
ing hours. This lack of interaction is a result of both organizational factors,
as there are not many organizational events where colleagues could meet,
and a lack of personal initiative on the part of the employees themselves.
For example, the regular film screenings set up by the organization could
be a chance for colleagues to meet, but not all employees attend these
screenings.

DOCUMENTATION SYSTEMS

We are often unaware of existing documentation created or archived by
colleagues in other departments, even though this documentation could
be useful for our work. For example, the film collection workflow is docu-
mented and stored on a shared server, but colleagues in other departments
do not know it exists and therefore do not use it. Using this documenta-
tion would help colleagues get a better idea of the goings-on in the film
collection.

STEP 5: Plan action
To improve knowledge sharing during daily work, management can:
> Hold regular meetings

1. Organize regular meetings where representatives from each depart-

ment are invited to give updates on what their colleagues are work-
ing on.

l

2. Make existing workflow and project documentation a topic of
discussion at these meetings.

3. Assign a colleague to take meeting minutes and share these with
the entire team.

> Organize collective screenings

1. Encourage colleagues from different departments to suggest titles
from the collection they would like to share with their colleagues.

2. Find atimein the schedule when the theatre is available.

3. Invite everyone from the team to the screening.

4. Aska colleague who suggested the title to prepare an introduction
with some contextual information.

5. Setup aninformal gathering after the screening.

To improve knowledge sharing, colleagues can:
> Attend regular status update meetings

1. Prepareforthe meeting by gathering information within the depart-
ment that needs to be shared with other colleagues.

2. Attend the meetings and take notes.

3. Upon returning from the meeting, share updates with colleagues
in their own department.

4. Encourage colleagues to read the meeting minutes.

> Attend collective screenings

1. Participate in suggesting titles they would like to share with their
colleagues.

2. Prepareanddeliveranintroduction with some contextualinformation.

3. Attend the informal meeting after the screening.
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Preventing Knowledge
Gaps When Ending
Employment

Every employee working with audiovisual collections potentially holds
unique and valuable knowledge that they acquired over time. Their depart-
ure from the organization, whether due to retirement, internal reorganiza-
tion, voluntary departure, or a pursuit of career opportunities elsewhere,
can result in a loss of knowledge: “You’re losing too much when you let
people like [colleague's name] go without sharing information. That hinders
your organization in moving forward, which people may not be able to see
until something comes up years later. And then you’ve got a problem. ‘What
was the story behind this?’ And say, ‘I don’t know, there’s some stuffin the file.
We don’t really know.”” Using systematic methods to share knowledge before
an employee leaves the organization can help prevent the loss of valuable
knowledge. Tacit and intrinsic knowledge built up over years of experience
are particularly at risk in these situations. Types of tacit knowledge can
include collection knowledge as well as knowledge related to specific areas
of work and developed expertise. Also at risk is their understanding of how
to manoeuvre and use different documentation systems, practical skills
and technical knowledge, and knowledge of the organization’s history and
activities (the network of people, knowledge related to acquisitions, copy-
right information, past restoration, research, and preservation projects).

STEP 1: Reflect on the scenario

> How is knowledge shared in your organization when someone is about
to leave? Individually brainstorm about what comes to mind when you
think about this scenario.

> Share, compare, and discuss each other’s views, then choose and de-
scribe one thing that typically does not go well.

STEP 2: Think of improvements

> In the example you have chosen, what can be improved about the

process of knowledge sharing?

Findings from research:
The amount of knowledge, skills,
experience, and responsibilities

The amount of knowledge, skills, experience, and responsibilities someone
has will influence the knowledge sharing process that needs to take place
in preparation for their departure. For example, if a person has worked
across different departments, with a variety of projects, and held a variety
of responsibilities, there could be many areas of knowledge and skills
that must be transferred to the rest of the team. If a departing colleague’s
responsibilities have been in one area of work, the skills and areas of
knowledge that need to be transferred to the successor are fewer and
easier to identify. In smaller organizations employees are more likely to
have multiple responsibilities, while in larger organizations employees
may have responsibilities restricted to one area of work.

The amount of responsibility also depends on the position; for example,
managerial positions usually have multiple responsibilities in different
areas of work, requiring a complex set of knowledge and skills. For someone
who has accumulated a large amount of knowledge over the course of
their career, and for whom knowledge and practice have become inter-
twined, it can be challenging (both for themselves and their colleagues)
to identify and understand how to share their mostly tacit knowledge, as
illustrated in the following example: “He [former director] had so much
knowledge, but he had no skills for passing it on, and above all, he was not
able to separate his knowledge and the manner in which he deployed this
knowledge. So a handover of his knowledge was practically impossible.”
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STEP 3: Analyse

> What types of knowledge and skills are at stake in your example?

- Think about this knowledge and these skills in detail. What responsi-
bilities does the departing colleague have? What kind of information
is involved in their knowledge and skills?®

STEP 4: Look at the scenario from different angles

> Thefollowing pages explain some of the aspects (characteristics, issues
and circumstances) of knowledge sharing that go hand in hand with
ending employment, as established by research. You can use them as
a lens through which to view your own knowledge sharing example.
Do you recognize any of these aspects? How do they apply to your

example?

> Canyou think of any other aspects?

10 The four categories
of knowledge described
in the chapter focusing on

areas of knowledge can

be used as a reference.

See pages 30-31 for

organizational knowledge,

pages 45-46 for knowledge
about preservation
activities, page 60 for
collection knowledge and

pages 72-73 for technical

knowledge and skills.

Findings from research:
The nature and type of knowledge

The ways in which knowledge can be passed on from a departing col-
league to their successor depends on whether and how it can be articu-
lated and documented. For example, a colleague who worked in print
inspection for much of their career may have developed working process-
es that can be explained verbally or even written down. In contrast, the
practical skills that the same colleague employed to perform their work
developed through hands-on experience and have become a form of em-
bodied knowledge that requires different approaches to sharing such as
demonstration and joint practice sessions.

The ability to articulate and document knowledge depends on the type
of knowledge involved. As shown in the previous example, some technical
knowledge and skills (handling audiovisual materials, equipment operation
and repair) are difficult to document because they are embedded in daily
practice and have become embodied. Other types of knowledge, such as
knowledge of the background of preservation activities (e.g., conversations

and relationships with donors, the considerations that lead to certain deci-
sions) and collection knowledge (e.g., knowledge gained from viewing
audiovisual materials) are also difficult to identify, articulate, and pass
on. One of the interviewees expressed the difficulty of trying to document
their knowledge and skills used on a daily basis: “I’m already experiencing
that myself, that if | try to explain what | do and how I do it, | can do it up to
a certain level because | just do it on a daily basis, and it’s just a habit for
me. To be precise and to describe it perfectly, it’s sometimes just difficult.”

Whether knowledge is articulated or documented also depends on the
ability of each individual to recognize, articulate, and communicate
their knowledge, particularly when this knowledge is tacit. Some people
are less adept at explaining, but can share knowledge by showing. Others
may be used to communicating their work processes verbally, but not used
to documenting them."

Some information can be articulated and written down, but their documen-
tation is challenged because there is no designated location, system, or

structure within the existing forms of documentation.' In addition, some

collection information may not have been documented due to its explicit

content or unclear (legal) circumstances of acquisition.™

There are advantages and limitations to each method of sharing. For
example, to sharing information through a catalogue: “There’s a language
barrier, you can’t put information in a database the same way you would
talk to someone about it. At the same time, it’s much more precise to write
something down and it’s also more democratic to putitin a database where
everyone inside of the [organization name] can find it.”

Scenarios — 119

11 For more details

on challenges related to
articulating and sharing
tacit knowledge, see

the subsections “It is
difficult to share and
communicate knowledge
about individualized

systems.” on pages 35-36,

“It is difficult to share and

pass on connections and
relationships.” on pages 55—
56, “Collection knowledge is
tacit knowledge.” on pages
65-66, “Tacit knowledge
acquired through exposure is
difficult to transfer.” on pages
82-83, and “Embodied
knowledge is difficult to

transfer.” on pages 83-84.

12 See the subsections “When organizational knowledge is perceived as common

knowledge, it is typically not documented.” on pages 36-37, “Knowledge about preservation

activities is often not documented when it is perceived as common knowledge.” on page

50, “Limited documentation possibilities can hinder the documentation of preservation

activities.” on page 51, “Documentation may exist, but it is not created with the intention

of being shared and therefore remains inaccessible.” on pages 51-52, “Practices of

documenting preservation activities change over time.” on page 52 and ‘Knowledge

developed about collections is not always shared with others.” on page 67.

13 See “Sensitive information is difficult to document and pass on.” on pages 54-55.
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14 For a discussion of
the challenges associated
with waiting to document
organizational knowledge

until there is an immediate
need, see “Efforts to

share organizational
knowledge are often

made at the last moment
when a sense of urgency

arises.” on pages 39-40.

Findings from research:
Circumstances of departure

The circumstances of someone’s departure can affect the likelihood of
sharing and retrieving knowledge before they leave. If a colleague leaves
abruptly, there may be little or no time for knowledge transfer.' On the
other hand, if a colleague is about to retire and the retirement date is
known in advance, there is time to prepare a knowledge transfer before
the departure. However, organizations need to be proactive in using the
time available when they are aware of an impending departure, espe-
cially when multiple colleagues with a lot of valuable knowledge are ap-
proaching retirement at the same time. Not having a succession plan in
place could result in knowledge gaps.

Abrupt personnel changes can occur without notice, resulting in an imme-
diate loss of knowledge if the organization is not prepared. People may
leave abruptly as a result of a sudden reduction in staff due to reorgan-
ization, career changes, unsatisfactory working conditions, a dismissal
from the organization, personal circumstances, or health problems.
Reorganizations or cuts in funding may even cause several people to leave
or change jobs at once. The following example describes the problem of
knowledge loss when several colleagues leave as a result of reorganization:

“After many months of talking with the government [about the possibilities of
retaining colleagues despite the reduction of positions], they said, ‘Okay, so
you’re going to another office, from this state, in [city name]. And that was
not next month, it was: ‘Tomorrow you need to be there.’ So that was a very
tragic thing, both for the [organization name] and the people who worked
there. Because it’s not a matter of five years, some of the people had been
working there for 35, 40 years. They had so much knowledge on the institution
itself. It was done in such a brutal manner that they didn’t have the time to
say goodbye. And the oral history that went with them, forget it, you know. It
was not done at all, which is so tragic.” An additional difficulty arises when
people leave on bad terms with the organization or are unhappy with
it, and it becomes difficult to reach out to them after they leave, thus
making their knowledge inaccessible.

Findings from research:
Continuity of personnel
with shared experience

The risk of losing knowledge when someone leaves the organization de-
pends on whether the tacit forms of knowledge still survive with the
remaining colleagues in the team, or are unique to the person leav-
ing. Colleagues who have worked together for a long time accumulate
shared knowledge through their shared experiences, which may re-
main tacit. Using this knowledge thus depends on the availability of the
colleagues who possess it. It becomes challenging to access this shared
tacit knowledge in the case of downsizing: “A [ot of information is just sit-
ting in people’s heads: ‘Oh, here’s how you do this,’ or ‘This client, you have
to approach it this way.” Those kinds of things are invaluable. And that’s
lost when you have a big reduction in your staff from having a real team
with a variety of experience.” When an individual leaves the organization,
there may be other colleagues with similar levels of experience, a sim-
ilar level of tacit knowledge and skills, to fill the knowledge gaps, as
illustrated in this example: “You obviously have to rely on the colleagues
from that era who are still with you. Not that it’s just one defined era, but
it’s worth it to have a multi-generational composition of your institution. So
there’s always someone who can at least partially represent the memory of
your predecessors.”

The continuity of personnel with shared experience and knowledge de-
pends on job security and whether an organization employs people on
permanent or temporary contracts. High turnover may also be the re-
sult of changing work trends. In the past, people tended to stay with one
organization for longer periods of time, accumulating and developing
their collection-related knowledge. Over time, work trends have shift-
ed to shorter tenures with an organization. Some organizations want
to retain people for longer periods of time, but have trouble finding new
team members who want to stay, as this example shows: “Before people
used to be at least somewhat interested, but now | feel like there’s very little
interest. Or at least there used to be this shared table of interns that the
HR archivist looked after. But no one from that set of people signed up. |
don’t know how to get people excited about this kind of work, to decide that
they’re going to do it permanently and collaborate with us.”
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Staff turnover can lead to disruptions in how individuals develop their
knowledge on the job. If colleagues are working in an archive on a tempor-
ary basis, they may be less motivated to develop knowledge compared to

their long-term colleagues. In addition, some people may not feel motivated

to constantly train new staff members, especially if there are not enough

resources to retain them for longer periods of time.

Multiple turnovers in a single position over a short period of time can
disrupt the continuity of certain practices and lead to colleagues not
understanding the hows and whys of workflows, especially when docu-
mentation is lacking. For example, the only temporary digital restoration
position in an organization has had multiple turnovers over the past few
years. Consequently, the staff member who took over the position has
found it difficult to understand the institutional approach to digitization
and restoration and to judge whether their practice is consistent with the
practices of their predecessors.

STEP 5: Plan action

> Now that you have gained an insight into your knowledge sharing ex-
ample, itis timeto think of a plan of action. How can knowledge sharing
in your example be improved?

> Discuss the concrete steps that are needed to improve knowledge
sharing. Identify who needs to be involved and assign responsibilities.

Suggested Methods

> Creating collective documentation pages 150-152

> Planning a period of overlap —— pages 155-157

> Capturing knowledge through oral history —— pages 158-162
> Organizing technical workshops —— pages 167-168
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Sample exercise

STEP 1: Reflect on the scenario

For a period of five years, one of our colleagues has been the sole individ-
ual responsible for digital restoration in our organization. This colleague
is leaving their position and may not have the opportunity to share their
knowledge one-on-one with their successor because the system does
not allow more than one person to hold a position at a time, meaning
there is no overlap. This can lead to challenges in sharing tacit know-
ledge and skills that are difficult to articulate and document. Another
issue is that other colleagues may not be familiar with the departing
colleague’s work practices, making their knowledge unique and there-
fore even more vulnerable. In addition, it may be difficult for successors
to find documentation left behind by a departing colleague if it hasn’t
been assigned a designated location in the existing documentation sys-
tem because they might not be aware of it.

STEP 2: Think of improvements

> Finding ways to document the knowledge of a departing colleague.
> Ensuring that documentation remains available to successors.
STEP 3: Analyse

> What knowledge and skills are at stake?

> Knowledge related to preservation activities and technical know-
ledge and skills pertaining to film handling and digital restoration.

> Whatresponsibilities does the departing colleague have? What kind
of information is involved in their knowledge and skills?

> Knowledge of institutional restoration principles that guide
decision-making.
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> Knowledge of past restoration projects and the evolution of resto-
ration practice (how things were done in the past and why).

D> Knowledge of the restoration workflow.

> Knowledge of the practice of documenting restoration projects.

D> Skills related to equipment use and familiarity with machine
peculiarities.

STEP 4: Look at the scenario from different angles

THE NATURE AND TYPE OF KNOWLEDGE

While much of the departing colleague’s knowledge is tacit and difficult
to articulate and document, certain areas of their knowledge have been
documented. For instance, past restoration projects have been documen-
ted in restoration reports. These are not shared internally.

The restoration workflow and principles have not yet been put down in
writing, but could be. The challenge is that a document describing the
restoration workflow and principles would have no assigned location in
the existing institutional documentation. It could be stored in a shared
folder, but successors may not be able to access it unless they are told
about the document.

Skills related to the use of equipment cannot be conveyed through one-
on-one training, but some of them can be documented through video, es-
pecially the demonstration of handling machine peculiarities, which are
difficult to document in written form.

CIRCUMSTANCES OF DEPARTURE

The departure has been announced in advance, giving the organization
time to plan for the transition and take the necessary steps to document
the departing colleague’s knowledge.
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CONTINUITY OF PERSONNEL WITH SHARED EXPERIENCE

There is only one restoration position in the team and other colleagues
are not familiar with the restoration workflow, making the knowledge of
the departing colleague unique.

OTHER FACTORS
The management does not realize how unique the knowledge of the de-
parting colleague is.

STEP 5: Plan action

To improve knowledge sharing when a colleague is leaving the
organization, management can:

1. Arrange ameeting with the departing colleague to discuss the handover
process as soon as possible after the departure is announced.

2. Create ahandover plan with the departing colleague, give instructions
for creating video documentation, and provide guidelines for docu-
menting the restoration workflow in writing.

3. Work together to find a place where the relevant documents will be
accessible to successors.

4. Monitor and review the documentation.

To improve knowledge sharing, a departing colleague can:

1. Attend a meetingwith the managementto discuss the handover process.
Create a handover plan.

3. Estimate how much time it will take to create video and written docu-
mentation of work processes, and what tools they will need.

4. Present theirideas to the management.

5. Start documenting knowledge according to the plan.

6. Let others know how different types of knowledge have been docu-
mented and where the documentation can be found.
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Retrieving Knowledge
When It Is No Longer
in the Organization

When audiovisual archivists leave an organization, they often take invalu-
able knowledge and expertise acquired over time with them. If this know-
ledge is not properly documented or shared with other team members,
archives that have grown dependent on the knowledge and skills only
these employees possessed will face a great challenge. In these circum-
stances, organizations can try to bridge these knowledge gaps by actively
seeking input and guidance from former colleagues who hold the desired
knowledge and skills.

Knowledge gaps created after colleagues have left the organization can
be the result of their specific areas of expertise and the fact that tacit
knowledge can be difficult to share. The losses may include knowledge
about the collections, the history of the organization, and past practices
and approaches. Former colleagues themselves may feel the need to stay
involved in the organization after they leave, recognizing the value of their
knowledge to a new generation. The following example illustrates the
types of knowledge that one respondent identified as potentially useful
to future generations: “/ would like to be involved in staff training. | would
particularly want to get across to new staff a sense of the archive’s history,
why it exists, the history of the collection, and to excite some interest in our
field history pre-1980. And I'd like to see some sort of regime built into staff
training that encourages staff to educate themselves, to look back and look
at certain things and pick up some knowledge.”
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about what comes to mind when you think about this scenario.
> Share, compare, and discuss each other’s views, then choose and de-
scribe one thing that typically does not go well.

STEP 2: Think of improvements

cess of knowledge sharing?

Findings from research:
Knowledge gaps

Former colleagues with a long tenure in an organization and a great deal
of experience, with specialized and complex knowledge gained through
their variety of experience, “fountains of knowledge,” as one interviewee
put it, remain valuable after they leave the organization. Valuable know-
ledge can also be found among colleagues with shorter tenures in the
field, especially if they have been solely responsible for certain tasks and
therefore developed unique knowledge. Reasons for maintaining connec-
tion with colleagues who left may include a lack of comparable know-
ledge in the team as well as a lack of documentation. It is also possible
that the personal documentation they left behind does not provide
sufficient clarity and requires verbal explanation to make it fully un-
derstandable to others. Once knowledge gaps have been identified, the
process of knowledge sharing will depend on whether colleagues in the
organization are prepared to take the initiative and make the effort to find
out which of their former colleagues might hold that knowledge.

STEP 3: Analyse

> Inthe example you have chosen, what can be improved about the pro-

> What types of knowledge and skills are at stake in your example?

STEP 1: Reflect on the scenario

> How is knowledge shared within your organization when it comes to
retrieving knowledge from a former colleague? Individually brainstorm

> Who has this knowledge and these skills?
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STEP 4: Look at the scenario from different angles

can use them as a lens through which to view your own knowledge
sharing example. Do you recognize any of these aspects? How do they
apply to your example?

Can you think of any other aspects?

> 15 See “Creating and
using an alumni network.”

on pages 165-166.

The following pages explain some of the aspects (characteristics, issues
and circumstances) of knowledge sharing that appear when knowledge
is no longer found in the organization, as established by research. You

Findings from research:
Relationship between the organization
and former colleagues

The ability to retrieve knowledge from former colleagues and their ability
to share their knowledge with remaining colleagues depends on the nature
of the relationship between the organization and the former colleagues.
It is contingent on whether the organization maintains contact with
former colleagues, and how proactive the organization is in reaching
out to them. For example, one organization actively tries to maintain an
alumni group that keeps in touch with current employees.’® However, in
another example, an organization did not take advantage of an opportunity
to retain a former colleague, despite their initiative and willingness to
share their knowledge and experience with current employees.

Keeping in touch with former colleagues is one thing, but organizations
also need to actively reach out to them, as the following example shows
with regard to retrieving tacit collection knowledge: “It should be known
among staff members that if they’re working with something in the collec-
tion that goes back to the period when | was active here, and they have
questions, that they can just find me and say, ‘What about this, what can
you tell me about this film? I’'m puzzled about something.” I'd probably re-
member it. | physically handled a lot of those films. | can remember details
of them that you would never write down. But | could pass this on to some-
body. But the staff members have to feel at ease to do just that. Just to
pick up the phone or email. Now, just occasionally, that has happened.” By
taking the initiative to tap into their knowledge, the organization shows

their former colleagues that they are still valued for their knowledge even
after they have left.

Findings from research:
Sharing attitude and ability
of former colleagues

There are many different ways in which people feel comfortable sharing their
knowledge. This largely depends on their ability to use certain methods,
which isinfluenced by their area of expertise and their communication

style in general. For example, individuals who have primarily developed

writing skills may find it easier to convey information in written form, while

those who have more practical experience with archival workflows may feel

more comfortable demonstrating their skills or sharing their knowledge

verbally, as illustrated in the following example: “Now he is retired, but he

is still working on it. He will document a little part of what he knows, and not
everything. He should write a book, to share his memories and everything.
But not everyone is made to write books, he has difficulties writing these

kinds of documents because he comes from another generation that is more

experience-based. He was a projectionist, and then became the head of the

film department. And yes, he has a lot of difficulties to make this [knowledge]
theoretical.”

The ability of former colleagues to share their knowledge is also related
to their familiarity with current documentation systems and standards.
Audiovisual archivists typically become accustomed to the documentation
systems and standards of their time, but these standards and practices
are constantly changing, and some people may find it difficult to adapt
to using new forms of documentation. Former colleagues may find it
challenging to participate in knowledge sharing practices that require
the use of new documentation tools which they are less familiar with.
For example, one interviewee who worked with a retired colleague to
identify and describe film elements noted that this former colleague was
accustomed to using index cards to document and access technical and
content information about collection elements. The former does not find
the database intuitive to use and needs the younger colleague’s help to
navigate the database.

Scenarios — 129
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16 See “Planning a period

of overlap.” on pages 155-157.

Findings from research:
Relationship between former
colleagues and their successors

Retrieving knowledge from former colleagues depends on their formal
relationship with the organization, but even more on the relationship
with individual remaining colleagues. For example, in one organization,
a now-retired colleague and their successor developed a close personal
relationship during the period of transition and handover. The two meet
regularly, and the former colleague openly shares their knowledge and is
willing to answer the successor’s questions. In this example, knowledge
sharingis based on a good personal relationship, because when the same
former colleague is approached by other colleagues on the team, they are
more reluctant to share knowledge.

A positive relationship between former and current colleagues can evolve

organically, but it can also be consciously developed. Building such a

relationship often requires time and effort, which are necessary to help

foster mutual understanding and connection. The handover process can

strengthen a personal connection between the departing colleague

and the current team.® A relationship can be consolidated through reg-
ular communication outside of the professional context, as the following

exampleillustrates: “From my point of view, we have a very nice relationship.
She’s very nice. Whenever | have a question for her, even now, she’s very open

to communicating with me. And we meet twice a year, partly socially, partly to

discuss concrete things. I'm very pleased with how this transition happened.
I very much respect her and I’'m very happy that we are still in touch.”

The relationship between a former colleague and their successor can be
influenced by the experiences the former colleague had while they were
employed by the organization. Not all may have left on good terms, and
some may retain negative memories of their time there or the nega-
tive circumstances surrounding their departure, which can complicate
efforts to reach out to them. These negative feelings may stem from diffi-
cult situations, such as a reorganization or poor working conditions. The
following example illustrates the experience of one interviewee attempting
to overcome this challenge: “I’ve been keeping an alumnilist of people who
are disgruntled, who went away unhappy, and some of them told me: ‘I don’t

want to have anything to do with the place ever again. You know, it was so
bad to me.’ It seems like such a waste of their knowledge. If | can encourage
them, and I’m doing this one on one at the moment, to come back into the
fold and see themselves as having played a role in this institution in the
past, then perhaps we might be able to convince them that we can try and
reincorporate them into the fold.”

Generational dynamics can come into play in relationships with former
colleagues. A positive relationship between colleagues of different gener-
ations is related to the ability of colleagues to take an intergenerational
perspective on changing preservation activities. On the one hand, less
experienced generations may benefit from understanding why certain
practices were common in the past, as illustrated in this example: “One
of the things I've learned from the interviews is how all the changes in the
organization, historically, affect how people behave and do things. And I sit
in interviews, and I’m like, ‘Oh, that’s why this team won’t do this or that.
Because you don’t understand why people do things in a certain way, it just
seems very odd. And then you realize it’s because historically they couldn't,
or they were told not to do certain things, or, you know, I think there’s lots of
organizational things, which kind of come out [during interviews], which |
think are very useful.” On the other hand, former colleagues might benefit
from recognizing that new generations are continuing to adapt their
working practices, as this example shows: “There wasn’t the slightest anger
in me towards this because it was my life’s work. | had inherited it in some
form, some things I liked, some | didn’t, some | adjusted, some | changed. Of
course, lincorporated the new technologies into it, so  thought that someone
should continue developing it and | saw no reason to be offended.”

Trust plays animportantrole in sharing knowledge with former colleagues.
In some cases, colleagues who have been in a position for a long time
have developed a rather protective attitude towards the collections
they have worked with and the knowledge they have acquired over
time. After retirement, they may be willing to remain available to transfer
knowledge and skills only to successors with whom they share a similar
perspective on working with the collection. One interviewee shared their
experience of gaining knowledge from former colleagues who shared simi-
lar perspectives on working with the collection. These former colleagues,
fond of their successors, actively supported them as honorary members
in discussions with the management: “They were very helpful and I think
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they were very happy with the way the handover went. They thought that it
was much improved and that they found the right people, younger people,
who are interested in it, who understand it, who will continue it and so on.
So, they helped a lot in all the crisis situations, both providing their technical,
organizational and collection knowledge, and with the administration when
needed.”

In addition, some former colleagues may feel comfortable sharing their
knowledge if they believe a successor will remain committed to the col-
lection for an extended period of time. One interviewee described how a
former colleague seemed skeptical about sharing knowledge before and
how this appeared to have changed now that the team is more stable:

“People would only work at the archive for a short time. And everyone tried to
change things again and again. | have the feeling in the beginning she [former
long-term archivist] was very skeptical about another change. Someone who
is going to leave after a year. But she has more confidence now.”

STEP 5: Plan action

Now that you have gained an insight into your knowledge sharing ex-

ample, itis time to think of a plan of action. How can knowledge sharing
in your example be improved?

sharing. Identify who needs to be involved and assign responsibilities.

Discuss the concrete steps that are needed to improve knowledge

Suggested Methods

> Capturing knowledge through oral history — pages 158-162
> Involving honorary employees — pages 163-164

> Creating and using an alumni network — pages 165-166

> Organizing technical workshops — pages 167-168
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Sample exercise

STEP 1: Reflect on the scenario

For almost a decade, junior colleagues have been in charge of caring for a
small collection of amateur films. During that time, there have been two
turnovers in this position, meaning that the knowledge about this col-
lection has been passed from one colleague who was on a short-term
contract to another. Because of the frequent turnovers there has been
no chance for the team to develop an in-depth knowledge about this col-
lection. In addition, knowledge about this collection has not been well
documented, so remaining colleagues and successors often find them-
selves in a situation where they can’t find answers to their questions. The
organization has made no effort to ensure that this knowledge stays with
long-time colleagues and evolves over time. Due to this lack of effort and
the resulting documentation gaps, the knowledge about this collection
can only be found among former colleagues.

STEP 2: Think of improvements

> Ensure that knowledge about this small collection of amateur films
stays with colleagues on permanent contract.

> Create a practice of documenting this knowledge.

STEP 3: Analyse

> What types of knowledge and skills are at stake?
> Knowledge about the condition of film elements (technical

knowledge).

D> Knowledge about the content of the films as well as copyright in-
formation (collection knowledge).
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> Knowledge about relationships with donors, which films have been
digitized and for what purpose, and the specification standards that
were followed (knowledge about preservation activities).

> Who has this knowledge and these skills?

> Knowledge is held by two former colleagues who used to work
with this collection.

STEP 4: Look at the scenario from different angles

RELATIONSHIP BETWEEN THE ORGANIZATION AND FORMER COLLEAGUES
The organization does not systematically keep in touch with former
colleagues in general, but it is not difficult for them to find contact details
of former colleagues when they need them.

SHARING ATTITUDE AND ABILITY OF FORMER COLLEAGUES
Both former colleagues are generally used to sharing knowledge in writ-
ten form, but they are also good in explaining.

RELATIONSHIP BETWEEN FORMER COLLEAGUES AND THEIR SUCCESSORS
Both former colleagues left on good terms. One current employee is
particularly friendly and good at keeping in touch, and has developed
good relationships with both of them individually. When she cannot
find information in the documentation, she often calls one of the former
colleagues.

OTHER FACTORS

Knowledge was often not documented due to a lack of documentation
practice and standards for documenting amateur films in the organiza-
tion. Since the early days of the collection, the documentation practice
was based on documenting technical and content information in a sepa-
rate spreadsheet, and no one has integrated this data into the database
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because many fields within this spreadsheet would not fit the fields in
the database. Therefore, information about this collection is contained
and shared in a circulating document and is not available to all those who
might need it.

STEP 5: Plan action

To improve knowledge sharing when retrieving knowledge from a
former colleague, management can:

1. Ask a colleague in charge of the collection in question to review the
existing documentation, write down all the questions that come up in
the course of their daily work, and then determine what knowledge
about films in the amateur film collection is missing or unclear.

2. Invite both former colleagues to the archive for a one-day workshop
to answer the successor’s questions.

3. Provide a documentation form that can be used to document both
existing and new knowledge. Make a plan for integrating this informa-
tion into the database to make it accessible to everyone on the team.

4. Reorganize responsibilities within the team. Assign the responsibility
for maintaining this collection to senior archivists.

To improve knowledge sharing, a successor can:

1. Review existing documentation about the amateur film collection.

2. Write down questions about the collection that come up in the course
of their daily work.

3. Meetwithformer colleagues and discuss questions with them. Document
findings, take notes, record audio/video.

4. Follow theinstructions of the management for creating and migrating
documentation into the database.
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Point of Departure II1
- Methods

Throughout the interviews, colleagues have described methods of know-
ledge sharing that they use or would like to use. In this chapter, we have

selected and described some of these ideas and summarized their main

components, which we hope will provide inspiration. This list of methods

is by no means exhaustive. First, the extent to which these methods are

described here depends on the amount of data we have collected describ-
ing that particular method. Second, if a method was mentioned but not

described in detail, we decided to leave it out completely. This leaves room

for further research, as there are many more methods that are worth explor-
ing in more detail, but extensive further research on individual methods is

beyond the scope of this project.
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Typically, one or more colleagues are involved in guiding the newcomer

through the induction process. They are referred to as mentors, coaches,

° or supervisors. Ideally, these colleagues introduce the newcomer to their
Plannlng an role and responsibilities, share practical organizational knowledge (e.g.,
time management, fire emergency evacuation plan, employee rights), and

[ )
InduCthl'l PrO CeSS provide a general understanding of the organization, including its goals

and values or how different departments work together.

“I would say that you need a lot of patience, you need a lot of time and you

The period during which new employees are introduced to their roles and need someone who’s going to hold your hand, you need a mentor. And that
the organization is a critical moment for knowledge sharing.” Although the is extremely important because you can’t learn by yourself.”
induction process depends on who is being introduced to the organization,
what the newcomer’s role will be, and the situation in which they are being The learning process is a back and forth between the newcomer and the
introduced, such processes have certain components in common and colleagues training them. In this process, asking questions and having
an organization can benefit from structuring and planning this process. colleagues to turn to with questions is key. If there is no formal induc-
Throughout the interviews, several colleagues reflected on the induction tion or training period, it is up to the colleagues doing the training and
process either from the perspective of a teacher or a learner, or both. Their the new employees to carry out this process alongside their regular work.
reflections clearly demonstrate that the induction process varies according In these situations, it is especially important that newcomers should feel
to the people involved, the knowledge to be acquired, how the know- comfortable asking questions, as this may be the only way they can reach
ledge in question can be transferred, and the order in which things their colleagues and learn from them.
can be learned. In some organizations, certain parts of the induction
process may be similar for each new employee. “I would ask people. People are always quite happy to talk about their work
and explain it, | think. And that’s how I picked up a lot of what I had to know,
“Induction into their role on site was incremental, day to day, really. There it was just by talking to colleagues and asking, ‘What do you do and why,
was a checklist of things to make sure they knew where to find them. Their and what does this mean?’ and trying to get a bit of a sense of what’s going
photocopier pin, where to find it, and knowledge of health and safety con- on from that. There was no training as such. I felt it was up to me to ask
siderations. There were all sorts of online modules they could fill in for desk questions.”
safety and, you know, how to sit at your desk properly and adjust your chair
and that kind of thing. They did all those standard requirement health and The different learning curves pertaining to the knowledge and skills that
safety inductions.” need be learned have to be considered. Some knowledge can be acquired
in the early stages of the induction process, but some knowledge and
The management, the colleagues introducing a new employee, and the skills take time to learn and develop. Therefore, it is important to focus
new employee themselves play a role in the induction process. Because on learning how to navigate knowledge first, which will make it easier
the introduction of a new employee requires the allocation of time and to develop in-depth knowledge later. For example, it may take time for a
resources, management awareness and support are essential. They can newcomer to gain an understanding of team dynamics and the roles and
ploy make sure that enough time and resources are allocated for knowledge responsibilities of each team member and department, but a first step in
pages9l-103.  transfer. gaining this knowledge is to introduce them to their colleagues at the

very beginning. This will also give the newcomer the knowledge of where
to go with questions later on.
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“On my first day of work, | was taken to meet people. And we met not every- Some types of knowledge can be supported by the use of documentation.
one, but some key people that might be useful to know. My colleague took Forexample, in order to explain the work process and workflow that a new
me around and introduced me to a few people. But just to say, ‘This is so employee will be involved in, documentation can be helpful. The same is

29

true for practical and administrative information, which can be documen-
ted and serve as a reference for all new employees.

and so, this is what we do.

Another similar example entails referring people to written materials

for further learning and future reference. A supervisor can direct new- Atraining process often uses combined methods. For example, some tasks
comers to relevant literature and documentation and instruct them where require a combination of instruction and self-learning and practice. While
to find written resources (books and the Internet), review standards, pol- the supervisor can provide an introduction and guidance in performing
icies, and procedures of the organization as well as teaching them how to tasks, it is up to each trainee to practise and develop their own skills
search for information in the documentation, databases, catalogues, and through experience.
index cards.

“There was some form of mentoring and hands-on practice as well. And the
When it comes to gaining an understanding of manual or technical pro- more you did it, the better you’d get at it.”
cedures related to collection materials, there are also different stages of
learning. For example, without prior experience, it takes some time to get Throughout the induction process, there are other methods that can help
a feel for how careful one needs to be when using and handling audiovis- smooth the process. For example, encouraging new colleagues to con-
ual or film-related materials and equipment. For this reason, it is useful sciously reflect on mistakes and organizing feedback can help improve
to have clear instructions and guidelines in place that provide a good both knowledge and skills. Another helpful tool is note-taking. One col-
foundation from the outset. league stressed the importance of encouraging newcomers to take notes

and document their first steps and what they learn in those first steps.
“I would say the induction really provided the foundations for the work

because it primarily concerned handling the photographs. Because, at that “In their first two weeks, | will be sitting with them a lot to guide them through
stage, they weren’t digitized. Any research meant handling the photographs, all the various processes, and encourage note-taking so that, hopefully, if |
which obviously isn’t a great idea when you consider how very fragile they show them how to do something once, they’ll write it down and follow the
are. They’re very likely to get damaged when they’re handled by hand. So | notes.”

was given very strict instructions on how to handle them.”
Notes can be used for future reference and may even be useful to othersin

Inthe induction process, the order in which things are introduced also plays documenting previously undocumented knowledge. For example, one
arole. One interviewee pointed out the importance of starting with a gen- colleague recalls keeping a diary with information about the collections
eralintroduction. This could begin with the structure of the organization, from their early days of working in an organization. This diary is still used
then moving on to the responsibilities of team members, the role of the to find information that has been passed on verbally by colleagues.

departmentin question within the organization, and only then introducing
the collection. This gives the newcomer an understanding of the bigger
picture, the value of the collection, and the work activities. With someone
to explain the most notable acquisitions first, it is easier for them to get
an idea of what the collection entails before getting into the details of the
work in the second step.
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Mentoring

The importance of mentoring as a means of transferring knowledge from
experienced colleagues to less experienced colleagues was consistently
mentioned throughout the interviews. Interviewees describe a mentor as
someone who not only introduces and supervises a newcomer formally,
but also provides encouragement, support and guidance beyond the
immediate responsibilities.

“And then it did help to have those people to go to, to ask questions and learn
from while you work there, that’s invaluable. Which is why you need people
there to work with you, because a big part of mentoring is just working with
someone.”

“If you want to do something, he’s very good at giving you opportunities. I've
mentioned that | would like to do writing; I'd like to do more research-based
stuff. There are some film collections | would really like to work on. And | also
really like advocacy, I really like promoting the field. So, | want to be able to
go out and do presentations and promote the work that | do and promote
the field and promote the [organization name]. So, I've been lucky that I've
been encouraged in that area as well.”

“So, being there, and being noticed, and having those people encourage you,
people who've asked to work with you, helped. Those were sort of active
examples of people who mentored by taking an interest, or by offering
opportunities.”

Amentor can play a variety of roles. They can provide assistance with career
and professional development, stimulate learning in general and further
education. They can also answer questions about complicated issues that
arise in the workplace, introduce newcomers to the broader field such
as professional networks and colleagues from other institutions, and share
their perspectives on the work. A mentor can pass on more than just know-
ledge; they can also pass on intangibles such as passion, interest, and value.

“And he decided to really teach us a lot about his method because he wanted
his philosophy as a restorer to survive in some students, | think.”

“lintroduced my colleagues and other archivists from other sister institutions
to the international associations | have been engaged in. For instance, |
signed up as an individual member in IASA and ended up convincing my
director to permit my other colleagues to join.”

Typically, a mentor is someone who provides guidance on a long-term
basis. Mentors can be part of the same institution or external. The latter
caninclude aretired colleague, former professor, or someone from another
organization.

“I had two informal mentors. It wasn’t a formal programme. The relationship
started formally through setting up these projects, but then we built a rela-
tionship that continues even to this day. It is like a very classic mentor-mentee
relationship where | could go to them with questions even after | moved on
to my first job. And, you know, a safe space to ask what maybe would feel
like a stupid question or something, which was very, very important. There’s
just a lot you don’t learn in school, in a master’s programme. And once you
actually start working on your own projects, to just have someone to turn to
for advice about things was really important.”

Mentoring is frequently informalin nature, characterized by an unspoken
connection between the mentor and mentee. Individuals can naturally
embrace the role of mentor without explicitly designating themselves as
such, while mentees can seek guidance from individuals without explicitly
seeing this as a mentor-mentee relationship. But mentoring can also be
organized formally. A colleague who works for a large audiovisual insti-
tution gave the example of a formal cross-mentoring programme that
was established to promote professional growth and knowledge sharing
among colleagues from different departments. This programme was
open to everyone in the organization.

“When | first arrived, | did a mentoring scheme. | basically signed up to be
a mentee because I thought, well, while I’'m here, | might as well learn as
much as | can.”
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Participants could sign up to be either a mentor or a mentee and had to
fill out a form with their personal information, job title, learning interests,
and areas of expertise. A dedicated coordinator would then pair individ-
uals based on their preferences. Mentor-mentee meetings would take
place periodically, at intervals determined by the mentor and mentee. In
the following example, the mentee would prepare a set of questions for
their meetings.

“We just schedule in an hour and a half and usually get a coffee. And I'd have
an agenda of questions. Usually, | kind of come prepared. And we just have
a chat and talk about things.”

As this example shows, a structured mentoring programme can be suited for
large organizations where employees may not be familiar with each other
and the work of other departments. Pairing a mentor and mentee from dif-
ferent areas of work allows individuals to look beyond theirimmediate

responsibilities, explore unfamiliar departments, and gain insight into

other areas of work that can lead to a more complete understanding of

the organization. By allowing them to see the bigger picture, they can

better understand how their work relates to the whole.

“We have lots of conversations about what curation is in an archival context
and how we do curating and how the [organization name] approaches not
just restorations but, you know, stuff that they then present at festivals and
all sorts, so it was quite a mixed bag. But | think that had a big impact on
my skills and experience and also my knowledge.”

A mentorship programme like the one described here can foster strong
connections between colleagues and can continue to be beneficial after
the mentorship programme officially ends.

“I managed to develop a very good relationship with him. And even though
the mentor programme is finished, he is still kind of informally my mentor,
and | got a lot of opportunities through this that | don’t think | would have
got otherwise.”

Meeting Regularly
to Share Knowledge

“I tap into the knowledge of all the staff in the archive through discussions
and conversations. We usually have weekly meetings to discuss the neces-
sary actions to take in pending projects and requests and to talk about the
general administration of the archive.”

Meetings are one of the most common ways to share knowledge, and they
can be used more intensively and advantageously if they are consciously
recognized as knowledge-sharing opportunities. Meetings are typically
organized to discuss a wide range of topics that require attention and con-
cern the daily work in audiovisual archives. Sometimes these meetings

occur only when an emergency calls for discussion. While such sporadic
or random meetings may sometimes be necessary to address urgent mat-
ters, they lack the structure and consistency needed to create a sense of
routine when it comes to knowledge sharing. One possible solution is to

organize meetings that take place on a regular basis, as a fixed part of
each team member’s schedule. In many archives, colleagues meet once

a week to share brief updates on their recent work and discuss rele-
vantissues. As mentioned, taking turns in keeping meeting minutes and

sharing them with the entire team can be a useful way to keep everyone

involved and informed even if they could not attend the meeting.

Such meetings are a useful way to share organizational knowledge
and knowledge of preservation activities with colleagues in the same
department and across departments. By attending meetings on a regular
basis, employees gain insight into the ongoing activities of colleagues
in other departments and get a bigger picture of what is happening in
their organization.

“One of the things we would like to do, with all these different tasks and dif-
ferent jobs is for everyone to get to work with the content [of the collections].
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Working with the database and with certain subcollections and gaining
knowledge about these collections. And at the same time also how to share
this with others and not to keep it to yourself but have moments to present
... I mean we do this with these meetings on Wednesday, a little bit. But it
could still be improved a lot, how we really share the things we work on, in
a way that other people are also listening and really getting an idea.”

Additionally, these meetings serve as a platform for collective brainstorm-
ing, fostering discussion about project-related challenges and potential
solutions. Meetings are also a way to meet with colleagues who may have
limited opportunities for informal communication on a day-to-day basis
since they work in different departments and different locations.

To keep meetings manageable and prevent them from taking up too much

time on a weekly basis, they should be organized effectively. For example,
in an organization with approximately twenty employees, only one repre-
sentative from each department needs to attend the meeting to present the

department’s activities. In contrast, in larger organizations, weekly meet-
ings are held in each department, giving everyone the opportunity to share

their individual updates. Such meetings should not be time-consuming
so that they can be easily integrated into the daily routine.

“Yeah, but | think that’s time worth spending, to be honest. Our weekly meet-
ings are not long, like twenty, thirty minutes max, something like that. Okay,
if other people are with us, and it’s an hour, | feel an hour a week should be
enough. Or maybe we can all come together every other week.”

Meetings offer a platform for sharing informative knowledge and updates.
However, such meetings are not necessarily suitable for sharing more com-
prehensive and specialized knowledge that demands dedicated efforts
and a substantial amount of time. In such cases, alternative approaches
such as focused discussions, collaborative projects, or training sessions
might be better suited.

Introducing Internal
Presentations

There are several different possibilities how to integrate lectures or pre-
sentationsin the workplace. These can be organized by and for colleagues

in order to share expertise or provide insight into projects and workflows.
One exampleis the “lunchtime seminar.” In this scenario, colleagues gather
once a month during their lunch break to listen to one of their colleagues

share insights into a particular topic for an hour. Visiting colleagues from

other institutions can also be invited to present their topics of interest

during these lunchtime lectures.

“That post was created to manage the teams who maintain the equipment.
But also to encourage far more knowledge transfer and sharing of enthusi-
asm, experience and specialist expertise among the people who work here.
So, we created the lunchtime seminars between us, and these became ex-
cellent opportunities for people to talk about their topics of interest, or any
topic that they thought would be of interest to other people working here,
at the conservation centre. [. . .] Quite often we invite people [a guest] to
come and talk from other perspectives as well as our own.”

Another example describes regular classes of about three hours, organized
by and for colleagues, where colleagues have the opportunity to talk at
length about their insights or projects.

“We started to do these three-hour courses, internal courses, where someone
would share knowledge or show a workflow this person was working on, as
a way to have a broader conversation with other colleagues.”

“Every week, someone or a group of people would talk about something. This
could be something that they knew a lot about themselves. For instance, |
had a colleague who studied the equipment collection, and then she gave
this lecture on the equipment collection for the peers.”
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Such dedicated meetings can serve several purposes. First, they provide a
means of gaining a better understanding of activities in other depart-
ments; for example, one colleague mentions the benefit of learning about
the archival processes within the poster collection, which they were not
familiar with before. Second, inviting colleagues from other institutions
to participate provides insight and a chance to compare one’s own to
the working practices of other archives. And third, such meetings cre-
ate opportunities for discussion among colleagues and for exploring
alternative perspectives and approaches together. In one example, a
presentation on how to select items for digitization sparked a discussion
among colleagues of different generations holding different technological
expertise. This exchange of perspectives can enrich the understanding of
digitization practices.

“There was such an exciting discussion. We talked about whether it is better
to digitize the duplicate positive than the negative. The older employees also
really wanted to discuss this. Because they knew what the aspect ratios were
for film, what they looked like, or what the print generations looked like. They
started to talk a bit about how they made decisions in the past and so on.”

In another example, an organization took a different approach. Instead of
regularly scheduling time for presentations, they dedicated two full days
to internal presentations, during which each employee was encouraged
to share their work with colleagues. This format encourages knowledge
sharing and collaboration within the organization.

“Not only each department, but each person had to introduce themselves. We
were in the cinema, and we would present and summarize and say what we
do. What are your tasks and what does that entail? And even though it was a
very exhausting day, because we were not few, it was incredibly enlightening.”

Organizing and keeping up these presentations, lectures, and classes
is challenging. They need to be repeated periodically to keep up with the
workflows and projects of other departments, as work and projects evolve
over time, and as colleagues leave and new ones join.

“In our organization people change so often that [this information] is of course
very quickly no longer accurate. The departments, the focus, or how you
work on something changes. If you depict exactly what you have done when

working on a project, it can of course happen that after half a year this is no
longer the same thing you do now.”

Such internal presentations also require organization and planning, for
which someone, or a group of colleagues, must feel responsible. Getting
management support is essential because these activities utilize working
time.
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To ensure clarity and consistency, colleagues were asked to review each
other’s contributions to ensure that the descriptions were understandable
° ° to all. In addition, colleagues were encouraged to regularly update and
Creatlng COlleCtlve revise the parts they contributed to the documentation. In this example,
° the team is still finding a way to ensure that the documentation does not
Documentatlon become outdated, and believes that organizing annual meetings focused
on the collective revision of documentation could be a useful approach

to addressing the problem of outdated documents.

Several interviewees emphasized the importance of documenting work- “Every summer people should sit together and discuss: Is this still how we do

flows in their respective organizations. The initiative to document work- it? Can we improve it? Not so many people have to work on that, it is just

flows can come from individual colleagues or be a collective effort. Some four or five people. It’s doable, and if we do it every year, there is no major

colleagues have taken on the task of documenting workflows on their own, overhaul”

often motivated by the prospect of leaving their position. In contrast, in

some organizations, the creation of workflow documentation has become These efforts resulted in the comprehensive documentation of all work-

a collaborative effortinvolving the active participation of all team members. flows, accessible through an internal wiki platform that currently holds a
central repository of mainly organizational knowledge, but could also

“Everyone on staff understood the problem all at once, so there was some come to include technical and collection knowledge.

momentum behind it. ‘Okay, we really do need to write things down.’ Since

we were running into so many problems because of the lack of documenta- Colleagues are motivated to document their processes and policies for

tion, everyone had the goodwill to do it together.” several reasons. First, it allows individuals to articulate their own practic-
es and put them in writing. This documentation can serve as a valuable

In one example, colleagues began the initiative by identifying needs for reference point when needed.

documentation in their organization and finding an appropriate collab-

orative documentation platform, in this case, a wiki. They then set up “[The documentation concerns] very basic film handling, how we do things

the chosen platform on a dedicated server and configured an initial wiki here. And I think this is quite a good way of doing it. . . It helps me because

structure, or index, to match the topics that needed to be covered. Next, I write it down and | remember it, or if | don’t remember it, | can look it up

team members were assigned permissions to access, manage, and edit again.”

wiki pages. Each team member was then given the responsibility of docu-

menting their workflows, standards, policies, and other information Second, by documenting workflows, colleagues can provide guidance for

that could be used as a reference for carrying out activities. They could their peers, ensuring continuity of processes in their absence. This prac-

freely determine both the structure and length of their text. tice ensures that everyone in the organization understands the standard

processes and procedures to be followed.
“One thing that works is that there is no fixed format of how it [workflow

documentation] should be written, and this made it easy to start doing “It ended up being very useful. Just sharing processes among each other. |
it. One of the good things was that the format was open, with only a few do the shipping, and the other two know how to ship, they’ve had to [when]
guidelines to help make it clear. You could keep it simple, or you could ex- I go on vacation. It’s much more useful now that I've distilled it into a step-

pand. There is no limit to the amount of words either. You can use images.” by-step document. This is how you use the UPS software for our needs. Here
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are the guidelines I try to abide by when | am shipping in terms of rejecting
boxes, or writing the tracking number on the side, or this is the way | have
been shipping. I tried to explain my reasoning for how and why I do various
things.”

Third, it helps employees navigate organizational knowledge, understand
the responsibilities of other colleagues and find out who to turn to for
technical and/or collection knowledge within a team.

“We have set up an internal wiki as a knowledge base, so that all the
departments would have a place to write down the processes that would
be both transparent and understandable to people arriving to the institution
or people who already work there but do not necessarily know [the
responsibilities of colleagues]. For example, it doesn’t happen every day that
you need to watch something that’s only on a VHS. Okay, so what do you do?
Ideally, you would look into the wiki, search for ‘VHS’ and learn who to ask.”

And fourth, documented workflows serve as a valuable resource when
introducing new team members to their roles, but also as a source of
general information they will need when navigating a new workplace.

In addition, documentation can be a useful reference for future genera-
tions, providing insight into past processes, but only if a conscious effort
is made to archive different versions of this documentation created at
different points in time, including those that have become outdated. One
way to do this would be to implement an automated backup system and
archive to ensure that the documentation is automatically downloaded at
regular intervals and preserved for the long-term.

Organizing Collective
Screenings

“People would bring something that they had seen and found good or funny
or remarkable in some other way, and then we watched it together.”

Internal film screenings can be a way to develop and share collection
knowledge and provide an opportunity for interaction among col-
leagues. In one example, film screenings are organized once a month in
the evening in the archive cinema and last about one and a half hours.
Each time, a different department is asked to propose a programme that
may include one or more films from the collections, but is also open to
other titles.

“Itis actually always a different department that organizes the evening. And
they choose a film.”

The criteria for selection are broad, but it should be something they find
interesting and worth sharing with others. The colleague who selected
the film introduces the screening and explains the reasons for showing
this particular title.

These evenings are an opportunity to take time to watch films from the
collections and to share encounters with the collections that otherwise
might not be shared or readily available to all colleagues. In this sense, col-
lective screenings are a way of both sharing and developing knowledge of
the collections, as well as providing insight into each other’s work, expertise,
and interests through introductions.

“Sometimes it’s just information about what’s going on in another collection,
in another department.”
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By sharing the collection, collective screenings can also inspire research,
public screenings, or other forms of access. In addition, these evenings
bring together colleagues from different departments who might not nor-

[ ) [ ]
mally work together directly, or even work in completely different locations Plannlng a. PerlOd
(as is often the case with curatorial and archival departments). f
of Overlap

“It was very nice as a team building event because of course we all realize
that in everyday life we don’t see any films from the collection at all and
then at least we spent one and a half hours a month watching something

and realizing: ‘Oh, that’s there and that’s also exciting,” and that was a very When a colleague is about to leave, an audiovisual archive faces the risk of

different thing.” losing valuable knowledge. In order to transfer this knowledge to a succes-
sor, some organizations make sure there is a period of overlap between

Collective screenings can also be used to collaboratively identify and the retiring colleague and their successor.

describe materials or collection items, as they can draw on the knowledge

of multiple colleagues. This can also be done for other collection items, Aperiod of overlap allows for a personal knowledge transfer. This method

asis shown in an example from another archive in which a variation of this allows knowledge sharing to take place during the time spent work-

event is organized for the purpose of identifying objects. Colleagues would ing together, where questions can naturally arise, and is necessary for

come together in online meetings during a Covid-19 lockdown period to forms of knowledge that can only be transferred verbally or are not

meet and talk about items in the film-related collections. In this example, documented.

the focus was on gathering information about both the object and its prov-

enance. More experienced colleagues would draw on their memories and “There was a lot of information that hadn’t been written down and that’s just

share information about the history and provenance of the objects in the shared by talking to each other.”

collection. Other colleagues could join in and listen. Much like the collec-

tive film screenings, these meetings can serve as a means of sharing and Work processes can be documented and shared with a successor, but docu-

developing collection knowledge in the team. mentation alone is often not sufficient to ensure a full understanding,

since documentation may require additional explaining and some work
processes may need to be demonstrated and explained in person. An over-
lap between two colleagues can also be fruitful in the long run, as shown
in an example where two colleagues built a good relationship during the
overlap period and stayed in touch after one of them left the organi-
zation, meaning that this person remains available to answer questions
when needed and knowledge sharing can continue.

Although the benefits of overlap are generally acknowledged, it is often not
possible due to lack of resources. Having two people working in the same
position at the same time obviously requires time and financial resources.
The longer and more dedicated this period of working together - a period
in which there is time to cover the different aspects of the work, to observe
the work processes, and in which there is room for discussing mistakes and
feedback - the more knowledge can be transferred.



156 — Point of Departure Il

When planning a handover, it is important to be aware of this and plan
for a period of overlap before it is too late. The management plays an
important role in recognizing and allowing a period of overlap in a sit-
uation where the departure has been announced in advance. It can also
stimulate a departing colleague to consider which knowledge could be
relevant to their successor.

“You could just make a plan and ask people: ‘What’s your range of retirement?’
I think then you should say: ‘You need to look at passing that knowledge on
because we don’t really want you to walk out the door and we’ve lost all of
that. So, what are the key things you want to convey?’ Things like this, sitting
down with people and going through the work. ‘This is what you should
know about, what we do, here are the important things you should focus on.””

The second step is to identify the critical information and areas of know-
ledge and skills that need to be transferred. This step can be a collabo-
rative effort between the departing colleague and their successor. Both
can think about what they want to share, what they want to know, and
communicate what their expectations for the handover process are. In
one example, the colleague who was training his successor made a list of
topics he thought were important to discuss.

“He had a list full of things, of topics that we had to talk about. So, for example,
the acid testing, the videotape collection, the digitization programme for
videotapes, and, basically, where things are at the moment, and where we
should go in the future. Actually, we didn’t really follow this very strictly. But
for one year, on a weekly basis or every couple of weeks, | would sit down
with him for a morning of discussion of all the questions that | had. And he
was telling me more about the past of the collection.”

It was also identified as important that there were sufficient opportuni-
ties for the two colleagues to discuss questions and issues that arose
in the course of their daily work.

“The fact that he had a lot of patience and he dedicated one morning every
two weeks to this, so that | could come back with more questions and, you
know, say: ‘Sorry, but can you take a look at this? | can’t understand why it
was marked as an archival master, but is actually somewhere else where it
shouldn’t be.’ And so on.”

In this example, another important aspect worth pointing out is that the
successor learned how to navigate the collection documentation, which
they could then use independently. It is helpful to review the documenta-
tion left behind by one’s predecessors, but for it to be useful and accessible,
it is necessary to understand its logic and structure. One way to improve
accessibility is to work together on the departing colleague’s documen-
tation, understanding and improving its structure.

Other aspects to consider when transferring knowledge are the connec-
tions to relevant people outside an organization (the archival and audio-
visual network, relationships with individuals with a connection to the
archive). Making introductions and possibly having a look at the docu-
mentation that indicates these connections together can go a long way.

Just asin the induction process, a successor can create their own personal
documentation by keeping notes or a handover diary. Such documenta-
tion can serve as a rich source of information when the predecessor is no
longer available for consultation.
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Capturing Knowledge
through Oral History

The practice of oral history can be used to capture the knowledge of
colleagues, as demonstrated by several examples. Through conducting
interviews, colleagues document and preserve knowledge from former
colleagues, long-time employees with unique and specialized knowledge,
and retiring colleagues who may otherwise take valuable knowledge with
them upon their departure.

“When people work in an institution for such a long time, they become the
institution themselves. So, I think it would be very respectful to do oral his-
tory, also in order to relieve them, like, ‘Okay, you can rest, take it easy, this
knowledge is no longer only with you.”

Oral history can be used to share individuals’ personal perspectives and

experiences that are often missing from official written sources and can

be more fully conveyed through narration. Such narratives might include

personal stories about the history of the organization and the people who

work there, and the history and development of the collections. It may also

be possible, through conversation, to elicit knowledge that was previous-
ly tacit. In addition, oral history interviews can convey the enthusiasm

and interest of interviewees, as certain feelings are often better expressed

verbally than in writing.

“I often notice that when people talk about rights, that is perhaps my fa-
vourite topic. Because rights information is very poorly documented, | think
in almost all archives. And you can say ‘Okay, the person has the rights to
it now,” but the stories about it are much more exciting and that’s really a
piece of oral history. If you now ask three people in [country name] about a
special rights holder or about a particular lawyer, then everyone has differ-
ent stories about it.”

Oral history is also used to gather collection-related knowledge from
individuals such as film-makers, donors, and technicians, who aren’t part
of the organization. For example, interviews with film-makers can be used
to document the process of film-making, and interviews with donors of
amateur film collections can provide biographical stories that are useful
in understanding the content and context in which these films were
made. Interviews with technicians can help in understanding the prac-
tice of (obsolete) media technology.'® Audiovisual archives develop oral
history initiatives tailored to their specific needs and motivations. Some
interviewees gave the example of using oral history as a method of con-
ducting historical research to find out more about particular collections.
In another example, an oral history programme was introduced after the
realization that several long-term colleagues were approaching retire-
ment. Recognizing the significance of their knowledge, the organization
decided to use oral history to capture as much of it as possible. The first
step was to gain an overview of the knowledge at risk and the people that
should be interviewed: Who has what knowledge? How urgent is the need
to capture it? How long has a person worked with a collection? Are they
nearing retirement? This overview helped in the creation of an action plan,
whichincluded a cost estimate, a time frame, and determined the number
of people involved.

Another organization, which began conducting interviews as part of this
very research project on knowledge sharing, developed an oral history
programme in which employees interviewed colleagues from different
departments. Through an open call, an opportunity was created for people
from different areas to participate. As word spread through the organiza-
tion, more and more colleagues expressed interest in participating and
were willing to share their knowledge. The initiative evolved into a cross-
departmental oral history programme, with interviews conducted with
a variety of colleagues in different positions and with different levels
of experience.

“I think it’s a great thing to interview people because everyone is really pas-
sionate about whatever they’re doing, and they’re just happy to talk about
that.”
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“lactually got to know a lot of colleagues, and it kind of made me talk to people follow the questionnaire, but use it as a guide. The importance of creating
from other departments, approach different people and also understand an environment in which the interviewee feels comfortable and safe
them better or find out what they’re doing. [l did] an interview with someone has also been stressed.
in special collections. And at the [organization name] it feels like [everyone’s]
doing their own thing. He talked to me about a special collection of posters “[It is important] to be as open as possible and to be as flexible as possible
and explained what they were doing, acquisition and all this stuff. And he during the interview. Of course, | will not push them to talk about things
was someone that | had never talked to because | never needed to interact they don’t want to talk about. But that’s part of the method as such. And
with him, and now we’re on friendly terms. So I think it’s going to broaden then I think you have to adjust to the person and just respect what he or she
my network within the [organization name].” wants to talk about or doesn’t want to talk about.”

In this example, employees were willing to participate, and the oral his- There are some recurring problems with conducting interviews. First, some
tory programme even forged new connections and gave colleagues an in- people are reluctant to discuss certain topics openly when the recorder
sight into each other’s work. In contrast, another interviewee mentioned is on. This tendency becomes particularly conspicuous when people are
that their organization faced challenges in motivating some individuals to asked about the details of an organization’s history and their personal
participate in an institutional oral history programme because they were experience of difficult times in this history. In such cases, interviewees
initially reluctant. To overcome this issue, the organization strategically often provide answers that lean towards diplomacy and provide official
integrated oral history into a larger project tied to the organization’s versions of events, fearing the potential consequences of expressing per-
anniversary, which resulted in colleagues feeling honoured to partici- sonal perspectives. Second, the success of an oral history project may
pate and made them more willing to contribute. depend on the relationship between interviewer and interviewee. Some
colleagues may only be willing to participate in oral history discussions
The interviewers described several steps they took in preparation for con- with certain individuals, and may be less inclined to participate with others.
ducting an interview. The first step was to discuss the privacy policy with Third, some colleagues may not be available for interviews. For example,
the interviewee and ask them to sign an informed consent document. The colleagues who left on bad terms are unlikely to return to the organization
next step was to conduct research on the interviewee and their work in and participate in the interview process.
the organization, consult other colleagues, and review written materials
such as publications and memaoirs. Organizations have different ways of archiving interviews and providing
employees with access to them. For example, one organization archives

“He had written his memoir, which was really useful. We were able to get a lot interviews both as audio recordings and transcripts. They increase acces-
of information from his memoir, we were able to compose a lot of questions sibility by adding brief summaries of the interviews to the catalogue,
stemming from that. He had already retired, but indicated that he would be including the interviewee’s name and position in the organization. Access to
interested in coming back to do the interview.” these interviews depends on the privacy agreements with the interviewees.

One organization has decided to restrict access to their employees’ inter-
Once enough information had been gathered, a questionnaire was designed views for a certain period of time. Most importantly, colleagues should
for each respondent and tailored to the knowledge the interviewer was be aware of the existence of oral histories so that they can reach out
looking to elicit. When designing a questionnaire, it has been noted that and access them.
better results are obtained by asking focused questions that relate to a spe-
cific topic, as opposed to general questions. In addition, elaborations and “But those oral histories now have to be made accessible to staff. And staff
detailed answers are stimulated by asking open-ended questions instead have to be encouraged to go searching for them. And they’re not really pos-

of yes/no questions. During an interview, interviewers did not necessarily itioned like that at all. There’ll be a catalogue entry. How does a staff member
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know where to look or who to ask about what? So there needs to be some
kind of accessibility mechanism, some guide, something set up to make
those oral histories accessible and available to people and then encourage

[ )
people to go looking for them.” InVOIVlng Honorary
In addition to oral history, there are other approaches to sharing knowledge Employees

that also rely on creating, documenting, and recording conversations.
One example describes the practice of recording roundtable discussions
among current and former colleagues that take place annually as partof a

local film festival. These discussions are then transcribed and published In audiovisual archives, it is not uncommon for retired colleagues to remain
in the festival’s catalogue. The transcripts serve as a valuable resource for involved on a part-time, volunteer, or project basis. In some examples,
research on the history of the organization. former senior curators have been given the esteemed titles of “curator at

large” or “curator emeritus,” allowing them to serve in an advisory capacity
in the organization after retirement. In another example, an audiovisual
archivist who had worked for an organization for more than fifty years has
been returning to work one day a week on a freelance basis for the past two
decades. During these days, she works on collections acquired during her
tenure that benefit from being processed by someone with knowledge of
these collections. She also helps describe and identify materials where
she can apply her material and historical knowledge that her younger col-
leagues do not have, not to the same extent. She is also helping with
preservation projects concerning works about which she has unique
knowledge, such as the work of a film-maker who is deceased but whom
she knew personally and worked with closely.

Because of her long experience with the collections, she has knowledge
of past practices, past acquisitions, and past preservation projects, and
when colleagues have questions related to these topics, they know they
can turn to her on Tuesdays for answers.

“She would come in once a week, as she still does. And | remember there was
a shoebox that said, ‘Ask [archivist’s name].’ And this box was always full.
Because she would be the only one who knew stuff. There was a certain form
of documentation but that was very often very cryptic. Because it was just
a name and then you would have to ask her who this is. ‘That’s just a name,
the family name, who is [donor’s name], tell me about [donor’s name].’ And
then you would find out there was a company called [company name] or a
person or whatever.”
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Not only do the current employees have need of her valuable knowledge

of past practices, but she is also the go-to person for material knowledge,

such as why a preservation project was done the way it was, colloquial ° °

names for materials and processes, who worked in the film labs and what Creatlng and USlng

the processes were like, or where the information written on cans and re-

ports stems from. an Alumni Network

Sheisinvolved in current projects, but also in efforts to preserve and pass
on her knowledge to current and future generations of archivists. For

example, colleagues have initiated an ongoing project to create a finding Many organizations and former employees recognize the importance of
aid for the documentation she has collected over time, which will make her maintaining connections between the organization and former col-
documentation (on past acquisitions, curated programmes, correspond- leagues in order to benefit from the former colleagues’ knowledge. There
ences of all kinds) understandable to others. They also try to be mindful of are examples of different approaches to maintaining relationships with
recording and documenting what they find out about from her, for example, former employees, ranging from formal to informal practices. For example,
the history of collection objects and their provenance. a large national archive with a long history has experienced numerous staff
transitions and, over the course of these transitions, a significant number
“And you have to find a moment when she is concentrated and get stuff out ofindividuals have left the organization, taking invaluable knowledge with
of her and try to write down whatever you learn, enter it into the database them. One way in which they are addressing this issue is the alumni group,
or other documents that you can share.” initiated by three former employees with the goal of providing expertise
and support to the organization. Former colleagues are invited to join the
Another way her colleagues have tried to systematically retrieve her know- alumni group, provide information about the fields and projects they have
ledge is by organizing workshops. Each workshop focuses on a specific topic worked on, and choose to make their expertise available to current staff
(e.g., working with a particular film lab she has worked with), and in prepa- when needed. This alumni group also plans to organize social gatherings
ration, colleagues compile a list of questions that she receives in advance. for alumni to reconnect with each other.
The workshop takes the form of a one- to two-hour discussion in which
the questions are explored. These moments are both direct moments of Another organization took an informal approach to filling knowledge gaps
knowledge sharingamong the team as well as ways to preserve knowledge left by former colleagues by maintaining and strengthening individual
for posterity, since the discussion is recorded and preserved. relationships with them. This includes recognizing their achievements
through special gestures such as featuring their names in publications,
Hiring a former colleague on a part-time or project basis, or otherwise including them on guest lists, or naming offices or parts of the collection
engaging retired colleagues, creates the possibility of having someone to after them.
go to with questions about the history of collections, past practices, and
past technology. It creates a bridge between current and past practices, “We thought we should name our institution after the first, main collector. |
and as such is a way of transferring knowledge from one generation to the insisted that he was the one who started it. The whole idea was him. After we
next. It also creates an understanding of different ways of working in the named it after him, he emptied his house for the archive, totally emptied the
past and of how collection work has evolved over time. house. He would come here every Tuesday with bags. And he would spend
every Tuesday with us, adding to the metadata. He would come and pick up
The challenges of such a method are that the sense of urgency to trans- a reel-to-reel tape, saying, Ah, this one, | captured it in [location name]. It’s
fer knowledge all at once may not be as strong because the retired col- from [year].’ As soon as he’d arrive, we would start filming him.”

league is still present and their presence may be taken for granted.
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“Publications, journals. I've done a few peer-reviewed journals about the
archive, the collection, and all these people’s names were perfectly captured.
Anything that acknowledges their work. Even when the people are dead,
their family connects with you, because they bring stuff that is locked up in
the person’s drawers.”

Through such approaches, organizations seek to fill the knowledge gaps
left by former colleagues by providing current employees access to the
expertise and unique knowledge of their predecessors. At the same time,
these initiatives serve as evidence that the organization recognizes and
values the knowledge of former colleagues. In both formal and informal
approaches to capturing knowledge from former colleagues, personal
contact is key. Direct personal contact can help establish the necessary
connection for effective communication and knowledge sharing.

One issue that became clear from the interviews is that current staff may
not be aware of the availability of former colleagues for advice and the

value of their knowledge to ongoing preservation activities. The manage-
ment can play arole in addressing this by promoting the existing alumni

network and encouraging colleagues to reach out to their predecessors

whenever necessary.

Organizing Technical
Workshops

Several colleagues gave examples and suggestions on how to organize tech-
nical workshops to share and improve technical knowledge and skills
among colleagues. In one example, colleagues suggested inviting retired
editors to teach and demonstrate how they used to work on Steenbeck
editing tables to current archival staff. In another example, short workshops
were organized on how to repair tools and equipment. A colleague from
another archive used the time during the lockdown to organize online
meetings for workshops on film identification to enhance the knowledge
of their colleagues, who had a lot of hands-on experience, but lacked a
deeper understanding necessary for film identification. The incentive for
all of these workshops is similar: to harness and level the different levels
of expertise within the archive when it comes to technical skills and
knowledge and share knowledge that had never been shared before.

“And then there are these little workshops for repairing things. Because what’s
very nice is that in the film departments, we have people who come from very
theoretical backgrounds, and also people who come from experience-based
work. It’s really important that they can share their vision of the things because
sometimes it’s quite difficult to make them meet and work together.”

Theincentive for these workshops is often the result of an identified know-
ledge gap and a felt need to raise the level of knowledge and skills
among colleagues. These workshops are a method of sharing technical
knowledge and skills held by experts or retired colleagues, but they can
also be a way of drawing on the expertise of people from related technical
areas such as media production, post-production and film labs. Once the
gaps and expertise have been identified, and depending on the topic, one
can decide on an appropriate format for the workshop. For technical pro-
cesses, hands-on demonstration and instruction may be most useful,
or even absolutely necessary, in order to impart concrete and practical
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19 There are several
noteworthy examples of
audiovisual recordings of
technical explanations
and reenactments, such
as videos about how
televisions used to be
made, produced by ADAPT,
a research project on

the history of television
production technology,
and the episodes on
cinematographic techniques
explained in the videos

produced by TECHNES.

knowledge. For other types of technical explanations, such as film identi-
fication, online meetings can be used to share visual examples. In fact,
this method can be advantageous because multiple people can look at an
example at the same time, which may not be possible otherwise.

Technical workshops can be recorded to document explanations in com-
bination with handling equipment.® As one colleague mentioned, this
documentation could be a possible way of capturing someone’s embodied
or instinctual knowledge that might be difficult to pass on otherwise.
Audiovisual documentation of demonstrations, explanations of equipment
and work processes could also be combined with oral history.

By organizing technical workshops with external experts, archives can
become repositories of knowledge and skills related to the media they
use, media that may have become obsolete in the industry.

“Yes, | call it the knowledge-is-power kind of syndrome, where they [engineers

and technicians] want to keep their cards close to their chest. And you just
can’tgetexternal training in areas like obsolete equipment operations. One
used to be able to go and get training for doing different things in different
aspects. Butit’s very limited as the market reduces and continues to contract.
There are less places where you can get that skill set. And a lot of it is hands-
on and how do you say to someone, ‘Come to the organization, we’re going
to train you how to fix VHS decks,” when it’s a completely obsolete format?
In a few years’ time, no one’s going to need it. And what’s the drive to get
them into that place? It’s very, very tricky. So we are desperately holding on
to the skills we have.”

“We can’t take an entire
generation’s memories
and digitally download
them into another
generation. But there’s
probably more that
could be done in focused
ways. We can hit certain
points of institutional or

generational knowledge
transfer that, even if they
don't achieve everything
that they could, will still
do more than would have
been achieved if it had
never been attempted.”
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Knowledge about audiovisual collections is an intangible aspect of our audiovisual heritage
in dire need of our attention. Unless we find appropriate and effective ways to share this
knowledge, we face the risk of losing it altogether. This “road map” has been created as a
springboard forimproving knowledge sharing practices in audiovisual archives by providing
comprehensive insight into the many forms this knowledge can take. The book aims to pro-
vide both theoretical and practical guidance for audiovisual archivists, managers working
in audiovisual archives, and anyone else interested in preserving and sharing knowledge
about audiovisual collections.

The book opens with eight insights about knowledge sharing in audiovisual archives that
emerged from our research. Throughout this publication, we explore knowledge sharing
from several perspectives. First, we examine the different areas of knowledge that play an
essential role in audiovisual preservation and sharing, ranging from organizational knowledge
to technical knowledge and skills. Second, we look at different scenarios that require special
attention when it comes to knowledge sharing, such as starting or leaving a job. These two
chapters introduce the topic by presenting our research findings and stimulate reflection
through exercises related to them. The suggested exercises are intended to help establish
or improve existing knowledge sharing practices. The final part of the book suggests several
concrete knowledge sharing methods.

This book is the result of an extensive qualitative research study on knowledge sharing
in audiovisual archives, based on interviews and conversations conducted by and with
colleagues in the field worldwide. The results of the research have been translated into
this “road map” to raise awareness of the importance of knowledge sharing in the context
of audiovisual preservation and to advocate the urgency of making knowledge sharing an
integral part of the mission of audiovisual archives.

The research project Share that Knowledge! Finding Strategies for Passing on Knowledge
across Generations of Audiovisual Archivists and its outcome presented in this publication
have been supported by the Austrian Federal Ministry for Arts, Culture, Civil Service and
Sport and FIAF, the International Federation of Film Archives.
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