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ABSTRACT
ZHIXIAN YI
TIE MANAGEMENT OF CHIANGE IN THE INFORMATION AGE:
APPROACLIES OF ACADEMIC LIBRARY DIRECTORS
IN THE UNFTED STATES
MAY 2010

Rapid changes in information technology aftect all arcas ot academic libraries.
[rom acquisitions to cataloging, rescarch, and online learning. To ensure that libraries run
smoothly and meet the current needs ot all students. taculty. and stalt, directors must
[carn to effectively manage constant and evolving change.

Researchers Bolman and Deal studied numerous business and education directors
and discovered that they used tour distinct approaches when managing change: structural,
human resource, political, and symbolic. Structural leaders rely on formal rules, while
human resource leaders strive to satisty human needs. Political leaders use power and
contlict, while symbolic leaders create rituals and celebrate the future. When supervising
change, feaders and managers used cither one (single). two (dual), or three or more
(multiple) of these approaches. The change was cither planned or unexpected.

Using Bolman and Deal’s rescarch as a guideline, this study examines how
academic library directors manage change. The study also examinces the factors that may
influence management approaches: (1) demographics (age. gender): (2) human capital

(education, length of employment): and (3) library characteristics (sizc. type).
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An email survey was sent to 1,010 directors randomly sclected from various
degree-granting colleges and universities within the United States: 596 (39%) responded.
The survey was based on a review of library literature and on Bolman and Deal’s change
management model. Multiple choice questions tracked the directors™ experiences with
change management, the approaches used, and the factors that may have intluenced these
approaches. When applicable, directors were also encouraged to write their own views
and experiences. This allowed for any “other™ possible categories outside of the Bolman
and Dcal model.

The collected quantitative and qualitative data were analyzed using descriptive
statistics (frequencies, percentages, means, standard deviations) and inferential statistics
(bivariate crosstabulations, chi-square tests, correlations, binary and multinomial logistic
regressions). Multinomial logistic regression was used to determine the relationships
between a dependent variable with multiple categories and more than two predictors. The
qualitative data trom the open-ended questions were analyzed using content analysis.

Initially 18 directors. chosen by stratified random sampling. participated in a pilot

study of the email survey via surveymonkey.com. Following their suggestions and
comments, revisions were made to the survey before it was applied to the large-scale
study in a similar manner.

This study has confirmed that change is generally managed in academic libraries

from structural, human resource. political, symbolic or multiple perspectives. Most

directors managed both planned and unplanned change and used multiple approaches.



[he structural and human resource approaches were the most frequently used single
approaches, although dual approaches were also common. A correlation and regression
analysis confirms that demographics, human capital. and library variables play significant
roles in managing change.

Regression results show that older directors were more likely to use multiple
approaches during change management than younger ones. Directors who oversaw more
subordinates were more likely to use multiple approaches to manage change in
information technology. and to make change decisions than their counterparts. Those
who worked for an institution offering a higher academic degree were more likely than
their counterparts to use multiple approaches to plan change, and to resolve conflicts
during the change process.

The results allow a better understanding ot directors™ attitudes, behaviors. and
approaches (o managing change in academic librarics. Dircctors may use the results to
reflect on different options of management strategy and balance the weight ot these
influences. Librartans may better understand  different management techniques and

approaches. Hopefully. this study will stimulate more research on the subject.
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CHAPTER

INTRODUCTION

With the rapid development of both information technology and the global
cconomy, and increasingly intense competition tor scarce resources, academic libraries
are tucing external and internal pressures tor change. Ready information is now at
cvervone's fingertips: Internet information is so widespread, it has created an increased
demand for prompt and responsive information service (Warnken 2004): patterns of
scholarly and publication communication have changed; and many colleges and
universities now otter long-distance education (Association of Research Libraries 1996).
As a result, academic libraries are increasingly challenged to meet the demands of faculty
and students (Parnell 2001; Mathan 2006). Given this situation, it is important that
academic library directors identify necessary changes and manage them effectively.

Bolman and Deal (1984, 1991a) consolidated major schools of organizational
thought into four relatively coherent perspectives: structural, human resource, political,
and symbolic. These four “frames™ characterize difterent vantage points for
understanding managerial action. The rescarchers conducted empirical studies using
interviews and surveys to confirm their model (Bolman and Deal 1991b. 1992). When

managing change, leaders may usc one. two (dual). or three or more (multiple) frames.



The reframing model was first introduced to the library and information science
ficld by Head and Brown in 1995. Although there has been little rescarch using this
model within the library setting, its value was recognized by other rescarchers as well.
Travica (1999, 174) noted that change within a library sctting parallels developments and
trends that are experienced by other organizations including reorganization of work,
restructuring, and cultural changes. According to Fyfte and Kobulnicky (1999, 33),
“successtul change management in research libraries and rescarch universities is the
[result of] proper framing and resolution of chotces.™

More than 10 years later, however, little is known about how directors actually
manage change and the factors that influence their approaches to managing change.

Research Problem

Change is a natural human experience that has been around since the beginning
of time. “Throughout our lives, cach of us expericnces many forms of change: we grow
physically, from child. to adolescent, to adult; we experience new skills, new ideas, new
responsibilities, new expectations along this physical path: we make decisions as to what
type of lifestyle, with its intrinsic moral and value systems, we will devise or follow™
(Heichberger 1974, 205).

While many changes are natural, inner-directed processes, most change is not
inner-directed indefinitely. Outside influences. such as parental beliefs and societal

customs. needs, and expectations, intervene (Heichberger 1974, 205). Mass media
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increases our awareness of what is happening around us and intfluences our actions or
opinions concerning these changes. In the carly 1970s, an cra that now scems
technologically antiquated, Heichberger (1974, 206) noted that “Change has become an
cmotionally charged, value-oriented issue which dominates much of human beings’ time
and consideration™ (tHeichberger 1974, 206). Today, however, humans are bombarded
with technological change that occurs so rapidly, it may be distressing for many. No
wonder that throughout history. there have always been intrasocial groups promoting
change and other groups resisting change (Wallis 1970, 107). But this tug of ideologics is
an important part of social change.

To cope with change, people must first detect change. Rensink (2002, 246)
described the term “change detection™ as primarily pertaining to “the visual processes
involved in first noticing a change,” which can be as simple as observing traftic. At first
the change “appears unproblematic, but upon closer examination contains subtleties that
may cause great confusion unless caretully handled™ (Rensink 2002, 247). Change
generally requires a “transtformation or moditication of something over time,” and thus.
an action or motion is then required to handle the change (Rensink 2002, 248). Rensink
(2002, 249) describes the next aspect of change detection as “sceing a change in
progress™ and then “seeing that something has changed.™ And finally, it is important to
distinguish between the change and the difference it has made.

Rensink’s assessment echoes Aristotle’s ideas of change documented thousands

of years ago. In Book Gamma of the Physics. Aristotle recounted the major role that
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change plays including the need to trigger action and then assess that action (Van
Fraassen 1970, 11-12).

An academic library director, who readily observes when change is necessary.
sets etfective plans in motion to cope with the change, and understands that change
affects staft members differently, is apt to successtully manage change.

This study examines how academic library directors report the way they manage
large-scale change and why they make related managerial decisions. T'he study also
attempts to determine any correlating factors that may influence the directors’™ approaches
to managing change.

The information age has cnhanced the nature of change. With the rapid
development of information technology. such as web blogs, wikis, and podcasts, change
in academic library settings now occurs more quickly and is more unpredictable. As
Stueart and Moran (2002, 4) stated, “Not only is the future not what one could imagine it
to be even five years ago, but the speed of change is increasing in all sectors of socicty.”

Stueart’s and Moran’s views are cchoed by other rescarchers. According to
Nozero and Vaughan (2000, 416). “The academic library of the 21™ century is an
institution facing numerous challenges. both from within and from without. Change is
constant and everywhere.” Pugh (2000. 1) adds that “Change in library and information
services is now difterent in nature and greater in extent than ever betore.”™ In addition.
change is “not always amenable to the standard managerial responses™ and may “require

new ways of thinking about organizations™ including information services (Pugh 2000, 3-



4). To achieve positive responses to change, a change lecader needs to correctly
understand the nature of change (Warnken 2004, 324) and how it varies (Cameron and
Green 2004, 46).

Large-Scale Change: Change occurs on both a small-scale or individual level and
on a larger scale such as a “wide-ranging, “frame-breaking” transtormational change™
(Osborne and Brown 2005, 90-91). Large-scale change, which is addressed in this study.
is a complex but necessary process to continuously meet the demands of faculty.
students, and statt. Large-scale change simultancously involves all library departments,
resources, and services and transtorms current resources and services to new or altered
resources and services. Managing large-scale change i1s a complex process because it
involves various tasks and aftects the library staff. This process requires thorough
planning in order to take into account all arcas of the library that might be affected.

[t should also be noted that change can be triggered by cither internal or external
torces. “Different types of change can provoke different attitudes and ditterent
behaviors™ (Cameron and Green 2004, 46).

Positive and Negative Influences: Warnken (2004, 324) stated that “Change by its
nature 1s disruptive and upsetting, but it is a force that we reckon with constantly.”™ As
change occurs, it can have either a good or a bad influence on the library™ (Curzon 2005,
6). Curzon further describes this influence:

Positive change is anything that will be either immediately or ultimately beneticial
to the library-tfor example, the influx of new monies. the approval of building plans.

or the addition of new librarians. In these situations, most people will see the
benefit and anticipate change gladly. Negative change. of course, is anything that
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will be harmtul to the library. A 2.5 percent budget cut, a fire or Hood. or other
structural damage are all examples of negative change. When change is negative,
the planning will be not different, but intensitied. . .

It is important to note that change is often ambiguous. that is. neither clearly
positive or absolutely negative. For example. a new automated system, which is
good for libraries, often has many negative aspects as the statt adjusts to changes.
Building a new library is good, but the process is frequently traumatic. Even adding
new statt, which should be a source of joy, can raise conflicts about which units
will get the additional positions. A skillful manager looks tor the positive in the
negative, and the negative in the positive. . . (Curzon 2005, 6).

Large-scale change may include, but 1s not fimited to, information technology,
resources, services, budgeting. tasks, policy, facility, attitudes, behaviors, values, or
personnel. Change involves the key elements of planning, decision-making, goal-setting.
conflict approach, evaluation, and communication. Change management refers to the
process of identifying the needs for change, planning and implementing the change, and
cvaluating both the proposed change and the results. Evaluation is necessary to reduce
potential risk and unnecessary costs and to ensure that all goals have been met.

This study is descriptive and explanatory because it attempts to describe or
analyze¢ how academic library directors manage change and tries to explain what tactors
influecnce the approaches they are more likely to use in managing change. This study is

not prescriptive since it does not try to prescribe which management approach is best or

most effective.

Reseuarch Questions

In pursuit of the problem statement, two important questions emerge:

1. How do directors of academic libraries report the way they manage change?
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2. What tactors influence their approaches to managing change?

Signiticance of the Study

This study is significant for several recasons. First, the results are helptul to
understand directors™ attitudes, behaviors, and approaches to managing change in
different types ot academic libraries. Secondly, the study reveals whether some
approaches to change management are more common than others and whether there is
some consistency in change management among library directors. Thirdly, it is useful to
sce how the predictors play an important role in intluencing directors™ varying
approaches to change management. Fourthly, the results of this study allow directors to
retlect on their different options. balance the weight of these influences, and better
understand which factors are most signiticant in explaining their approaches. Fifthly, the
value of knowing how change is being managed lies in providing people with new
knowlcdge and enabling people to gain a greater appreciation of directors’ approaches
used, and to manage change better in the future. The value of this study exists in linking
theory to action using the reframing change model to examine directors’ approaches
used, and confirming that the important change management tools are structural, human
resource, political. symbolic, dual and multiple approaches. FFinally, the results may also
help librarians better understand ditferent management techniques and approaches.

Hopelfully, this study will stimulate more research on the subject.



Assumptions and Limitations
Information for this study was obtained by written responses to an email survey.
This study made the following assumptions:
1. The respondents answered the survey questions honestly and accurately.
2. Academic library directors might use various approaches to managing change

in different types of libraries.

This study had the tollowing limitations:
1. The study was dependent upon the willingness and ability ot academic

library directors to respond accurately to the survey questions.

2. Academic library directors’ views about how to manage change (as noted
in the survey) might be different from the views of independent observers.
3. Directors’ approaches to managing change were given for only one point in

time.

4. Data in this study were collected from directors in libraries of doctoral-
granting, master-granting, and baccalaurecate-only colleges and universities.
Accordingly, the results of the study might not be generalized to college and
university libraries outside this ctassification.

5. Misinterpretation of the survey questions and personal bias might result in

inaccurate responses.



Definitions

Academic library: An academic library is directly aftiliated with a college or university
and addresses the information needs of faculty, students. and statt. It varies in size
depending on the scope of the academic institution.

Academic library director: As applied to this study, an academic library director manages
an academic library aftiliated with a college or university and holds a title such as
director, dean, or university librarian.

Change (large-scale): Large-scale change is a complex yet necessary process that enables
library resources and services to continuously meet the demands of faculty, students,
and staft. Large-scale change requires extensive planning and transtorms current
library resources and services to new or altered resources and services. Large-scale
change simultaneously involves the entire library system including all departments,
resources, and services—intormation technology, budgeting, tasks, policy, facility,
and attitudes, behaviors. and values of personnel.

Change management: Managing change encompasses identifying the need tor change,
planning and implementing change, and evaluating both the proposed change and the
results of the change. Evaluation is necessary to reduce any unnecessary risk and cost
and to determine if the change objectives are met.

Dual (two-frame) approach: This (rame involves integration of any two ot the Bolman
and Deal approaches to change management: structural, human resource, political,

symbolic. or other.
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Human resource approach: Directors who tollow this approach provide training and
support for staft members who feel incompetent, needy, and powerless because ot the
change (Bolman and Deal 1984, 1991a, 1991b, 1992, 1997, 1999, 2003). In Library
Trends, Jones (1989) first reported on staff training and support provided during
information technology changes. Ten years later, Jones (1999) reviewed how this
support helped the staft during these changes. Jones determined that staff training was
a continued need.

Multiple-trame approach: This frame integrates any three or more of Bolman and Deal’s
approaches to change management: structural, human resource, political. symbolic, or
other.

Political approach: Directors who use the political approach establish arenas to negotiate
compromises, resolve conflicts, and form new coalitions during change (Bolman and
Deal 1984, 19914, 1991b, 1992, 1997, 1999, 2003). Branin (1996, 4) notes that “The
Ohio Information Network (OhioLINK) and the Louisiana Academic Library
Information Network Consortium (LALINC) provide fascinating case studies of how
to manage change and complex political processes on a large scale.”

Reframing: The term “reframing™ reters to directors who purposely alter their current
change management approach in some manner. This is also known as ““use¢ of
multiple lenses™ (Bolman and Deal 1991a. xv).

Structural approach: Directors who use the structural approach realign roles and

relationships of staft to reduce confusion and unpredictability resulting from change
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(Bolman and Deal 1984, 1991a, 1991b, 1992, 1997, 1999, 2003). The successtul
reorganization of the entire library system at the University of Minnesota (Bowers ct
al. 1996) and the reorganization of the University of Arizona libraries (Giesecke
1994) illustrate the use of this approach. The Association of Research Libraries
(1996) cites 34 libraries that realigned statt roles and relationships while specific
units, such as reference, cataloging, acquisition, interlibrary loan, circulation, and
reserves, were experiencing change.

Symbolic approach: Directors who use the symbolic approach emphasize rituals. storics,
and symbols to lessen the teelings ot loss, an unavoidable byproduct of change
(Bolman and Decal 1984, 1991a, 1991b, 1992, 1997, 1999, 2003). The Learning
Services at Deakin University in Australia experienced successtul cultural change

through the identification of shared staff values (McKnight 2002).
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CHAPTER I

REVIEW OF THE LITERATURE

A comprehensive literature search, which included computerized bibliographic
databases and manual searches ot books and journals. revealed that many current books
and articles are concemed with change and change management. This chapter examines
the following six arcas of change: (1) definitions, (2) types of change, (3) reframing
change model, (4) management of technological change, (5) management of change in
academic library functions and other areas, and (6) management of change using

structural, human resource, political, symbolic, or multiple approaches.

Definitions
For the purposes of this study, change and change management are defined as
given above, under Definitions (pages 9-11). However, there are many alternative
definitions of change. According to McKean (2005, 284), change is ““the act or instance
of making or becoming difterent; the substitution of one thing for another or an alteration
or modification.”™ Change is also defined from internal and external environmental
perspectives as a kind of response or process of an organization to internal and external

driving forces (Dalziel and Schoonover 1988; Prentice 2005).



Change management is mainly a process ot managing, implementing, planning,
and coordinating organizational changes. [t can also be defined from the disciplinary
perspective. As Worren et al. (1999, 277) noted. change management is “the discipline
that ensures organizations and employces meet new and existing pertormance targets
rapidly and eftectively.” Because change can be both positive and negative or disruptive,
change management comprises both opportunities and risks.

Researchers also differ on how to assess the effectiveness ot change management
in terms of goal setting, decision-making, planning, evaluating, and resolving conflict.
For instance, Kirkpatrick (1985, xi) focused on decision making and implementation,
while Fy(te and Kobulnicky (1999, 33) emphasized correct framing and strategies.
Bolman and Deal’s (1984, 1991a. 1991b, 1992, 1997, 1999, 2003) research, however,
emphasized a multi-frame approach. Effective change management views change as an
event, tactor, or force in all arcas of management in order to attain the anticipated
objective, meet the need for new resources and services. and evaluate change as the basis
for tuture cftective changes. This study does not measure the effectiveness of change;
rather the study focuses on how people report they manage change and the factors that

are associated with academic library directors’ approaches to managing change.

Tvpes of Change
A review ot the literature shows that researchers classity and interpret types of

change in different ways: incremental and step (Thomas 2001); planned and unplanned



(Stueart and Moran 2002); first order and second order (Mink 1993, Gilley 2001);
structural, cost cutting. process, and cultural (Luccke 2003); or developmental,
transitional, or transformational (Anderson et al. 2001). Stucart’s and Moran’s types of
change might be usctul because the researchers interpreted them from the vantage point
of libraries and inlormation centers. The other interpretations are not used in this study.

Because different types of change may require different managerial approaches, it
is important to first understand and ditterentiate the types of change encountered in order
to build successtul managerial strategies (Luccke 2003, 8-9). Similarly, Thomas (2001,
25-26) advocated that an ettective change process must successtully integrate change that
oceurs both incrementally and by steps. [n his users™ guide, Thomas describes
incremental change as slowly occurring over time and eventually moving toward a
specilic outcome. Step change. however, tirst encompasses a planning stage, followed by
all changes being made simultancously. Incremental change may be more effective in
difterent situations because it might avoid unanticipated risks.

On a variation of Thomas” interpretation, Stucart and Moran (2002, 14-15)
classilied change as planned or unplanned. Planned change. also called proactive or
incremental, allows full staff involvement, resulting in “renewal or recommitment on the
part of the organization and the people working on it” (Stueart and Moran 2002, 14-15).
Lippitt et al. (1985, 119) further described planned organizational change as a logical and
fixed pattern of “recognizing a problem, gathering data, making a diagnosis, planning a

change action, and evaluating the results.” Unplanned or reactive change takes place
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amidst uncontrolled pressures tor change or a mismanaged process (Stucart and Moran
2002, 14-15). These types of change are the toci of this study.

Change has also been detined as tirst order and second order (Mink 1993).
Gilley et al. (2001, 23) described first-order change as “minor improvements and
adjustments that occur naturally as an organization and its employees grow and develop.”™
Second-order or transtormational change involves “a comprehensive examination of an
organization’s culture, core processes, vision, mission, values, goals, and strategies™
(Gilley cetal. 2001, 23). Luccke (2003. 8-9) classified organizational change programs as
structural, cost cutting. process, and cultural, while structural change encompasses
mergers or acquisitions as management attempts to achieve greater overall performance
(Luecke 2003. 8). Process change focuses on how to make processes more reliable,
and/or less costly, cost-cutting focuses on elimination of nonessentials, and cultural
change focuses on the human side of the organization (Luecke 2003, 9).

Ackerman Anderson (1986) defined the three most prevalent types of organizational
change as cither developmental, transitional, or transtormational. Developmental change
represents the improvement of an existing skill or performance standard that does not
measure up to current or future needs (Anderson et al. 2001, 34). Transitional change
replaces a current method of standard with a new one, and transtormational change is a
radical shift from one state to another (Anderson et al. 2001, 35, 39). These types of

change might be managed in the academic libraries.
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Reframing Change Model
The current literature indicates that there are tive approuches to managing change:
(1) upside-down thinking. (2) rational approach. (3) analysis-think-change approach, (4)
sce-teel-change approach, and (3) reframing approach.

The upside-down thinking approach advocated by Handy (1990) and Peters (1987)
requires radical new methods of administering and approaching work in the midst of
disorderly, unpredictable, and never-ending change (Branin 1996, 2). The rational
approach, or how-to books for managing change, adopted more cautious and practical
methods (Branin 1996, 2). The representatives ol this approach, Charles Kepner and
Benjamin Tregoe (1981). believed that although work situations certainly changed, “the
basic elements of rational problem solving and decision making remain.”

The analysis-think-change and see-feel-change approaches, introduced by Kotter
and Cohen (2002, 11), suggest that “changing behavior is less a matter of giving people
analysis to influence their thoughts than it is helping them to see a truth that will
influence their feelings™ (Cohen 2005, 6). These two approaches imply that efforts tor
effective change management should be logically and emotionally made trom the human
resource perspective.

Head and Brown (1995, 7) introduced the reframing approach, which was first
established by Bolman and Deal (1984, 1991), for change management within the library
setting. The reframing process helps managers make eftective decisions when addressing

library budget crises. Bolman and Deal’s reframing approach concerns the change that
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can be viewed and managed from a variety of frames: structural, human resource,
political. and symbolic in addition to the integration of these four trames tor ctfective
practice. The reframing model helps change leaders and managers sce and understand the
problems in more comprehensive ways: view, diagnose, and manage change events from
multiple angles: and implement changes with maximum acceptance.

Bolman and Deal’s model is chosen because the literature describing empirical
studies of managing change in academic libraries demonstrates that change is generally
managed through structural, human resource. political. and symbolic approaches. The
thinking and practice coincide with Bolman and Deal’s model. It has also been found that
there has been no research on the factors that influence academic library director’s
approaches to managing change.

The Bolman and Decal model is a comprehensive and usetul tool for
understanding managerial action. Each of the four approaches is a distinct perspective
with specilic identitied behaviors and both positive and negative aspects (Bolman and
Deal, 1984, 255; 1991b, 1997. 1999, 2003). The value of this model has been recognized
by many rescarchers in other ficlds. Reframing is a powerful way to match change
management approaches to the specitic change situation. Reframing can be used to
clarity a situation, generate options, and evaluate strategies by simply reviewing the
[rames that have been considered or ignored. Secondly. the reframing model allows the

researcher to examine approaches being used to manage change and also enhances the
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understanding of approaches that might be used. Finally, presenting the reframing model
will enable library directors to look at change management through new lenses.

This study concentrates on Bolman and Deal’s (1984, 1991a, 1991b. 1992, 1997,
1999, 2003) reframing change model, which views change trom structural, human
resource, political, and symbol perspectives. Bolman and Deal developed their four-
frame model by first reviewing the literature, and then confirmed their model through
empirical studies.

[n their first publication, Modern Approaches to Understanding and Managing
Organizations, Bolman and Deal (1984, 288) discussed organizational change and
alignment in terms of these four approaches “corresponding to a basic organizational
domain.” In 1991, they confirmed the model through their empirical study of higher
cducation administrators in the United States and Singapore and the various managerial
approaches they used (Bolman and Deal 1991b, 1992).

The tour approaches developed by Bolman and Deal (1984, 5) “are based on
major schools of organizational rescarch and theory.” According to the authors (1984, 4),
the approaches function as: (1) tilters to examine issues in order to test suitability and
permit others to pass through casily, and (2) tools to help people “order the world and
decide what action to take.”

Bolman and Deal introduced the reframing change model in Reframing
Organizations: Artistry, Choice, und Leadership in 1991 and defined retraming as “the

use of multiple lenses™ (Bolman and Deal 1991a. xv). Each of these tour approaches. as
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detailed below, otters a distinet perspective with specific identitied behaviors and
positive and negative aspects. The resultant Bolman and Deal framework was designed as
a comprehensive tool to understand managerial action.

[n 1991, Bolman and Deal conducted empirical studies. including interviews and
surveys, ot higher education administrators, American and Singaporean school
administrators, and international corporate senior managers (Bolman and Deal 1991b,
529:1992). The detailed intormation on these empirical studices is presented under
Reframing Change Model (page 56). They noted that various approaches were used to
lcad and manage. although gender did not appear to play a role in predicting respondents’
approaches and eftectiveness. The decisions, actions, and strategies ol various change
leaders depended on how change was framed and reframed (Bolman and Deal 1984,

1991a. 1991b. 1992, 1997. 1999, 2003).

Structural Approach
While the literature was limited regarding the structural approach, Bolman and

Deal (1984, 198) were able to “make a few brict and impressionistic observations.” They
determined that the structural approach was based on a broader tradition in the field of
organizational rescarch (Bolman and Deal 1984, 191). The literature tocused on three
major conceptual strands:

e Organizational structure

e Impact ot technology and environment on organizational structure and design

o [Information processing and decision making

(9



These three ditterent strands shared the following common foundation (Bolman
and Deal 1984, 192):

« Organizations are created and continue to exist in order to achieve common
“ooals set by legitimate authorities™ (Bolman and Deal 1984, 196).

« Organizational structure and process are determined mainly by the organization’s
goals, technology. and environment.

« Even though an organization does not always react rationally, it is generally
soverned by “norms of rationality™ and is intended to be rational.

e Goals, tasks. technology, and structures are the primary determinants of
organizational behavior. Fhe needs, capacities, emotions. and selt-interests of
individuals or groups are less signiticant.

The key limitation of this approach is that “the frame has largely ignored the
impact of organizations on people and the question of how to make organizations better
places for people to live and work™ (Bolman and Deal 1984, 197).

The structural approach was adopted from views. concepts, assumptions. and
ideas of rational systems theorists who focused on “organizational goals, roles, and
technology™ (Bolman and Deal 1984, 2). Theorists Frederick W. Taylor (1911) and Henri
Fayol (1919, 1949) developed the scientific management approach, while German
sociologist Max Weber (1947) advocated the bureaucratic model (Bolman and Deal
1984, 30-31). Taylor’s (1911) method of scientitic management mostly dealt with the

study of the tasks and the labor division between managers and workers. Fayol's (1949)
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main principles tor managers focused on division of labor, authority, and responsibility.
The major dimensions of Weber's (1947) model included labor division, rules, selection
of personnel. and employment. Bolman and Deal (1984) consolidated these elements into
the structural approach.

In 2003, Bolman and Deal (44-45) commented on the structural frame:

The assumptions of the structural frame are retlected in current approaches to

social architecture and organizational design. These assumptions reflect a beliel in

rationality and a faith that the right formal arrangements minimize problems and

maximize performance. . . The structural perspective champions a pattern of well-

thought-out roles and relationships. Properly designed. these formal arrangements

can accommodate both collective goals and individual difterences.

Structural leaders set directions, value analysis and data, and resolve change

problems through the creation of new rules or restructuring (Bolman and Deal 1991a,
1991b). These leaders recognize that change may result in loss of clarity and stability and

may also create confusion and chaos. To avoid contusion, it is necessary to communicate,

realign. and renegotiate formal patterns and policies (Bolman and Deal 2003, 372).

Human Resource Approach
“T'he human resource literature has generated a substantial body of empirical
rescarch. [t is sale to assert that the rescarch is extensive, varied, and methodologically
uneven” (Bolman and Deal 1984, 208). From this literature, Bolman and Deal
determined that the relationship between the individual and organization, human needs,
emotions, and abilities are central to the human resource theory (Bolman and Deal 1984,

201).



This approach is based on six related rescarch strands found in the literature (Bolman

and Deal 1984, 201):

The relationship between the organization and the people within it is important.
Individuals within organizations are important.

Human and technical processes within an organization can be improved by using
specific strategies and technologies.

Participation and organizational democracy that deals with alterations in
organizational relations.

The interdependence between social and technical processes in work settings.

Carcers and career paths in organizations.

Bolman and Deal (1984, 202) determined that all the six rescarch strands shared a

world view that included the following four propositions:

Organizations exist ultimately to serve human nceds rather than vice versa.
Organizations are critically dependent on their ability to make eftective use
of human energies and talents. Therefore. people have a critical impact on
organizational processcs and outcomes.

Pcople are dependent on organizations for meaning and satisfaction in their
lives.

[t human and organizational needs are poorly synchronized, the people will be

exploited and/or the organization will be ineftective. Conversely, if human and



organizational nceds are well synchronized, both benelit. Humans are satisticd

with their participation. and the organization effectively achieves its goals.

The main limitations of this approach are that human resource theorists seldom
look closely at structural constraints and directly address the issues ot power and scarce
resources (Bolman and Deal 1984, 208).

Bolman and Deal (1984, 2) adopted the human resource approach from several
human resource theorists who concentrated on “the interdependence between people and
organization.” Original concepts for this approach can be found in Abraham Maslow’s
(1970) theory of human needs and motivation, Douglas McGregor's (1960) Theory X
and Theory Y. and Chris Argyris™ (1957, 1964) theory (Bolman and Deal 1984, 63-75).

Maslow (1970) classitied human needs into five fundamental categories:
physiological; satety; belongi_ngness and love; csteem; and self-actualization, which
suggest that people are motivated by needs. McGregor’s (1960) Theory X takes the
stance that subordinates dislike work and resist change, and managers need to direct and
control their work. FHis Theory Y proposes that “the essential task of management is to
arrange organizational conditions so that people can achieve their own goals best by
directing their efforts toward organizational rewards™ (McGregor 1960, 61). Theory Y,
which takes the opposite stance of the Theory X, implies that subordinates like work and
can direct and control themselves. Argyris (1957, 51) proposced that people tend to
develop “from the infant toward the adult end of each continuum, barring unhealthy

personality development.™

3]
(%}



Bolman and Deal (1984) consolidated the key elements of all of the above
theorics into the human resource approach. They comment on the human resources
approach (Bolman and Deal 2003, 115):

[s the workplace really this bleak across the world? Are individuals simply pawns,

sacrificed to collective purposes and casually cast aside when no longer needed?

Is there hope that work can ever tully engage people’s talent and energy? Such

questions have intensified with globalization and the growth in size and power of

modern institutions. How can people find freedom and dignity in a world
dominated by economic fluctuations and an emphasis on short-term results?

Answers are not casy. They require a sensitive understanding of people and their

symbiotic relationship with organizations.

The central idea of this approach is “the interplay between organizations and
pcople™ (Bolman and Deal 1984, 64). Human resource leaders value feelings and
relationships, and they lead through facilitation and empowerment (Bolman and Deal
19914, 1991b). Change may result in people feeling needy, incompetent, and uncertain.
When change leaders handle this issue. they need to consider the strategy of providing

employees with training, participation. involvement, and psychological support (Bolman

and Deal 1991a, 1991b, 1997, 1999, and 2003).

Political Approach
Related political literature comprised mostly case studies. Bolman and Deal
(1984, 217) determined that scarce resources, power, contlict, and coalitions are central
to political perspectives. In the 1980s, political literature fell into two main categories

(Bolman and Deal 1984, 211):



e An emerging body of rescarch that focused on political processes in
organizations

e A neo-Marxian view that emphasized class stratification and power cxercised by
clites

This political literature shared four basic assumptions (Bolman and Deal 1984, 211):

e Many of the most important decisions in organizations involve the allocation of
SCAarce resources.

e Organizations are basically coalitions that comprise a number of individuals and
garoups.

e Individuals and groups difter in their values. preferences, beliefs, information,
and pereeptions of reality. Such differences are enduring and difficult to alter.

o Organizational goals and decisions emerge from an ongoing process of
bargaining and negotiation among major “players™ and reflect the rclative power
that each of the players is able to mobilize.

This approach is limited by the fact that political perspectives “can focus so
strongly on politics as to underestimate the significance of both rationality and
collaboration in organizations, . . overstate the inevitability of conflict, and understate the
possibilities for eftective decisions and meaningtul work™ (Bolman and Deal 1984, 216).

Not surprisingly. political science serves as the foundation for the political

approach (Bolman and Deal 1991a). Managers using the political approach need to



understand and manage power, coalitions, bargaining. and conllict (Bolman and Deal
1984). Bolman and Deal (1984, 109) summarize the political approach as the following:

[From a structural perspective, organizations are designed to be rational systems.

The central question is how to design a structure that is appropriate to achieving

the organizational purposes. The political frame views organizations as "alive

and screaming” political arenas that house a complex variety of individuals and

interest groups.

Political leaders advocate, negotiate, and value realism and pragmatism. They
lead by networking, negotiating compromises, creating coalitions. and establishing a
power base (Bolman and Deal 1991a, 1991b). It is incvitable, however, that change
results in contlict between the winners and losers. To avoid conflicts, political leaders
need to negotiate issues and cstablish new coalitions (Bolman and Deal 1991b, 1997,
1999, 2003).

As an example ot how to negotiate and establish new coalitions, Bolman and Deal

(1984, 109-110) cited Baldridge's 1971 political analysis of the university, in which
universities were seen as conligurations of "social groups with basically ditferent lite-
styles and political interests” (Baldridge 1971, 23). Baldridge noted that cach social
group wants to have an impact on organizational decisions. This is accomplished by
articulating interests, making an eflort to translate interests into institutional policy,
resolving conflicting forces mto an accepted policy, and implementing decisions

(Baldridge 1971).
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Symbolic Approach

In 1984, “very tew extensive empirical investigations™ had used symbolic theories

(Bolman and Deal 1984, 223), and even these scholars probably did “not view

themselves as exemplars of a definable symbolic approach™ (Bolman and Deal 1984,

217). However. “there is a body of related approaches that are compatible with the

following set of premises about organizations™ (Bolman and Deal 1984, 217-218):

The meaning of an event is more important than what happened during the event.
Lvents and meanings are looscly coupled. The same event may have different
meanings depending on the interpretive framework through which it is viewed.
The same meaning can be expressed through a variety ot events.

Symbols serve three major functions in organizations: (1) ccénomy— (symbols
respond to the human need for economy in information processing); (2)
elaboration—(resolvé ambiguity and give meaning to events); and (3) evaluation
and prophesy-—suggest how to feel and how to evaluate events and activities.
Symbols provide purpose, taith, and positive myth.

Many organizational phenomena that appear dystunctional when viewed in light
of their ostensible purposes are logical and predictable in view of their symbolic
functions.

The more ambiguous and uncertain an event or activity, the more it will attract

symbolic elaboration, evaluation, and prophesy.



The problems with this approach arc that there are two faces of symbols—
camoutlage and distortion versus embodiment and expression of meaning (Bolman and
Deal 1984, 224). According to Bolman and Decal (1984, 224), "Symbolic views suggest
... that the “facts™ of the social world are the facts that humans have chosen to construct.
That view can become a basis for optimism about the possibilitics of organizational
change ...”

Bolman and Deal adopted (1984, 151) the symbolic approach from theorists in a
wide range of ficlds including sociology (March and Olsen 1976): political science
(Edelman 1972): psychology (Freud and Strachey 1952, Jung and Franz 1964): and
anthropology (Ortner 1973). Freud and Jung relied heavily on symbolic concepts to
understand human behavior, and anthropologists have traditionally tocused on symbols
and their place in the culture and lives of human beings.

Symbolism cuts across disciplinary boundarics and creates a lens for viewing
life in collective settings. “The symbolic frame centers on the concepts of meaning,
beliet, and faith™ (Bolman and Deal 1984, 151).

Change may result in a loss of meaning and purpose (Bolman and Deal 2003).
Symbolic leaders impart a sense of enthusiasm and commitment. They need to utilize
myth, ritual, ceremony, stories, and other symbols to provide a shared sense of mission
and identity and to reduce stress and ambiguity (Bolman and Dcal 1991a, 1991b). A
valued philosophy is to “help people let go ot old attachments and embrace new ways of

doing things™ (Bolman and Deal 2003, 393).
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Multiple Approaches

[.caders may also integrate three or more approaches (Bolman and Dezil 1984,
278) when managing change. Bolman and Deal (1984, 4) advocated the multiple
approach because Understanding organizations is nearly impossible when the manager
is unconsciously wed to a single, narrow perspective.”

The tour trames distinguish the way one views change. Each lens has its strengths
and weaknesses as a tool for action and as an approach for framing change (Bolman and
Deal 1984, 1991a). Bolman and Deal asserted that change leaders may integrate all tour
approaches and make “the sequential application of cach frame to the same event or
issue.” An ignored approach may very likely be the one that results in failure or success
of the change (Bolman and Deal 1991).

Bolman and Deal (1984, 292) described the following empirical studics by
others who used or cited the multiple approach. Kotter (1982) conducted a longitudinal
study of senior manager characteristics and found that they used the structural, human
resource, and political approaches. In search of organizational excellence, Peters and
Waterman (1982) interviewed and observed managers trom 62 high-performing
corporations. As cited in Bolman and Deal (1984, 280), Pcters and Waterman
summarized the three main features of high-performing corporations as (1) simple form
and lean staft, (2) productivity through people. and (3) hands on or value-driven. These

three features coincide, respectively, with three Bolman and Deal approaches: structural,



human resource, and symbolic (Bolman and Deal 1984, 280). These two empirical
studies confirm that people use multiple approaches under the various circumstances.
Bolman and Dcal determined several common strands during their literature
review. In both their qualitative and quantitative empirical studies. the frame-related
issues and actions obtained from participants coincided with and contirmed this schema.

(1) The organization theory and rescarch strands reviewed by Bolman and Deal
reflect this kind of schema instead of some other.

(2) In the qualitative study, the trame-related issues and actions obtained trom
participants’ descriptions of situations in critical incidents coincided with this kind of
schema instead ot some other.

(3) Bolman and Deal’s empirical studies combining the qualitative and
quantitative methods confirmed this kind of schema instead of some other.

The strengths of Bolman and Deal’s model are that it is a relatively coherent
model developed following an extensive literature review and empirical studies. The
studics combined both qualitative and quantitative mcthods, which coincided with the
literature. While most studies or models focus on only one¢ or two organizations’ theory
and rescarch, Bolman and Deal’s (1984, xii-xiii) model was extensive and
comprchensive. Lxplicit attention was paid “to both the similarities and differences
between public and private organizations™ (Bolman and Deal 1984, xiii). Previously, the
bulk of work in organization theory “focused almost exclusively on either the private or

the public sector, but not both.™ (Bolman and Deal 1984, xiii). The Bolman and Deal
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model provides empirically confirmed zlpproach—rclulcd managerial action classifications
for the key clements of planning, approaching conflict. evaluation, and communication
during the change process. The weaknesses are that Bolman and Deal did not clearly
define change, nor did they address the types of changes. In addition, they only examined
how gender influenced leaders™ frame use; they did not study other variables such as

other demographic variable (age).

Munuging Technological Change

Information technology covers broad areas such as telecommunications and
nctworking. information delivery. otfice systems, expert systems, digitization. speech
recognition, hardware and software. data formats, and database systems (Ingersoll and
Culshaw 2004, xiii). Evolving information technology, frequently described in the
literature. is the driving force for change in academic libraries and leads to corresponding
changes in resources, services, and administration.

The literature on technological change can be classitied into four main categories:
(1) opinions on information technology. (2) rapidity of changes and symptomatic techno-
stress, (3) empirical studies, and (4) management of technological change.

The first category, opinions on information technology. serves as a driving force
for change in academic libraries. Opinions involve historical developments, changing
roles, and impacts of information technology (Bryson 1990, Hallman 1990, Prentice

1990, Hearn 1996, Young and Peters 1996, Riggs 1997, Rubin 1998, Gallacher 2000,
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Siddiqui. 2003, Ingersoll and Culshaw 2()04-, ‘Warnken 2004). According to Rubin (1998,
38), technological developments produce both positive and negative changes, which
suggests that information technology changes should be appropriately and cttectively
evaluated and managed. With advances and impacts ot new technologies that bring about
the changes in library collections, services, policies, resources, and statting, “libraries
find themsclves having to look at their systems and processes in a very ditferent way™
(Warnken 2004, 322).

The second category 1s the rapidity of change in libraries and its symptomatic
techno-stress exhibited by library employces (Poole and Denny 2001, 503). The
application of information technology in libraries has spanned several rapid stages. In the
1950s, IBM worked with libraries to solve circulation control problems. ;l'lirOngllotlt the
1950s and 1960s, new information technologies were applied to the workflow and
services, and in the 1960s, the machine readable cataloging (MARC) standard was
developed. By the 1970s, library operations and services were greatly influenced by
automation. In the late 1980s and the 1990s. academic libraries experienced rapid
changes with the advent of personal computers and CD-ROMs (Ingersoll and Culshaw
2004, p. x1v).

Numerous researchers have conducted empirical studies on the impact of
information technology on personnel, resources, services, and administration in the

library workplace (Jones 1989, 1999; Klerk and Euster 1989; Marchant and England



1989 Palmini 1994; Winstcad 1994: and Young and Peters 1996). These studies are
briefly described below.

Jones (1989. 449) conducted a survey at three university libraries on support staff
attitudes toward technological change. The results were exceedingly positive, although
the collected demographic data were not used in analyzing other variables in this study.
en years later, Jones (1999) surveyed these libraries using the same 1989 questionnaire
with minor word changes. The statt™s opinions and reactions to technological change
were still positive. However, the data [rom the second part of the questionnaire. such as
personal background. were not fully used to analyze other variables through inferential
regression tCChlliquCS.

Klerk and Euster (1989) surveyed 53 library dircctors regarding their views on
technological changes in libraries. The main areas of change cited were the overlapping
of social and technological services and the changing roles of library stalt members.
Because the inquiry was in the form of a letter to colleagues, it lacked validity and
reliability.

The results of Palmini’s (1994, 119) survey on the eftects of computerization on
Wisconsin academic library support staft indicated that workers were worried about new
job duties as well as tuture changes in academic libraries. It takes time to adjust to
technological changes in libraries, and participative management is the key to better
adjustment (Marchant and England 1989, 469). However, Winstead (1998. 20) found that

automation did not causc changes in the hicrarchy of the library, and it did not have any
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cltect on interpersonal communication. Young and Peters (1996) used a survey to
examine the nature, leatures, and impact of the emerging electronic text on academic
libraries. The response rate was very low. however, and the researchers did not perform a
quantitative analysis of data.

Finally, Poole and Denny (2001) addressed how technological changes are
managed in community college libraries and learning resource centers. The results trom
their limited survey indicated that the stalt were positive about technological change.
Poole and Denny emphasized that in planning and implementing technical change,
greater attention should be given to determining who would be directly affected by the
change and who would benetit. The rescarchers noted that the staft should be included in
making decisions, revising job descriptions, and experimenting with alternative reward
systems (Poole and Denny 2001, 503).

As library patrons become increasingly dependent on the Internet as a research
tool, libraries must keep abreast ot technology changes (Ingersoll and Culshaw 2004, 1).
According to Johnson (1988. 43-44), strategics for technological change should address
communication, purpose, leadership, incentives, consequences, time, incremental
implementation. collaboration, design, and training.

Change resulting from evolving information technology, one of the external
forces that drives change in academic libraries, may be managed from different
perspectives: downsizing and decentralizing, developing employees™ new skills,

decentralizine power. and redefining the meaning of work in hich-technology
o] o o o



environments (Bolman and Deal 1991, 372). Intormation technology-enabled change
may be managed theoretically and practically using a variety of change management
model perspectives (Geyer 2002, 67). It should be noted. however, that current literature
does not address the factors that atfect academic library directors™ approaches to

managing change that is triggered by information technology.

Managing Change in Academic Library Functions and Other Areas

Most ot the literature on change or change management centers on concrete
academic library tunctions, “desired organizational responscs to certain environmental
stimuli,”™ and “changes in library acquisitions, intformation services, and technology
deployment to meet narrowly detined change imperatives™ (Stephens and Russell 2004).
This scction summarizes rescarch that describes change management within a library
setting.

The literature on change management in acquisitions focuses on the impact of the
Internet on the selection and ordering processes in academic libraries (Diedrichs 1996,
Hollis 1998, Siddiqui 2003). In 1996, Dicdrichs noted that the functions of acquisitions
managers and some acquisitions departments may be expanded to deal with new arenas
such as ~document delivery, copy cataloging, outsourcing, and contract negotiation™
(Diedrichs 1996, 237).

To better understand how the Intemet and electronic publishing affected
acquisitions, Hollis (1998) interviewed British acquisitions librarians from six academic

libraries and from one publisher. At the time, Hollis found that participants did not use

‘o
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the Internet frequently during times of change. Siddiqui (2003, 241) cautioned that to
etfectively manage change, acquisitions managers should improve their leading skills and
qualities. When acquisitions managers are given primary responsibility for the change
process. they should control and implement change according to the proposed model of
managing change: conceptualization, department preparation, task force creation,
planning, management of staff, implementation, and evaluation (Siddiqui 2003, 241).

Kelly and Robbins (1996) discussed the main changes in the future of library
reference services and the changing roles of reference librarians. They determined that
consumer analysis, library work standardization, and artificial intelligence may have
some cffective applications in reference services. Work by Kelly and Robbins was
preceded and followed by several studies describing how to eftectively manage change in
academic library reterence services (Odini 1990, Gilles and Zlatos 1999, Rogers and
Kenney 2001).

Odini (1990, 9) summarized personal experiences and observations into four
broad categories to consider when introducing any aspect ot change: psychological,
communication, motivation, and administrative. Gilles and Zlatos (1999) described the
reorganization of reference services at Washington State University libraries trom a
structural perspective. Changes included the merger of two separate divisional libraries
and the redetining of roles and duties of the head positions. To maintain updated
reference services. cight lllinois academic libraries successtully collaborated to ofter real-

time, web-based reference services (Rogers and Kenney 2001).



Changes in university reference services, including online services tor end-users
and free Web service, have been growing since 1991 and focus on reference collections
and services. As a result, “change in reference is evolutionary™ (Sowards 2003). Given
the technology revolution, it is crucial that live online reterence services be established
and maintained to manage change in reference information (Reiner and Smith 2003).
Albanese (2005) noted that print in academic reference collections is stable, and digital
service is preferred by students and faculty.

Zuidema (1999) discussed the framework and mechanisms used to reengineer
technical service processes at the University of Hlinois at Chicago during evaluation and

restructuring. Zuidema found that reenginecring helped the staft prepare tor technological
changes, thereby making the library part of the new flexibility (Zuidema 1999, 51). In
this study. the traditional interlibrary loan department was cttectively restructured to also
include information delivery. The department was eventually moved to collection
development services at the Auraria Library of the University ot Colorado at Denver
(Schafer and Thornton 1999, 25).

Warnken (2004) reviewed the literature related to technology and change
management and provided many guidelines on effective implementation of change in
academic library services. Warnken suggested that academic library resources and
services should be examined from strategic, functional, and tactical perspectives. He also
concluded that everything must be taken into consideration in order for change to be

cttective.



Mosenkis (2002) conducted an informal survey on how to deal with change in the
workplace. The survey was limited to specific arcas. and the guidelines formulated for
coping with change were based on personal experiences of management and human
resource consultants. The report mentions the interview method used, but there are no
explanations about the study procedure.

Molaudi and Toit (2003) studied the extent to which change was being managed
in academic services through a mail survey in South Africa. The researchers discussed
types of change and change processes in addition to factors at the organizational level
that are measured and observed in the planned change: size. performance, structure,
policies, procedures, culture. and management style. The researchers found that
communication is the most etfective tool to use in managing change. In addition, it is
very important for the heads of information scrvices to develop the right vision to guide
and direct all activities during the change progress. l’l(;W'CVCT. the survey sample size used
in this study was very small, thereby affecting the study’s validity and reliability.
Demographic data was not collected, and it is not known whether this affected the study
results.

Harer (2001) conducted a Delphi study to examine quality performance of
academic libraries and to predict the change trends in services and programs. Not
surprisingly, Harer determined that the Internet was the most significant driving force for

change in academic libraries.
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Related literature explores the changing roles of professional and paraprotessional
statt in libraries (Johnson 1996; Simmons-Welburn 2000; Wilson 2003: Auster and
Taylor 2004). some of which are described below. Changing roles can be etfectively
managed by first identitying the change and then communicating the nature and details of
the change (Johnson 1996, 97). Using content analysis. Wilson (2003) surveyed and
interviewed library staff regarding their changing roles in their work. Although the
sample size was small, Wilson (2003, 81) noted the extent and breadth of change.
Simmons-Welburn (2000, 11) found that newly designed or redesigned positions are
eltective ways to manage the changing roles of librarians and other professionals.

Managing downsizing is regarded as a subset of the more general problem of
managing change (Auster and Taylor 2004, 14). Auster and Taylor surveyed academic
librarians, received 1154 responses, and presented a com.prehcnsive study of downsiiing
and how Canadian academic libraries adapted to change (Gold 2005). The findings of
Burgin’s (1997) survey of 45 academic and 74 public library directors concluded that
academic libraries were more likely to experience downsizing than public libraries (32%
vs. 24%). However, the inequality of the number of directors within the two groups may
account for this limitation. It is not known what factors influence directors™ approaches to

managing change.



Managing Change through Structural, Human Resource, Political,
Symbolic, or Multiple Approaches

Rapidly changing information technology has brought great transformations to all
aspects of management in academic libraries during the past two decades. While some
people may thrive on change, others may resist change, thereby creating more conflict
(Evans et al. 2000, 116). Ingersol and Culshaw (2004, 1) caution that “libraries in the
twenty-first century need to balance the strong external forcees of change with the
resistance to change.”™ Conscquently. effective change management requires analyzing
the causes ot contlict and correctly using strategies and techniques to handle conflict
(Edwards and Walton 2000).

Comparing the four different approaches to managing change, Bolman and Deal
(2003, 193) brietly summarized how the different leaders would respond in a similar
situation. Suppose a group of graduate students want their university to become more
democratic and responsive, but the faculty insist on tightening controls and standards.
The structural leader will tfocus on finding the right solution based on sound analysis or
better outcomes. The human resource leader will look at the needs and perspectives of
cach group, encourage productive dialogue. and try to find a mutually satistfactory
solution. The political leader is more likely to view divergent interests as an enduring tact
of life and be less optimistic about distinguishing better from worse solutions (Bolman
and Deal 2003, 193). While Bolman and Deal do not address the symbolic leader in this

scenario, we can surmise that the symbolic leader would create rituals to develop or
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restate the university’s vision and also discuss the university’s identity, culture, or
symbols so as to lessen the ditferences presented by both sides (Bolman and Deal 1991b,
515).

As mentioned previously, the literature describing empirical studies of the four
approaches used within academic librarics is scarce and often outdated. Examples of each

approach are described below. .

Structural Approach

In 1996, the Association of Rescarch Libraries conducted an empirical study and
surveyed 53 ot the 108 rescarch libraries in the United States. Seventeen ot the
responding libraries had cither completed library-wide reorganization within the past 3 to
5 years or were currently engaged in reorganization. Thirty-four libraries had reorganized
specific units such as reference, cataloging, acquisition, interlibrary loan, circulation, and
reserves. Information technology and declining resources were the key tactors that drove
the organizational changes, many ot which were managed using the structural approach.
The reallocation of personnel, funds, and resources were the main actions taken as a
result of effective restructuring.

Documented empirical studies of the structural approach used to manage change
date back to the 1990s (Stanley and Branche-Brown 1995, 424: Bowers et al. 1996;
Duchin 1997, 141; Kingsley 1997, 145; Harris and Marshall 1998). These studies

described how organizational goals were met when authorities managed change and
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resolved contlicts within technical services divisions, functional organizational structures.
and even entire academic library systems. Many of these studies, however, can be
critiqued for some weaknesses.

In 19935, Stanley and Branche-Brown described the reorganization of the
technical services division at the Pennsylvania State University (State College) libraries.
The reorganization, which resulted in selt-directed work teams, represented a major
cultural change for the library system. According to Stanley and Branche-Brown (1995,
424), training and empowerment were the key elements of ctfective team work. “The
success of cach decision is directly related to the individuals involved™ (Stanley and
Branche-Brown 1995, 424). Unfortunately, the study did not collect demographic and
human capital data that might have intfluenced participants’ approaches to making correct
change decisions.

The latest change management study in the 1990s was conducted in Canada by
Harris and Marshall (1998). The researchers examined director, manager, and librarian
perceptions of how change was achieved. Seven directors ot academic and public
libraries were interviewed and then responded to a mail survey. Of the 182 respondents,
31% worked in academic libraries and 69% worked in public libraries. According to 70%
of the respondents, preparation, reenginecring, and thorough examination of prioritics
were sound managerial approaches to problems: 86% of public libraries and 72% of
academic libraries were already changing their approaches. When the respondents were

asked how change was achieved, 27% replied that restructuring involved or would
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involve a decrease in service levels (Harris and Marshall 1998, 572); 86% reported that
rcstrﬁcturing had resulted or would result in reduced stafting levels (Harris and Marshall
1998, 573).

In Harris and Marshall’s study, it i1s important to note that directors, managers.
and librarians had difterent perceptions of change management. [lowever, the study
lacked validity and reliability because the number of subjects was too small, and there
was an unequal number of respondents between the two types of libraries.

In 1997, Duchin studied changes in stafting, tunctions, workstations, and
personnel training in a library technical services department at the City University ot
New York. A positive aspect of the changeover was management’s capacity to foresee
and determine when a change was necessary. Other positive aspects for statt included job
enrichment and variation, enhanced influence, acknowledgement of their intellectual
abilities, and reduced barriers between technical services and public services (Duchin
1997, 141).

The library staft at the City University ot New York had both negative and
positive experiences during the change. The statt had a ditficult time anticipating
changes: however, the administration’s willingness and ability to alert the staft to
potential changes and when they would occur helped ease anxiety (Kingsley 1997, 145).
Kingsley concluded that the combined cftort of all people involved in the implementation

of major change was the key to success. Key points to consider during the change
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management process are to make effective communications, involve staft from the
beginning. and include acquisitions in the process (Boissonnas 1997, 154).

The entire library system at the University of Minnesota (Duluth) was cffectively
reorganized and managed by task forces in charge of the change (Bowers et al. 1996).
Communication with staff was important. They were involved in the change process by
completing attitude surveys and participating in focus groups and tcam building.

The reviewed studies of how to manage change in acquisitions. cataloging, or
other technical services focus on restructuring (Boissonnas 1997; Gozzi 1997) and
changes in staffing, functions, workstations, and personnel training (Duchin 1997) in
addition to the problems of managing change (Kingsley 1997). The above research was
based on case studies and descriptive. Boissonnas (1997), Duchin (1997), Gozzi (1997),
and Kingsley (1997) each described the effects of change, summarized eftective and
incffective techniques for managing change. mentioned the most positively or negatively
perceived aspects in the change process, and oltered some advice. These studies are
without quantitative analysis and lack validity and rcliability, however.

The traditional division of labor in academic libraries has otten been the focus of
discussions on change management. Buttlar and Garcha (1992, 2) examined the
structured worktlow ot academic librarians, the extent that two-fold paths of traditional
and public service have been integrated, and the responses of library administrators
toward restructuring. They sent a mail survey to “a stratitied sample of 138 state-

supported college and university library directors.” Nincty-three usable questionnaires
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were analyzed. The results showed that 60 of the 93 libraries had maintained the
traditional divisions with separate technical and public services, 30 libraries had partial
integration of the functions, and 31 had completed reorganization within the last 5 years.
However, the study neither collected demographic and human capital data nor addressed
the factors that influenced directors’ approaches to managing change. In addition, the
report was filled with many minor statistical errors. For example, it was incorrectly
reported that 60 of 93 librarics represented 65.2% rather than 64.5% (Buttlar and Garcha
1992, 6), and 24 respondents for “don’t know™ comprised 26.4% rather than 25.8%

(Buttlar and Garcha 1992, 8).

Human Resource Approach

The variable of people is the most important one to be taken into account during
change. This is appreciated by the human resource approach, which focuses on human
needs and the relationship between organizations and people (Bolman and Deal 1991,
121: von Dran 2005, 177). Staff can help make the change successtul, but change may
cause them to feel incompetent. needy. powerless, and possibly resistant. According to
Bolman and Deal (1991, 397), these problems can be handled by providing training and
support for employees via the human resource perspective.

To be cffective human resource managers, library leaders should have a good
mastery of basic motivational and human resource theories. They should also understand
that this approach comprises “diversity. changing roles of academic librarians and
administrators, recruitment and selection, staff development, and cthics™ (Simmons-
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Welburn and McNeil 2004). To be successful in managing change, it is important to
identily personnel who are tor or against change, analyze reasons for the obstacles to
change. and correctly use change agents (Von Dran 2005).

A few sources (Webb 1989, Hawthorne 2004, von Dran 2005) described the
human resource perspective as it is used within the library setting. Webb (1989, 1-2)
cautioned that libraries should address “the challenges faced by information services, the
need to reallocate, reclassity, and retain existing statt, and the increasingly important role
human resource specialists play in libraries in transition™ (Webb 1989, 1-2). [Tawthome
(2004, 185), Director of Library Human Resources at the University of California at Los
Angcles (UCLA), acknowledged that every library must adequately cope with change in
order to meet current needs. She highlighted the need for proactive management of
change in libraries and the integration of human resource management and organizational
development (Hawthorne 2004, 185).

Hawthorne (2004, 172) noted that the human resource function has expanded
beyond administrative and operational roles to include more strategic responsibilities.
This shift means that human resource practitioners must not only manage change, and
they must also redesign jobs to fit in with the organization’s new needs. develop new
performance management systems, and design and restructure organizations (Hawthorne
2004. 174). Work teams are emerging as both libraries and corporations rethink the
impact ot employee involvement and contributions. While team contributions can have a

dramatic positive cttect, some teams fail at their objectives. What makes a difterence
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between team success and failure is adequate training in interpersonal skills, effective
communication, active listening. problem-solving, and contlict resolution (I1awthorne
2004, 179). Integrating organizational development in human resource management “in
libraries 1s not only possible and desirable but necessary to manage change and improve
overall organizational eftectiveness™ (Hawthorne 2004, 183).

Giesela von Dran (2005), assistant professor and director of the Library and
Information Science Program, School of Information Studies at Syracuse University,
New York, team-teaches a course entitled Leadership and Change. von Dran (2005, 183)
stresses that leaders and managers ot change must understand their own capacity for
change and their resilience in coping with inevitable stresses. As a result:

Leaders of change have to be mentally healthy, creative, flexible. and optimistic...

If their primary motivation is service to the organization and its constituencies and

employees, then they will create environments. . .that enable employees to

express themselves, grow as human beings, tind ways to exercise their emotional
as well as intellectual intelligence, and encourage them to serve the greater good

(von Dran 2005, 183).

Political Approach

When dealing with change, political power is an important clement worth
considering (Atkinson 1990, 98). The political approach can be used on several levels.
First, change agents at various levels of the library staft have difterent roles and
responsibilities for managing change. If a manager does not have the primary
responsibilities for change. he or she may need to tum to the top level of management.

which may possibly be the board, the city manager. or a vice president. This may be
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frustrating and possibly may scem futile (Curzon 2005, 106). Second, academic libraries
depend on their parent institutions, and political realitics, albeit trustrating, should be
taken into account at all times while managing change (Curzon 2005, 106; Gallacher
2000, 16). The resultant frustration and change may cause contlicts. [f handled well, the
political perspective can create arenas where 1ssues can be negotiated rather than being
driven underground (Bolman and Deal 1991, 377).

How politics aftects academic library systems is evident in Fatzer's (1996)
comparison of higher education library systems in Louisiana and Ohio. Both states were
faced with serious budget problems while attempting to improve academic library
services. While the two states appear to have little in common, they were both able to
work through complex, yet ditferent, political processes and overcome financial crises. In
the end, each state established a state-wide resource-sharing academic library consortia
supported by clectronic library networks (Fatzer 1996, 58). The two consortia provide
fascinating case studies of how to manage change and complex political processes on a

large scale.
o

Symbolic Approach
Understanding, managing, and coping with academic library change must address
“the issues of structure, strategy. personality, and above all, organizational culture™
(Edwards and Walton 1996). The symbolic approach acknowledges institutional identity,
culture, or symbols such as an attachment to an old building on campus (Bolman and
Deal 1991b). While changing allegiances from an old to a new building may be slow and
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difficult, leaders use the symbolic perspective to counter the loss of meaning and purpose
(Bolman and Deal 1991b, 377).
The symbolic approach provides the capacity to constantly scek, critically assess.

and selectively incorporate new ideas and practices both internally and externally (Fullan

2001, 44). The key elements of culture—values, power, behavior, language, and
traditions—are the soft information that is considered when managing change (Gallacher
2000, 21-22). Any academic library has its own core values, a list of standards, central
beliels. or operating principles (intangibles) held by the organization (Patkus and Rapple
2000, 197). To change any of these values, the change process must start with top
management adopting and agreeing to be guided by a sct of values (Fitzgerald 1988, 12).

Managing change from a symbolic perspective is widely explored in many
fields. but to a much lesser degree in academic library science. Most of the literature on
symbolic change in libraries is presented in opinion papers; there are few related
empirical studies. In Changing the Culture of Libraries, Patkus and Rapple (2000, 199),
librarians at Boston College, noted that core values provide a common vision for
employees. As librarians seek to deal with constant change, the identification and
adoption of tixed and unchanging core values may be the ideal strategy to embrace
change successfully (Patkus and Rapple 2000, 203).

To back up their beliefs, the authors further described their personal experiences
at Boston College library system. As part of a reorganization started in 1994, external

consultants were hired to lead the staff through the change process. The reorganization
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was assessed within the first year and then again three years later. Reassessment reports,
which focused on several key areas, including values, people and skills. and
communication, were reviewed by employees across the system. During this process.
core values were the glue that held everything together (Patkus and Rapple 2000, 202).

Nozero and Vaughan (2000, 416), librarians at the University of Nevada, Las
Vegas, described how their library system re-engineered change in the borrowing system
by starting with an absolutely clean slate, only looking at what needed to be done, not at
what was being done or what had been done. They noted that ~by involving more staftf in
the design of the changes, many of the risks inherent in re-engineering™ were avoided
(Norezo and Vaughn 2000, 417). At the same time, the system instituted a process
improvement of developing change in smaller, incremental steps. While many theorists
believe that these two methods (re-engineering and incremental change) are polar
opposites and cannot be done simultaneously, Boston College successfully used tactics
from both theories (Norezo and Vaughn 2000, 421). The key to their success was the fact
that top management supported the project and developed an institutional culture that not
only accepted change, but welcomed it. (Norezo and Vaughn 2000, 420).

In 1990, Harvard College Library initialized a [0-year organizational
development strategy of positive adaptation to change (Clack 1995, 146). Statt
involvement was a key process. In initial focus group sessions. which involved statt
members at all levels, the committees generated ideas and communicated them to all

library statt. Individuals were encouraged to independently identity their values, which
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were discussed at larger group sessions or “town mectings.” The material was then
synthesized by a stecring committee, and finally a proposal was discussed and approved
(Clack 1995, 148). “Through this inclusive process of discovery, the library, while
evolving constantly in response to change in its environment, is supported by a values
system that influences its policies and activities and guides its selection of priorities™
(Clack 1995, 150).

Outside of the United States, the Learning Services at Deakin University in
Melbourne, Australia, experienced cultural change (McKnight 2002). McKnight (2002)
managed change through customer discovery workshops, strategic planning, performance
tracking. and the identification of shared statt values. While McKnight held a number of
positions at the university library, including directorship, obtained several degrees and
awards, and belonged to many associations, it is not clear from the article if any of these

tactors influenced her approaches to managing library changes.

Multiple Approaches

There are multiple realities in all organizations, including academic libraries, and
difterent people have ditterent perspectives. Consequently, there are multiple approaches
to managing change (Bowers et al. 1996, Bolman and Deal 1997, Worren et al. 1999,
Nozero and Vaughan 2000, Tuominen 2000, Atkinson 2003). Reflecting on his personal

management experience and a review of protessional literature, Atkinson (2003. 38)



observed that holistic thinking is an effective way to manage change in academic libraries
and information services.

Complete restructuring can combine unrelated processes into a more effective
approach (Hobrock 1996, 176), and difterent perspectives. which may be adopted to plan
and manage change successtully, ofter different results (Bolman and Deal 1991, 323).
Planning from a structural perspective helps set objectives and coordinate resources; a
human resource perspective promotes participation; a political perspective develops
arenas to air conflicts and realign power; and a symbolic perspective adopts rituals to
signal responsibility, produce symbols, and negotiate meanings (Bolman and Deal 1991,
323). Changes in one perspective undoubtedly aftect the others. and an approach that is
ignored may very likely be the one that results in failure or success of the change
(Bolman and Deal 1991).

Few empirical studies on the multiple perspectives within the academic library
sctting have been done in the United States (Bowers et al. 1996, Nozero and Vaughan
2000) or elsewhere (Smith 2001). The case study by Bowers ct al. (1996, 133
demonstrates multiple perspectives of change management at the University of
Minnesota libraries. The entire library system changed trom a structural to a cultural
perspective by creating task forces, building a team and communication, detining
personal and institutional values, and developing skills of team members. As described
previously, Nozero and Vaughan (2000) examined the plan and implementation of

change lrom multiple perspectives. including the symbolic approach. at the University of
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NCVLI(.IL.L L.as Vegas, library system. The rescarchers analyzed the two seemingly
divergent methods used: (1) re-engineering or a radical change approach and (2) process
improvement or slow incremental change. The library system was successful in using
polar opposite methods of change because top management was open to change and
encouraged both change and communication with all statt members (Norezo and Vaughn
2000, 420).

Re-engineering was also adopted by the technical services department at Grittith
University Library in Queensland, Australia, in order to automate repetitive processes
and form a partnership for shelf-ready books (Smith 2001). The library underwent
multiple approaches to meet these goals. The total staft was reduced by 50%, and the new
section was organized into two self-managing teams. Each team was responsible for all
its own functions, from acquisitions through cataloging. “"The change in this section was
as much cultural as structural™ (Smith 2001, 81). The resultant strcamlined process
allowed a clear and continuous feedback mechanism for the technical services statt and
senior management. Problem arcas are now readily addressed. without time clapsing

(Smith 2001, 92).

Summary
Table 2.1 (Appendix A) summarizes Bolman and Deal’s (1984, 1991a, 1991b,
1997, 1999, 2003) reframing change model. Table 2.2 (Appendix B) outlines conclusions

of the literature on change management in academic libraries. Most of the relevant



literature, including the literature reviewed for this study, addresses the topic of
technological change and management of change in academic library functions. The
literature mainly comprises research studics related to the key elements of definitions,
types of change, reframing change model, management of technological change, and
approaches to change management in academic libraries.

Although some studies address the management ot change from structural, human
resource, political, symbolic, or multiple perspectives, empirical studies are lacking. Most
empirical research focuses on practice, is cross-sectional, and relies on surveys and case
studies for data. While little is known about how dircctors approach change management,
there are studies citing both positive and negative results of change.

The literature presents anecdotal and informal case studies ot successful change
management at several academic libraries. In these studies, little information is given
about the factors that influenced change management approaches used by the directors or
the demographic and human capital data which might influence participants” approaches
to making correct change decisions.

On the negative side, according to Goulding (1996, 94), “Resecarch indicates that
90% of change initiatives. . .fail. . .because human factors were not taken adequately into
account.” Another study notes that as many as 70% ol new programs fail—ftrom re-
engineering and installing new technology to changing values (Washington and Hacker

2005).
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Today. there is an increasing need for academic libraries to perform change
projects in response to external and internal pressures. Because academic library directors
play a key role in managing change. there is a need lor research on the approaches used
to manage change and the impact that directors™ demographic and human capital data
have on choosing these approaches.

The model, research, and literature provided in this chapter establish the
foundation for this study. The study framework and hypothesis development are

discussed in the next chapter.
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CHAPTER TII

STUDY FRAMEWORK AND HYPOTHESIS DEVELOPMENT

This chapter describes a study framework to determine academic library directors’
approaches to managing change. A brief description of Bolman and Deal’s reframing
change model is given below. followed by the framework for this study. Hypotheses are

formed as guidcelines for the specific empirical tests presented in Chapter 1V.

Reframing Change Model

First, it is important to understand the backgrounds of these two researchers. In
1984, Lee G. Bolman was an education lecturer at the Harvard Graduate School of
Education and an independent management consultant. At [arvard, he taught many
executive programs, and was taculty chairman for the Institute for Educational
Management. Terrence I, Deal was a professor of education at Peabody College,
Vanderbilt University. Before joining Peabody, he was a faculty member of the graduate
schools of education at both Stanford University and Harvard (Bolman and Deal 1984,
Xix).

The institutions they taught at were on opposite ends of the United States, “two
universities known more for their difterences than for their similarities™ (Bolman and

Deal 1984, xix). Both researchers had developed separate theorics about organizations.



which led to lively debates. These “differences flourished and collided™ when they co-
taught a class on theory and behavior at Harvard (Bolman and Deal 1984, xii).

In 1984, confidence in American institutions plummeted as the government
tried to control large mergers. At the same time. demand for new ideas and insights about
management and organization had reached a crescendo (Bolman and Deal 1984, xi). The
public eagerly bought new books on how to find organizational excellence, become a
sixty-second manager, build a corporate culture. or apprehend the mysteries ot Japanese
management (Bolman and Deal 1984, xi). Each expert had a ditterent idea on how to
address ditterent issues, and their students were contused.

Together, Bolman and Deal began to study the popular literature, to determine
it problems were being oversimplified or if central issues in management were being
omitted. They sought “to provide a compact overview of approaches to organizations that
are genuinely powertul for management™ and in turn “present a framework that
encompasses much of what is known and that helps to separate the topical from the
enduring, the fads from the fundamentals™ (Bolman and Deal 1984, xi). The researchers
summed up their studies: "Along the way. we assess the strengths and limits of many
recently popular books and ideas.” (Bolman and Deal 1984, xi). Their goal was to
produce a holistic way ot understanding the complexities of modern organizations.

Whilc reviewing the literature, Bolman and Deal noted that the tield of
organizational behavior was split into several major intellectual camps. Within each

camp, the people shared a similar view of the world, studicd similar problems, used
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similar methods, and cited each other’s accomplishments (Bolman and Deal 1984, 190-
191). From there the researchers “grouped the intellectual camps into four major
territories. each with its own set ot assumptions and approaches”™ (Bolman and Deal
1984, 190-191). The ideologies of each group tormed the basis of the Bolman and Deal
framework.

Their first book had three major objectives: (1) to provide a clear and readable
summary and integration of the major conceptual perspectives in the field of
organizations, (2) to focus on what organization theory says that is important and uscful
for managerial practice, and (3) to give equal time to private and public organizations™
(Bolman and Deal 1984, xir).

As the researchers lectured on their model to their students and to managers in
many organizations, Bolman and Deal learned that most managers had relatively limited
view of organizations and that the majority of people they interviewed had negative
experiences in organizations (Bolman and Deal 1984, 6-7). When the four frames were
first introduced, they caused confusion and tension. However, as people became more
comfortable with the frames and were able to apply them to real-life situations, they
reported a liberating feeling of choice and power. “Our experience encourages us to
believe that the frames have a wider audience than the participants in our courses and
seminars. The frames can be helpful to any manager. . . They can cven help in many ot

the informal settings™ (Bolman and Deal 1984, 6-7).



After finishing the review of literature and consolidating major schools of
organizational thought into four relatively coherent approaches. they conducted empirical
studics that examined how leaders used different approaches to leading and managing in
the United States and Singapore. Bolman and Deal’s (1992, 315) investigations combined
“qualitative and quantitative methods because both have advantages in studying leaders’
worldviews.” [n addition, they contirmed their model by using the triangulation research
method (Bolman and Deal 1991b).

[n the first empirical study, Bolman and Deal (1991b) intervicwed 208 education
administrators from the United States and 220 school administrators from Singapore.
Participants were asked to list critical incidents that described a situation. From these
narratives, Bolman and Deal determined the ditferent management approaches that were
used and analyzed approaches that were prominent in critical incidents. Twenty-four
percent of the higher education administrators used one approach when nmnagin('.:»'vhile
50% used two approaches, and 26% uscd three or more approaches (Bolman and Deal
1991b, 516-517). However, this first empirical study was limited because Bolman and
Deal did not examine the factors that influenced the approaches used.

In the second study, Bolman and Deal (1991b) surveyed 90 international
corporate senior managers from 15 various countries, 145 American higher education
administrators. 140 American high school principals. and 229 Singaporean school
administrators. With American managers, the rescarchers noted higher scores on the

structural and human resource trames than on the political and symbolic frames (Bolman
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and Deal 1991b, 522). Again, the use of management approaches varied among the
respondents. Interestingly, gender did not play a role in predicting respondents’
approaches and effectiveness (Bolman and Deal 1991b, 529).

While these empirical studies supported the Bolman and Deal tramework. their
research had limitations. Empirical studies were not conducted tor many years after their
original model was developed. In these studies, the researchers did not examine other
factors that influenced the approaches used except for gender. This is an area that still
needs to be developed.

Bolman and Deal’s (1984, 1991a, 1991b, 1997, 1999, 2003) framework model
serves as the foundation for this study. The framework—structural, human resource,

political, and symbolic approaches

was designed as a tool to understand managerial
action and to “find clarity and meaning amidst the confusion™ of organizational life
(Bolman and Deal, 1991a, 38).

According to Bolman and Deal (1984, 255; 1991a, 1991b, 1997, 1999, 2003).
cach frame is a distinct perspective with specitic identitied behaviors and positive and
negative aspects. Structural frame leaders may rely on formal rules and behaviors and
organize workers to achieve positive results. To avoid potential confusion and chaos,
structural leaders may realign roles and responsibilities to fit tasks and the environment.
Human resource leaders may consider individuals as the heart of the organization, and

they strive to satisfy human needs. To prevent workers from feeling incompetent and
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needy, human resource leaders may maintain a balance between human needs and formal
roles.

Political leaders may use power and contlict to meet the organization™s needs.
However, workers may not feel empowered, which creates more contlict. To prevent this
problem, political leaders may redistribute power and torm new coalitions. Finally,
symbolic leaders may create rituals and celebrate the future, but they may have a ditticult
time letting go of the past. Maintaining an image ot accountability and responsiveness
may help create a balance.

In 1995, Head and Brown used a hypothetical budget crisis to apply the reframing
model to change management within the library setting. Head and Brown acknowledged
that the only certainty most librarians face is change (1995, 1):

It is no longer sufficient for librarians to solely possess the knowledge and skills

that enable them to maintain and efficiently distribute a high quality collection of

books, periodicals, and other materials to meet information needs. Librarians must
acquire management and leadership skills which prepare them to effectively carry
out the change process.

Despite this suggestion, there has been little research using Bolman and Deal’s
model within a library sctting. However, reframing has been used extensively to examine
leadership retraming patterns of college and university presidents, deans, chairs of
university departments, directors, principals, and executives in higher education (Burks
1992. Strickland 1992, Gilson 1994, Durocher 1995, Hollingsworth 1995, Davis 1996,
Rivers 1996, Cantu 1997, Eckley 1997, Scott 1997, Mathis 1999, Mosser 2000, Small

2002, Bowen 2004, Griftin 2005, Harrell 2006, Pritchett 2006).
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Rct‘ruming can be used in “a number of ways to clarify what is happening and [to]
gencrate options. . .to evaluate strategies or advice by asking: What trames have been
considered. and which have been ignored?. . .and to diagnose the multiple realities of the
people with whom we interact daily™ (Bolman and Deal 1984, 255). Reframing is a
powertul way to match change management approaches to cach specific change situation,
to examine ditferent approaches used for change management, and to enhance

understanding of more etfective approaches to change management.

Study Framework and Hypotheses

Bolman and Deal’s model is the guiding force behind this study. which also
collected information via surveys. The framework for this study primarily tests the
rclationships between directors’ different approaches to change management and three
categorics of variables, (1) demographics, (2) human capital, and (3) library
characteristics. Demographics include gender and age of directors. Human capital
comprises education level, years at present position, number of different positions, years
of directorship, years of service, and number of subordinates. Library variables consist of
number of library branches, type, and size.

Directors manage change based on many reasons including their work
circumstances and needs. However, director demographic data and human capital and
library characteristics may play a role in managing change. According to Davis (1996, v),
“Women reported using all four managerial frames more often than men who reported
using one or two frames more frequently.” It is hypothesized that females are more likely
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than males to use multiple approaches to manage change. Young directors may use only
one approach when managing change because they may have less experience managing
change and thinking about issues related to change. It is hypothesized that older directors
are more likely to use multiple approaches to manage change than younger ones.

[t is hypothesized that directors in the following situations are more likely to use
multiple approaches than any other type of approach when dealing with change than their
counterparts:

1. Dircctors with a higher level ot education possibly have acquired knowledge of

different approaches.

12

Directors who have been in their current positions, directorship, or service tor longer
periods of time may build on rich past experiences and may have dealt with and
thought about many issues, including ““structure. needs, conflict, and loss™ (Bolman

and Deal 2003), when managing change.

(OS]

Directors who have held scveral different positions are more likely to have
cxperienced more changes, thought about more issues. and possibly used ditferent
types of approaches.

4. Directors who oversee more subordinates and locations may have experienced and
managed more changes. Directors who supervise more subordinates may have
experienced more alignments of roles and responsibilities and interpersonal

interactions.
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5. Directors with more enrollments are more likely to have experienced and managed
more changes (Euster 1987, 79).

6. Directors who work for an institution oftering a higher academic degree may have
experienced more library-wide reorganizations (Association of Rescarch Libraries
1996).

This study was designed to test the above hypotheses and to determine what
hypotheses would be accepted or rejected using the results of correlations, chi-square

tests, and binary and multinomial logistic regressions.
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CHAPTER IV

METHODOLOGY

This chapter details the study’s methodology including the population, survey,
pilot study. and variables and measurements. The chapter concludes with an outline of

data analysis and analytical strategies.

Population und Sample

According to the Carnegie Classilications of Colleges listed in the 2008 Higher
Education Directory (Burke 2008, xlix). the United States has 1,591 colleges and
universities. The total number of schools excludes associate colleges, special focus
institutions, and tribal colleges (Burke 2008, xlix); US service schools: and US
institutions in American Samoa, Federated States of Micronesia, Guam, Marshall Islands,
Northern Marianas, Palau, Puerto Rico, and Virgin Island.

These US colleges and universities are classified into the tollowing three major
categories and nine sublevels (Tables 4.1 and 4.2):
. Research universities: research [ universitics (RU/VH), research 11 universitics

(RU/H), and doctoral/research universities (DRU)

2. Master’s colleges and universities: larger schools (Master’s/L). medium-sized schools

(Master's/M). and smaller schools (Master’s/S)
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3. Baccalaureate colleges: arts and science schools (Bac/A&S), schools with diverse
ficlds (Bac/Diverse), and baccalaureate/associate schools (Bac/Assoc)

Academic library director names and email addresses were obtained from the
American Library Directory 2007-200&8 and trom library websites. Valid email addresses
were readily accessible tor 1.028 directors. Using a stratitied random sampling, 18
directors were selected to participate in a pilot study (Table 4.1). The remaining 1.010
directors were invited to participate in the large-scale study (Table 4.2). All directors
resided within the United States at the time ol the survey.

Each prospective respondent of the pilot study was sent an introductory lctter on
June 20. 2008. The cmail contained a link to the designed survey via surveymonkey.com.
The directors were asked to voluntarily participate in the pilot study, spend 15 to 20
minutes responding to the questionnaire, and return the survey within 10 days. Nine

(50%) directors completed and returned a survey (Table 4.1).
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Table 4.1: Response Rute for the Pilot Study

Overall Study Pilot Study

Classitication  No. of No. of Valid | No. of No. of Response
of Institution*  Schools* Director Directors Responses  Rate (%)

Email Chosen

e Addresses

RU/VH 96 81 2 2 100
RU/MH 103 82 2 2 100

DRU 80 67 2 2 100
Master’s/L, 326 221 2 2 100
Master’s/M 178 114 2 0 0
Master’s/S 117 53 2 0 0
Bac/A&S 277 171 2 0 0
Bac/Diverse 310 207 2 1 30
Bac/Assoc 104 32 2 0 0

Total 1,591 1,028 18 9 50

Legend: No. = Number; RU/VH = research | universities (very high research activity):
RU/H = rescarch 1 universities (high research activity); DRU = doctoral/research
universities; Master’s/L - Master’s colleges and universities (larger programs); M =
medium programs; S - smaller programs; A&S = arts and sciences.

"Source: 2008 Higher Education Directory (Burke 2008, xlix)

Following suggestions and comments by respondents of the pilot study, some
revisions were made to the survey (see below). The revised survey (see Appendix D) was
sent to the remaining 1,010 dircctors on July 5, 2008. An introductory email letter (see
Appendix C) invited the directors to participate in the survey (via the surveymonkey.com
link) and return the survey within 15 days. Reminder emails were sent to encourage
participation, which was strictly voluntary. Completion of the survey was acknowledged
by a thank you sent via surveymonkey.com. Respondents who emailed the researcher
also received an email acknowledgement. In total, 596 (59%) directors completed and

returned surveys in the large study by August 15, 2008 (Table 4.2).

67



Table 4.2: Response Rate for the Large-Scale Study

Overall Study Large-Scale Study
Classification  No. of No. of Valid | No. of No. of Response
of Institution*  Schools* Director Directors Responses  Rate (%)
Email Chosen**
Addresses
RU/VH 96 81 79 55 69.6
RU/H 103 82 80 51 63.8
DRU 80 67 63 39 60
Master’s/1, 326 221 219 122 55.7
Master's/M 178 114 12 67 59.8
Master’s/S 117 53 5t 32 62.7
Bac/A&S 277 171 169 95 56.2
Bac/Diverse 310 207 205 116 56.6
Bac/Assoc 104 32 30 19 63.3
Total 1,591 1,028 1,010 596 39

Legend: No. = Number; RU/VH = research | universities (very high research activity);
RU/H = research 11 universities (high rescarch activity); DRU = doctoral/research
universities; Master’s/L. = Master’s colleges and universities (larger programs); M =
medium programs; S - smaller programs; A&S  arts and scicnces.

*Source: 2008 Higher Education Directory (Burke 2008, xlix)

"Excludes 18 directors chosen for the pilot study

The survey sample had both strengths and limitations. Although the pilot study
included only nine subjects, they represented three major library categories and nine
sublevels, as based on the Carnegie Classifications ot Colleges listed in the 2008 Higher
Education Directory (Burke 2008, xlix). The survey sample was limited by the fact that it
did not include directors from associate colleges. special focus institutions, and tribal
colleges (Burke 2008, xlix); US service schools; and US institutions outside ot the 50
states.

The large-scale study had a medium-sized sample. Incomplete surveys reduced the
total responses to 455 subjects. In addition, data from 11 surveys were not included

because the respondents did not hold the job title of directorship, deanship, or equivalent.
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Survey

The survey (sece Appendix D) has two sections. The first section asks 12 questions
regarding personal (age and gender) and organizational (type of library, number of
subordinates under control) information. The second section comprises three broad
categories of quick-response questions about how directors manage change.

The first category of section two (nine questions) covers basic information: types
of change managed, how change is managed (Bolman and Deal 2003), and director’s
roles in managing change (Moskowitz 1986). The second category (eight multipart
questions) classifies directors™ approaches to planning, goal setting, and decision making
as well as in communicating with the staff. These questions, which are based on two
scenartos adapted from Curzon (2005), are designed to gain insight into how directors usc
Bolman and Deal’s four approaches to managing change (structural, human resource,
political, and symbolic). The last category (three questions) asks the directors tor
comments on any approach they use to manage change, the survey in general, and
whether they would like to receive a briet report of this survey.

The survey and content analysis instruments were developed primarily to examine
what factors influence academic library directors™ approaches to managing change. The
survey instrument was created based on the review of library literature and Bolman and
Deal’s model.

To ensure the validity of the survey instrument. the five responses for each
question in section two, category two, were organized according to the four Bolman and
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Deal (2003) categories confirmed through the empirical studies. In addition, an “other™
approach was added to account for pecople who use multi-frames. The responses were
based on the researchers™ classitications of the key elements such as planning. evaluation,
and communication during the change process.

To further ensure the content-related validity of the instrument, a professor who
tcaches the Bolman and Deal model and an academic librarian were asked to judge
whether the survey questions were capable ot measuring directors™ approaches to
managing change. Both of them gave face-to-face teedback and oftered valuable
suggestions and corrections.

To ensure the reliability of the surveyed items, a pilot test was conducted after this
study was approved by the Graduate School and the Institutional Review Board. The

feedback from the pilot test was used to revise the instrument.

Pilot Study

A pilot study of 18 randomly selected academic library directors was conducted to
ensure reliability of the instrument and clarity of questionnaire items as well as to
estimate completion time. All respondents were asked to assess the appropriateness of the
questionnaire to be used in the large-scale online survey and to provide comments,
suggestions, and corrections concerning the survey questions and design. Respondents
cvaluated the format and content.

Nine respondents completed the survey. Only four directors freely provided
comments regarding the survey questions and design. One respondent provided positive
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tfeedback: Good luck; 1 hope to sce your results.”™ The other three respondents gave the

following written comments:

= ““The samples are not suitable to me to evaluate or give comments.™

= [ don’t recall the question number [Question 3] but the question with the A-I was a
little confusing. Not sure what you were expecting there — a rating of the ditferent
mcthods.™

= Question 6 is ambiguous. [ answered as number of years in my current directorship. |
have been a dean (or equivalent) for 18 years.”

From the results, it appeared as if the other respondents understood question 3. This

question was left as originally given for the large survey. However. question 6 was

revised, and the respondents had to enter the number of years ol all directorship.

deanship, or equivalent.

The original pilot study survey asked respondents to write down their specitic age.
However, one respondent inadvertently entered the age of 10 years. Obviously this was
inappropriate because the respondent also noted that he or she had 35 years of library
service. A more appropriate age range for this respondent would be 55 to 60 years.
Because of this error, respondents in the large study were asked to check an age range
rather than write in a specific age.

The results of the pilot survey, including personal and organizational information
and responses to the survey’s questions, were not included in the results of the large-scale
study for several reasons. First, the goal of the pilot study was to detect survey problems.
Second. including these results might have attected the overall outcome of the actual
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study. Finally, the stratified random sampling size was too small. and therefore the results
were not reliable. For analysis of the results, see the corresponding sections in Chapters V

and VI

Variables and Measurements

The dependent variables are defined as the approaches used by the administrators
during change management. These were measured by nominal variables. The five
responses for each question in section two, category two, were organized according to the
four Bolman and Deal (2003) categories in addition to “other™ approaches. The responses
were based on the researchers’ classifications of the key elements such as planning.
evaluation, and communication during the change process. Those who chose aftirmative
response one were classitied as structural approach directors: response two, human
resource approach directors; response three, political approach directors; response four,
symbolic approach directors; and response five, other approach directors.

Respondents who chose just one of the five responses were classified as
one-approach directors, and those who chose any two responses were classified as
dual-approach directors. Respondents choosing three or more affirmative responses
were classitied as directors using multiple approaches.

The independent variables in this study comprise three categories: (1)
demographics (gender and age of directors); (2) human capital (education level, years
at present position, years of directorship. yecars of service, number of different
positions. and number ot subordinates); and (3) library variables (number of library
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branches, type, and size). Table 4.3 provides more detailed information on the
independent variables.

Gender 1s a dummy variable. Age, education level, and library size are ordinal
variables. The respondent age is measured by a nine-point scale ranging trom 25-29 (=1)
to 66 or over (=9). Educational level is measured by a six-point scale. The library type is
a nominal variable with three categories: baccalaureate schools, master-granting schools,
and doctoral-granting schools. Library size is a four-point scale (a total student
enrollment of <10,000=1, and a total student enrollment > 30,000=4. The predictors of
years at present position, total years ot directorship, total years of library service, number
of dilterent positions, number of subordinates, and number of library branches are

continuous variables.

Table 4.3: Independent Variables Used in the Analysis

Gender

Age (9-point scale)

Education level (6-point scale)

Years of present position

Years of all directorship, or deanship (or equivalent)
Years involved in all library services

Number of ditterent library professional positions
Number of subordinates

Number of library branches

Library type (3-point scale)

Library size (4-point scale)
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Data Analvsis and Analytical Strategies

The main method of this study’s analysis was multinomial logistic regression,
which was used to determine the relationships between a dependent variable with
multiple categories and more than two predictors. Independent variables can be
categorical and continuous variables. First, frequencics and other descriptive statistical
methods were used to ook at the distribution patterns of the individual variables. Chi-
square tests were run to check variable associations. Bivariate correlations were run to
check the relationships among the variables and determine it there was a multicollinearity
problem. Multinomial and binary logistic regressions were done for the tinal step. This
analysis created a full regression model. which included all predictor variables that were
useful in determining library directors™ approaches to managing change.

As veritied by Trieman (2009), multinomial logistic regression was most
appropriate for this study for the following reasons: (1) Dependent variables of this study
are “categorical variables with more than two categories™ (Treiman 2009, 335). (2) The
procedure of multinomial logistic regression “involves simultaneously estimating a set of
logistic regression equations™ (Treiman 2009, 336). (3) One category of the dependent
variable can become the reference category, and “The estimation procedure yiclds, tor a
set of ... categories for some dependent variable. ... logistic regression equations, cach of
which predicts the log odds of a case falling into a specific category rather than the

reference category...” (Treiman 2009, 336).
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This study had seven categories of dependent variables: structural, human
resource, political, symbolic, and other approaches; dual-approach; and multi-frame
approach. One category was used as a reference. Thus, six models could be developed
and testcd using dependent and independent variables. Even if respondents did not
choose some of the dependent variables, other models could be created and examined.

In this study, some respondents did not answer the open-ended questions. These
directors might have frame-related issues and actions that align with the conceptual
definitions of Bolman and Deal’s four approaches: structural, human resource, political,
and symbolic. Or they might simply have been too busy to till out the survey completely.
Directors who responded to the open-ended questions did not have frame-related issues
and actions empirically contirmed by Bolman and Deal. Instead, they used their own
managerial actions to manage change. This was displayed from their specitied
approaches and open-ended responses.

The collected data from open-ended responses and questions were studied using
descriptive content analysis (Sarantakos 2005, 300). which allowed the investigator to
systematically analyze data collected from open-ended responses and questions
(Nachmias and Nachmias 2000, 301). According to Sarantakos (2005, 300). content
analysis “involves counting, listing, operationalising, and categorizing, as well as some
cvaluation and interpretation.” Indeed, “The categories into which content is coded vary
with the nature of the research problem and the type of data Jacquired]™ (Nachmias and

Nachmias 2000, 301).



The content analysis of this study only focuses on free comments on the “other™
approaches and the responses to the open-ended questions. This was useful in identitying
other alternative approaches used or potential issues that directors might have faced in
practice. Open-ended responses to the “other™ approach were first analyzed according to
themes and patterns and then by multinomial and binary logistic regressions. This
approach involved the qualitative data collected from participants' specitied own
approaches and also open-ended questions.

The qualitative data were coded according to Bolman and Dcal’s criteria for
coding [rame responses, as given in Appendix E. Table 4.4. The worksheet that was used
to code the specitied approaches and open-ended responses was completed. Data that
directly corresponded to the Bolman and Deal categories were coded as structural, human
resource, political, or symbolic approach. Data that did not reflect the categories were
coded as a general category or other approach. The general category was then broken
down into subcategories in terms of themes and patterns, and coded using qualitative data
analysis (Dalziel 2007, 47). The response categories for an “other™ approach were coded,
grouped, and reclassified based on the details of the approaches that each respondent
specified.

The approach-related issues and actions tor the corresponding “other™ approach
were presented in the corresponding cases. Similar words, phrases, and expressions of all

the respondents’ responses to open-ended questions were counted in terms ot themes and
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patterns. At the same time, the thematic highlights of the related comiments were
presented in other tables.

This study strived to gain insight into library directors” attitudes. behaviors, and
approaches to managing change in dilterent types of academic libraries. The results ot
regression analysis displayed what factors influenced the directors' ~other™ approaches to
managing change, which is a significant part of this study. The results of this study will
help directors plan. implement, and manage change in the future by enabling them to
retlect on management options. weigh the influence ot each variable, and better

understand the factors that explain the “other™ approaches to managing change.
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CHAPTER V

FINDINGS AND DISCUSSION

The large-scale survey was conducted using the SurveyMonkey system. Ot the
596 surveys retumed, 455 directors successtully completed the survey. Their results are
presented here and in Chapter VI, Findings and Discussion (Continued). The study
excluded 130 incomplete surveys and 11 surveys trom respondents who did not hold the
job title of directorship, or deanship. or equivalent.

This chapter reports and discusses respondents” (1) personal and organizational

information. (2) experience with change management, and (3) written comments.

Personal and Organizational Information

The personal and organizational information of the 455 large-scale study
respondents are given in Table 5.1. Respondents had a near-equal representation of
gender. While the age range varied from 25 to >65 years, 254/455 (55.8%) respondents
were between the ages ot 55 and 64 years. The majority of respondents had an MLS
degree, and 69 (15.2%) had a combined MLS plus PhD (Table 5.1).

Most of the respondents (322, 70.8%) were directors or held a comparable title at
their respective academic libraries. The respondents had a mean ot 26.6 years of library

service (Table 3.2).
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The respondents had supervised a mean of 36.7 subordinates. However, the
standard deviation was much larger than the mcan because the data for respondents’
number of subordinates were highly skewed. The result displayed that 128 (28.1%)
supervised one to nine subordinates, whereas 139 (30.5%) thirty or more. The maximum
number was 600. Table 5.17 (Part 2) in Appendix F details the correlation matrix for the

personal and organizational variables used in this study’s analysis.
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Table 5.1: Large-scale Survey Results
of Academic Library Directors’
Personal Information (N = 455)

Personal No. of
Information Responses
(%)
Male 201
(<44.2)
Female 254
(55.8)
Age (Years)
25-29 2
0.4)
30-34 6
(1.3)
35-39 18
(4.0)
4044 19
(4.2)
4549 37
(8.1
50-34 83
(18.2)
55-59 144
(31.6)
60-64 110
24.2)
>65 36
(7.9)
Education Level
Other 3
0.7
MA/MS not in 13

Library Science  (3.3)

MLS 177
(38.9)
MLS plus other 161
master’s degree  (35.4)
PhD 30
(6.6)
MLS plus PhD 69
(15.2)

Legend: NO = Number, SD + Standard deviation
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Table 5.2: Large-scale Survey Results of Academic

Library Directors' Organizational Information (N = 455)

Organizational No. of Mean
Information Responses  (SD)
("%) ~ -
Position T'itle
College Librarian 4
(0.9)
Dean 102
(22.4)
Director 322
(70.8)
University Librarian 27
(5.9) o
Work Service
Years at Present Position 8.7
(7.9)
Years of Library Service 26.6
(9.8)
Number of Difterent
Professional Library 4.8
Positions (2.7)
Number of Subordinates 36.7
6l.4)
Number of Library 1.6
Branches (3.4)
Type of Institution
Baccalaureate-granting I3
(24.8)
Master-granting 185
(40.7)
Doctoral-granting 157
(34.5)
Total Student Enrotlment
<10,000 329
(72.3)
10,000--19,999 65
(14.3)
20.,000-29.999 32
(7.0)
30,000 or more 29
(6.4)

Legend: No. = Number, SD — Standard deviation



Tvpes of Change Managed

Question 1. Which of the following tvpes of change have yvou managed?

Respondents were oftfered a choice of the following five types of change (Table

5.3) and asked to determine which type(s) they managed:

e Planned change (proactive or incremental change)—oceurs when distinct changes
take place over time and then move to a specitic outcome (Stueart and Moran 2002,
14-15)

o Unplanned change (reactive change)—takes place amidst uncontrolled pressures for

change or a mismanaged process (Stueart and Moran 2002, 14-15).

o Other—Write 1n another type of change
» Both planned and unplanned change

o Multiple types of change—Managing a combination of planned. unplanned, or other

Most ot respondents (362, 79.6%) stated that they managed both planned and
unplanned change. Eighty-six respondents (18.9%) only managed planned change, while
only six respondents managed unplanned change. None of the respondents managed the
multiple types of change.

Thirteen respondents checked “other,” although none of their comments actually
reflected a true ~other™ category. Eight of these respondents also said they managed both
planned and unplanned change. Several noted that change and planning change are often

out of their control. The remaining five respondents merely commented on changes they



had experienced such as managing change in automation and a new building. changing
the library into a learning organization. and adding a library building.

One respondent stated that it is “impossible to classify all the difterent sorts of
change that occur in a complex organization.”™ Another respondent added. “There 1s an
overall plan, but given the size of the institution and the financial constraints. it may not
be followed in detail. The tinancial VP can kill a plan faster than anyone. as can an

unforeseen need clsewhere on campus.™

Table 5.3: Types of Change Managed

No. of
Types of Change Responses

(o)
Planned 86

(18.9)
Unplanned 6

(1.3)
Other 0

)
Both planned and 362
unplanned (79.6)
Multiple types 0

)

Legend: No. * Number

Approaches Used to Manage Change

Question 2. Which of the following approaches have you used to manage change?

Based on Bolman and Deal’s model, respondents were offered a choice of five

different approaches that were used to manage change. They were asked to identify the



approaches that they used. including any not listed; choose an example tor that approach,
it applicable; and determine how olten they used this approach(es) (Table 5.4).
Forty-tfour respondents checked “other.” However, 41 of the respondents

described approaches that are classified as one of Bolman and Deal’s approaches. They

most often described human resource and structural approaches. Only three respondents

noted in Table 5.4 described true “other™ approaches, which involve the “in-source™

approach or use of consultants and outside facilitators. A few arc noted here:

= . . .Anyone can change the organization chart. but to make lasting change, the tocus
must be equally upon the organizational culture. [ have used all the techniques you
cite, plus occasionally used outside facilitators and annually close the libraries for a
onc-day all-statt Retreat.”

= “Surveys of staft opinions. Consultancies of various types. Established various
councils and schemes. Evaluated quality for supervision and provided training for

supervisors.”

= “Share information, conducted research, consulted professional network and paid
consultants.”
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Table 5.4: Large-scale Study Responses to Approaches Used to Manage Change

Approaches to Managing Frequency of Approaches Used
Change No. of Responses (%)
Never Occasionally  Sometimes  Often Always
STRUCTURAL
= Recalign roles, dutics, 3 61 192 167 3
relationship of statf (0.7) (13.4) (42.2) (36.7) (6.6)
= Use many tasks or project 32 79 122 154 66
teams (7.0) (170 (26.8) (33.8) (14.5)
HUMAN RESOURCE
=  Provide training and support 3 18 56 199 179
tor people (0.7) 4.0) (12.3) (43.7) (39.3)
= Promote staff participation 2 9 37 181 225
and involvement (0.4) 2.0) (8.1) (39.8) (49.5)
POLITICAL
= Resolve conflicts, negotiate
compromises, help form 5 31 107 196 113
coalitions (rLn (6.8) (23.5) (43.1) (24.8)
=  Communicate with top-level 1 11 34 142 263
management 0.2) (2.4) (7.9 (31.2) (57.8)
SYMBOLIC
= Tell stories, share many
special events, use a variety 26 L1 138 129 49
of rituals (5.7 (24.4) (30.3) (28.4) (10.8)
= Hold celebrations of 1 I 34 142 263
significant milestones (0.2) 2.4) (7.3) (31.2) (37.8)
OTHER 0 1 0 2 0
= Any other approach used 0) (0.2) (0) (0.4) (0)

Legend: No. = Number of responses

Approaches Used to Manage Change in Different Library Areas

Question 3. What approaches listed in Question 2 have vou used to manage change in the
following areas?

Because Bolman and Deal’s approaches may be viewed in ditterent ways, two
examples were given for each approach (excluding “other™). The respondents were asked

to note what approaches they used in diftferent library situations (Table 5.5). The directors
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were encouraged to choose all applicable examples and approaches. Thus a director could

choose either one or both examples of any applicable approach.
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Table 5.5: Approaches Used to Manage Change in Different Library Areas

Approac]ies to Managing Change and
Examples for Each Approach

Irequency ot Examples Used,
as Applied to Ditferent Library Areas
No. ot Responses (%6)

Information  lLibrary  Library Public *Other
Technology  Funding  Personnel  Relations  Areas
STRUCTURAL
= Realign roles, duties, relationship of 321 147 334 151 39
staff (70.5) (32.3)  (73.4) (33.2) (8.6)
= Use many tasks or project teams 253 110 189 159 47
(53.6) (24.2) (41.5) (34.9) (10.3)
**Total Responses 574 257 523 310 86
(63.1) (28.2) (57.5) 34.1 9.3)
HUMAN RESOURCE
*  Provide training and support for 355 127 318 139 40
people (78) (27.9) (69.9) (30.5) (8.8)
* Promote staft participation and 314 190 289 250 35
involvement (69 (41.8) (63.5) (54.9) (12.1)
**Total Responses 669 317 607 389 93
(73.5) (34.8) (66.7) (42.7) (10.4)
POLITICAL
= Resolve contlicts, negotiate 216 129 300 117 43
compromises, help form coalitions (47.5) (28.4) (65.9) (25.7) (9.5)
= Communicate with top-level 286 296 270 231 50
management (62.9) (65.1) (59.3) (50.8) (11.0)
**Total Responses 502 425 570 348 93
(55.2 (46.7) (62.6) (38.2) (10.2)
SYMBOLIC
= Tell stories, share many special 119 104 213 164 39
cvents, use a variety of rituals (26.2) (22.9) (46.8) (36.0) (8.6)
= Hold celebrations of significant 170 89 177 154 38
milestones (37.4) (19.6) (38.9) (33.8) (8.4)
**Total Responses 289 193 390 318 77
3L (21.2) (42.9) (34.9) (8.5)
OTHER 0 0 0 0 0
= Use a completely ditferent approach  (0) (0) (0) 0) (0)

Legend: No. = Number

*Each director could choose one or both examples, giving a total response of 910 for each approach.

As shown in Table 5.5, the structural approach was used most often in managing

change in information technology (574 responses, 63.1%) and library personnel (523

responses, 57.5%). The human resource approach was used in all arcas of the library.
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Most responses were noted in information technology (669, 73.5%) and library personnel
(607, 66.7%). Whilc many approaches were used to manage change in technology, most
directors turned to the human resource approach to provide needed training and support.
At the same time. they encouraged statt participation and involvement in the change
process. Human resource approach was used more than the other approaches in other
areas of the library (95 responses. 10.4%).

The political approach was chosen frequently in the areas ot intormation
technology (502 responses, 55.2%) and library personnel (570 responses, 62.6%). The
political approach was also used frequently in library funding (425 responses, 46.7%).
The directors resolved contlicts and communicated with top-level management.

The symbolic approach was used most trequently in library personnel (390
responses, 42.9%). This area involves many issues such as division ot work, realignments
of people’s roles, responsibilities, or relationships. people’s training and support, and
people’s interests. The symbolic approach was used the second most frequently in the
public relations arena (318 responses, 34.9%). This area involves a variety of activities,
relationships, and communication with the public and parental institutions to enhance an
academic hibrary’s image. To solve problems in these arcas. directors might tell stories,
use rituals, and hold more special events and celebrations.

However, 193 (21.2%) directors used the symbolic approach. such as sharing

social events and rituals, when managing change in library funding.
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Of the numerous directors who noted ~other arcas™ (‘Table 5.5), only 30 (6.6%)
commented on a specitic area that required change. Most of these comments focused on
library buildings and facilities, commenting on space issues and remodels and
renovations.

The directors used multiple approaches when managing change far more than
they used dual approaches (Table 5.6), particularly when managing change in
information technology and library personnel. Dual approaches were used most often
when dealing with library funding (93 responscs, 20.4%). Multiple choices were used by
292 respondents (64.2%) in information technology.

The multiple approaches were used to deal with rapidly developing technology. In
addition, the many perspectives of public relations, such as relationships. roles, duties,
training, and special interest, were also handled from multiple perspectives (209
responses, 45.9%). Directors managed change in library personnel from multiple
perspectives because of the many issues involved including division of work: realignment
ol people’s roles, responsibilities, or relationships; training and support; and varied statt

interests.
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Table 5.6: Directors’ Use of Dual and Multiple Approaches to Managing Change in Different

Library Areas

Dual & Multiple Approaches
Used to Manage Change
(as Chosen by Respondents)

Frequency of Approaches Used to Manage

Change in Ditferent Library Areas

No. of Responses (“0)

Information  Library  Library Public Other
o Technology  Funding  Personnel  Relations  Areas
DUAL APPROACHES
* Structural and human resource 35 13 9 14 0
(7.7) (2.9) (2.0) (3.1 (0)
* Structural and political 9 16 7 9 3
(2.0) (3.3) {1.5) 2.0 0.7)
*  Structural and symbolic 2 3 3 6 0
(0.4) (0.7) {0.7) (1.3) (0)
= Structural and other 0 0 0 2 0
(0) (0) (0) (0.4) (0)
* [Human resource and political 16 35 9 30 0
(3.5) (7.7 2.0) (6.6) ()]
= Human resource and symbolic 7 5 2 16 3
(1.3) (r.n (0.4) (3.3) (0.7)
s Political and symbolic 0 21 0 15 0
(0) (4.6) (0) (3.3) (0)
Total Responses 69 93 30 92 6
(15.2) (20.4) (6.6) (20.2) (1.3)
MULTIPLE APPROACHES
= Structural, human resource, 94 59 81 34 9
and political (20.7) (13) (17.8) (7.5) (2.0)
= Structural, human resource, 8 8 6 25 4
and symbolic (1.8) (1.8) (1.3) (5.5 (0.9)
= Structural, political, and 1 3 | 10 |
symbolic 0.2) 0.7) 0.2) (2.2) 0.2)
* Human resource, political, and 6 28 7 36 2
symbolic (1.3) (6.2) (1.5) (7.9) (0.4)
* Human resource, political. and 0 0 1 0 0
other 0) (0) (0.2) ) 0)
= Structural, human resource, 178 69 220 t03 35
political, and symbolic (39.1) (15.2) (48.4) (22.6) (7.7)
* Structural, human resource, 5 7 0 | 0
political, and other (1.1 (1.3 (0) 0.2) (0)
Total Responses 292 174 316 209 51
(64.2) (38.2) (69.5) (45.9) (11.2)

Legend: No. = Number
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Methods Used 1o Assess the Effectiveness of Change Management
U ) S g

Question 4. How do you assess the effectiveness of change management?

Directors assess the ctfectiveness of change management using numerous dual
and multiple methods. Table 5.7 lists single methods used, while Tables 5.8 and 5.9
(Parts 1 and 2) detail the respondents’ mixed choices under dual and multiple methods,
respectively. As noted in Table 5.7, 152 (33.4%) respondents used a single method.
mostly visiting all departments, to assess the eftectiveness of change management.

Table 5.7: Single Methods Used to Assess
the Effectiveness of Change Management

No. of
Single Methods Used Responses
(%0)*
s Establish an evaluation 16
commiittee (3.9)
= (Conduct an assessment 18
survey 4.0)
= Visit all departments 55
(12.0)
= Review all documents and 14
interview users (3.1)

= Other (none of the above- 49
mentioned four methods)  (10.8)

Legend: No. = Number
*Percentages based on 455 total respondents.
Each director noted all methods used to evaluate change.

Of the 168 (36.9%) respondents who checked “other™, 81 did not write comments
about the alternative methods they used, while 87 (19.1%) respondents commented on
how to assess the effectiveness of change management. Each comment was analyzed
based on the above-mentioned methods. Of these respondents. S did not mention a
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mecthod. Only 45 respondents appear to use a method that is different from these
methods: (1) establishing an evaluation committee; (2) conducting an assessment survey':
(3) visiting all departments; and (4) reviewing all documents and interviewing users.
Most respondents work in larger academic libraries, with a large statt, and are more
likely to conduct a formal assessment of change. One respondent commented, “Frankly
these choice options seem heavily weighted toward larger institutions.” Methods that the
directors used varied from talking to personnel. conducting surveys, reviewing data and
statistics, and employing consultants. Two respondents claimed that they did not assess
change.

One respondent commented, “Formal assessment is a part of change management;
however, there are instances in which change is required regardless of whether it is or is
not successtul.”

A total of 160 (35.2%) directors used the dual methods listed in Table 5.8 to
assess change management. Visiting all departments was chosen by 73/455 (16%)
respondents, while only 5/455 (1.1%) respondents would review all documents and
interview users along with taking an “other™ approach.

Multiple approaches were used by 143 (31.4%) directors. Those who use multiple
methods may assess change both quantitatively (survey) and qualitatively (interview,
observation, and reviewing documents).

Establishing a committee was the prime method driving multiple assessment of

change management. Out of 143 respondents choosing a multiple evaluation method, 63
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(44.1%) would establish a committee to help cvaluate change management in addition to

a variety ol other methods used (Table 5.9 Parts 1 and 2).

Table 5.8: Dual Methods Used to Assess the
Effectiveness of Change Management

No. of
Dual Methods Used Responses
(%)
Establish a committee AND
one of the following:
= Conduct a survey 8
(1.8)
= Visit all departments 8
(1.8)
= Review all documents and 6
' interview users (1.3)
Conduct a survey AND
one of the following:
= Visit all departments 30
(6.6)
= Review all documentsand 16
interview users 3.5
=  Other 14
(3.1
Visit all departments AND
one of the following:
= Review all the documents 35
and interview users (12.h
= Other 18
(4.0)
Review all documents and
interview users AND
=  Other 5
(1.n
*Total responses 160)
(35.2)

Legend: No. = Number
*Percentages based on 455 respondents.



Table 5.9 (Part 1): Multiple Methods Used to
Assess the Effectiveness of Change Management

No. of
Multiple Methods Used Responses
(%)
Establish a committee AND
* Conduct a survey 5
= Visit all departments (1.n
» Review all documents and
interview users
= Other
* Conduct a survey 37
= Visit all departments 8.1
* Review all documents and
interview users
»  Conduct a survey 2
= Visit all departments (0.4)
*  Conduct a survey 5
» Review all documents (1.1)
= Conduct a survey 1

= Review all documents and (0.2)
interview users
= Other

= Visit all departments 9
=  Review all documents and  (2.0)
interview users

= Visit all departments 2

» Other (0.4)

= Review all documents and 2
interview users (0.4)

*  QOther

L.egend: No. = Number
*Qut of 455 respondents.
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Table 5.9 (Part 2): Multiple Methods Used to
Assess the Effectiveness of Change Management

No. of
_Multiple Methods Used Responses (%)
Conduct a survey AND
= Visit all departments S5

= Review all documents and (1.n
interview uscrs
= QOther

= Visit all departments 50
s Review all documents and (rn

intervicw uscrs

»  Review all documents and 5

Interview users (1.v
= Other
*  Visit all departments 12
= Other (2.6)
Visit all departments AND
= Review all departments 8

and interview users (1.8)
= Other

*Total responses 143

(31.4)

Legend: No. = Number
*Out of 455 respondents.

Reactions to Statements on Institutional Environments
Question 5. How strongly do vou agree or disagree with the following statements on
institutional environments?
Table 5.10 lists the dircctors’ reactions to two statements on institutional
environments. The results demonstrate that the directors teel supported regarding change
in the academic library setting. However, funding doesn’t receive quite the same support.

According to Gold (2005. 189-190), “some academic libraries are chronically under
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funded. Many academic librarians are, or feel. underpaid.™

Gold cites several reasons including the fact that most academic library
economies are “tied to the financial status of their parent institutions. These in turn are
tied to the performance of investment portfolios, the economy, and the solvency of the
state or local government they serve.” Fixed costs ot running a facility and the enormous
cost of library collections tend to take precedence over the staft payroll (Gold 2005, 189).

Table 5.10: Reactions to Statements on Institutional Environments

Statement Reactions

Statement Frequency (°o)
Strongly Disagree Neutral Agree Strongly
Disagree Agree
University vice presidents or provosts like 7 26 88 240 94
and support library change (1.3) (5.7) (19.3) (52.7) (20.7)
here are adequate university funds for 73 158 113 97 14
library change in resources and services (16.0) (34.7) (24.8) (21.3) (3.1)

Of course, funding is a problem in other types of libraries as well. According to
Evans, Ward, and Rugaas (2000, 470), “Today, few libraries can expect to receive all the
funds from their parent institutions that they need to operate the way they would like.”

FFund raising becomes a necessity for many institutions.

Time and Effort Spent on Various Roles in Managing Change

Question 6. How much time and cffort do you spend in managing the following?

Table 5.11 lists the amount of time and effort that directors spent managing
change. Respondents’ roles in managing change (Moskowitz 1986) are varied. Among all
the roles, 83 (18.2%) directors spent most of their time and efforts in analyzing
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and introducing the library’s need for change. Not surprisingly, current academic libraries
arc caught up in the mode of rapidly changing technology. As a result, patrons expect
prompt and responsive service. These challenges require directors to analyze and identify
both internal and external requirements for change.
Change is constant in library resources and services, as indicated by the fact that
228 (30.1%) directors noted that much of their time and etfort was spent on managing
change in resources. services, and administration. This was necessary to meet patrons’
needs. Only 29 (6.4%) respondents noted “other,” and 14 made comments. Half of these
respondents replicd that they spend time looking for donors. Noteworthy comments
include the ftollowing:
o “Many of our documented nceds are moot due to lack of institutional priority for
the library, lack of capital resources, lack of success in negotiating change, and a boss
who agrees with me that we will both be retired (10 years from now) betore any
signiticance (sic) capital improvements are made in the library. The message to me is
keep up the good work by maintaining the status quo of your operation.”
o I find change management both necessary and exciting. [ have led one protession-

wide change effort in my career and am instigating another. although less tormally
than the first.”
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Table 5.11: Time and Effort Spent on Various Roles in Managing Change

Amount of Time and Effort Spent

Directors” Roles in Managing Change No. of Responses (%)

Least Little Moderate Much  Most
Managing changes in resources, services, and 0 20 137 228 70
administration M (4.4) (30.1) (50.1) (15.4)
Creating a clear long-range vision and 6 48 181 157 3
direction for change projects (L3 (10.5) (39.8) (34.5) (13.8)
Presenting and explaining the needs of library 4 55 101 163 42
changes to university administrators and faculty  (0.9) (12.1) (42.0) (35.8y (9.2
Maintaining contacts with university 6 32 177 183 37
administrators and faculty concerming change (1.3) (L. (38.9) (40.2) (8.1)
projects
Obtaining information on change projects 15 86 231 ] 13
through protessional associations and activities  (3.3) (18.9) (50.8) (24.2) (2.9)
Informing outsiders of the progress of change 38 159 198 54
projects (8.4) (34.9) (43.5) (11.9) (1.3)
Negotiating with parent institutions to ensure 60 89 175 105 26
funding of change projects (13.2) (19.6) (38.5) 23.h (5.7
Supervising subordinates” work during the 12 30 206 136 21
change process (2.6) (17.6) (45.3) (29.9) (4.6)
Sharing and distributing information on change 4 25 147 211 68
projects through meetings and personal contacts  (0.9) (5.5) (32.3) 46.4)  (14.9)
Analyzing and introducing the library’s need 4 I8 143 207 83
for change 0.9) (4.0) (31.4) (43.5)  (18.2)
Dealing with conflicts during the change 10 100 182 127 36
process (2.2) (22.0) (40.0) 27.9) (7.9
Allocating and coordinating resources for 12 37 189 181 36
specitic change tasks (2.6) (8.1) (41.5) (39.8) (7.9
Other 3 1 6 9 10

(0.7) (0.2) (1.3) (2.0) (2.2)

Legend: No. =~ Number
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Changes Experienced by Academic Library Directors

Question 7. What changes has your library experienced since you became a
director?

Changes that were experienced by the respondents are categorized in Table 5.12.
The largest areas of change were noted in development of statt™s new skills (440, 96.7%),
upgrading technologies and ftacilities (435, 95.6%). budget adjustments (420, 92.3%), and
policies (433, 95.2%). Only 150 (33%) directors experienced downsizing.

Of the 75 (16.5%) respondents who checked “other,” 68 (14.9%) commented on
changes. Changes experienced varied from facility renovations to empowering staft,
adding new services such as laptop circulation and [T projects. and providing online

fearning and classes.
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Table 5.12: Changes Experienced by Academic Library

Directors
Changes Experienced
Changes No. of Responses (%a)
Yes No
Development of staff’s new skills 440 12
(96.7) (2.6)
Decentralization of power in library
administration 234 210
(51.4) (40.2)
Reorganization of specific units such as 377 72
reference, cataloging, and acquisition (82.9) (15.8)
150 208
Downsizing (33.0) (65.3)
435 19
Upgrading technologies and facilities (95.6) (+.2)
420 30
Budget adjustments (92.3) 0.60)
433 18
Policies (95.2) (.0)
75 14
Other (16.5) 3.

Legend: No. = Number

Library Areas that May Experience Change

Question 8. Which of the following potential changes apply to your library?

By far, the majority of dircctors feel that change applics to various aspects of their
library, and 97.1% of directors agree that changes could occur in information technology
(Table 5.13). Twenty-one respondents (4.6%) checked “other™ and specitied potential
changes that apply to their libraries. One respondent commented: “Everything is in a state
of constant change, and that is good.™ Another respondent apparently was hoping for
change: “Stagnant budget, Minimal statfing, lack ot administrative support. We are

seeing the rise of anti-intellectual approach to learning. Service learning is celebrated but
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1s nothing but picking up people trash or dishing out hash to the homeless. The students
then write a paper telling how this made them feel all warm and fuzzy. Rescarch projects

are few and far between but sports are doing very well here.™

Table 5.13: Library Arcas that May Experience Change

Possibility of Change

Library Areas No. of Responses (%0)
Yes No
Information 442 12
technology (97.1) (2.6)
396 54
Technical services (87.0) (11.9)
426 27
L.ibrary resources (93.6) (5.9
407 44
Public services (89.5) 9.7)
432 20
Library collections (94.9) (4.4)
421 29
Library personnel (92.5) 6.4)
387 65
Library facilities (85.1) (14.3)
398 50
Budgeting (87.5) (11.0)
401 43
Policies (88.1) (9.5)
21 14
Other (4.6) 3.

Legend: No. = Number
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Approaches to Managing Change in Information Technology

Question 9. How do you manage change in information technology?

Descriptive Results
Most (44%) dircctors used the multiple approaches to managing change in
information technology, while 39.1% used the dual approaches (‘Table 5.14). The total
single approaches were only used by 16.9% of all respondents. No respondent used single
political. symbolic or other approach to managing change in intormation technology. No
respondent checked N/A (not applicable) tor cach response.

The structural and human resource approaches were tavored by directors choosing
dual or multiple approaches. Most likely, these approaches appear together more often
over the others because directors spend much of their time working with a variety of
people and realigning roles and duties of statt in current academic libraries that are
caught up in the mode of rapidly changing technology.

The ~other™ approach was noted by 9.9% respondents. Of these respondents, 21
commented on the “other™ approach they used. However, only four of the 21 respondents

.

listed a true “other’™ approach rather than one ot Bolman and Deal’s approaches. Other
approaches included outsourcing of technology work, webpage design and maintenance,
and the use ol consultants to analyze stalf skills. According to the Bolman and Deal's
criteria for coding the open-ended frame responses cited in Appendix E, nine responses

were actually the structural approach; seven, human resource: and one, political. The

remaining 24 respondents made no comments and theretore could not be ruled out as not
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actually using “other™ approaches. Consequently, 28 respondents are included in the
~other approach™ category in Table 5.14.

The treec comments on the “other™ approach respondents used demonstrate that
directors used structural and human resource approaches more than other approaches.
They mainly reorganized services and resources, set change goals and schedules,
increased the size of stalf, coordinated with other entities, and realigned job descriptions.
At the same time, they managed change through communication and collaboration, and
by supporting and empowering the staff. They did not mention any symbolic approach
used.

Dependent Variables

Table 5.14 shows descriptive statistical results of the dependent variables used in
the analysis. The dependent variable is the directors™ approaches to managing change in
information technology. It has three main categories: (1) single approaches; (2) dual
approaches; and (3) multiple approaches. The single approaches have three

subcategories: (1) structural; (2) human resource; and (3) political.



Table 5.14: Approaches Used in Response to Question 9: How Do You Manage Change
in Information Technology? (N = 455)

Approaches Used ‘ B No. ot Responses (°0)
SINGLE APPROACHES

STRUCTURAL I (2.4

= Manage change through downsizing

HUMAN RESOURCE 62 (13.6)

= Manage change by developing employees® new skills

POLITICAL 4 (0.9)

= Manage change through the decentralization of power

SYMBOLIC 0 (0)

= Manage change by redelining the meaning of work in high-

technology environments
OTHER 0 (0)
= Use acompletely different approach

Total Responses 77 (16.9)
DUAIL APPROACHES
=  Structural and human resource 5 (1.0
= Human resource and political 46 (10.1)
= |luman resource and symbolic 119 (26.2)
=  Human resource and other 7 (1.5)
= Political and symbolic I (0.2)

Total Responses 178 (39.1)
MULTIPLE APPROACHES
= Structural, human resource, political, and symbolic 14 3.
= Structural, human resource, and political 4 (0.9)
=  Structural, human resource. and symbolic B (2.4)
= [Human resource, political, and other 2 (0.4)
* Human resource, political, and symbolic 150 {33.0)
= Human resource, political, symbolic, and other 15 (3.3)
= Jfuman resource. symbolic, and other 4 (0.9)

Total Responses 200 (44.0)

Legend: No. = Number

Independent Variables
Independent variable statistics are noted in Table 5.15. Gender is a nominal
variable. Age, education level, library size. and the number of subordinates are ordinal
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variables. Library type is a nominal variable with three categories. The other statistics

(years of work, number of different positions, ctc.) are continuous variables.

Age had nine categories (25-29 years, 30-34 years. and on up to > 65 years). Six

cducational levels were noted, ranging from bachelors degree to doctorate. Choices of

library type were based on the Carnegie classifications, and the library size coincided

with student enrollment. The high correlation between the number of subordinates and

the number of library branches (r = .716) may indicate a potential multicollinearity

problem. Therefore, the original continuous variable of the number ot subordinates was

recoded to four categories.

Table 5.15: Descriptive Statistics of Independent Variables Used in the Analysis

(N = 455)

Variables Percent/Mean SD
Male 44.2% -
Age (9-point scale) 7.0° 8.0°
Education level (6-point scale) 4.0° 5.0°
Years of present position 8.7 7.9
Years of all directorship, or 12.1 9.3

deanship (or equivalent)
Years involved in all 26.6 9.8
library services
Number of difterent library 4.8 27
professional positions
Number of subordinates 2.0° 3.0°
Number of library branches 1.6 3.4
Library type (3-point scale) 2.0° 20"
Library size (4-point scale) 1.0" 3.00

Legend: SD = Standard deviation
* Median, ” Range



Results of Bivariate Crosstabulation and ¥~ Test
The bivariate cross-tabulation indicated that there were many signiticant
associations between the independent variables and the directors” approaches to
managing change in information technology (Table 5.16). The chi-square test was used to
check whether two nominal variables are independent from or related to each other

(Sarantakos 2005. 385). The collected continuous variables were recoded as the

categorical ones. The ordinal variables with more categories were also recoded for the ;
sake of reliable results. Results indicated that demographics, human capital. and library
characteristics could be used to predict respondents’ approaches to managing change in
intormation technology.

The x” test shows that there was a very signiticant relationship between
directors” approaches and gender at the .01 level. The minimum expected count is
34.02. The result can be trusted. Females were more likely than males to use dual
approaches to manage change in information technology, while males were more likely
than temales to use multiple approaches.

The x tests did not detect any significant relationship between directors’

approaches and these variables: age and education level at the .05 level. However, the
percentage results display that directors who were twenty-five to thirty-nine employed
single and dual approaches more often than those with other age groups. while directors
who were forty or more used multiple approaches more than those with other age groups.

This supports the hypothesis that the older directors use multiple approaches more often
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than the younger ones while managing change. Those who obtained MA/MS not in
library science and other used the single approach more often, while those who got MLS
plus other master’s degree used dual approaches more often. Those who had a PhD used
multiple approaches more otten than those with other education levels.

The y test shows that there was a very significant relationship between directors’
approaches and library type at the .05 level. The minimum expected count is 19.12. The
result can be trusted. Those who worked for a doctoral-granting college or university
were more likely to use multiple approaches, while those who worked for a
baccalaureate-granting college or university were more likely to use single and dual
approaches. This supports the hypothesis that directors who work for a higher academic
degree college or university are more likely to use the multi-frame approach than their
counterparts.

The y” test detected a significant relationship between directors’ approaches and
library size at the .05 level. The minimum expected count is 10.32. The result can be
trusted. Those who worked for a college or university with less than 10,000 total student
enrollment were more likely to use single and dual approaches, while those who worked
for a college or university with 10,000 to 19,000 student enrollment were more likely to
use multiple approaches.

In Table 5.16 (continued) below, the ¥~ tests show that there were no significant
relationships between directors’ approaches and these variables: years of present position,

years of all directorship, and number of library branches at the .10 level. However, the
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percentage results demonstrate that directors who had been in their current positions for
fewer than one year to tour years slightly used dual approaches more, while those tor five
to nine years slightly used multiple approaches more. Those who had been in directorship
for tewer than one to four years used the multi-frame approach more. Those who oversaw
two or more library branches used the multi-trame approach more.

According to the result of the ¢~ test, there was a significant relationship between
directors™ approaches and total years of library service at the .05 level. The minimum
expected count is 9.48. The result can be trusted. Directors who served in libraries for
thirty or more years were slightly more likely to use multiple approaches. while those tor
fewer than one year to fourteen years were more likely to use single and dual approaches.

The result of the y” test displays that there was a significant relationship between
directors’ approaches and number of different positions at the .05 level. The minimum
expected count is 16.08. The result can be trusted. Those who held seven or more
different positions were more likely to use the multi-frame approach. while those who
held one to three different positions were likely to use single approaches. Those who
held four to six different positions were slightly more likely to use dual approaches.

The y” test detected a very significant relationship between directors™ approaches
and number of subordinates at the .001 level. The minimum expected count is 11.0. The
result can be trusted. Directors who oversaw thirty or more subordinates were more likely

to use the multi-frame approach, while those who oversaw ten to nineteen subordinates
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were shightly more likely to use dual approaches. Those who oversaw one to nine

subordinates were more likely to use single approaches.

Table 5.16. Percentage Distribution of Directors’ Attitudes toward Approaches Used to
Manage Change in Information Technology (N = 455)

Approaches Used (%o)

_ Single Dual Multiple Total No.

Gender
Female 16.5 453 38.2 100.0 (254)
Male 17.4 31.3 51.2 100.0 (201)
%2 =9.969, dt = 2. p~ .007
Age
25-39 19.2 57.7 23.1 100.0 (26)
40-59 17.0 37.8 452 100.0 (283)
00->65 164 38.4 45.2 100.0 (146)
%2 23.276.df =4, p = 260
Fducation Level
MA/MS not in 222 333 44.4 100.0 (18)

Library Science & Other
MLS 18.6 39.0 42.4 100.0 (177)
ML.S plus other 17.4 44.1 38.5 100.0 (161)

master’s degree
PhD 12.1 32.3 55.6 100.0 (99)
X2 = 8.541, df - 6, p = 201
Type of Institution
Baccalaurcate-granting 248 405 32.7 100.0 (113)
Master-granting 15.1 39.5 45.4 100.0 (185)
Doctoral-granting 13.4 36.3 50.3 100.0 (157)
x2 = 11.053,dt =4, p - .026
Total Student Enrollment
<10,000 19.8 10.4 39.8 100.0 (329)
10,000~ 19.999 10.8 33.8 55.4 100.0 (65)
20,000 or more 8.2 37.7 S4.1 100.0 61)
2 =11.038, dt =4, p =.026
Total 16.9 39.1 44.0 100.0
No. (77) (178) (200) (455)

Legend: No. = Number
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Table 5.16 (continued)

Approaches Used (%o)

Single Dual Multiple Total No.
Years of Present Position
0-1 15.6 10.1 4.3 100.0 (167)
5-9 16.7 382 451 100.0 (144)
10 or more 18.8 3 2 100.0 (144)
2 =681, df =4 p - .954
Years of All Directorship
0-4 16.7 37.0 16.3 100.0 (103)
5-9 18.3 391 1.6 100.0 (115)
10 - 14 1.4 43.0 456 100.0 (79)
15 or more 19.0 38.6 425 100.0 (153)
¥2 7 2.673,dt=6,p = .849
Years of Library Services
0-14 26.8 46.4 26.8 100.0 (56)
15-29 17.4 36.6 459 100.0 (172)
30 or more 14,1 392 16.7 100.0 (227)
%2 9.652.dt =4 p = 047
Number of Difterent Positions
0-3 242 35.9 39.9 100.0 (153)
4-6 15.0 41.5 435 100.0 (207)
7 or more 95 38.9 51.6 100.0 (95)
x2 7= 10.898, df =4, p = .028
Number of Subordinates
1-9 25.0 39.8 35.2 100.0 (128)
10-19 20.3 42.3 374 100.0 (123)
20-29 5.4 38.5 46.2 100.0 (65)
30 or more 7.2 36.0 56.8 100.0 (139)
¥2 23105, dt -6, p -.001
Number of Library Branches
0 17.7 42010 40.2 100.0 (164)
I 20.4 38.3 41.3 100.0 (167)
2 or more 1.3 36.3 524 100.0 (124)
%2 = 6.992,dt =4 p 136
Total 16.9 39.1 44.0 100.0
No. (77) (178) (200) 7 (455)

Legend: No. = Number
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Results ot Correlations

In Table 5.17 Parts | — 2 (see Appendix F), bivariate correlations show that there
are many signiticant correlations between the independent variables and the directors’
approaches to managing change in information technology.
Correlations between ndependent Variables and Dependent Variables

The results of this study concurred with a number of the hypotheses presented
carlier regarding the use of multiple approaches (Table 5.17 Part 1). In this study,
correlations between the following variables and the use of multiple approaches were
detected to be positive and signiticant:
o« Male
o Age
e Education level
o Total years of library scrvice
« Number of ditterent positions
e Number of subordinates
o Library type. or library size
The above-mentioned predictors except tor the first two ones and weak correlations were
also noted for directors who used both dual and multiple approaches. Directors who had
higher education levels, served in libraries for longer periods of time, held more ditferent
positions, oversaw more subordinates, or worked at a large school or library, or at

universities with higher enrollment were more likely to use multiple approaches or dual

11



and multiple approaches to manage change in information technology than their
counterparts.

The correlation results contradicted the hypothesis that temales would be more
likely than males to usc the multi-frame approach. There was a very significant
relationship between males and the use of multiple approaches when managing change.
This study agreed with many of the hypotheses. However, the study results did not
coincide with the hypothesis that directors who held their current positions for longer
periods of time would choose multiple approaches.

There were many significant correlations between the independent variables and
the approaches chosen to manage change (Table 5.17 Part 1). The structural approach
was more likely to be used by directors overseeing more library branches. The human
resource approach was more likely to be used by directors who had been in their current
positions for a longer period of time. [lowe-ver, negative correlations were noted for
directors who had higher education levels, more library service, and more subordinates in
addition to working at a large school or library. The political approach was used most
often by directors who worked at universities with higher enrollment. None of the
respondents used the symbolic approach as a single approach.

Single approaches were more likely to be used by directors who had been in their
current positions for longer periods of time. Male directors were less likely to use the

dual approach than their counterparts.



The above-discussed correlations between predictors and dependent variables
were significant. However, they were very weak and low because their calculated r
values were below .30, The calculated r values did not illustrate moderate correlations
(.40 to .70) and strong correlations (.70 or more).
Correlations among Independent Variables

The correlations among independent variables are also given in Table 5.17 (Part
2) (see Appendix F). The tinal corrclation between number of subordinates and number
ol branches was not detected to be high, indicating no multicollinearity problem. The
other variables did not have a high degree of collinearity. The correlations ranged from -
008 to .517. These three categories of predictors-—demographics, human capital, and
Iibrary characteristics—could be used to predict respondents™ approaches to managing

change in information technology.

Results of Multinomial and Binary Logistic Regressions
The hypotheses of this study focus on directors’ use of multiple approaches
versus single approaches. Thus. “single approaches™ is used as the reference category.
Table 5.18 lists the multinomial logistic regression estimates that predict directors’
approaches to managing change in information technology. The estimated pseudo R
displays that this set of variables/subscales explains 13.53% of the variation in the

directors™ approaches to managing change in information technology. The results show

that independent variables—age. number of subordinates, and ycars of all library
service—significantly impact the outcome variables.
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‘There was a negative and signiticant relationship between age and single
approaches versus dual approaches. This implies that cach additional level in age
decreases the tikelthood by 18.0% (.820 -- 1 = -.18) in using dual approaches rather than
single approaches. Older directors were less likely to use dual approaches than younger
directors.

There was a significant and positive relationship between the number of
subordinates and the use of single approaches versus dual approaches. Each additional
fevel in the number of subordinates increases the likelithood by 36.1% (1 - 1.361 = .361)
ol using dual approaches rather than single approaches. This indicates that those who
oversaw nore subordinates were more likely to use dual approaches than those who
oversaw fewer subordinates.

A very signiticant and positive relationship between the total years of library
service and the use of single approaches versus multiple approaches was detected. Each
additional year of library service increased the hikelihood of using multiple approaches by
5.0% (1 -- 1.050 = .050). This indicates that those who had more years of library scrvice
were more likely to use multiple approaches than those who scrved in libraries tor shorter
periods of time. This supports the hypothesis that directors who have been in library
service for longer periods of time are more likely than their counterparts to use the multi-
frame approach to deal with change.

There was a signitficant and positive relationship between the number of
subordinates and the use ot single approaches versus multiple approaches. Fach
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additional Tevel in the number of subordinates increases the likelihood of using multiple
approaches by 56.0% (1 - 1.560 = .560). This indicates that those who oversaw more
subordinates were more likely to use multiple approaches than their counterparts. This
contirms the hypothesis that directors who oversee more subordinates are more likely
than their counterparts to use the multi-trame approach than any other type of approach
when dealing with change.

The relationship between male and the use of dual approaches was detected to be
marginally signiticant (significance near .10). This was also true for the relationship
between the total years of library service and the directors™ use tor dual approaches. The
other variables might not have any signiticant impact of the directors™ approaches used
(stgniticance far trom .10).

Binary logistic regression was used to check whether the results would change.
Table 5.19 reports binary logistic regression estimates that predict directors’
approaches to managing change in information technology. The estimated pseudo R
indicates that this sct of variables/subscales explains 10.8% of the variation in the
directors™ approaches to managing change in information technology. Results
demonstrate that independent variables, such as total years of library service and the
number ot subordinates, show significant impact on the outcome variables. However, the

predictor ot age did not significantly influence respondents™ approaches used.



Table S.18: Multinomial Logistic Regression Estimates Predicting Approaches to
Managing Change in Information Technology (N = 455)

Dual Approaches Multiple Approaches
Vs, vS.
Single Approaches Single Approaches
Predictors B expB) 8 expB)
Male - 474 623 255 1.290
(.298) (.296)
Age - 199* 820 =12 894
(115) 17
Education Level 070 1.072 160 1.173
(. 1-40) (.139)
Years of Present Position -025 976 -030 971
(.02-H (.02:4)
Total Years of Directorship 016 1.017 -.024 977
(021 (024
Total Ycears of 028 1.029 NIRDLLS 1.050
Library Service (.020) (.020)
No. of Ditferent 071 1.073 049 1.030
Positions (.066) (.067)
No. of 309** 1.301 A Sxr 1.560
Subordinates (.145) (.144)
No. of Library =047 954 -.046 UAR
Branches (.052) (.05
Library Type -034 9606 0068 1.071
(.227) (.227)
Library Size 244 1.272 255 1.291
(.237) (.236)
Constant 209 -1 o*
(.800) (.823)
-2 log likelihood 880.3
Model ¥° 56.0
Pscudo R 133
D 22
N 455

Notes: The B is the logistic regression coetficient: exp (5) or odds ratio is the antilog ot :
and standard crrors are in parentheses.
pr 0100 ¥, p - 0.05: %% p - 0.01; **¥**p - 0.001
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Fable 5.19: Binary Logistic Regression Estimates Predicting Approaches to
Managing Change in Information Technology (N = 455)

Predictors

Male

Ace

Education Level

Years of Present Position

Fotal Years of Directorship

Total Ycars of Library Scervice

No. ot Ditferent Positions
No. ot Subordinates
No. ot Library Branches
l.ibrary Type
[.ibrary Size
Constant
-2 log likelihood
Model -
Rl
Pscudo R™

DY
N

Dual & Multiple Approaches vs.

Single Approaches

B ept)
- 107 899
(.274hH
-.136 836
(.106)
10 1.116
(.129)
=027 074
(.022)
-.004 996
(.022)
039** 1.039
(.018%)
039 1.061
(.062)
A R 1.4606
(.130)
-.048 954
(.048)
016 1.016
(.210)
254 1.290
(.225)
12 1.119
(.74
383.3
30.5
108
I
455

Notes: The B is the logistic regression coetficient: exp (8) or odds ratio

is the antilog of B and standard crrors are in parentheses.

Fpe 0010 *Ep o050, FREp 001 ¥R *p - 0,001
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Taking into account the independent variables used in this study, Fable 5.20
reports on the multinomial logistic regression estimates that predict the directors’
approaches to managing change in intormation technology. As a reference category, the
human resource approach was used more often than any other single approach. The
estimated pseudo R indicates that this set of variables/subscales explains 19.2% ol the
variation of the directors™ approaches to managing change in information technology.
Results show that independent variables. such as age, the number of library branches. the
number ot subordinates, and the total vears ot library service. signiticantly impact the
outcome variables.

Age was positively and significantly associated with the probability ot using the
structural approach rather than the human resource approach to manage change in
information technology. Each additional fevel in age increased the likelihood by 98.7%
that dircctors would use the structural approach rather than the human resource approach.
Older directors were more likely to use the structural approach than younger directors.
Age had no significant eftect. however, on the use of the human resource approach versus
politicat. dual, and multiple approaches.

The relationship between the number of library branches and the usce of the human
resource approach versus structural approach was positive and significant. Fach
additional number of library branches increased the likelihood by 24.9% ot using the

structural approach rather than human resource approach. The more library branches

[18



directors oversaw, the more likely they were to use the structural approach while
managing change in information technology than their counterparts.

A significant and positive relationship between the number ot subordinates and
the use of the human resource approach versus dual approaches was detected. Directors
in charge ol more subordinates were more likely than their counterparts to use dual
approaches rather than the human resource approach to manage change in information
technology. For cach additional level in subordinates. this likelihood increased by 31.3%.

The relationship between the number ot subordinates and the use ot the human
resource approach versus multiple approaches was detected to be positive and very
significant. Each additional level in subordinates increased the likelihood by 50.4% in
using multiple approaches. Directors in charge of more subordinates were more likely
than their counterparts to use multiple approaches. This supports the hypothesis that those
who oversee more subordinates are more likely than their counterparts to use multiple
approaches when managing change.

There was a signiticant and positive relationship between the years of all library
service and the use of the human resource approach versus multiple approaches. Those
who had more years of all library service were more likely than their counterparts to use
the multi-trame approach rather than human resource approach when managing change in
information technology. For cach additional year of library service. this likelihood

increased 5.4%. This contirms the hypothesis that directors who have been in library
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services for longer periods ot time are more likely to use multiple approaches than their
counterparts.,

[n terms of using the human resource approach versus the structural approach,
library type was a marginally significant detector (significance close to .10). This was
also true for the relationship between total years of present position and use ot the human
resource approach versus multiple approaches. However. the results of other varables did

not signiticantly impact the directors™ approaches used (signiticance far from .10).
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Table 5.20: Multinomial Logistic Regression Estimates Predicting Approaches to
Managing Change in Information Technology (N = 455)

Structural Political
Vs, vSs.

Human Resource IHuman Resource
predictors B epB)_ B ep
Male L1135 3.043 -.868 420

(.783) (1.376)

Age 686+* 1.987 452 1571

(.342) (.577)

F-ducation 081 1.084 228 1.256

(.332) (.385)

Years of Present Position -.007 993 =220 803

(.057) (.159)

Fotal Years of Directorship - O 957 -045 956

(.060) (.089)

Fotal Years of Library Service  -.008 993 407 1113

(.043) (.076)

No. of Difterent Positions - 103 002 =548 378

(.178) (.383)

No. of Subordinates - 175 840 -.080 923

(.368) (.488)

No. ot Library Branches 222% 1.249 022 1.023

(.129) (.230)

Library I'ype .850 2541 404 1.497

(.581) (1.032)

I.ibrary Size -.286 751 1119 3.062

(.592) (.675)

Constant S7.632%** -7.657*

(2.673) (4.282)

-2 log likelthood 944.0
Model ¢ * 85.8
Pscudo R A92
D 44

N 455

Notos: Fhe 73 is the i()il:tlL rcgrcsﬁbn g-'(u»éljﬁrciicnl; c\i'pi(/)’) or odds ratio is the antitog of
B and standard ervors are in parentheses.
OO0 PR 0300 F 2 p 0 001 FFEFp - 0001



Table 5.20 (continued)

Dual
Vs,

Human Resource

Multiple
vs.

Human Resource

Predictors B exp(/5) B exp)

Male -401 670 330 1.391
(.325) (.325)

Age - 106 899 -014 986
(124 (.126)

Fducation 084 1.087 A74 1.191
(.133) (.133)

Years ot Present Posttion -032 068 =037 963
(.026) (.026)

Fotal Years of Directorship 009 1.009 -.031 969
(.026) (.026)

Fotal Years of Library Service 032 1.032 IARLS 1.054
(.022) (.023)

No. ot Different Positions 040 1.041 016 1.016
(.066) (.068)

No. of Subordinates 273%* 1.313 A08** [.504
(.160) (.160)

No. of Library Branches 038 1.060 058 1.060
(112 (.112)

Library Type 066 1.068 474 1191
(.240) (.247)

Library Size 338 1403 350 1.419
(.297) (.297)

Constant 4006 -2.002%#
(.852) (.883)

-2 log likelihood 9440

Model ° 85.8

Pseudo R* 192

DY 14

N 433

Notes: The #8is the lovistic regression coetlicient: exp () or odds ratio is the antilog off

53 and standard cervors are in parentheses.

0100 % p 0300 ¥rrp o 0.0 R

0.001.
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Questions 10 through 17 address the directors™ approaches based on two
hypothetical scenarios from Curzon (2003). The responses to these questions are given in

&

Chapter VI Findings and Discussions (Continued).

Open-Ended Survey Results of Academic Library Directors’
Approaches to Change Management

Question 8 Please comment on any approach vou have emploved to manage change
since vou became a director.

Among 435 respondents in the final analysis of this study. 183 directors (40.2%)
responded to this survey question. Two responses did not mention any specitic approach
and were excluded from this analysis. The results of the completed surveys trom 181

respondents are presented as tollows.

Personal and Organizational Information
The personal and organizational information of the 181 respondents who
commented on any approach they had employed are given in Tables 5.21 and 5.22. More
females (38%) than males (42%9%6) responded to the survey. They represent a mean ol 27.8
vears of library serviee.
['he respondents had supervised a mean ot 41.2 subordinates. However, the
standard deviation was much larger than the mean because the data for respondents’

number of subordinates were highly skewed. The result showed that 51 (28.2%)
o J









Coding Results

The qualitative data on free-form comments from 181 survey respondents were
coded according to Bolman and Deal’s criteria tor coding frame responses. as given in
Appendix FL Table 4.4 The majority (50.3%) of directors used single approaches when
managing change, while 28.2% used dual approaches (Table 5.23). Multiple approaches
were only used by 21.5% of all respondents.

Directors scemed to prefer the structural approach. They detined the rationale for
change. re-engineered structure, redesigned factlities, reassigned duties, expanded the
units, increased the size of sttt reviewed the position descriptions with personnel on a
frequent basis, engaged in long-term planning, and established shared ¢oals and
objectives. At various times. directors also chose the human resource, political, and
symbolic approaches. They managed change using staff involvement. communication.
cmpowering stalt] training and supporting people, and listening. They mainly obtained
assistance from the state system, and resolved contlicts. They developed visions and
values. celebrated successes. and worked on morale problems.

Other approaches chosen included ex-sourcing. outsourcing or bringing in outside
consultants as well as facilitators. This method was chosen when the directors were in
need of taking staft to other libraries, identitying obstacles to change and strategies. and
helping with communication and leadership development.

The structural and human resource approaches were favored by directors choosing

dual or multiple frames. These two approaches blend nicely together and enable the
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directors to focus on both goals and their staft while managing change. Directors spend
much ot their time working with a varicty of people and realigning roles and duties of
statt to readdress changes brought on by technology.
Dependent Variables

Table 53.23 shows descriptive statistical results of the dependent variables used in
the analysis. The dependent variable is the directors™ approaches to managing change. [t
cncompasses single. dual. and multiple approaches. The single approaches have five
subcategories: (1) structural: (2) human resource: (3) political: (4) symbolic: and (5)

other.
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Table 5.23: Coding Resudts on Academic Library Directors' Approaches Used
in Response to Question 18: Please Comment on Any Approach You Have

Employed To Manage Change since You Became a Director (N =181)
Approaches Used No. ot Responses (Y o)

SINGLE APPROACTIES

= Structural 23 (12.7)
= Human resource 49 (27.1)
= Political 6 (3.3)
= Symbolic 6 (3.3)
= Other 7 (3.9)
Uise a completely different approach
Fotal responses 91 (30.5)
DUAL APPROACHLES
= Structural and human resource 37 (20.-H)
= Structural and symbolic 2 (1.1
= Structural and other | (0.6)
= Human resource and political 4 (2.2
= lluman resource and symbolic 6 (3.3)
= [luman resource and other | (0.6)
l'otal Responses 51 (28.2)
MULTTIPLIL APPROACHES
= Structural, human resource, political, and symbolic | (0.6)
= Structural, human resource. and political 9 (5.0)
= Structural, human resource, and symbolic 23 (12.7)
= Structural, human resource. and other 3 (1.7)
= Structural, human resource. symbolic, and other | (0.0)
*  [luman resource, political, and symbolic 2 (r.n
_lotal Responses 39 (21.5)

Lecend: No. Number

Independent Variables
Independent variable statistics are noted in Table 5.24. Gender is a nominal

variable. Agce. education level, library size. and the number of subordinates are ordinal
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Results of Bivariate Crosstabulation and ¥ Test

‘The bivanate cross-tabulation indicated that there were many signiticant
associations between the independent variables and the directors™ approaches to
managing change (Table 5.25). The chi-square test was used to check whether two
nominal variables are independent from or related to cach other (Sarantakos 2005, 385).
The collected continuous variables were recoded as the categorical ones. The ordinal
variables with more categories were also recoded tor the sake ot reliable results. Results
mdicated that demographics, human capital. and library characteristics could be used to
predict respondents™ approaches to managing change.

The y test displayed a statistically significant relationship between gender and
approaches to managing change at the .10 level. The minimum expected count is 16.38.
The result can be trusted. The results show that males were more likely than females to
use single and multiple approaches to manage change, while females were more likely
than males to use dual approaches.

The ¥ tests did not demonstrate any statistically signiticant relationships between
directors™ approaches and these predictors: age. education level, ibrary type, and library
size at the (10 level. However, the percentage results show that directors who were
twenty-tive to thirty-nine employed single approaches more. while directors who were
sixty or more used the multi-frame approach more. Those who obtained MA/MS not in
library science and other used dual and multiple approaches more, while those who had

PhD used the single approach more. Those who worked for a doctoral-granting college or



university used single and multiple approaches more. Those who worked for a college or
university with less than 10.000 student enrollment used the single approach more., while
those who worked for a college or university with 20.000 or more student enrollment
used the multi-Irame approach more.

In Fable 3.235 (continued) below, the X? tests show that there were no signiticant
relationships between directors™ approaches and these variables: years of present position
and years of all directorship at the 10 level. However, the percentage results display that
directors who had been i their current positions tor fewer than one year to four years
used the multi-frame approach more, while those for five to nine vears used dual
approaches more. Those who had been in directorship tor fewer than one vear to tour
vears utilized the multi-frame approach more.

According to the result of the ¥ test. there was a significant relationship between
directors™ approaches and total years of library service at the .10 level. But, the minimum
expected count is less than 5.0, The result cannot be trusted. However. the percentage
result demonstrates that directors who served 1n libraries for fewer than one year to
fourteen years employed dual and multiple approaches more.

The ¢ tests did not deteet any significant relationship between directors’
approaches and these variables: number ol different positions and number of subordinates
atthe 10 [evel. However. the pereentage results show that those who held one to three
ditferent positions used dual and multiple approaches more. Directors who oversaw thirty

or more subordinates utilized the multi-frame approach more. while those who oversaw



twenty to twenty-nine subordinates employed dual approaches more.

According to the result of the ¢ test, there was a significant relationship
between directors™ approaches and number ot library branches at the (10 fevel. The
minimum expected count is 10.56. Thus, the result can be trusted. Those who oversaw
one library branch were more likely to use the multi-trame approach, while those who

didn’t oversee any branch were more likely to use single and dual approaches.



Table 3.25. Percentage Distribution of Directors’ Attitudes toward Approaches Used to
Manage Change (N = 181)

/\ppmachcsVUscd ("0)

o Single 0 Dual  Multiple  Total | No.

Gender

Female 16.7 343 19.0 100.0 (1035)

Male 553 19.7 25.0 100.0 (76)

12 L85 2p 096

Age

2539 371 8.6 143 100.0 (7)

40-39 182 30.0 1.8 100.0 (110)

60- 065 3.1 250 21.9 100.0 (6)

2 .803.df bp 938

Fducation Level

MAMS not in 16.7 50.0 3353 100.0 (6)
Library Science & Other

MLS 50.0 281 21.9 100.0 (64)

ML.S plus other 53.2 274 19.4 100.0 (62)

master’s degree
PhD 51.0 20.5 224 100.0 (49)
¥2  3.082,d6 6,p 798

Type of Institution

Baccalaurcate-granting 17.6 35.7 16.7 100.0 (42)
Master-granting 430 3402 20.5 100.0 (73)
Doctoral-granting 57.6 16.7 258 100.0 {60)
2 - T7.078.dE 4 p o 132

Total Student Enrollment

10,000 50.4 29.9 19.7 100.0 (127)
10,000 19999 320 304 17.4 100.0 (23)
20,000 or more 181 194 323 100.0 (30
x2S HSdE dp o 539

lotal 50.3 282 21.5 100.0

No. oD 1R ) NN 0 .15

l.eeend: Noo Number

s
(W]



_Table 5.25 (continued)

Yt:;'n’rs’}nvrlu’_rcscn(]:isi.tiun
0--4

5-9

10 or more

2 5.226.d60 dop 265
Years of All Directorship
0-14

S5-9

10 - 14

15 ormore

x2  ST715.dE c6,p 715
Years of Library Services
0-114

I5-29

3O or more

2 S.019.dr dop o 09l

Approaches Used (%o)

Number of Different Positions

0-3

1-6

7 or more

2 H06.dE d4op 982
Number of Subordinates
1-9

10 -19

20-29

50 or more

2 ST770.d6 6.p 19

Number of Library Branches

0

I

2 or more

2 S8A3T7.dE 4 p o 0706

l'otal
No.
Legend: No. Number

Single Dual Multiple lotal No.
13.5 290 274 100.0 (62)
455 32.7 21.8 100.0 (55)
60.9 234 15.6 100.0 (64)
St 21.6 27.0 100.0 (37)
139 203 26.8 100.0 (41)
46.9 31.3 21.9 100.0 (32
549 206 155 100.0 (71)
291 353 333 100.0 (17)
539 191 25.0 100.0 (68)
S0.0 335 16.7 100.0 (96)
474 29.8 228 100.0 (57)
50.6 284 210 100.0 (81)
335 256 209 100.0 (43)
51.0 27.5 21.6 100.0 (3D
60.0 28.9 1.1 100.0 (45)
435 34.8 21.7 100.0 (23)
452 258 29.0 100.0 (62)
51.9 33.8 14.3 100.0 (77)
2.7 16.4 309 100.0 (53)
119 307 R 100.0 (49)
50.3 282 RANS) 100.0

(V1) (31) (39) (8



Results of Correlations

[n Table 5.26 Parts 1 - 2 (see Appendix G). bivariate corrclations show that
there are many significant correlations between the independent variables and the
directors™ approaches to managing change.

Correlations benween Independent Variables and Dependent Variahles

Table 5.26 (Part 1) (sce Appendix G) demonstrates the correlations between
independent variables and dependent variables. The correlation between male and
respondents” use of the structural approach was positive and significant. Males were
more likely than temales to use the structural approach to manage change. The variable
of education level was significantly and positively correlated with directors” structural
approach to managing change. This demonstrates that those with higher education were
more likely to use the structural approach to manage change than those who had lower
cducation.

A statistically signiticant and positive correlation between years ol present
position and the use ol the human resource approach was detected. For longer periods of
time directors had been in their present positions. the more likely they were to use the
human resource approach than their counterparts.

Numbcr ot different positions was significantly and negatively correlated with
directors™ political approach used . Those who held more ditferent positions were less
likely to use the political approach than those who held fewer various positions.

I'ducation level was detected to be negatively and significantly correlated with



the symbolic approach. Directors with higher education were fess likely to use the
symbolic approach than those with lower education. The correlation between total years
ol directorship and the symbolic approach was negative and signiticant. Directors who
had been in their current positions for longer periods of time were less likely to use the
symbolic approach than their counterparts.

The correlation between number of library branches and use of other approaches
was detected to be positive and signiticant. Directors who oversaw more library branches
were more likely to use other approaches than their counterparts.

Fhere was a positive and very significant correlation between library type and use
ol other approaches. Directors who worked tor a higher academic degree college or
university were more likely to use other approaches than those working in a lower
academic degree college or university. The correlation between library size and use of
other approaches was positive and very significant. Dircetors who worked in a college or
university with higher enroliment were more likely to use other approaches than those
working in a college or university with lower enrollment.

The predictor of total years at present position was significantly and positively
correlated with the use of single approaches. Directors who had been in their current
positions for longer periods of time were more likely to use single approaches than those
who served in their current positions for shorter periods of time.

The correlation between male and use of dual approaches was signiticant and

neeative. Males were less likely to use dual approaches when managing change.
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compared with females. There was a negative and very signilicant correlation between
library type and use of dual approaches. Directors who worked for a higher academic
degree college or university were less likely to use dual approaches than their
counterparts.

A negative and significant correlation between total years ot directorship and use
ot multiple approaches was detected. For longer pertods of time directors had been in
directorship, the less likely they were to use multiple approaches than their counterparts.
This rejects the hypothesis that those who have been in directorship tor longer periods of
time are more likely to use the multi-trame approach than their counterparts.

The predictor of total years of library service was detected to be negatively and
very significantly correlated with the use of multiple approaches. For longer periods of
time directors served in libraries, the less likely they were to use multiple approaches.
This rejects the hypothesis that those who have been in a service for longer periods of
time are more likely to use the multi-frame approach to manage change than their
counterparts.

The correlation between number of ditterent library protessional positions and use
of multiple approaches was detected to be positive and significant. The more different
positions dircctors held, the more likely they were to use multiple approaches. This
supports the hypothesis that those who have held more different professional positions

are more likely than their counterparts to use the multiple approaches to manage change.









time are more likely than their counterparts to use the multi-frame approach than any
other type of approach when dealing with change.

The relationship between male and use of dual approaches was detected to be
marginally sigmificant (significance close to .10). The other variables might not have any
stgnificant impact ol the directors™ approaches used (significance far from . 10).

Binary logistic regression was used to check whether the results would change.
Table 5.28 below reports binary logistic regression estimates that predict directors’
approaches to managing change. The estimated pscudo R displays that this set ol
variables/subscales explains 7.3% of the vanation in the directors’ approaches (o
managing chanee. Results demonstrate that library type still shows significant impact
on the outcome variable. [owever., the total years of library service did not significantly

influence respondents™ approaches.
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Table 5.27: Multinomial Logistic Regression Estimates Predicting Approaches to
Managing Change (N=181)

Dual Approaches vs. Multiple Approaches vs.

Stngle Approaches Single Approaches
Predictors o explB) ;3 _exp(B)
Male -.652 21 254 1.289
(.-105) (427
Age -.085 919 250 1.284
(.183) (.190)
Education Level -084 920 - 14 3608
171 (.188)
Years of Present Position =035 966 -.009 991
(O30 (.035)
Fotal Years ot Directorship 022 1.022 -007 993
(.028) (.032)
T'otal Years of 020 1.020 - 065*E 937
Library Service (.032) (.030)
No. ot Ditferent -074 928 074 1.077
Positions (.088) (.067)
No. ot 205 1.228 208 1.231
Subordinates (.181) (.194)
No. ot Library 079 1.082 001 1.001
Branches (.037) (.066)
Library Type AR A490 - 146 804
(.310) (.330)
l.ibrary Size -071 931 229 1.258
(.272) (.245)
Constant 1.348 -1.201
(1.192) (1.519)
-2 log likelihood 3423
Model y' 304
Pscudo R 177
Dt 22
N 7 181

Notes: The B is the logistic rearession cocelTicient: exp (/) or odds ratio is the antilog ot B3;
and standard errors are in parenthescs.
poOLO:FEp 005 ¥R p 0010 B 0.001
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multiple approaches rather than the human resource approach to manage change. Each
additional fevel in age increased the likelihood by ot using multiple approaches by
48.7%. Dircctors who were older were more likely to use multiple approaches while
managing change than the younger ones. This supports the hypothesis that directors who
arc older are more likely to use the multi-frame approach than their counterparts. Age did
not have any significant eflect on the other categories: the human resource approach
versus political. symbolic, and dual approaches.

[here was a signiticant and negative relationship between number of different
professional positions and the human resource versus political approach. Each additional
number in difterent professional positions decreased the likelihood by 62.5% in using
the political approach rather than human resource approach. Those who had held more
difterent protessional positions were less likely to use the political approach to mange
change than those who had held fewer ditterent positions.

Library size was detected to be positively and significantly related to the use off
the human resource approach versus other approaches. Those who worked in a college or
university with higher enrollment were 2.6 times as likely as those who worked in a
college or university with lower enrollment to use other approaches to manage change.

The relationship between library type and the human resource approach versus
dual approaches was detected to be significant and negative. Fach additional level in
library type decreased the likelihood by 52.9% in using dual approaches rather than the

human resource approach. For higher academic degree ol a college or university directors

144



worked. the less hikely they were to use dual approaches to manage change than their
counterparts.

There was a significant and negative relationship between years ot all library
services and the human resource versus multiple approaches. Lach additional year in all
library services decreased the likelihood by 7.5% in using multiple approaches rather
than the human resource approach. For longer periods of time directors served. the less
likely they were to use multiple approaches than their counterparts. This rejects the
hypothesis that dircctors who have been in library serviees for longer periods of time are
more Likely than their counterparts to use the multi-frame approach than any other
approach when dealing with change.

The relationship between total years ot directorship and the human resource
approach versus symbolic approach was detected to be marginally signtticant
(signilicance close to .10). The other variables might not have any significant impact ot

the directors™ approaches used (signiticance far from .10).



Fable 5.29: Multinomial Logistic Regression Estimates Predicting Directors’

Approaches to Managing Change (N = 181)

Predictors

Male
A Qe
tducation

Years ot Present
Position
Fotal Years ot
Directorship
T'otal Years of
Library Service
No. ot Difterent
Positions
No. ot
Subordinates
No. of Library
Branches

Library Type
Library Size
Constant

-2 log likelihood
Model ¢
Pseudo R

dt

N

Structural vs.

Human Resource

Political vs.

Human Resource

Symbolic vs.

Fluman Resource

B e B epB) B expB)
749 2115 1.089 2.970 -730 482
(.562) (1.167) (1.267)

588*# 1.800 -016 933 167 1.182
(272) (.372) (493)
190 1.210 -675 509 =927 396
(247 (.398) (610)
034 000 033 1034 011 1011
(.0:406) (07 (.097)
-041 960 -074 929 -177 838
(042) (.O80) (12
-039 962 120 11335 001 1.001
(.043) (.0938) (.076)
- 130 878 SO ** 375 006 1,006
(.128) (M7 (.119)
090 1.094 -49] 012 -128 880
(27:4) (331 (.460)
-027 973 108 8453 -425 634
(.13%) (446) (.527)
-.389 678 154 1.167 408 1.504
(442) (.809) (.758)
021 1021 9350 2,385 - 111 895
(403) (.615) (.62:h)
-2.891 200 1.675
(1.884) (3.361) (3.517)

508.9

88.9

403

66

i81

Notes: The B is the louistic regression coetticient: exp (8) or odds ratio is
the antilog of 32 and ~tandard errovs are in parentheses.

T 0U10; FEp 0500 K Ep

0.01; **¥¥*p -

0.001
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‘able 3.29 (continued)

Other
Vs,

Human Resource

Dual
Vs,

[ Tuman Resource

Multiple
VS,

IHuman Resource

Predictors - B exp(s) B ety B exp(83)

Male - 127 880 -427 032 475 1.608
(.910) (.-160) (.-186)

Age - 3te* 207 047 1048 397** 1.487
(.710) (21 (.223)

Education =221 802 - 119 888 - 181 834
(.438) (.194) (.213)

Years of Present Position 057 .08 =044 937 =016 984
(.077) (.035) (.039)

Fotal Years ot Directorship 008 1.070 008 1.008 -.020 980
{.063) (.032) (037

lotal Years of Library Service 084 1.088 012 1.012 -078%¥* 925
(.007) (.037) (.035)

No. of Ditferent Positions 211 [.235 - 129 879 037 1.038
(.203) (.099) (.073)

No. ot Subordinates 332 1.422 166 (181 64 1.179
(422 (.207) (.223)

No. of Library Branches 020 1.027 093 1.098 006 1.006
(.004) (.080) (.088)

[ibrary Type 1.690 5421 - J53%* 471 - 1380 836
(1.230 (.354) (.37:h

[ibrary Size 060** 2.011 107 I.113 399 1,490
(484 (.319) (.297)

Constant -1.901 1.765 -.798
(5.845) (1.339) (1.469)

-2 log likelihood S08.9

Model y° $8.9

Pscudo R 403

df 66

N 181

Nores: The Bis the logistic regression coetticient: exp (8) or odds ratio is the antilog of 57 and

standard errors are i parentheses.

OO M Ep 0500 Ry

0.01; *%¥p

0.001.
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[ree Comments on the Survey

Question 9. Please feel free to provide any comments regarding the survey questions
and desigan.

Among 435 subjects in the final analysis, 32 respondents (7.0%) provided
Among 435 subjects in the final analysi
additional comments. Most respondents gave positive feedback and commented that this
survey was well designed. However, some ottered suggestions such as more clearly

defining “ritual™ or “rituahistic.™

Question 20. Would vou like to receive a bricf report of this survey?

A majority of respondents (249, 54.7%) asked to recerve a brief survey summary.
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CHAPTER VI

FINDINGS AND DISCUSSION (CONTINUED)

This chapter reports and discusses the empirical results ot eight multi-part
questions which classify directors™ approaches to planning change, setting goals for
change, resolving contlict, communicating with the public and statt. managing change.
conducting mectings, making change decisions. and evaluating change (see Appendix D
for survey questionnaire on change management). These questions, based on two
scenartos® adapted trom Curzon (2005). are designed to gain insight into how directors
use therr approaches to manage change.

Questions 10 through 14 relate to the first seenario, a hypothetical situation where

“Colin™ has been named interim director tollowing the dismissal of the original director,

“Ken.” These five questions are:

- Question 10. How would you plan change if you were Colin?

[

. Question 11: How would you set goals tor change if you were Colin?

3. Question 12: How would you approach contlict resulting from Ken's supporters?

i

- Question 13: How would you communicate with the public and your stalt it you were
Colin?

¥ Permission to use these two change scenarios in the survey was obtained from Dr.
Curzon by e-mail before the pilot study.
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3. Question 4 What approaches would you employ to manage change it you were
(‘olin?

Questions 15 through 17 relate to the second scenario, a hypothetical situation
where “Frank™ 1s a newly hired director who is confronted with an extensive backlog off
cataloging. These three questions are:

[. Question 15: How would you conduct meetings if you were FFrank?
2. Question 16: How would you view decision making if you were Frank??
3. Question 17: How would you view evaluation it you were Irank”?

Large-scale change causes a transtormation and enables library resources and
services to continuously meet the demands of students, faculty, and staft via an intensive
planned and complex process. How this change is managed may well make the difference
between a negative or positive outcome.

Curzon’s (20035) two scenarios mentioned above and described in detail in the
Appendix D present typical situations that academic library directors may face. The
survey questions chosen retlect key elements of change management and were designed
to help understand different ways that directors use to manage change.

[For cach question, descriptive results are reported and discussed first. Sceondly.
results of bivariate cross-tabulation and chi-square test are demonstrated and
summarized. Thirdly. the results of correlations between independent variables and
dependent variables are summarized and analyzed. Finally. the results of multinomial and

binary logistic regressions are analyzed and discussed.
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Approuches to Planning Change
Question [0 How swould vou plan change if vou were Colin?
Descriptive Results

Question 10 was asked to ascertain how library divectors would respond in a
similar situation. The responses varied. although the majority ot directors (57.4%) would
use multiple approaches to plan change ( Lable 6.1). 29.9% would use dual approaches.
while only 12.7% would use single approaches. No respondent would use single political.
symbolic or other approach to plan change. No respondent checked N/A (not applicable)
for cach response.

The structural and human resource approaches were tavored by directors choosing
dual or multiple frames. These two approaches blend nicely together and enable the
directors to tocus on both goals and their statt while managing change. Directors spend
much of their time working with a varicety ol people and realigning roles and duties of
staft to readdress changes brought on by technology.

The ~other™ approach was checked by 42 (9.2%) respondents. Of these
respondents. 24 commented on the ~other™ approach they would use. However, only one
respondent “other™ approach did not actually correspond to Bolman and Deal’s modcl.
This director commented about the use ot an external facilitator to plan change.
According to Bolman and Deal’s criteria tor coding the open-ended frame responses cited
in Appendix L. tive responses were actually the structural approach: cleven, human

resources: one. political; and two. symbolic. The remaining 18 respondents did not

151



spectty what their other approaches were and theretore could not be ruled out as not
actually using ~other approach™ category in Fable 6.1, As a result, 19 respondents are
imcluded in the ~other approach™ category in Table 6.1.

The free comments on the “other™ approach respondents used demonstrate that
directors used the human resource approach more than other approaches. They used
planning to tocus on people and communication. At the same time, they used the
structural approach.

Dependent Variables

Table 6.1 shows descriptive statistical results of the dependent variables used in
the analysis. The dependent variable is the directors™ approaches to planning change. It
consists of three main categories: (1) single approaches; (2) dual approaches: and (3)
multiple approaches. ‘The single approaches include two subcategories: (1) structural, and

(2) human resouree.



Table 6.1: Approaches Used in Response to Question 10: How Would You Plan Change if
Vou Were Colin? (N = 453) _

Approaches Used __No. ot Responses (°0)

SINGLE APPROACHLS

STRUCTURAL

»  Use planning as a strategy to set change goals and objectives 27 (5.9)
HUMAN RESOURCE

= Use planning as a cathering to promote people’s involvement and

participation 31 (6.8)
POLITICAL
= Use planning as a way to approach contlicts and realign power 0 (0
SYMBOLIC
= Use planning in a ritualistic fashion 0 (0)
OTHER
= Useacompletely different approach 0 (")
Total Responses 58 (2.7
DUAL APPROACHIES
= Structural and human resource 84 (18.5)
= Structural and political 25 (5.1
= Human resource and political 22 (1.8)
*  Human resource and symbolic 4 (0.9)
*  Human resource and other 5 (0.7)
Total Responses 136 {29.9)

MULTIPLE APPROACHLES

= Structural, human resource, and political 184 (40.4)
*  Structural, human resource, political, and symbolic 56 (12.5)
= Structural, human resource, political, and other 13 (2.9)
= Structural, human resource, and symbolic 4 (0.9)
= Sgructural. human resource, and other 3 (0.7)
*  Human resource. political, and symbolic I (0.2)
= Juman resource, political, and symbolic | (0.2)
fotal Responses el (ST

l.ezend: No. Number

Independent Variables
Statistical analyses of Questions 10 through 17, including the ranges of independent
variables. are the same as those for Question 9 on page 104 of Chapter V Findings and

Discussion (see the related analysis of Table 5.15 on page 105).

V)

15



Results of Bivariate Crosstabulation and ¥~ Test

The bivariate cross-tabulation indicated that there were many significant
associations between the independent variables and the directors™ approaches to planning
change (Table 6.2). The chi-square test was used to check whether two nominal variables
are independent from or related to cach other (Sarantakos 2005, 383). The collected
continuous variables were recoded as the categorical ones. The ordinal variables with
more categorics were also recoded for the sake of reliable results. Results indicated that
demographices. human capital, and library characteristics could be used to predict
respondents™ approaches to planning change.

In Table 6.2, the ¢~ test did not demonstrate any statistically signiticant
relationships between directors™ approaches and these predictors: gender, age. education
level, and library size at the (10 level. However, the pereentage results show that females
used dual and multiple approaches to plan change more often than males. Directors who
were 25 to 39 employed dual approaches more, while directors who were 40 to 39 used
the multi-trame approach more. Those who obtained MA/MS not in library science and
other used the multi-frame approach more. while those who got MLLS utilized dual
approaches more. Those who worked for a college or university with fess than 10,000
total student enrollment used the single approach more. while those who worked for a
college or university with 10,000 to 19,999 cmployed multiple approaches more.,

['he )(3 test shows that there was a significant relationship between directors’
approaches to planning change and library type at the .05 Tevel, The minimum expected
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count is 14.40. Thus. the result can be trusted. Those who worked tor a baccalaurcate-
aranting college or university were more likely to use the single approach, while those
who worked for a doctoral-granting college or university were more likely to use the
multi-frame approach. This supports the hypothesis that directors who work for a higher
academic degree college or university are more likely than their counterparts to usce the
multi-franie approach while managing change.

In Table 6.2 (continued) below., the ¢ test did not detect any signiticant
retationships between directors™ approaches to planning change and these variables: vears
at present position, total vears ot directorship. total years ot library service. number off
ditterent positions, and number ot subordinates at the .10 level. Towever, the percentage
results show that directors who had been in their current positions ftor fewer than one year
to four years used the multi-frame approach more to plan change, while those tor ten
vears or more used dual approaches more to plan change. Those who had been in all
directorship tor fewer than one year to four years utitized the multi-frame approach more
to plan change. while those for 15 years or more employed dual approaches more.
Dircctors who served in libraries for fewer than one year to lourteen years used the
multiple approaches more, while those tor fifteen to twenty-nine used dual approaches to
plan change. Those who held seven or more different positions used the multi-lrame
approach more. while those who held four to six different positions emploved dual

approaches more. Directors who oversaw thirty or more subordinates utitized the multi-



frame approach more to plan change. while those who oversaw twenty to twenty-nine
subordinates used dual approaches more.

According to the result of the y test, there was a significant relationship between
directors™ approaches and number of library branches at the .10 level. The minimum
expected count is 13.81. Thus, the result can be trusted. Those who oversaw two or more
library branches were more likely to use the multi-frame approach, while those who

oversaw one branch were more likely to use dual approaches to plan change.



Table 6.2: Percentage Distribution of Directors’ Attitudes toward Approaches Used to Plan
Change (N = 455)

/\ppr(;{cﬁcs l,Js_cAJi(i":) »

S _oSingle  Dual o Multiple - Total - No.
Gender

FFemale 1.4 30.7 37.9 100.0 (254)
Male 4.4 28.9 S60.7 100.0 (201)
2 O3.dE 20p 621

Age

25 39 38 385 357.7 100.0 (26)
10-39 131 286 583 100.0 (283)
60 or more 13.7 30.8 355 100.0 (146)
2 - 2.712.df Lp o 007

Fducation Level

MA/MS not in 16.7 16.7 60.7 100.0 (138)

Library Science & Other
MIS 13.0 316 354 100.0 (177)
MLS plus other 10.6 R 5844 100.0 (tol)
master’s degree

PhD 152 275 57.0 100.0 (99)
2 3.238.dt o,p 778

Type of Institution

Baccalaurcate-granting 17.7 327 19.6 100.0 (113)
Master-granting 15.7 081 6.2 100.0 (185)
Doctoral-granting 5.7 299 643 100.0 (157)
2 12555.d6 4p 014

Total Student Enrollment

- 10,000 11.6 30.4 55.0 100.0 (329)
10,000 19,999 10.8 246 64.6 100.0 (63)
20,000 or more 19 ERE 623 100.0 (61)
¥2  SO84.dt dop o 200

Total 127 299 574 100.0

No. (58  (130) o 26h) 433

[.egend: No. Number



Table 6.2 (continued)

o /\pprouchc;_l Jsed (%)

S o Single Duat Multiple lotal No.
Years of Present Position
0-1 9.6 273 62.9 100.0 {(167)
3-9 153 30.6 54.2 100.0 (L)
10 or more 159 3.9 54.2 100.0 (144)
2 LHIsade Lpo 391
Years of All Directorship
0-4 93 2401 66.7 100.0 (108)
5-9 13.9 322 53.9 100.0 (115)
10 - 114 139 09 | 57.0 100.0 (79)
IS or more 13.7 307 33.6 100.0 (153)
20 S HOLdE oop o 89
Years of Library Services
0- 11 S 4 086 66.1 100.0 (56)
[s-29 15.1 30.8 sS4 1 100.0 (172)
S0 or more 128 293 57.7 100.0 (227)
2 LS10.dE L p o 30
Number of Different Positions
0-3 131 288 582 100.0 (153)
b-6 10.6 329 56.5 100.0 (207)
7 or more 16.8 253 579 100.0 (95)
2 02 dE L p 9l
Number of Subordinates

1-9 13.3 328 339 100.0 (128)
10 - 10 16.3 26.0 57.7 100.0- (123)
20-29 2.3 36.9 50.8 100.0 (65)
S0 ormore 9.4 273 63.3 100.0 (139)
2 0 7. dE o.p 373
Number of Library Branches
0 152 6.8 57.9 100.0 (164)
| 14 371 51.5 100.0 (167)
2 or more 1.3 242 64.5 100.0 (124
(20 X7 Lp 086

[otal 12.7 209 57.4 100.0
No. (&) (30 o eh )

Lecend: Nooo Number



Results of Correlations

Table 6.3 below reports the results of bivariate correlations among variables used
in the analysis.

Correlations between Independent Variables and Dependent Variables

The results of this study concurred with the hypotheses presented carlier
regarding the use of multiple approaches (Table 6.3). However, calculated r values for the
variables were << .30, making the corrclations very weak or low rather than moderate or
strong. In this study. there was no significant association between gender and directors”
multiple approaches used. Correlation between library type and the use of multiple
approaches were detected to be positive and significant. Weak corrclation was also noted
between hibrary type and the use of dual and multiple approaches. Directors who worked
at a large school or library were more likely to use multiple approaches or dual and
multiple approaches to plan change than their counterparts. However. the study results
did not coincide with other hypotheses.

Correlation between library size and the use of dual and multiple approaches was
deteeted 1o be positive and significant. Directors who worked at a large school or library
were more likely than their counterparts to use dual and multiple approaches when
planning change. [However, the correlation between number of different positions was
detected to be negative and signiticant. Directors who held more dilferent positions were

fess likely than their counterparts o use dual and multiple approaches.
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There were many significant correlations between the independent variables and
the approaches to planning change. The structural approach was more likely to be used
by dircctors having higher education levels or holding their current positions for longer
periods ot time. However, negative correlations were noted for directors who had more
subordinates, worked at a large school or library in addition to working at universitics
with higher enrollment.

['he human resource approach was more likely to be used by directors who held
more different professional positions or oversaw more subordinates. The single approach
was more likely to be used by directors who held more different positions. However,
negative correlations were noted tor directors who worked at a large school or library. or

at universities with higher enrollment.
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Table 6.3: Correlation Matrix for Variables Used in the Amalysis (N = 455)

Approaches to Planning Change

A B¢ b E
| 001 058 O-S -020 012 -.045

2 -.002 0444 032 -.026 002 -.032

3 KIARERS BN 024 O14 -.030 -.024

4 88** -.058 019 022 -.033 -019

N 041 =016 017 047 -.035 =017

0 009 035 048 Ot =042 -.048

7 051 062* 83** =024 -.0341 -083%*
b SRR V61* -.037 -025 0062 057

O -.060 007 -037 014 012 037

10 S LHEERRE 057 S L3RERE 2020 L SxEk BER R
I dee 007 L0104 046 o1

Notes: A Structural, B Human Resource, C Single, D Dual, k- Multiple,
I Single Approaches vs. Dual & Multiple Approaches

I Male, 2 Age. 3 Education, 4-Years at Present Position, 5 Total Years ol Directorship,
6 Total Years of Library Service, 7 No. of Different Positions, 8 No. of Subordinates,

9 No. of Library Branches, 10 Library Type, 11 Library Size

0100 ¥ p o 0,05 ¥F 40,01 ¥R *pe 0,001

Correlations among Independent Variables
‘The correlations among independent variables are the same as those given in
Table 5.17 (Part 2) on page 374 of Chapter V Findings and Discussion. These results also

apply to the following questions 1117 in this chapter in terms of correlations among

imdependent variables.
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Results of Multinomial and Binary Logistic Regressions

I'he hypotheses of this study focus on directors™ use of multiple approaches versus
single approaches. Thus. “single approaches™ is used as the reference category. Table 6.4
reports the multinomial logistic regression estimates that predict directors™ approaches to
planning change. The estimated pseudo R* displays that this set of variables/subscales
explais 6.4% of the variation in directors™ approaches to planning change. The results
show that independent variables--- number ot ditferent professional positions and library
tvpe  steniticantly impact the outcome variables.

['he relationship between number of different protessional positions and the use
of single approaches versus dual approaches was significant and negative. Fach
additional number ot difterent protessional positions decreased the likelihood of using
dual approaches by 9.4%. Directors who held more difterent professional positions would
be less tikely than their counterparts to use dual approaches to plan change than their
counterparts.

‘There was a positive and signiticant relationship between number of difterent
professional positions and the use of single approaches versus multiple approaches. Fach
additional number ot ditTerent positions increased the likelihood ot using multiple
approaches by 102%. Those who held more ditferent positions would be more likely to use
multiple approaches than those with fewer difterent positions. This supports the

hypothesis that directors who held more different professional positions are more likely
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than their counterparts to use the multi-frame approach than any other type of approach
when dealing with change.

A positive and very signiticant relationship between library type and the use of
single approaches versus multiple approaches was detected. Each additional fevel in
library type increased the likelihood of using multiple approaches by 88.4%. For a higher
academic degree college or university directors worked, the more likely they would be to
use multiple approaches to plan change than their counterparts. This supports the
hypothesis that directors who work tor an institution oftering a higher academic degree
are more likely than their counterparts to use the multi-trame approach than any other
tvpe of approach when dealing with change.

The relationship between library type and the use of dual approaches was detected
to be marginally signiticant (significance near .10). The other variables might not have
any significant impact of the directors™ approaches used (significance far from .10).

Binary logistic regression was used to check whether the results would change.
Table 6.5 Tists binary logistic regression estimates that predict directors™ approaches to
planning change. The estimated pseudo R indicates that this set of variables/subscales
explains 8.0% of the variation regarding the directors™ approaches to planning change.
Results display that the predictors of number ot different protessional positions and
fibrary type show significant impact on the outcome variables. The other variables might

not influence the directors™ approaches used (stgnificance far trom . 10),
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Table 6.4: Multinomial Logistic Regression Estimates Predicting Approaches to
Planning Change (N=455)

Dual Approaches vs. Multiple Approaches vs.

Single Approaches Single Approaches
Predicors B ep B e
Male -.392 676 - 319 727
(.330) (313
Age -.094 911 000 1.006
(.1-16) (.137)
Education Level -.093 911 - 148 862
(.153) (.14
Years of Present Position -.006 994 -.002 998
(.027) (.023)
Fotal Years of Directorship 025 1.023 0006 1.006
(.023) (.023)
Total Years of -015 985 =025 973
Library Service (.023) (.023)
No. of Ditterent -.099* 9006 A03%* 900
Positions (.039) (.052)
No. of 005 1.00> 076 1.079
Subordinates (.162) (.15
No. of Library -.027 974 -.039 962
Branches (.060) (.058)
Library Type 2 1511 NORR A [.884
(.259) (.241)
Library Size 416 .510 310 1.363
(.299) (.288)
Constant 1.335 1.541
(.955) (.902)
-2 log hikehhood 8308
Madel 254
Pseudo R 0064
Dt 22
N 435

Notes: The 13 is the logistic regression coctiicient: exp (/37 or odds ratio is the antilog ol f3;
and standard crrors are in parentheses.
Ep 010 ¥ p 005 ¥ ¥ p - 0.01 ¥4 Ep - 0.00]
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Table 6.5: Binary Logistic Regression Estimates Predicting Approaches to
Planning Change (N = 455)

Dual & Multiple Approaches vs.

Single Approaches

|

Predictors B e

Male SRR 709
(.502)

Ave -.028 972
(153

ducation Level - 129 879
(.139)

Years of Present Position - 0044 006
(02hH

Fotal Ycars ot Dwrectorship 013 1.013
(.023)

Fotal Years ot Library Service -022 978
(.022)

No. ot Ditterent Positions - 1o3** 902
(.050)

No. ol Subordinates 051 1.053
(.147)

No. ol Labrary Branches - 034 966
(.057)

ibrary Type ST 1.746
(.232)

[ thrary Size 347 1415
(.283)

Constant AR §.336
(.875)

-2 loe hikelihood 3278

Model ¢ 19.8

Pseudo R’ 080

DOr i

N o 455

Nores: The Bis the logistic regression coctticientz exp () or odds ratio
is the antiloe of B: and standard errors are in parentheses.

FpoOT0D EEp 050 24 Ep 001 *EREp e 0.001
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Table 6.6 reports on the multinomial logistic regression estimates that predict
the directors™ approaches to planning change. As a reference category., the human
resource approach was used more often than any other single approach. The estimated
pseudo R indicates that this set of variables/subscales explains 12.2% of the variation of
the directors™ approaches to planning change. Results show that independent variables,
such as education level, years of present position, number ot subordinates, male, and
library type . signiticantly influence directors™ approaches used.

Education level was detected to be positively and highly significantly associated
with the probability ot using the structural approach rather than the human resource
approach to plan change. Fach additional level in education increased the likelihood by
[08% that directors would use the structural approach rather than the human resource
approach. Those with higher education would be more likely to use the structural
approach than those with less education. However. education level did not atfect the usce
ol the human resource approach versus dual and multiple approaches.

There was a positive and significant relationship between years ol present
position and the use of the human resource versus structural approach. Each additional
year in a current position increased the likelihood by 9.5% ot using the structural
approach rather than human resource approach. For longer periods ot time directors were
m their current positions. the more likely they would be to use the structural approach to
plan change than their counterparts.

The relationship between number of subordinates and the human resource
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approach versus structural approach was detected to be negative and significant. Each
additional level in subordinates decreased the likelthood by 533.7% 1n using the
structural approach rather than the human resource approach. The more subordinates
directors oversaw. the less likely they would be to use the structural approach to plan
change than their counterparts.

The predictor of male was detected to be negatively and signiticantly related with
the use of the human resource approach versus dual approaches. Males would be about
S1% less likely than females to use dual approaches rather than the human resource
approach to plan change.

The relationship between library type and the human resource approach versus
multiple approaches was deteeted to be positive and significant. Each additional fevel in
library type increased the likelihood by 92.6% in using multiple approaches rather than
the human resource approach. This supports the hypothesis that directors who work at
rescarch libraries are more likely to use the multi-trame approach than their counterparts.

In terms of using the human resource approach versus dual approaches. number ot
subordinates was detected to be a marginally significant predictor if the sample size were
lareer (sienilicance close to .10). This was also true for the relationship between male and
the human resource approach versus the multi-frame approach. However. the results off
other variables did not significantly impact the directors” approaches used (signiticance

far from . 10).
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Table 6.6: Multinomial Logistic Regression Estimates Predicting Approaches to Planning
Change (N = 455)

Structural vs. Dual vs. Multiple vs.

Human Resource Human Resource Human Resource
Predictors B e B expB) B e\pihh)y
Male =794 452 - 702% 495 -023 RN
(.387) (.425) (.-406)
Age - 138 851 - 160 832 -.059 943
(.233) (.193) (.183)
Fducation 32¥xF 2080 255 .29 193 1.216
(.269) (215 (.205)
Years ot Present 091 * 1.093 045 1.046 050 1.031
Position (.048) (.040) (.039)
lotal Years of 002 1.002 017 1.017 - 002 998
Dircectorship (.043) (.032) (.031)
Total Years ot -020 074 -021 979 -032 969
Labrary Service (.0-43) (.03 1) (.030)
No. ot Ditferent 089 1.093 -.058 OAR =005 937
Positions (.08 (.080) (.074H
No. ot SR ELLEN RS -328 720 =254 T76
Subordinates (.30:h) (.205) (.196)
No. of Library -012 88 -021 979 -.0341 967
Branches (.182) (.065) (.063)
Library Type 122 1130 434 1544 O56* 1.926
(HEY) (32hH (.309)
[ibrary Size -.050 S19 296 13404 190 F.209
(.747) (30D (.333)
Constant 473 1.8:44 2051
(1.733) (1.2600) (1.223)
-2 loe hikelihood 885.2
Model ¢ S1d
Pseudo R 22
dr 33
N 455

Votes: The B s the lozistic rearession coelticient; exp () or odds ratio is the antilog of 587 and
standard crrors are in parcntheses.
OO0 FEp 0S0O RRR Y 0 0] R 0.001.
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Approaches to Setting Goals for Change

Question [ How would vou set goals for change it vou were Colin?

Descriptive Results

As shown in Table 6.7 below, 90.1% ot directors would use multiple approaches
to sct goals for change if they were Colin. Only 4.2% would use dual approaches. The
total single approaches would only be used by 5.7% ot all respondents. No respondent
would use single political, symbolic or other approach to set goals for change. No
respondent checked N/A (not applicable) for cach response.

The structural and human resource approaches were favored by directors choosing
dual or multiple approaches. Most likely. these approaches appear together more often
over the others because directors spend much ot their time working with a variety of
people and realigning roles and duties of stalt in current academic libraries that are
caught up in the mode of rapidly changing technology.

The ~other™ approach was noted by 37 (8.1%) respondents. Of these respondents,
IS commented on the ~other™ approach they would use. However, no respondent listed a
true ~other™ approach. According to Bolman and Deal’s criteria for coding the open-
ended frame responses cited in Appendix [, four responses were actually the structural
approach: five, human resources: one. political; two, symbolic: one, dual approach: and
two. comments. The remaining 22 respondents did not specity what their other

approaches were and thercfore could not be ruled out as not actually using “other
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approach™ category in Table 6.7, As a result, 22 respondents are included in the ~other
approach™ category in Fable 6.7,

The free comments on the “other™ approach respondents used demonstrate that
directors used human resource approach and structural approach more than other
approaches. In setting coals for change. they empowered people, and focused on
communication, listening, and dialog with statt. At the same time, they used structural
approach. They used strategic planning, and claritied roles of individuals while setting
coals for change.

Dependent Variables

[able 6.7 displays descriptive statistical results o the dependent variables used in
the analysis. The dependent variable is the directors™ approaches to setting goals tor
change. 1t is composcd of three main categories: (1) single approaches: (2) dual
approaches: and (3) multiple approaches. The single approaches consist of two

subcategories: (1) structural: and (2) human resource.



Table 6.7: Approaches Used in Response to Question 11: How Would You Set Goals for
‘Change if You Were Colin? (N = 455

_Approaches Used ~ No. of Responses (o)

SINGLE APPROACIHES

STRUCTURAL

s Keep change ettorts headed in the right direction 13 (2.9
HUMAN RESOURCE
= Keep people involved and communication open 13 (2.9)

POLITICATL,
= Provide opportunity for individuals and groups to express their

concems 0 (0)
SYMBOLIC
= Develop shared values 0 (0)
OTHER
= [lse a completely ditferent approach 0 (0)
F'otal Responses 26 (3.7)
DUAL APPROACHIES
= Human resource and svmbolic I (2.
= Politicul and symbolic 8 (1.8)
Fotal Responses 19 (4.2)
MUL TIPLE APPROACHES
= Structural, human resource, political, and symbolic 340 (747
= Structural, human resource, political, symbolic, and other 19 (4.2

= Structural, human resource, and political

to '
S
S
= —

=  Structural, human resource, and symbolic

= Structural, human resource, and other 1 (0.2)

= Structural, political, and symbolic l (0.2

= [luman resource, potitical, and symbolic 40 (8.8)

*=  Human resource, svmbolic, and other 2 (0.-h)
Total Responses e 1 L U 4§

l.egend: No. Number

Y

Results of Bivariate Crosstabulation and y~ Test

The bivariate cross-tabulation indicated that there were many significant
associations between the independent variables and the directors™ approaches to setting
coals for change (Table 6.8). The chi-square test was used to cheek whether two nominal
variables are independent from or related to cach other (Sarantakos 2005, 385). The
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_Table 6.8 (continucd)

Approaches Used (%)

Single Dual Multiple Total No.
Years of Present Position
0-4 5.4 sS4 89.2 100.0 (167)
5-9 6.9 5.6 87.5 100.0 (144)
10 or more 19 1.4 93.8 100.0 (144)
2 A8 dp o 303
Ycars of All Directorship
0--1 5.6 7.4 87.0 100.0 (108)
5-9 87 ) 86.1 100.0 (115)
10 - 14 38 23 93.7 100.0 (79)
15 or more 16 20 033 100.0 (153)
2 8.580.dt 6.p 199
Ycars of Library Services
O-11 8.9 1.8 89.3 100.0 (36)
15-29 6.4 3.5 901 100.0 (172)
30 or more 1.4 53 90.3 100.0 (227)
12 309 dE L p o 83
Number of Different Positions
0-3 5.0 20 92 100.0 (133)
+-6 6.3 2.9 90.8 100.0 (207)
7 or more 42 105 853 100.0 (93)
2 12010dE p 013
Number of Subordinates
by 5.5 23 92.2 1000 (128)
10-19 4.1 4.1 91.9 100.0 (123)
20-29 16 15 938 100.0 (63)
30 or more 79 70 84.9 100.0 (159)
X2 T.085.df o,p 262
Number of Library Branches
0 30 43 927 100.0 (164)
I 6.6 3.6 89.8 100.0 (167
2 ormore 81 48 87.1 100.0 (124
2 5.077.d6 p o 9
Fotal 37 4.2 90.1 100.0
No. A20) U9 (62100 B G AR .

f.eeend: No. Number
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Binary logistic regression was used to check whether the results would change.
Fable 6,11 lists binary logistic regression estimates that predict directors™ approaches to
setting goals for change. The estimated pseudo R shows that this set of
vartables/subscales explains T1.8% of the variation in the directors™ approaches to setting
coals for change. Results indicate that the predictors of male. total years ot directorship.
and library type still demonstrated significant impact on the outcome variables. However,
the predictors ot total years of library service and library type did not signiticantly

influence respondents™ approaches used.
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Table 6.10: Multinomial Logistic Regression Estimates Predicting Approaches to

Sctting Goals for Change (N = 455)

Dual Approaches

VS.

Single Approaches

Multiple Approaches
Vs,

Single Approaches

Predictors - B . exph) B e
Male -1.328* 265 -1.05:4** 349
(.688) (A437)
Age -.100 905 =228 796
(.313) (.170)
tducation Level 21 1.254 -.179 836
(.286) (.194)
Years of Present Position =041 960 -.022 978
(.068) (.037)
Fotal Years ot Directorship -083 921 069* 1.072
(.064) (.037
Fotal Ycears ot Q7%+ 1.102 018 1.O1S
Library Service (.030) (.028)
No. of Ditterent 162 1.176 100 1.106
Positions (.13 107
No. ot 227 1.255 -.050 952
Subordimates (.31 (.209)
No. of Library -2 894 -.056 945
Branches (.118) (.062)
Library Type SR 515 -.630* 533
(517 (.359)
[.ibrany Size 676 1.967 373 452
(438) (.326)
Constant -1.339 5.195%***
(2.16H) (£.327)
-2 Jog likehihood 305.7
Model y 49.2
Pscudo R 189
DF 22
N 435

Nores: The B is the logistic rearession coeflicient; exp () or odds ratio is the antilog of 3;

and standard errors are in parentheses.

p OO0 R p - 005 %p - 001 rHEED -

0.001
183



Table 6.11: Binary Logistic Regression Estimates Predicting Approaches to
Setting Goals for Change (N = 435)

Dual & Multiple Approaches vs.

Single Approaches

Predictors B exp(B)

Male - 1.066** RES}
(.456)

Age =222 801
(.169)

Fducation Level -.163 850
(.193)

Years of Present Position -022 978
(.037)

Fotal Years of Directorship 004* 1.066
(.036)

T'otal Years of Library Service 021 1.021
(.028)

No. of Ditferent Positions 104 1110
(.107)

No. of Subordinates -.036 965
(.209)

No. of Library Branches -.060 942
(.062)

Labrary Type -.653* 520
(.338)

[.ibrary Size 399 1.490
(.320)

Constant 2.095% kR 3.275
(1.318)

-2 log likelhihood 179.8

Model y 19.5

Pseudo R’ 118

D I

N 455

Notes: The B is the logistic reeression coelficient: exp (8) or odds ratio
is the antilog of B and standard crrors are in parentheses.

010 ¥ p 050 %4 p 001 ¥ **p - 0.001
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inall library services increased the likelhthood by 13.7% in using two approaches rather
than the structural approach. Directors who served in libraries for longer periods of time
would be more likely to use dual approaches to set goals tor change than their
counterparts.

There was a negative and positive relationship between number of library
branches and the use of the structural approach versus dual approaches. Each additional
number ot library branches decrcased the likelihood by 19.5% ot using dual approaches
rather than the structural approach. The more library branches directors oversaw. the less
likely they would be to use dual approaches to set goals tor change than their
counterparts.

Total years of present position was detected to be negatively and signiticantly
related to the use of the structural approach versus multiple approaches. Fach additional
vear in a current position decreased the likelihood of using multiple approaches rather
than the structural approach by 0.9%. Dircctors who had been in their current positions
for longer periods of time would be less likely to use multiple approaches than their
counterparts. This rejects the hypothesis that directors who have been in their current
positions tor longer periods of time are more likely than their counterparts to use the
multi-frame approach while managing change.

I'here was a significant and positive relationship between total years of
directorship and the use of the structural approach versus multiple approaches. Those

who had been in directorship for longer periods of time would be more likely to use the
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Table 6.12: Multinomial Logistic Regression Estimates Predicting Approaches
to Setting Goals for Change (N = 455)

Predictors

Male
Agce
Fducation

Years of Present
Position

Fotal Yeurs of
Directorship

lotal Years of
Library Service

No. of Difterent
Positions

No. ot
Subordinates

No. ot Library
Branches

Library I'ype

Library Size

Constant

-2 log Likelihood
Model y°
Pseudo R’

dt

N

Human Resource

Vs,

Structural
B epB)
287* 2.850
(.218)

- 083 920
{336)

024 1.866
(.-103)

- 127 880
(.07-h

0069 1.071
(.076)

070 1.075
(.0306)

- 166 847
(.208)

34 1406
(427)

--400 670
(.245)

7606 2051
(.716)

573 1.773
(.700)

S7.230%*

(2.918)

Dual Multiple
vs. vs.
Structural Structural
B exp(f®) B - exp(f3)
-.562 570 -320 762
(.799) (.606)
-1 895 =240 787
(.34 (.221)
530 1.699 139 1.149
(.358) (.289)
=113 893 -095* 910
(.077) (03N
-.032 968 A20%* 1.128
(.080) (0o
J29%* 1.137 049 1.050
(.055) (.035)
102 1.108 040 1.041
(. 150) (.130)
106 1.501 130 1.139
(.380) (.303)
-207* 805 - 157 855
(.1206) (.072
-.842 A31 -.323 724
(.390) (-164)
983 2.679 676 1.965
(.638) (.305)
-3.808 2.697
(2.456) (1.740)
3194
71.6
2s82
33
455

Notes: The Bis the lovistic reeression coelticient; exp (8 7 or odds ratio is the antilog of B; and

standard errors are in parentheses.

010z ¥R 0500 FRrp

()(H ‘?*rk*p .

0.001.
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Approaches to Resolving Conflict

Question 12, How would you approach contlict resulting from Ken's supporters?

Descriptive Results

Table 6.13 below displays that 54.7% directors would use dual approaches to
resolve contlict resulting trom Ken's supporters. Ot all the respondents. 23.3% would use
multiple approaches. T'he total single approaches would be used by 22.0% ot all
respondents. No respondent would use the single political approach to resolve contlict.
No respondent checked N/A (not applicable) for cach response.

['he structural and human resource approaches were favored by directors choosing
dual or multiple approaches. Most likely, these approaches appear together more often
over the others because directors spend much of their time working with a variety of
people and realigning roles and dutics of statt in current academic libraries that are
caught up in the mode of rapidly changing technology.

The ~other™ approach was noted by 43 (9.5%) respondents. OfF these respondents.
17 commented on the “other™ approach they would use. However, no respondent listed a
true “other™ approach. According to the Bolman and Deal’s model, five responses were
actually the structural approach: two. human resources: one, political: two symbolic:
three. dual approach: and four comments. The remaining 26 respondents did not specily

what their other approaches were and theretore could not be ruled out as not actually
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using “other approach™ category in Table 6.13. As a result, 26 respondents are included
in the ~other approach™ category in Table 6.13.

The free comments on the “other™ approach respondents used indicate that
directors used the structural approach more than other approaches. They focused on the
shared goals and responsibilities while resolving contlict.

Dependent Variables

Table 6.13 demonstrates descriptive statistical results of the dependent variables
used in the analysis. The dependent variable is the directors™ approaches to resolving
contlict. It consists of three main categories: (1) single approaches: (2) dual approaches:
and (3) multiple approaches. The single approaches have tour subcategories: (1)

structural: (2) human resource: (3) symbolic; and (4) other.
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Table 6.13: Approaches Used in Response to Question 12: How Would You Approach

Approaches Used

SINGEE APPROACHES

STRUCTURAL

No. of Responses (7o)

= Maintain change coals by having authorities resolve conflict 10 (2.2)
HUMAN RESOURCE
= Develop refationships by having individuals confront conflict 20 (4.4
POLTTICAL
= Develop power by bargaining, and torcing others to win 0 (0)
SYMBOLIC
= Develop shared values and use contlict to negotiate meaning 60 (15.2)
OTMER
= Ulse a completely different approach 10 (2.2)
F'otal Responses 100 (22.0)
DUATL APPROACHES
= Structural and human resource Il 2.h
= Structural and symbolic 18 (4.0)
= Structural and other | (0.2)
= Tluman resource and political 2 (0.9
*  fluman resource and svimbolic 201 (44.2)
= [luman resource and other | (0.2)
= Political and symbolic 10 (2.2)
*  Symbolic and other 5 (.1
Total Responses 249 (54.7)
MULTIPLE APPROACHES
= Structural, human resource, political, and symbolic 14 3.1
= Structural, human resource, and political 3 (0.7
= Structural, human resource, and symbolic 48 (10.5)
= Structural, human resource, and other [ (0.2)
*=  Structural, political, and svymbolic 3 (0.7
= lluman resource, political, and symbolic 29 (0.4)
*  Iluman resource, svmbolic, and other 8 (1.8)
Fotal Responses o N B} 106 (233

leeend: Noo Number
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According to the result of the ¢ tests. there were not any statisticatly significant
relationships between directors™ approaches used and these predictors: number of
subordinates and number of library branches at the .10 level. However, the percentage
results display that directors who oversaw ten to nineteen subordinates used the single
and multi-trame approach more, while those who oversaw twenty to twenty-nine
subordinates used dual approaches more. Those who oversaw two or more library
branches used the multi-frame approach more. while those who oversaw one branch

utihized single approaches more.
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_Table 6.14 (continued)

7T\ppmuchcs Used (%)

- Single Dual Multiple  Totai  No.
Y ears of Present Position
0-4 18.6 599 21.6 100.0 (167)
5-9 21.5 514 27.1 100.0 (1)
10 or more 264 320 215 100.0 (14
2 4738.dt p - 313
Years of All Directorship
0-4 18.5 58.3 23.1 100.0 (108)
5-9 250 504 043 100.0 (11s)

10 - 14 215 530 153 100.0 (79)
IS or more ) 100.0 (133)

2 2.279.df 6,p - 892

(4]
0
>
19
9
o

Years of Library Services

0-14 143 51.8 33.9 100.0 (56)
[5-29 RRA 4.7 233 100.0 (172)
30 or more 238 335 20.7 100.0 (227)
2 S333.df dop 255

Number of Different Positions

0-3 RN 18 4 26. 1 100.0 (133)
4-06 193 58.9 2.7 100.0 (207)

7 or more 20 558 AR 100.0 (93)
2 LIS0.dE 4 p 386

Number of Subordinates

L-9 234 523 242 100.0 (128)
10 - 19 REI 19.6 6.0 100.0 (123)
20-29 21.5 615 16.9 100.0 (63)

30 ormore 18.7 383 23.0 100.0 (139)

2 4304.dE 6, p 636

Number of Library Branches

0 226 50.1 213 100.0 (164)
| M8 351 ARl 100.0 (167)
2 or more 0.2 LRt 27 100.0 (12:H
¥2  L705.d6 A p o 790

Total 220 547 233 100.0

No. (100) (249) (they (455

l.egend: No. Number
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Table 6.17: Binary Logistic Regression Estimates Predicting Approaches to

Resolving Contlict (N = 455)

Dual & Multiple Approaches vs.

Single Approaches

Predicto,s - p
Male A9
(.245)
Age -.160
(.105)
Education Level -018
(110
Years of Present Position S04 1**
(.019)
Fotal Years of Directorship 027
(.019)
Potal Years of Library Service -.004
(.017)
No. of Ditterent Positions -013
(.043)
No. ot Subordinates 128
(.112)
No. ot Library Branches -017
(.036)
Library Type 22
(.186)
Labrary Size - 116
(.163)
Constant 2.207%%*
(.708)

-2 log likehhood
Model
Pseudo R

Dt

N

Notes: The B is the logistic regression coelticient; exp (58 or odds ratio

oexp®
1172

oe
W
(¥}

983

960

1.027

996

987

1.130

891

9.089

1466.0

is the antilog of B and standard errors are in parentheses.

OO0 FEp 050 K p 001 KFEEp 0.001
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Table 6.18: Multinomial Logistic Regression Estimates Predicting Approaches
to Resolving Conflict (N =455)

Structural Human Resource  Other
Vs, VS. vs.
Symbolic Symbolic Symbolic
Predictors B ety B exp(3)y B exp( )
Male - 101 004 1.093* 2982 801 2.228
(.779) (.37:hH (.788)
Age 337 1401 Sde**F 1726 24 1.272
(.325) (.276) (31N
Fducation A2 1.510 - 570* 566 833%* 2.299
(.315) (.293) (.33D)
Years ot Present 037 1.058 023 1.023 076 1.078
Position (.037) (.046) (.039)
Fotal Years of -034 D67 =049 952 - 103 902
Dircctorship (.0060) (.043) (.063)
Fotal Years of - 057 045 -019 081 -082* 921
Library Service  (.049) (.041) (.040)
No. of Difterent -071 932 -.006 994 248 1.281
Positions (.207) (.135) (.098)
No. of 248 1.281 -052 950 - 147 863
Subordinates (.379) (.258) (.387)
No. ot Library RS F.143 -.166 847 100 1.105
Branches (.089) (.181) (.087)
Library 1ype -39 706 124 1.132 -192 825
(601 (420 (.628)
L ibrary Size =771 462 -.053 048 - 116 891
(.730) (.378) (.328)
Constant -3.238 -2.294 -5.426%*
(2.333) (1.906) (2.395)
-2 log hikelihood 1055.2
Maodel ¥ 74.7
Pueudo R 165
dr 55

N RN —
Notes: The Bis the lovistic regression coetticient: exp (87 or odds ratio is the antilog of B; and
standard errors are i parentheses.

D oolo; FEROS00 KRR 001 PR 0.001
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Table 6.18 (continued)

Dual Multiple
vs. vs.

Symbolic Symbolic

Predictors B expti)y B exp(h)

Muale D06 442 o2 1.556
(.3106) (.333)

Ace -.009 991 034 1.054
(.136) (.148)

Fducation Level -.016 984 120 1.127
(.44 (.160)

Years ot Present Position =023 978 -.006 994
(.025) (.028)

Fotal Years ot Directorship 009 1.009 003 1.003
(.023) (.020)

Fotal Years of Bibrary Service -024 076 -051* 951
(.02hH (.027)

No_ ot Difterent Positions 067 1.070 034 1.035
(.075) (.084)

No. of Subordinates 191 121 -.007 993
(R (.158)

No. of Library Branches 007 1.007 -.020 980
(.048) (.038)

Library T'vpe 042 959 47 1.564
(.239) (.272)

Librany Size =249 779 - 139 871
(.202) (.219)

Constant 1. 820** 207
(.865) (.963)

-2 o Likelthood 10552

Model ¥ 74.7

Peudo R 165

dr hR)

N s

Vorevs The B is the Togistic regression coetTicient: exp (B) or odds ratio is the antilog of B and
standard errors are in parentheses.
OOT0C e 000 001 0.001,









Table 6.19: Approaches Used in Response to Question 13: How Would You Communicate
“with the Public and Your Staff if You were Colin? (N = 455)

Approaches Used _ No. of Responses (o)

SINGLE APPROACHES

STRUCTURAL,

= Communicate tacts and intormation during the change process 22 (+.3)
HUMAN RESOURCE

= ['xchange intormation and needs during the change process 27 (3.9)
POLITICAL

= View communication as a vehicle for influencing others 0 (0)

SYMBOLIC
= [Use stories to communicate a vision to individuals involved in the

change process 0 (0)
OTHER
= Ulse a completely ditferent approach 0 (0)
l'otal Responses 49 (10.8)
DUAL APPRONCHES
= Structural and human resource 21 (4.6)
= Structural and pohtical 7 (1.3)
= Structural and symbolic 6 (1.3)
= Lluman resource and political 9 (2.0)
= [luman resource and ssmbolic 5 (1.n
Fotal Responses 48 (10.5)
MUL TIPLE APPROACHES
*  Structural, human resource, political, and symbolic 243 (53.4)
= Structural, human resource, and political 71 (15.0)
= Structural, human resource, and symbolic 24 (5.3)
*  Structural, human resource, political. symbolic, and other 12 (2.6)
*  Structural, political, and symbolic 4 (0.9)
®  [luman resource, political, and symbolic } (0.9)
lotal Responses o 3s8 (18T

I ceend: No. Number

Results of Bivariate Crosstabulation and xl Test
[he bivariate cross-tabulation indicated that there were many significant
associations between the independent variables and the directors” approaches to
communicating with the public and staft’(Table 6.20). The chi-square test was used to
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Table 6.20 (continued)

j\pprouchcs Used (%0)

S Siele Dual Multiple Fotal No.
Years of Present Position

0-1 12.0 9.0 79.0 100.0 (167)
3-9 1.8 1.8 76.4 100.0 (1)
10 or more 8.3 1.1 80.6 100.0 (144)
(2 1O73.d0 b p T4

Years of Al Directorship

0-4 148 93 75.9 100.0 (108)
5-9 12.2 10.4 77.4 100.0 (L15)
1o- 114 6.3 10.1 83.5 100.0 (79)
IS ormore 92 11.8 79 1 100.0 (133)
2 LBosdt o.p o 617

Years of Library Services

0-14 17.9 71 75.0 100.0 (56)
[5-29 93 11.0 79.7 100.0 (172)
S0 or more 10.1 11.0 78.9 100.0 (227)
7 3802.dE p o A28

Number of Different Positions

0-3 1.1 1.1 77.8 100.0 (153)
b-06 9.2 10.1 80.7 100.0 (207)
7 or more 137 10.5 758 100.0 (95)
w2 1aN2de bpo 817

Number of Subordinates

9 133 148 719 100.0 (128)
o1 8.9 8.9 82.1 100.0 (123)
"0 - 29 9.2 10.8 80.0 100.0 (63)
) or more 10.8 7.9 31.3 100.0 (139)
(1 3R03.dE 6.p K6

Number of Library Branches

0 10.4 83 811 100.0 (164)
1 126 102 770 100.0 (167)
2 or more 89 13.7 774 100.0 (124)
20061 dr Lp o Sed

lotal 10.8 10.5 78.7 100.0

No. Gy ) (S8 Y

Fecend: Nooo Number

g
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Table 6.24: Multinomial Logistic Regression Estimates Predicting Approaches
to Communicating with the Public and Staft (N = 455)

Structural Dual Multiple
Vs, Vs, VS,
Human Resource [tuman Resource Human Resource
Predictors B e B B B epB)
Male 080 1.974 218 1.244 370 I8
(633) (.530) (A4
Age D il A1 -8 1** 018 - 495k 010
(.2706) (.240) (.208)
I-ducation -.200 819 - 134 875 -.182 883
(.280) (23D .19
Years of Present 032 1.033 045 1.046 048 1.049
Position (.056) (.047) (04D
Total Years of 048 1.049 022 1.022 031 1.03}
Directorship (.048) (.039) (.032)
Fotal Years of 015 101> 021 1.021 005 1.005
[ ibrary Service (.043) (.034) (.027)
No. ot Ditferent 030 1.030 004 1.004 022 1.022
Positions (.12 (.096) (.074)
No. of - 126 881 -123 884 129 [.138
Subordinates (.281) (.232) .191)
No. ot Library 002 1.002 129 1.158 A6 1.123
Branches (.162) (.11D (.103)
Library Tvpe =530 588 - 712 91 -84 0106
(494 (-H) (.3406)
Library Size 257 1.293 002 1.002 -.240 786
(.338) (.308) (.24
Constant S ROTH** 4. 899*xx 0.045% x>
(1.867) (1.740) (1.5:44)
-2 lowe likelihood 637.1
Model ‘,(; 36.3
Pseudo R 099
dr 33

N 455

Notes: The B is the lovistic regression coclticient: exp () or odds ratio is the antilog of B and
standard crrors are in parentheses.
0100 0050 Ry 001 FFErp 0,001
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Table 6.25: Approaches Used in Response to Question 14: What Approaches Would You
iZmploy to Manage Change if You Were Colin? (N = 455)

Approaches Used No. of Responses (°o)

SINGLE APPROACHES
STRUCTURAL
= Communicate and realign formal roles and relationships to reduce
confusion and unpredictability 20 (4.4
HUNAN RESOURCE
= Provide training and support for people who feel incompetent,

needy, and powerless because ot change 21 (4.6)
POLITICAL
= Deal with contlict and form new coalitions 0 0)
SYNBOLIC
= (Create rituals 0 (M
OTHEIR
= Ulse a completely ditferent approach 0 (0)
Fotal Responses 41 (9.0)
DUATL APPROACHIES
= Stuctural and human resource 19 (10.8)
= Structural and pohitical 2 (0.4)
= Human resource and political 14 (3.D
= Human resource and symbolic 4 (0.9
l'otal Responses 69 (15.2)
MUT TIPEE APPROACHES
= Structural, human resource, and political 174 (38.2)
= Structural, human resource, political, and symbolic 147 (32.3)
= Stractural. human resource, and symbolic 9 (2.0)
. . al
= Structural, political, and symbolic I (0.2)
= luman resource, political, and symbolic 7 (L5)
*  Human resource, political. and other 7 (1.3)
Lotal Responses i o L 345 _ﬁ__,jl;l-_x),_

Leeend: Nooo Number

. R
Results of Bivariate Crosstabulation and ¢ Test
The bivariate cross-tabulation indicated that there were many signiticant
associations hetween the independent variables and the directors™ approaches to

Managine chanee ( Fable 6.26). The chi-square test was used to cheek whether two
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Table 6.26 (continued)

Approaches Used (%)

) Single Dual Multiple Total No.
Yeuars of Present Position

0-4 7.2 5. 77.2 100.0 (167
5-9 9.7 13.2 771 100.0 (1)
10 or more 104 16.7 72.9 100.0 (144)
2 1850, df -4, p = .763

Years of All Directorship

0-4 74 13.0 79.6 100.0 (108)
3-9 10.4 13.9 75.7 100.0 (1ts)
10-14 76 12.7 797 100.0 (79)
IS ormore 98 19.0 71.2 100.0 (153)
%2 3.880.dt -6.p ~.693

Years of Library Services

0-14 12.5 12,5 75.0 100.0 (56)
15-29 93 15.7 75.0 100.0 (172)
30 or more 79 15.4 76.7 100.0 (227)
2 o LA2.dr o p 842

Number of Different Positions

0-3 1.1 13.7 75.2 100.0 (1533)
-6 8.7 18.8 725 100.0 (207)
7 or more 6.3 95 812 100.0 (95)
2 6818, dt — 4 p 146

Number of Subordinates

b-9 2.5 16.4 711 100.0 (128)
10-19 10.6 14.6 74.8 100.0 (123)
20-29 6.2 215 723 100.0 (63)
30 or more 5.8 11.5 827 100.0 (139)
2 8.778,dt 6,p 186

Number of Library Branches

0 98 17.1 730 100.0 (164)
I 10.2 15.6 74.3 100.0 (167)
2 or more 6.5 121 81.5 100.0 (124)
2 3.162,dtf -4 p 531

Total 9.0 15.2 758 100.0

No. I 10 I L) (343) (433)

[.egend: No. - Number






directors who had been in their current positions or entire directorship tor longer pertods
o' time would choose multiple approaches.

Male, age. total years of library service, number of subordinates. and library type
were respectively detected to be positively and signiticantly correlated with the use of
dual and multiple approaches. Dual and multiple approaches were more likely to be used
by directors who were males or older, served in libraries for longer periods of time.
oversaw more subordinates, or worked at a large school or library.

Significant and negative correlations displayed that directors who were males or
older, served in libraries tor longer periods of time. or worked at a large school or library.
or at universitics with higher enrollment were less likely to use the structural approach to
manage change than their counterparts. Similar variables and weak correlations were also
noted for directors who used single approaches. Directors who oversaw more
subordinates were less likely to utilize single approaches to manage change than their
counterparts.

The human resource approach was less likely to be used by directors who were
older, oversaw more subordinates, or worked at a large school or library. Directors who
had been in directorship tor longer periods of time were more likely than their
counterparts to use dual approaches to manage change. However, negative and significant
correlations were noted for directors who worked at a large school or library. or at

universities with higher enrollment.






managing change. The results show that independent variables—age and library type—
significantly impact the outcome variables.

Agc was detected to be positively and statistically signiticant related to the use of
single approaches versus multiple approaches. Each additional level in age incrcased the
likelihood by 30.6% in using multiple approaches rather than single approaches. The
older directors were more likely to use multiple approaches than younger ones. This
supports the hypothesis that older directors are more likely than vounger ones to use the
multi-tframe approach while managing change.

There was a positive and signiticant relationship between library type and the use
of single approaches versus dual approaches. Directors who worked for a higher
academic degree college or university were about 99% more likely than their counterparts
to usce dual approaches rather than single approaches to manage change.

The relationship between library type and the use of single approaches versus
multiple approaches was detected to be positive and very significant. Directors who
worked tor a higher academic degree college or university were about 2.7 times as likcly
as their counterparts to use multiple approaches rather than single approaches. This
supports the hypothesis that dircetors who work for a higher academic degree college or
university are more likely than their counterparts to use the multi-frame approach to
manage change.

The relationship between male and the use ot dual approaches was detected to be
marginally significant (significant near . 10). This was also true for the relationship
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Table 6.29: Binary Logistic Regression Estimates Predicting Approaches to
Managing Change (N = 455)

Dual & Multiple Approaches vs.

Single Approaches

Predictors 7 o B _exp(B)

Male 563 1.756
(.375)

Age 278** 1.321
(.140)

Lducation Level -.088 915
(.162)

Years of Present Position -.021 979
(.028)

Fotal Years of Directorship -036 965
(.028)

Fotal Years of Library Service 013 1.013
(.023)

No. of Difterent Positions -015 985
(.070)

No. ot Subordinates 032 1.033
(.169)

No. of Library Branches -.007 993
(.059)

Library Type QO THx* 2477
(.289)

[.ibrary Size -.350 704
(.259)

Constant -.281 55
(.863)

-2 log likelihood 251.0

Model 243

Pscudo R 15

Dt 11

N 435

Notes: The B is the logistic regression coctticient: exp (8) or odds ratio
is the antilog of : and standard errors are in parentheses.

Fpo 010 **p 0.50; **4p 0 0.01; ¥4 *p - 0.001
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size deereased the likelihood by 45.2% in using multiple approaches. Those who worked
for a college or university with higher enrollment were less likely to use multiple
approaches than their counterparts. This rejects the hypothesis that directors with more
enrollments are more likely to use the multi-frame approach than their counterparts.

In terms of using the human resource approach versus multiple approaches. age
was a marginally significant predictor (signiticance close to .10). However, the results of
other variables did not signiticantly impact the directors™ approaches used (significance

far from .10).
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Table 6.30: Multinomial Logistic Regression Estimates Predicting Approaches to
Managing Change (N = 455)

Structural vs.

Human Resource

Dual vs.

Iluman Resource

Multiple vs.

Iluman Resource

Predictors B exp() B exp(B8y B exp( )
Male -1.332% 204 053 1.054 =044 957
(.750) (.340) (.496)
Age 063 1.065 182 1.200 296 1.345
(.257) (.214) (.194)
Education =223 800 -.120 .887 =234 791
(.309) (.237) (.217)
Years of Present -.003 997 =025 975 =017 983
Position (.0533) (.042) (.038)
Total Years of 023 1.024 -.007 993 -.031 969
Directorship (.054) (.042) (.039)
Total Years of -030 971 018 1.0106 000 1.000
L.tbrary Service (.048) (.043) (.039)
No. ot Ditterent 002 1.002 -.067 935 -.002 998
Positions (.134) (.120) (.104)
Na. of 428 1.534 270 L3310 306 1.358
Subordinates (.350) (.269) (.247)
No. of Library -014 987 -051 950 -.009 991
Branches (.140) (.103) (.082)
Library F'ype S54 1.740 O81** 2,660 |.273%%* 3.5373
(.562) (.457) (.424)
l.ibrary Size -.789 A5 -.640 527 -.602% S48
(.57H (.-400) (.357)
Constant 336 -.673 218
(1.607) (1.302) (1.165)
-2 log likelihood 638.9
Model y* 46.5
Pseudo R 123
dt 33
N 455

Notes: The B is the logistic regression coefticient; exp (8) or odds ratio is the antilog of B and
stundard errors are in parentheses.
0102 Mop (L300 ¥ - 0.01; FREEp -

0.001.

242









Table 6.31: Approaches Used in Response to Question 15: How Would You Conduct Meetings
if You Were Frank? (N=455)

Approaches Used o B No. of Responses (")
SINGLE APPROACTIES

STRUCTURAL

s Qccasions tor making change decisions 36 (7.9

IHUMAN RESOURCE
= Intormal opportunitics tor expressing feelings and building

relationships 25 (3.5)
POLITICAL
= Chances to prove myselt and score points with the staft 0 0)
SYMBOLIC
= Occasions to celebrate and  transform the values 11 (2.4h)
OTHER
*=  Useacompletely difterent approach 10 (2.2
Fotal Responses 82 (18.0)
DUAL APPROACTIES
= Structural and human resource 47 (10.5)
= Structural and political 2 (0.-h)
= Structural and symbolic 25 (3.3)
= Human resource and political 3 (0.7
= lluman resource and symbolic 56 (12.3)
= Human resource and other 2 (0.4)
Total Responses 135 (29.7)
MULTIPLE APPROACHLES
= Structural, human resource, and symbolic 170 (37.4)
= Structural, human resource, political. and symbolic 33 (7.3)
= Structural, human resource, and political 9 (2.0
= Structural, human resource, symbolic, and other 8 (1.8)
= Structural, human resource, and other 3 (r.n
= Structural, human resource, political. and other | (0.2)
*  Structural, political, and symbolic 2 (0.4
= Structural, symbolic. and other ! (0.2)
= Tuman resource, political, and symbolic 5 (b
= luman resource, symbolic, and other 2 (0.4)
= lluman resource, political, symbolic, and other 2 (0.4
Totl Responses - -8 (32.9)

l.eeend: No. - Number

]
=
N









This supports the hypothesis that directors who have held more difterent positions are
more likely than their counterparts to use multiple approaches to manage change.
According to the result of the y” tests. there were no signiticant relationships
between directors™ approaches used and these vartables: number of subordinates and
number of library branches at the .10 level. There are no significant relationships.
However, the percentage results display that directors who oversaw thirty or more
subordinates employed dual approaches more, while those who oversaw twenty to
twenty-nine subordinates used multiple approaches more. Those who oversaw one branch

cmployed dual and multiple approaches more than those overseeing zero or two or more.
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Table 6.32: Percentage Distribution of Directors’ Attitudes toward Approaches Used to

_Conduct Mcetings (N = 455)

Approaches Used (%o)

B . Single Dual Multiple Total No.
Gender

[Female 16.5 30.7 528 100.0 (254)
Male 19.9 284 517 100.0 (201)
¥2  936.df - 2.p -.626

Age

2539 154 3 50.0 100.0 (26)
40-39 18.4 27.9 53.7 100.0 (283)
60 or more 17.8 320 50.0 100.0 (146)
2 - 1.226.dE dp = 874

Fducation Level

MA/MS not in 16.7 33.3 50.0 100.0 (18)

Library Science & Other
MLS 18.6 3202 192 100.0 (177)
MLS plus other 14.9 28.6 56.5 100.0 (1o
master’s degree

PhD 200 263 51.5 100.0 (99)
2 3T723.dE o.p T4

Tyvpe of Institution

Baccalaureate-granting 212 30.1 18.7 100.0 (113)
Master-granting, 17.3 238 58.9 100.0 (1895)
Doctoral-granting 16.6 36.3 471 100.0 (157)
2 8.0201.df -4 p 091

Total Student Enrollment

- 10,000 16.7 295 53.8 100.0 (329)
10,000 19.999 246 33.8 415 1000 (65)
20,000 or more 18.0 206.2 55.7 100.0 (61)
2 4.220.d8 L p 376

l'otal 18.0 29.7 523 100.0

No. (82) (135) (238) (455)

L.egend: No. Number
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and the use of single approaches versus multiple approaches was detected. Each
additional year of library service increased the likelihood ot using multiple approaches by
3.8% . Those who had more years of library service were more likely to use multiple
approaches than those who served in libraries tor shorter periods of time. This supports
the hypothesis that directors who have been in library service tor longer periods of time
arc more likely than their counterparts to use the multi-trame approach than any other
tvpe ol approach when dealing with change.

There was a significant and positive relationship between library type and the use
of single approaches versus dual approaches. Each additional level in library type
increased the likelihood ot using dual approaches by 41.0%. Directors who worked for a
higher academic degree college or university would be more likely to use dual
approaches than their counterparts.

In terms of the use ot single approaches versus dual approaches, library type
would be a marginally significant predictor (signilicance near .10). The other variables
might not have any signiticant impact of the directors™ approaches used (significance far
from .01),

Binary logistic regression was used to check whether the results would change.
Table 6.35 reports binary logistic regression estimates that predict directors”
approaches to conducting meetings. The estimated pscudo R*indicates that this set of
variables/subscales explains 4.7% of the variation in the directors™ approaches used.

Results demonstrate that independent variables, such as years of present position, and

(S
(N
N






Table 6.34: Multinomial Logistic Regression Estimates Predicting Approaches to
Conducting Meetings (N = 455)

Dual Approaches vs. Multiple Approaches vs.

Single Approuaches Single Approaches
Predictors B exp(3) B exp(3)
Male -306 AT -.189 828
(.299) (.273)
Age -062 910 -.100 903
(.119) (.109)
Education Level -129 879 004 1.005
(.130) (.124)
Years of Present Position =042 939 -045%* 956
(024 (.022)
Fotal Years of Directorship 028 1.028 009 1.007
(.024) (.022)
Fotal Years of 026 1.026 037%* 1.038
L ibrary Scrvice (.02 (.018)
No. of Ditterent -033 968 033 1.033
Positions (.063) (.053)
No. of 095 1.100 092 1.096
Subordinates (.139) (.128)
No. of Library -.006 1994 -.009 991
Branches (.046) (.043)
Library T'yvpe RERLY 1410 A4 1121
(.233) (212
Library Size =245 783 -.236 789
(.200) (.185)
Constant 503 906
(.807) (.733)
-2 og likelihood 896.2
NModel 3 204
Pscudo R’ 053
DF 22
N [, A R B _
Notes: The 8 is the logistic regression coelticients exp (13) or odds ratio is the antilog of B8:

and standard errors are in parentheses.
0100 p - 0.05 ¥ *p 001 EExp - 0.001
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Table 6.35: Binary Logistic Regression Estimates Predicting Approaches to
Conducting Mecetings (N = 455)

Dual & Multiple Approaches vs.

Single Approaches

~Predictors o n exp(B)

Male =233 792
(.260)

Age -.085 919
(.103)

Education Level -.044 957
(.17

Years ot Present Position - (043%* 958
(021

Fotal Years of Directorship 015 101>
(.021)

Fotal Years ot Tabrary Service 032% 1.033
(017

No. of Ditterent Positions 021 1.021
(0sH

No. ot Subordinates 092 1.096
(.122)

No. ot Library Branches -.008 992
(.040)

[ibrary Type 198 1.218
(.203)

[ ibrary Size =237 789
(.175)

Constant [ R 4.108
(.699)

-2 o likelihood 416.1

Model y 13.2

Pseudo R’ 047

D I

N 455

Notes: The B is the logistic regression coeflicient: exp (81 or odds ratio
is the antilog ot B and standard errors are in parentheses.

pOCL0L e 050 ¥4 Ep 001 2 ¥ 0.001
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Table 6.36: Multinomial Logistic Regression Estimates Predicting Approaches
to Conducting Meetings (N = 455)

Human Resource Symbolic Other
vs. Vs, Vs.
Structural Structural Structural
Predictors B exp(8y B exp(8) B exp(B)
Male 212 1.236 -.059 942 -.309 734
(.359) (.821) (.757)
Age 081 1.084 -.030 970 207 1.231
220 (.313) (.324)
t:ducation 235 1.290 -409 .664 A71 1.187
(.245) (443) (.344)
Years ot Present 054 1.055 A27** 1135 - 47* 863
Position (.0406) (.060) (.087)
l'otal Years ot =051 950 -013 987 047 1.048
Directorship (.047) (.064) (.03:4)
Fotal Years of 016 1.017 -.039 943 019 1.014
l.ibrary Service (.039) (.054) (.051)
No. ot Difterent A72 1.188 A19*** 1,520 085 1.088
Positions (143) (.144) (.184)
No. of -283 753 -.327 721 540 1.715
Subordinates (.265) (.441) (.410)
No. of Library =072 930 -.343 710 018 1.018
Branches (.116) (.5304) (.080)
Library [ype =251 778 368 1.445 492 1.636
(.410) (.595) (.664)
Library Size 049 1.050 -.323 .009 -413 601
(.362) (.000) (497)
Constant -1.912 9.695%*** -5.595*%
(1.500) (2.220) (2.527)
-2 log likelihood 1050.9
Model y° 71.6
Pscudo R 159
dr 53
N 435

Notes: The B is the logistic regression coefficient; exp (B) or odds ratio is the antilog of 3; and

standard errors are in parenthesces.
*P0.10: ¥*p0.50; ***p - 0.01: ¥*¥*¥p < 0.001.
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Approaches to Making Change Decisions
Question 16. How would vou view decision-making if you were Frank?
Descriptive Results

As displayed in Table 6.37 below. 50.5% directors would employ multiple
approaches to make change decisions it they were Colin, while 41.3% used dual
approaches. The total single approaches would only be used by 8.1% ot all respondents.
No respondent would use single political, symbolic, or other approach to make change
Pecisions. No respondent checked N/A (not applicable) tor cach response.

T'he structural and human resource approaches were favored by directors choosing
dual or multiple approaches. Most likely, these approaches appear together more often
over the others because directors spend much of their time working with a variety of
people and realigning roles and duties of staft in current academic libraries that are
caught up in the mode of rapidly changing technology.

The ~other™ approach was noted by 23 (5.1%) respondents. Of these respondents,
12 commented on the “other approach™ they would use. However, no respondents listed
a true “other™ approach. According to the Bolman's and Deal’s model, three responses
were actually the structural approach; three, political; one, symbolic: two. dual approach:
and three. comments. The remaining 11 respondents did not specily what their other
approaches were and therefore could not be ruled out as not actually using “other

approach™ category in Table 6.37. As a result, 11 respondents are included in the ~other
approach™ catcgory in ‘Table 6.37.
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Table 6.37: Approaches Used in Response to Question 16: How Would You View Decision-
naking if You Were Frank? (N = 455)

_Approaches Used

SINGLE APPROACHES
STRUCTURAL
»  Use decision-making as a rational sequence to make right change

No. of Responses (%)

decisions 15 (3.3)
HUMAN RESOURCE
s Use decision-making as an open process to produce commitment 22 (4.8)
POLITICAL
= Use decision-making as an opportunity to gain or exercise power 0 (0)
SYMBOLIC
»  Use decision-making as a ritual to confirm values and create
opportunities for bonding 0 (0)
OTHER
= Uscacompletely difterent approach 0 (0)
l'otal Responses 37 (8.1)
DUAL APPROACHES
= Structural and human resource 140 (30.8)
«  Structural and symbolic 7 (1.9
= Structural and political 4 (0.9)
= Human resource and symbolic 34 (7.5)
*  Human resource and other 2 (0.4)
*  1uman resource and political I (0.2)
Total Responses 188 (41.3)
MULTIPLE APPROACIHES
»  Structural, human resource. and symbolic 154 (33.8)
= Structural, human resource. political, and symbolic 46 (10.1)
*  Structural, human resource. and political 20 (4.4)
*  Structural. human resource, and other 5 (r.n
*  Structural, human resource, symbolic, and other 4 (0.9)
*  Structural, political, and symbolic I 0.2)
ol Responses 230 (30.3)

Legend: No. Number

. 2
Results of Bivariate Crosstabulation and x~ Test
The bivariate cross-tabulation indicated that there were many significant

associations between the independent variables and the directors™ approaches to making
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number of library branches increased the likelthood by 13.9% of using the structural
approach rather than human resource approach. The more library branches directors
oversaw. the more likely they were to use the structural approach to make change
dectsions than their counterparts.

In terms ot using the human resource approach versus multiple approaches,
library size was detected to be a marginally signiticant predictor (significance close to
H0). This was also true tor the relationship between total vears of directorship and use of
the human resource approach versus dual approaches. However, the results ot other
variables did not signiticantly impact the divectors™ approaches used (signiticance far

from .10).
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Table 6.42: Multinomial Logistic Regression Estimates Predicting Approaches
to Making Change Decisions (N = 455)

Structural vs. Dual vs. Multiple vs.
Human Resource Human Resource Human Resource
Predictors B exp(8) B expl)y B L exp(B)
Male 276 1456 247 1.280 -.069 933
(.733) (.479) (475)
Age - 174 840 31 1.140 104 1.109
(.280) (.176) (175
Education 221 301 -0l 089 -013 988
(.353) (.224) (.222)
Years of Present 200%*x* 1.222 058 1.060 065 1.067
Position (.064) (.046) (.045)
Fotal Years of S A R N X -053 048 -045 956
Directorship (.063) (.036) (.035)
Fotal Years of 031 1.031 017 1.017 024 1.024
[ ibrary Service (.052) (.033) (.033)
No. of Ditferent 091 1.095 082 1.085 042 1.043
Positions (.1od) .11 (.11
No. of =275 759 -00! 1.063 260 1.297
Subordinates (.358) (217 (.216)
No. of Library A30* 1.139 -.045 956 -037 964
Branches (.074H (.060) (.058)
Library Type 378 1460 =284 753 - 138 872
(.601) (.390) (.388)
library Size -.393 675 =228 796 - 042
(454 (.279) (.280)
Constant 246 1.523 1.425
(1.913) (1.236) (1.230)
-2 log likelihood 830.7
Model 451
Pseudo R 110
dr RR)
N 455

Notes: The Bis the logistic regression coelticient; exp (/3) or odds ratio is the antilog of B and
standard crrors are in parentheses.
p 0100 ¥4 0500 ¥4 001 ** 44 p - 0.001
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Approaches to Evaluating Change
Question [7. How would you view evaluation if vou were Frank?
Descriptive Results

As shown in Table 6.43 below, 41.3% directors would employ dual approaches
to evaluate change it they were Colin, while 22.2% used multiple approaches. The total
single approaches would be used by 36.5% of all respondents. No respondent would use
single political. symbolic. and other approach to evaluate change. No respondent checked
N/A (notapplicable) for cach response.

['he structural and human resource approaches were favored by directors choosing
dual or multiple approaches. Most likely, these approaches appear together more olten
over the others because directors spend much of their time working with a variety of
people and realigning roles and duties of staft in current academic libraries.

The ~other™ approach was noted by 28 (6.2%) respondents. Of these respondents.,
10 commented on the ~other approach™ they would use. However, no respondent listed a
true ~other™ approach. According to the Bolmans and Deal’s model. four responses were
actually the structural approach: and six. human resouree approach. The remaining 18
respondents did not specity what their other approaches were and therefore could not be
ruled out as not actually using ~other approach™ category in ‘Table 6.43. As a result, 18
respondents are included in the “other approach™ category in Table 6.43.

The free comments on the “other™ approach respondents used show that directors

used the human resource and structural approaches more often than other approaches.
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Table 6.43: Approaches Used in Response to Question 17: How Would You View
Evaluation if You Were Frank? (N = 455)

Approaches Used
SINGLE APPROACHLES
STRUCTURAL
= Use evaluation as a basis tor distributing rewards or penalties to

control change pertormance: 10 (2.2
ITUMAN RESOURCLE
= Use evaluation as a process tor helping individuals grow and

No. of Responses (°o)

improve 156 (34.3)
POLETICAL
s Use evaluation as an opportunity to score points with the statt 0 ()]
SYMBOLIC
*  [lse evaluation as an occasion to play roles in shared rituals 0 0)
OTHER
< Uscacompletely difterent approach 0 (0)
Fotal Responses 166 (36.3)

DUAL APPROACHIEES

= Structural and human resource 99 (21.8)
= Human resource and symbolic 76 (16.7)
*  Jluman resource and other 8 (1.8)
= Human resource and political 3 (1.1)
Total Responses 188 (41.3)
MU TIPLE APPROACHES

= Structural, hunran resource, and symbolic 60 (15.2)
= Structural. human resource. and political 20 .4
= Structural. human resource. political, and symbolic 8 (1.8)
*  Structural, human resource, and other 0 (1.3)
= Structural, political, and symbolic 3 (0.7)
*  Human resource. symbolic, and other 4 (0.9)
Fotal Responses I 1) B o) B

Legend: Noo Number

. 2o

Results of Bivariate Crosstabulation and x~ Test
The bivariate cross-tabulation indicated that there were many significant
associations between the independent variables and the directors approaches to

evaluatine chanee (Table 6.44). The chi-square test was used to cheek whether two
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Table 6.46: Multinomial Logistic Regression Estimates Predicting Approaches to
Evaluating Change (N = 455)

Dual Approaches vs. Multiple Approaches vs.
Single Approaches Single Approaches
Predictors B exp(B) B exp(f)
Male - 116 891 ~A33 1.542
(.229) (.270)
Age 108 114 106 b2
(.094) (.113)
Education Level - 1445 867 -.090 O1d
(.103) (.123)
Years of Present Position 022 1.023 006 1.006
(.019) (.023)
Fotal Years of Directorship 007 1.007 -.020 980
(.017) (.021)
lotal Years of -031* 969 -.001 999
L.ibrary Scrvice (.017) (.021
No. of Difterent BRAL 1133 =024 976
Positions (.033) (.069)
No. of 139 1.173 24 1.132
Subordinates (.107) (.124)
No. of Library 030 1.030 =015 986
Branches (.041) (.047)
Library Type A2 1118 291 1.337
(.1753) (.212)
[.ibrary Size - 195 825 259 1.206
(171 (.17hH
Constant -425 SN VRY A
(.624) (.757)
-2 log likelihood 931.8
Model 39.4
Pseudo R’ 094
D 22
N 455

Notes: The B is the logistic regression coeflicient: exp (8) or odds ratio is the antilog ot B;
and standard errors are in parentheses.
0102 Fkp L 0.05; #4Fp - 0.0]; F¥FEp 0.001

293












vears of library service was detected to be a marginally significant predictor (significance
close to . 10). However. the results ot other variables did not significantly impact the

directors™ approaches used (signiticance far trom . 10).
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more likely than younger ones to use multiple approaches to manage change. Older
directors were also less likely to use dual approaches and more likely to use the human
resource approach to resolve contlict. The collected qualitative data analysis
demonstrated that the older directors were more likely than the vounger ones to use the
structural approach to manage change.

Table 7.1: Summary of Directors® Approaches Used to Manage Change

Survey Questions Approaches Used; No. of Responses (o)
S _._ Single Approaches  Dual Approaches  Multiple Approaches

Question 9 (N -153)

NManaging Change in 77 178 200

Intormation Fechnolovy (16.9) (39.1) (-14.0)

Questions TO (N 433)

Plannine Chanee S8 136 261
(12.7) (29.9) (37.4)

Question TN A3S)

Setting Goals for Change 26 19 410
(3.7) (+.2) (90.1)

Question 12 (N 433)

Resolving Conflict 100 249 106
(22.0) (54.7) (23.3)

Queston 153 (N 435)

Communmcating with the 49 48 358

Public and Statt (10.8) (10.5) (78.7)

Question 13N 4335)

Managing Change 4 69 345
(9.0) (15.2) (75.8)

Question 15 (N 435)

Conducting Mectings ]2 135 258
(18.0) (29.7) (52.3)

Ouestion 16 (N 135)

NMaking Change Decisions 37 188 230
(8.1) (H1.3) (30.5)

Question 17 (N 183)

Fyaluating Change 166 188 101
(30.5) (1.3) (220

Queston 18 (N 181

Free Comments on

NManagine Chanee o AY 39 N
(30.3) (28.2)y B P Y

Lcoend: Noo Number
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APPENDIX A

Table 2.1: Reframing Change Model
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898-3578 with any questions regarding your rights as a rescarch subject. You may Kkeep
this notice for vour record.

Thank vou very much in advance for taking your precious time to participate in this
study. [ look torward to your greatest assistance.

Yours sincerely,
Zhixian Y

Ph.D. candidate

School ot Library and Information Studies
['exas Woman's University

P.O). Box 425438

Denton, TX 76204-5458

Phone: 940-365-9808

Fmail: hixtanyiamail.twu.edu
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APPENDIX 2

Fable 4.4. Criteria for Coding Frame Responses
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Table .17 (Part 1): Correlation Matriy for Variables Used in the Analysis (Y = 455)

Approdaches to Managing Change in Information Technology

A B C D E 5 G
1 62* =003 -036 012 S 42 R R -ul2
2 078** -.03% 034 -012 -u34 063* 012
3 013 -077%x -012 -.008* =041 092%> 068
4 030 .098** -.050 .089== 014 -0y *x* -.08yx=
3 018 026 -.037 022 040 -.036 -.022
6 -.035 -.096** 013 -.099** -013 089** 099x**
7 -.047 - 106** -.037 - | 25%** .024 071* 25
8 -014 - 19Q¥*x* -.037 - 189**=* 038 I BOFFRE L18O**
9 d16x** -.084%* 004 -.029 -.029 0351 029
10 055 - [59¥ ¥k 050 S Ll pxRn -.048 BRI LR
11 013 LR G b L083** - 104%* -023 A01** A04%*
Notes:

A=Structural, B=Human Resource, C=Political, D=Single, E=Dual, F=Multiple.
G=Single Approaches vs. Dual & Multiple Approaches

1=Male, 2=Age, 3=Education, 4=Years at Present Position, 5=Total Years ot Directorship,
6=Total Years of Library Service, 7=No. of Difterent Positions, 8=No. of Subordinates,
9=No. of Library Branches, 10=Library Type, | 1=Library Size

*p=0.10; **p < 0.05; ***p < 0.01; ****p=0. 001
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Lable 3,17 (Part 2): Correlation Matriv for Variables Used in the Analvsis (N = 435)

Approachies to Managing Change i Latormation Technology

| N
|

2 -+ 3 0 - N Y 10 Il
| 1. .000

2 024 1000

3 B VR S 1 00V

4 039 RS 038 1.000

5 doTmeks  JoorEeE D23gkHER o 2w AR 1.000

0 -.0u8 H36*%F** .097xx= 37 S00**x* - 1.000

7 -.077* L9gHExx 021 - lel***x  -038 264x*=* 1 000

8 .067* 199* x** 203***x - 064 081*= A88*FFx 2 gxxxx 1000

9 .035 083** 028 -.039 017 .034 3= 205Fxx* 1.000

10 .067* Le9xFE* d56%* -.033 .040 BRI UL S TR 208**xx 1000

11 -.022 33%xF L089** -.096** -.058 L088** A T7gRERER JEARx AS59xxER SRR ] 000
Nores:

1=Male, 2=Age, 3=Education, 4=Years at Present Position, 3=Total Years of Directorship, 6=Total Years of Library Service, 7=No. of

Ditferent Positions. 8=No. ot Subordinates. 9=No. of Library Branches, 10=Library Type, 11=Library Size

*p<0.10; **p < 0.05; ***p < 0.01; ****p=<0. 001
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Table 3.26 (Part 1): Correlation Matrix for Variables Used in the Analyvsis (N = 181)

Approaches to Managing Change

A B C D E F G H l

1 ddo*« 01l 030 =093 0u+4 083 - le0** 071 -.083
2 071 -.041 012 -.052 -.028 -.007 -.022 033 007
3 [23%= 042 -.057 - 138** 021 058 053 -010 -.058
4 -.043 .095% 133 -.071 051 047 -.041 -.082 - 104
5 -.037 085 .046 ST b 099 033 034 - 104 -.055
6 -.049 .070 051 -015 066 .068 031 - 139%* -.068
7 -.080 008 - 119% .039 043 -.058 -.039 A35%* ..058
8 01l -.031 -.105 -.033 054 -.073 -011 102 075
9 =044 -.075 .-.059 -.047 J122% -.080 076 014 .080
10 -.045 025 049 -.008 B e 086 - 174%xx 085 -.086
11 -.065 -..089 023 -.009 D fT7HEE -.021 -.076 109* 021

Notes:

A=Structural, BEHuman Resource, C=Political, D=Symbolic, E=Other, F=Single. G=Dual. H=Multiple, [=Single
Approaches vs. Dual & Multiple Approaches; 1=Male, 2=Age, 3=Education, 4=Years at Present Position, 5=Total Years of
Directorship, 6=Total Years of Library Service, 7=No. of Ditterent Positions, 8=No. of Subordinates. 9=No. of Library
Branches, 10=Library Type, |1=Library Size

*p=0.10: **p £ 0.05; ***p < 0.01; ****p=0. 001
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Table 5.26 (Part 2): Correlation Matrix for Variables Used in the Analyvsis (N = 181)

Approuaches to Managing Chunyge

l b

R T 4 B 3 6 7 3 9 10 1
| 1.000

2 029 1.00u

3 228 042 1.000

4 d17* R .007 1.000

5 1 T78¥x* A2 HHxH Jdo7** O] xEEH 1.000

6 -.043 O3 -.023 RRh b A30*E¥* 1,000

7 - 133k 45 -.043 =209 ** - 119% 43 1.000

8 .070 2p9F kX J153% -.069 036 AT4FxE [ 34%F 1.000

9 -.047 208x** 012 .009 085 A7 .062 284F*Fx 1,000

10 .102* 190 ** 104* .043 071 A7 1F* 091 A52%xxx 20 *F*xx 1,000

11 -.066 RER LA dLT* -.003 -.002 J92FxE - DQORxF J2¥kxx ] pxxkk B 1RRRx 1000
Nores:

1=Male, 2=Age, 3=Education, 4=Years at Present Position, 3=Total Years of Directorship, 6=Total Years of Library Service, 7=No. of
Different Positions, 8=No. of Subordinates, 9=No. of Library Branches, 10=Library Type, | 1=Library Size
*p<0.10; **p < 0.05; ¥**p < 0.01; ****p=0. 001.



	2010YiInsertOCR.pdf
	2010YiINSERT Pt. 1
	2010

	2010Yi.pdf



