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Library Cooperation and Change

Before cooperation will contribute in a major way to the solution of the
problems of academic libraries, organizational and attitudinal changes must
occur. These kinds of changes require much more local planning than is
now taking place, and this planning must include attention to the require-
ments of organizational and behavioral change. If there is to be time for
adequate planning, an individual with no other duties should be given the
responsibility for cooperation. Participation in a formal organizational de-
velopment program and the involvement of individuals from lower organiza-
tional levels and of library patrons in the design of cooperative programs
will increase the likelihood that the activities necessary for successful coop-

eration will be performed.

SINCE THE EARLY 1970s academic library
administrators, faced with static or decreas-
ing budgets and the rapidly increasing costs
of books and periodicals, have preached
cooperation. Cooperation was seen as an an-
swer to financial constraints on collection
development and therefore on the
availability of information to their clients.
The logic of this response seems irrefutable.
Libraries are service organizations with a
long history of cooperation,! precedents
(interlibrary loan) and models (consortia) for
resource sharing are present,? and many of
the books on the shelves of an academic li-
brary are used infrequently.

COOPERATION HAS NOT
PROVIDED THE EXPECTED BENEFITS

However, few cooperative programs that
have significantly increased the availability
or accessibility of information (especially
current information) have been im-
plemented at colleges or universities in the
United States. Many new consortia have
been established, existing interlibrary loan
arrangements have been improved and spe-
cial loan agreements negotiated, cooperative
acquisition programs have been im-
plemented, and innumerable meetings have
been held.® But the evidence in the litera-
ture indicates that only a minor impact can
be attributed to these programs.
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For instance, statistics for 1974-75 inter-
library loan activity in a sample of U.S. col-
leges and universities show that only an av-
erage of 1.79 percent of all recorded circula-
tion in the colleges and 1.33 percent in the
universities resulted from interlibrary loan
activity.* Reviews of cooperative acquisition
programs list very few major successful pro-
grams that involve conscious division of
collection-building responsibilities among
academic libraries. Weber and Lynden
mention only national plans like Farmington
and P1480 and the Center for Research Li-
braries (CRL).® The only major U.S. pro-
gram listed by Blackburn is CRL,® and
Edelman and Tatum in a recent article on
collection development in university librar-
ies cover cooperative programs in one para-
graph, mentioning only CRL- and the
ARL-sponsored program making disserta-
tions available through University Mi-
crofilms.” Johnson notes that even formally
joined libraries follow centrally coordinated
acquisitions policies in a minimal way.® The
Ohio College Library Center has made a
major contribution to shared cataloging, but
it is not certain that it has or can increase
accessibility.®

In the introduction to the first section of
Reader in Library Cooperation (1972), the
editor, Michael Reynolds, states that it can
be demonstrated “that library cooperation
has not solved the important problems of
the library, but only responded to their
symptoms.”° It does not appear that the




situation is any different in 1978. I do not
mean to suggest that no real value has re-
sulted from the cooperative programs that
exist, but that the results are insignificant
when related to expectations, the models
that have existed for some time, and the
orientation of librarians toward cooperation.

NEEDED ATTITUDINAL AND
ORGANIZATIONAL CHANGES

Many reasons can be identified as likely
causes for the failure of cooperation to
achieve the expected results. Among those
mentioned in library literature are: the prior
importance of local programs, an unwilling-
ness or inability to support cooperative pro-
grams with sufficient funds, and procedural
and policy incompatibility;!? lethargy and
lack of interest on the part of the librarians
and senior clerical or technical personnel
who staff the public service desks;*? the ab-
sence of reciprocity;'® and the attitude that
assigns cooperative activity a low priority.14

These reasons do not explain the failure
of cooperative programs to provide the ex-
pected relief for academic libraries as much
as they point to one of the real causes for
this failure. Librarians are not really com-
mitted to cooperation as a key means to the
achievement of library goals. Despite peri-
odic testimonies to the necessity of coopera-
tion as exemplified by the 1976 Pittsburgh
Conference on Resource Sharing, the major-
ity of academic librarians continue to be-
lieve and act as though almost all needs of
their clients can or ought to be met from
the book collections and through the ser-
vices of the client’s library. This is not true,
however; all needs cannot be met solely
from this collection or through traditional
kinds of activities.

The dramatic increases in the costs of
published sources of information and static
or decreasing budgets for collection de-
velopment have combined with the expo-
nential increase in the number of new pub-
lications to change the environment so dras-
tically that traditional methods of collection
and service are no longer adequate.
Academic libraries, and perhaps all libraries, have
entered a new era of austerity in which the finan-
cial resources available will not be enough to en-
able them to continue to build their collections

and operate as they did during the last two
affluent decades. There is evidence that the ex-
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ponential growth rates of library collections and
budgets are declining and the time has come to
shift emphasis away from holdings and size to ac-
cess and service. More realistic concepts of col-
lection building will have to be adopted, and new
patterns of service will have to be devised.!®

A library’s collection can no longer serve
as the sole ordinary source of information to
meet a client's needs. A new kind of library
service must be developed.

To summarize, cooperative efforts to this
point have not significantly increased access
to information because basic attitudinal and
methodological changes are necessary and
the changes that have been made are essen-
tially cosmetic. Before cooperative efforts
will, to a significant extent, help academic
libraries meet their goals, there must be
major changes in the attitudes of librarians
and library users and in the methods of li-
brary operation. Reliance on a library’s le-
gally owned materials as the primary and
ordinary source for meeting clients’ needs
must be replaced by reliance on material
owned by others as well as that owned by
the library in question. Traditional methods
of collection building and service must be
replaced with more effective activities.

REQUIREMENTS FOR MAJOR CHANGE

The basic changes suggested here will not
simply happen because they are necessary.
A substantial commitment of time and re-
sources is necessary so that problems can be
analyzed, new policies and procedures de-
signed, and changes implemented and ac-
cepted. The needs filled, as well as those
not filled, by current practice must be
known so that the new policies and proce-
dures will answer all needs, not just those
obvious at the time.

A major planning effort must address the
implementation of a concept that proposes a
change from owned collections as the pri-
mary source for meeting the information
needs of the client to sharing as an equally
appropriate source. Most significantly, since
the attitudes and habits of librarians and li-
brary users will have to be changed with
regard to the appropriate location of re-
quired information sources, library use by
“outsiders,” lead time required to provide
information, and many other collection and
service preconceptions, special attention
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must be given to the requirements of or-
ganizational and behavioral change.

The need for planning and for attention to
the requirements of change suggested here
is a local need. Substantial national and re-
gional planning efforts have been underway
for some time. The programs developed
from these large-scale efforts will depend for
success on the performance of each library
in a network. It is at this level that in-
adequate time and attention are being given
to preparation for cooperation. A commit-
ment of time and resources to planning for
cooperation and change is needed within
each library. It is here that attitudes and
procedures must change.

ANALYSIS AND PLANNING

Adequate analysis of current operations
and planning for cooperation have not re-
sulted from the chief librarian’s willingness
to attend meetings, the assignment of over-
all responsibility for cooperative programs to
an already overburdened associate director,
or the assignment of specific programs to
individuals in charge of traditional functions.
The responsibility for cooperative planning
must be assigned to someone who has no
other major responsibilities.

The central position resource sharing is
likely to have and the number, kind, and
scope of the changes required are justifica-
tion for the creation of a new position rather
than the temporary assignment of a senior
official to oversee the development and im-
plementation of cooperative programs. Also,
individuals with current responsibilities are
rarely relieved, in fact, of these respon-
sibilities when given a new assignment.
The choice of means by which each library
assures sufficient planning time is not as im-
portant as the fact that the time is available.

If a new position is created, it should be
at a senior level so that the individual in the
position is aware of all major policy deci-
sions and has the authority necessary to see
new programs carried into action. Among
the specific tasks to be assigned to the posi-
tion are: (1) the analysis of current policies
and procedures in the light of user needs,
with a view toward developing cooperative
programs to replace ineffective traditional
activities, (2) the creation of planning
mechanisms that involve the individuals

who perform the activities that will be
changed, (3) the creation of a comprehen-
sive cooperative program, (4) the develop-
ment of communication and rapport with
users and with other libraries so that
changes in traditional but no longer appro-
priate beliefs and expectations can be facili-
tated, and (5) the analysis and solution of
legal problems that exist in relation to the
guaranteed use of material owned by others.

The money necessary to fund a new posi-
tion with the responsibility for cooperation
will be no easier to find than money for
other new needs, but funding for this need
is available in most current academic library
budgets. A reallocation of a portion of the
book budget is an entirely reasonable re-
sponse to the need for money to support
the planning and organizing necessary to as-
sure successful cooperation. The emotional
and political unacceptability of this state-
ment does not remove its truth.

It is generally agreed that no library can
buy all the material it needs, and most also
concur in the belief that our book selection
methods leave much to be desired. Yet each
year most academic libraries commit tens to
hundreds of thousands of dollars to an ad-
mittedly hopeless task. Fifteen to thirty
thousand dollars of this money spent to fund
a position or office created to plan for and
implement cooperation would contribute
much more to the achievement of the li-
brary’s goals than the books that would have
been purchased with this money. The al-
most universal pressure from administrators
and teaching faculty to buy more books
makes such a reallocation extremely
difficult. However, the likely long-range
benefits argue for the attempt.

ORGANIZATIONAL DEVELOPMENT

It is suggested here that major organiza-
tional change is required if academic librar-
ies are to take full advantage of cooperative
programs. In this need to adapt to a new
environment libraries differ little from most
organizations. Today’s rapidly evolving
world is forcing all institutions to change or
lose their effectiveness.’® In response to this
need for organizations that can change, or-
ganizational development has become the
subject of formal study and research, a liter-
ature of organizational development has




been created, and a group of professionals
whose purpose is the assistance and guid-
ance of organizational change now exists.

Organizational development (OD) gener-
ally refers to a structured effort to increase
organizational effectiveness through the use
of concepts and data from the behavioral
sciences. An OD program will have one or
both of the following general goals: (1) the
creation of an atmosphere, structure, and
set of roles that allow the organization to be
responsive to the demands of its environ-
ment and that facilitate change; and (2) the
improvement of individual and group
problem-solving and conflict-resolving
abilities. The entire organization rather than
specific problems is the focus of the effort.?

While the need in academic libraries for
changes related to cooperation is not the
only reason for a library to become involved
in an organizational development program,
this need provides one of the most compel-
ling reasons to do so. A successful OD pro-
gram will help create a structure and set of
roles that will make change easier. It should
also help develop the individual capacities
and skills necessary for the development
and implementation of new policies and
procedures.

The Association of Research Libraries’
Office of University Library Management
Studies has designed an organizational de-
velopment program called the Management
Review and Analysis Program (MRAP).
MRAP provides a process and formal set of
procedures for use in the systematic investi-
gation of top management functions in a re-
search library.’® Among the benefits of the
program are “staff development of a posture
for self appraisal” and “the creation of an
atmosphere for change.”?

Within the past two years the library at
the University of North Carolina at Char-
lotte has developed the Academic Library
Development Program (ALDP). Created for
use in smaller academic and college librar-
ies, ALDP “furnishes a means of developing
the requisite knowledge and skill for coping
with change and developing more effective
working and operating practices.”2® MRAP
and ALDP give to the administrator in-
terested in developing a responsive organi-
zation programs developed specifically for
research and academic libraries.
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BEHAVIORAL CHANGE

Some of the traditional behavioral pat-
terns of librarians and users must change if
cooperative programs are to return maxi-
mum benefit. However, both experience
and formal study?! tell us that long-standing
habits do not change quickly or easily, and
resistance to change in organizations is a
commonly accepted and documented phe-
nomenon.?? Librarians and users will not
begin thinking and acting in terms of alter-
nate sources of materials or different search
time frames just because the logic and
need for cooperation are apparent or be-
cause an administrator commits an institu-
tion to cooperation. Behavioral change is a
multiphase process influenced by innumer-
able variables; appropriate changes will only
occur to the extent that each stage and vari-
able is dealt with successfully. Cooperation
requires that time and attention be given to
the requirements of behavioral change.

A Change Model

Research on change can provide some
practical understanding and assistance to ef-
forts to develop new behavior. The analysis
of the change process originally developed
by Kurt Lewin identifies three separate but
related stages an individual or group must
pass through before permanent change is
achieved. Lewin saw cirrent behavior (no
change) as a process in a state of dynamic
equilibrium with forces for change equal
and opposite to forces resisting change. The
process of change includes: (1) “unfreezing,”
i.e., an increase in the forces for change or
decrease in the forces resisting change; (2)
“moving” to a new level of equilibrium; and
(3) “refreezing” at the new level through a
new set of equal and opposing forces.?®

In less technical terms, before individuals
can be expected to change a particular be-
havioral pattern permanently they must be
adequately motivated to change, they must
discover and adopt appropriate new be-
havior, and the new behavior must be made
enough of a habit to withstand the forces to
return to the former pattern.2¢

The significant words here are adequately
motivated and permanently changed. Few
planners or administrators are unaware of
the need to motivate employees and clients
to accept new programs and procedures,
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but few new programs or procedures are
implemented without difficulty or are they
accepted quickly. A more thorough under-
standing of the change process and more at-
tention to the elements blocking change will
increase the likelihood of new behavior. It
is a lack of this understanding and attention
that is contributing to the failure of coopera-
tion to achieve more success.

From among the several suggested
mechanisms for unfreezing, moving, and re-
freezing,?® a few seem more appropriate for
use in the situations under consideration.

Unfreezing

Individual realization of ineffective be-
havior. Perhaps the most effective way to
motivate individuals to change a particular
behavior is to convince them that their cur-
rent activity is ineffective or unacceptable.
This can be accomplished by the feedback
of objective data that demonstrate ineffec-
tiveness, or through the testimony of sig-
nificant others (those whose opinion is im-
portant to the one performing the activity).
For example, studies that show extremely
low retrieval rates for books identified in
the card catalog or excessively low use rates
for the books on the shelves will move li-
brarians to wonder if there is a better way
to develop and index their collections. Tes-
timony from respected teaching faculty on
their lack of success when using the collec-
tion will also provide a motive to seek a bet-
ter way. One of the practical means of pro-
viding these data and this testimony is the
discussion of studies like the Pittsburgh
study of book use?® or the Case Western
Reserve study of user frustration?’ by
groups of library staff and users. If these
discussions could take place in a supportive
environment where criticism was minimal
and new kinds of behavior rewarded,
change would be more likely to occur.?®

Rewards and punishments. Specific re-
wards for those who change and punishment
for those who don't have always been and
still can be motivators. It is worth noting,
however, that in his force field analysis,
Lewin considered the removal of forces re-
sisting change preferable to the increase of
forces for change. The latter will increase
tension and lead to increased resistance or
cause other disfunctional reactions (higher

aggressiveness, higher emotionality, lower
constructiveness).?? It would seem, then,
that attempts to move individuals to internal
acceptance of new behavior would be more
profitable than to force external compliance
through rewards or punishments.

Also, recent studies on motivation®® have
highlighted the importance of the individu-
al's perception of the relationship between
an activity and personal satisfaction. The ob-
jective existence of a reward will not
motivate an individual to perform an action
if that person does not believe that the re-
ward follows as a result of the action. Since
employees often see workplace rewards and
punishments as an expected part of the en-
vironment, or as the result of favoritism or
bias, an extraordinary effort tying a reward
to an activity is required if the reward is to
function as a motivator.

Research on the efficacy of pay as a
motivator provides an example of this im-
portance of tying a potential motivator
clearly to the desired behavior. Pay will
motivate higher performance only if the
worker believes that higher pay is actually
the result of higher performance; the rela-
tionship must be very clear and real. Thus
the promise of a bonus tied to a specific
level of performance will be more likely to
motivate than the promise of an annual
merit increase based on a general, subjec-
tive evaluation procedure.®' Therefore, if
specific rewards or punishments are used to
motivate library workers or users to change
some of their habits, these motivators must
be so designed and implemented that they
are clearly seen as resulting from willing-
ness or unwillingness to adopt behavior that
enhances cooperation.

Moving

Moving to a new level of equilibrium,
Lewin’s second stage, involves finding ap-
propriate new behavior to replace behavior
judged ineffective.® In libraries this search
for more effective behavior is usually lim-
ited to higher organizational levels. Those
who actually select or circulate the books
and those who answer the reference ques-
tions often have little to say about a better
way to perform their jobs. These individuals
need to be involved in selecting new goals
and means to these goals. Participation in
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decision making and group decision making
have been shown to increase internal ac-
ceptance of a new activity, and acceptance
increases the likelihood that the activity will
actually be performed.®®

Refreezing

The acceptance and practice of more ap-
propriate behavior offers no assurance that
the new activity will be permanent. The
new behavior must be integrated within the
personality of the changed individual, and
the social forces that reinforced the former
behavior must be dealt with. Unless the
new activity fits with the individual's be-
liefs, attitudes, and other behavior, and un-
less it is acceptable to significant others, its
performance will soon cease.

The failure of some training programs
demonstrates the need for mechanisms de-
signed to insure the permanence of a new
habit. It has been shown that behavior de-
veloped at training sessions away from the
job site disappeared as soon as the indi-
vidual returned to his or her usual work en-
vironment. Resistance to change in the
workplace and especially in other employees
works against the continued performance of
the new behavior.34

The introduction of change through
means that encourage acceptance and inte-
gration at the second stage and planning
that addresses change within the work group
will increase the likelihood that the new
habits will be permanent. If individuals are
comfortable with the new behavior, that is,
believe it appropriate for them and for the
situation, they will be more able to resist
counterforces in the environment. If the
work group is changed or at least prepared
for the change, the environment will sup-
port rather than resist the change.

Planning for behavioral change

This brief analysis based on Lewin’s
change model provides an argument for the
involvement of librarians from lower organi-
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zational levels and of library users in the
design of cooperative programs and proce-
dures. Discussion of current behavior will
help develop an awareness of its ineffective-
ness and motivate these individuals to look
for more effective behavior. Participation in
the development of more effective activities
and group decision making will increase ac-
ceptance of the new behavior; thus perfor-
mance of this behavior will be more likely.

This analysis serves a second purpose. By
providing an illustration of some of the
thinking on change, it emphasizes the main
point of this section: behavioral change is a
multiphase process affected by many var-
iables; change will be successful to the ex-
tent that these phases and variables are
dealt with; and, therefore, planning for be-
havioral change is required if cooperation is
to achieve its expected success.

CONCLUSION

This article begins with the suggestion
that cooperation among academic libraries
has not contributed as much to organiza-
tional goal achievement as would have been
expected given certain characteristics of li-
braries and librarians. It is stated further
that major organizational and attitudinal
changes are necessary at the local level be-
fore cooperation will achieve maximum
benefit and that these changes will occur
only after each library commits substantial
time and resources to planning for it.

This planning must address organizational
and behavioral change as well as policy and
procedural change. The assignment of the
responsibility for the development of
cooperative programs to an upper-level li-
brary administrator who has no other major
duties will help assure adequate time for
planning. A formal organizational develop-
ment program and the involvement of indi-
viduals from all levels of the library and of
library users in the creation of cooperative
programs will facilitate necessary change.
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