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ABSTRACT 

Librarians' expanding claim on tasks in the process of scholarship is the subject 

of this qualitative study by a participant observer and employee of a large, team-based 

academic research library. The grounded theory describes gendered strategies of 

inclusion, usurpation, demarcation and exclusion in use by librarians as they compete and 

collaborate for control over tasks with both faculty, publishers, computing and student 

service professionals, as well as other occupational groups within the library. These 

competitive and collaborative strategies result in the emergence of three distinct 

jurisdictional and career trajectories for librarians: professional librarians, information 

professionals, and instructional support technicians. Recommendations are made for 

furthering the professional project of librarians, include strengthening the certification of 

librarians at the Ph.D. level, recasting information literacy instruction as navigation 

instruction, developing a vision of knowledge management fitting to public sector values, 

and encouraging librarians to bring career staff into certified instructional technology 

support roles. 
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Preface 

"Each profession is bound to a set of tasks by ties of jurisdiction, the strengths 
and weaknesses of these ties being established in the processes of actual 
professional work. Since none of these links is absolute or permanent, the 
professions make up an interacting system, an ecology. Professions compete 
within this system, and profession's success reflects as much the situations of 
its competitors and the system structure as it does the profession's own efforts." 
(Abbott, 1988, p. 33) 

The Case Study University Library employs me as a human resources 

professional. Before I began this study, I thought of librarians as many do: a profession 

with stable if unremarkable identities and jurisdictions: reference, selection and 

cataloging. I was casting about for a dissertation topic, and thought I might focus on the 

impact of information technologies on librarians, but the idea that technology drives job 

change was both too familiar and too discredited within the critical theory realms of my 

academic program. I needed a question that would open me up to a bigger room than 

technology alone could. Andrew Abbott (see quote above) provided a frame of reference 

which suggested that a professions changes could be linked to its relationships with 

competitors in a field. I wasn't sure I could find a less competitive group of people than 

librarians. It seemed a stretch. Surely Abbott's idea was more relevant to professions 

active m free markets! Even so, my attention was primed with the question, "what is the 

field, or system of professions in which librarians compete?" 

It wasn't long before I got my first answer, and it took me beyond Abbott to 

consider the state of public services occupations competing with for-profit businesses. I 

sat in on a meeting in the spring of 1998 with a group of librarians listening to a report 
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from the Science/Engineering team leader whom I will call Frank. The subject was a 

colloquium he attended on scholarly communication, sponsored by FAXON, a "material 

expediter" and part of a global information resource organization, U.K.-based Dawson 

Holdings PLC. FAXON is one of 11 different Dawson companies located around the 

world that offer services ranging from subscription and book services to integrated library 

systems. 

The issue underlying the conference was the future of the scholarly publishing 

market. Big names were in attendance at the conference. A popular National Public Radio 

personality was the moderator. The keynote speaker (a university president) discussed 

the strategies available to libraries concerned about the costs of journals. He suggested 

three: (1) Consortial purchasing, (2) Pricing based on contracts, and (3) Creation of a 

separate scholarly market. This last strategy was obscure to me. However, it was a 

strategy known to those in attendance through their participation in a project called 

SPARC, the Scholarly Publishing and Academic Resources Coalition. 

SPARC is an alliance of libraries seeking to build partnerships with publishers to 

create a more competitive marketplace, one that counters the increasingly consolidated 

publishing world created by takeovers and buyouts of small firms by large fums. Each 

buyout seems to result in higher costs to acquire the journals and other materials 

produced by the publishing firms. Library budgets have not kept pace with costs of 

acquiring these journals. Librarians have been forced to cut subscriptions to the less 

popular titles. This means less access for faculty, students and community users. SPARC 



1 1  

is one of several initiatives that seek to regain a balance between the operation of free 

markets and the desire for equal access. This balancing act is an old and continuing 

tension for librarians, one that grew volatile in the 1980's when a giant British publishing 

house, Gordon and Breach, filed suit to stop distribution of the results of a study 

published in 1988 comparing costs of physics journals. Reaction from library profession 

leaders was one of outrage, characterizing Gordon and Breach legal action as 

"international harassment" (Turner, 1989, A6). O'Neil reports in a chronology and 

summary of the lawsuit that general reaction from librarians was one of disbelief that a 

member of the scholarly conmiunity would take action designed to halt all discussion of 

the issues surrounding serials pricing (O'Neill, 1993). Tom Gaughan, editor o{American 

Libraries, predicted that the G&B lawsuit would be tantamount to corporate suicide 

because "the social system of science, something G&B should understand, values the free 

exchange of differing views, unstifled by lawsuits. Scientists, I think, will fight to protect 

their value system" (Gaughan, 1990). Gordon and Breach ultimately lost the legal fight. 

By 1998, the distrust of librarians and academics toward large publishing firms 

was still growing. Frank shared his opinion that there wasn't much movement to resolve 

tensions at the conference. Librarians were talking at cross-purposes with publishers and 

vendors. He saw the conference as aligned with publishers interests overall. A librarian I 

will call Saunie asked "Do we have the expertise and infrastructure to publish?" Saunie is 

a senior librarian with twenty years experience and a concem for those left out of the rush 

to commercialize knowledge. Frank responded: "The people who were there couldn't 
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answer that. There weren't any university press people there that I was aware of. 

Publishers believe they are too far beyond libraries in technique to be challenged by this 

process. Will professional societies play a role? It remains to be seen." At that point 

Frank drew a picture of the scholarly communication process (see Fig. I.l). 

Fig. i.l - The Scholarly Communication Process 

Faculty 
Knowledge 
Creation 

Publishing, 
Sales, and 

Distribution 
Peer Review 

through 
Scholarly 
Societies 

Library 
Collecting, 

Archiving & 
Access 

It seemed that librarians had at least two occupations with which to contend: 

faculty and publishers. Faculty gave their knowledge "product" to publishers, who then 

sold it to libraries (among others) for a profit. C.S.U. Library had taken the approach 

that librarians needed to step up efforts to engage faculty, both about serials pricing, and 

about the role of librarians in protecting fair use and open access to materials. 

By October of 1998 SPARC was announcing it's first partnership with the Royal 

Chemical Society. At that same time. Congress passed into law the Digital Millennium 

Copyright Act, which would have far reaching effects on issues close to Librarian's 

hearts: fair use, distance education, and electronic commerce. It was clearly a time of big 

changes. I thought it was remarkable within the space of a year to see the birth and 
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devolution of job descriptions amongst librarians: As a result of process improvements 

and a reorganization of the Technical services area, all the cataloging librarians had been 

transferred to reference or selecting roles. A large project called the Digital Library 

Initiative was gearing up and establishing new positions; a copyright librarian, a 

knowledge management librarian and a metadata librarian. That last title really threw 

me. I wondered what was meant by a metadata librarian? Were these changes the result 

of competitive forces, or simply the result of some internal evolution among librarians 

seeking to better provide access to the deluge of information resources available in digital 

formats? As a Human Resources Professional I developed a tendency to see changes in 

job descriptions as something subject to management control. But these changes among 

the librarians seemed to come firom a complex set of reactions and responses to a 

dynamic environment. I recognized that most of my prior experience was with those 

positions and occupations within the organization most subject to managerial control: the 

career staff, rather than the professionals. Human Resource literature is largely silent on 

the management of professional occupations, perhaps because they tend to escape the 

classification and job control systems maintained by HR. 

As I pursued these questions I came to see librarians as one occupation among 

many responding to a time of intense global and within-industry competition. The field 

of competitors was clearly not limited to professional groups. Faculty are different in 

some respects to other professionals, given their role as agents of professional 

certification. Administrators who negotiate and allocate funding are not professionals, but 
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create their own associations and networks much like professionals. They are, at the 

highest levels, an institutional elite whose commonality is their interaction on boards 

making policy and funding decisions. Of course, the definition of profession is itself 

often associated with the process of securing legal and social control or closiire over a 

particular set of practices. Yet I wondered if it wasn't possible that jurisdiction over 

tasks could be subject to more than legal tactics, common training or licensing. First it 

seemed to me that a profession as identified with women as is Librarianship would also 

be subject to the cultural dimensions of sex prejudice and the social movement values and 

methods deployed against sexism. So Patriarchy figures into how I view librarians, and 

so does capitalism. 

Librarians are a community of expeitise, and the professional jurisdictions they 

maintain are challenged by the global distribution capabilities enhanced by information 

technologies. Access to information through the Internet extends more ancient control 

strategies for a global reach. This capability is transforming distribution systems, 

especially those that distribute information (bits) rather than things (atoms). Negroponte 

captures the simple enormity of this shift: 

"Many of the big media companies ... add most of their value to 
information and entertainment content in one way: distribution. (The) distribution 
of atoms is far more complex than of bits and requires the force of an enormous 
company. Moving bits, by contrast, is far simpler and, in principle, precludes the 
need for these giant corporations" (Negroponte 1995). 

More important than the technology per se is the ideology of free markets that 

propels their use. New vendors or new services with existing vendors are multiplying to 
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provide digital products. In the five short years since the emergence of the World-Wide 

Web, an wide array of information services has grown up, along with a capacity for 

commerce on the Web and in electronic data delivery generally. In the midst of this new 

frontier of cyberspace there are a thousand stories to be told about the changes in how 

people work, and the nature of professional roles and jurisdictions that accompany the 

changes. In the story that follows, we will hear the voices of librarians and look at how 

the construction of their professional roles intersects the history and tradition of their 

profession, the increased competition they face from a rapidly restructured publishing 

industry, and the pervasive resource dependent environment, structured along patriarchal 

lines, in which they operate. 

In Chapter One we look at the literature regarding librarians' changing 

jurisdictions in the new distribution network of "bits" and ask what existing theories 

might clarify their condition as a gendered profession amidst a volatile field of 

information technologists. In Chapter Two I discuss the grounded theory method 

employed in this case study while also providing the institutional data to put the case 

study library in context. In Chapter Three, the categories of data, organized as a concept 

of jurisdictional trajectories are presented along with the voices and document analysis 

needed to understand their agency. In Chapter Four the conclusions and findings of the 

study are further analyzed, with the data from the grounded theory compared and 

contrasted with the extent literature on professionalization and institutional change. 
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Chapter One: Introduction to the Literature 

"I am convinced that the role of the librarian in society... is to maximize the 
utilization of graphic records for the benefit of society. In other words, his 
function is to serve as the mediator between man and graphic records; not only 
books, but sound recordings, pictures, audio tapes, charts, whatever contributes 
to the advance of human knowledge... the object of the library is to bring together 
human beings and recorded knowledge in as fruitful a relationship as it is 
humanly possible to be." 
-Jesse H. Sherra, Sociological Foundations of Librarianship, 1970 

When Sherra wrote this functional description of purpose for librarians, the 

mediator role he describes resonated with the history and tradition of the occupation, 

while pointing to a fiimre of increasingly complex sources of information. Sherra's 

focus on materials placed his conception of librarianship firmly in the world as he knew 

it. 

Much has changed since 1970. In the years since, the second wave this cenmry 

of feminist social action occured. Desktop computers were a fantasy in 1970 and are 

now ubiquitous. Social and economic forces such as the globalization of capital markets 

and fall of the Soviet Union destabilized old orders and created new oppormnities for 

occupations engaged In the distribution and sale of information. The importance of 

information occupations creating and manipulating information has grown. This growth 

in importance has resulted in a greater interest in the information professions. For those 

who work in information organizations, these social and economic forces involved 

change in tasks and roles. For women in the largely female staffed occupation of 

librarianship, and the faculQr, students and citizens they serve, these changes are 
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emblematic of the tensions in their work, where the rhetoric and reality of changing 

tasks and roles is a source of stress. 

In the context of such changes, this study asks the question "how do librarians in 

this case study act to forward their professional project?" In a dynamic environment, 

how will people counting themselves as employees of libraries fare among other 

occupations involved in scholarly communication, as all are participants in an emerging 

digital delivery system? How are librarians contending with the pressure to engage 

other occupational groups for jurisdiction over "knowledge about knowledge" and its 

application in a time when some types of knowledge are increasingly subject to 

copyright and licensing control? In these questions is a search for the truth about the 

relationship among professions contending for jurisdiction over public access to 

information and the deployment of information technologies for this use. 

Academic librarians are a suitable subject for such a search because of their 

involvement in technology-mediated communication settings, their active involvement in 

national and international groups lobbying for legal and legislative sanction for their 

cause, and their interactions within a mature field of occupations organized around the 

communication of scholarly information. 

The Bureau of Labor Statistics profiles Librarians and their work in its 

Occupational Outlook Handbook (Bureau 1999). The Bureau estimates that there were 

154,000 Librarian jobs in 1996. More than 3 out of 10 librarians work part time. A 

Master's degree in library science (MLS) is necessary for librarian positions in most 
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locations, and employers prefer graduates of the approximately 50 schools accredited by 

the American Library Association (ALA). 

This chapter is structured in several parts; an overview of the case-study 

literature on librarians, followed by two sections detailing the theories of internal and 

external occupational control and a Hnal fourth section describing the field of 

occupations with whom librarians contend. 

The Case Study Literature on Librarians 

Case studies of library work are not prominent in the literature on librarianship. 

Instead empirical studies in a functionalist theoretical mode are conmion. Library 

educators and academic librarians together are responsible for over half of the literature 

(Winter, 1988). Winter looks at the trait, functional, and occupational control theories 

and proposed a composite model using all three for a sociological study of occupations, 

and in particular, librarianship. Among the many analytical questions he asks is one 

relevant to this study: How has librarianship "responded to the coexistence of different 

occupational types within library organizations? He Hnds little work available which 

examines this question, but cites an empirical study by William Reeves (Reeves, 1980): 

"Despite the presence of different occupational types in the library organization, it is 

still librarians who define, by their occupational orientations toward library associations 

and the library schools, their work and the manner in which it is to be carried out" 

(Winter, 1988). Reeves further notes as his key discovery that "the occupational 
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authority of the librarian depended on the orientations of others in the library work 

setting—on the collective orientations of non-librarians as well as librarians on the 

staff...In work settings collectively oriented toward library associations, work 

arrangements tended to conform to standards articulated by those associations. The 

greater the collective occupational orientations, the closer the relationship between 

practice and policy. " (Reeves, 1980). 

Survey-based studies are common, for example: describing librarian's attitudes 

to electronic journals (Parang and Saunders 1994; Chu 1999). The few case studies I 

was able to fmd focus on issues related to individual responses to role stress, as in 

social-psychological approaches to library work (Watson-Boone, 1998), test the 

deskilling and reskilling thesis (Reuter 1991), or analyze trends in demand for 

computer-related skills for librarians (Zhou 1996). 

Watson-Boone found that the librarians in her case study that while academic 

librarian's work-related techniques have shifted from manual to electronic, and their 

knowledge base has evolved from technical competence to interpretive expertise, "that 

basic values and meanings associated with academic library work have been 

maintained...the meanings and values...fit most clearly into the Duty-Oriented Social 

Contribution Workers category" (Watson-Boone, 1998). The categorization scheme 

comes from the Meaning of Working (MOW) patterns England and Whitely (1990) 

developed. "The duty-oriented social contribution workers are rather highly committed 

to work and report high qualiQr [in their] present work situations, average income, and 
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high occupational satisfaction. They see their work as making a contribution to society 

and this seems to be an important value for them" (Watson-Boone, 1998). 

Reuter investigates the influence of automation on librarians and assistants in a 

qualitative study. She tests Braverman's theory that deskilling (or reskilling), and 

alienation are the two consequences most often argued to result from introduction of 

technology in work. She expected to Hnd differential effects on differential levels 

within librarianship, with more adverse effects on those lower in the hierarchy. 

However, she found both librarians and most assistants experienced technology as a 

helpful tool, were actively reskilling, and not alienated. "Only a small group of library 

assistants, bound to a computer screen all day, with little room for autonomy and 

independent judgement, however, can clearly be described as deskilled and alienated" 

(Reuter, 1991). She also found no difference in alienation among catalogers, reference 

or bibliographic librarians. From her evidence she sees "Form's (1985) proposition of 

a "selective impact of technological change" within work instimtions... [and] Hodson's 

(1988) fmdings that technology can lead to dual occupational strucmres 

(i.e.polarization)" as confirmed by her study. 

Zhou analyzed the trends in demand for computer-related skills for academic 

librarians from 1974 to 1994. The study used employment 2,S(X) announcements for 

academic librarians in 1974, 1979, 1984, 1989, and 1994 as a database. He found 

demand for online searching skills declining while knowledge of internet searching and 

experience with networks increased and "Possession of computer-related skills has 
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changed from an incidental issue to a major qualification for all types of academic 

library positions...the qualification most frequently specified...is knowledge of, or 

experience with, automated library systems" (Zhou, 1996). 

The literature on librarian roles focuses largely on questions about stams of 

librarianship as a profession (A. Abbott, 1998; Freeman, 1997; Martin, 1998; White, 

1997). Scholarship deals with issues of credentialing, expertise and career development: 

on librarians who leave the profession (Elkin, 1992); Outsourcmg (Quint, 1996; 

Renaud, 1997); the erosion of traditional boundaries between service areas (C. M. 

Abbott, 1998); the polarization of librarians into technophiles and technophobes (Norris, 

1998); critiques of the need to study information science (Marco, 1996); librarian roles 

in a digital age (Reed, et.al, 1996; Mizrachi, 1998; Okerson & Mogge, et al 1993); and 

the future of scholarly communication (Chodorow, 1996). One exception to this is 

Raber, whose smdy of the social legitimacy of librarianship (Raber, 1997) explores 

Brint's social trustee aspects of librarianship. Raber contrasts the current debate over 

the identity, social purpose, and value of library and information service with a similar 

struggle that occurred fifty years ago and is documented in the 'Public Library Inquiry' 

conducted for the American Library Association. "The Public Library Inquiry presented 

a particular justification for public library service as a public good by means of a 

critique...[it] recognizes that librarianship must seek legitimacy for itself and the public 

library within the context of ...capitalist relations of production" (Raber, 1997). 
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During the 1970's a feminist literature on librarianship began to generate. A 

comprehensive anthology of writing on women's role in the profession -The Role of 

Women in Librarianship 1876-1976 (Weibel, Heim & Ellsworth, 1979), provides the 

library literature with a social movement context. It includes an article by library activist 

Anita Schiller on "Women in Librarianship" (Schiller, 1979) which pulls together data 

on salary, position level, and women in association leadership to discuss the relationship 

between the feminization of the profession and salaries. Her analysis suggests "that the 

profession has not simply been acted upon by women, but has itself been instrumental in 

utilizing this marginal work force to advantage by keeping it in its place" (Schiller, 

1979). Anne Bnigh and Benjamin Beede (1979) in the same volume provide a review of 

current scholarship on women in the profession. They find a promising focus on salaries 

as one element in the ferment of that time. In a separate book. Nelson and Bridges 

(1999) look at the failure of comparable worth strategies to address salary differentials, 

and suggest the need for more analysis of the link between markets and organizational 

pay systems as a way to change the legal and regulatory climate. Their analysis suggests 

that the structure of organizations, constructed in pay differentials for different types of 

work, is a key determinant of demarcation and subordination of women. 

Roma Harris (1993) writes compellingly about the danger that librarianship will 

lose its core identification as a profession devoted to service in the rush to become more 

identified with higher status technical and administrative functions. William Fisher 

(1997) tries, and fails, to debunk the notion that white males dominate at the executive 
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and managerial levels of libraries. Instead, he flnds the greatest number of women 

managing branch libraries, with increasing domination by males as the size and 

educational status of the library rises. 

There is of course a large and specialized body of writing on technical issues 

related to the field and its many divisions, as well as texts considering the philosophy, 

professional education of and history of librarianship (Shera, 1972; Carroll, 1970; 

Johnson, et.al., 1977). Shera's influential contribution to the literature on librarianship 

was functionally concerned with the creation of a body of specialist knowledge that 

would fulfill the process requirements of the occupation becoming a profession. 

"Whatever one may decide about the credentials that librarianship has to offer as a 

profession, a body of theoretical knowledge would seem to be an important 

characteristic of a profession in the classical sense..." (Shera, 1972). Bodies of work 

describing the educational requirements of librarianship (White and Paris 1985; Bates 

1987) are complemented by histories of the library profession, detailing the process or 

trait development struggles of librarians to organize as an effective force for their own 

betterment (Shiflett 1981; Freeman 1997). 

The limitations of the existing case study literature on librarianship required that 

11 utilize a broader range of resources, as is represented by my use of Stephen Barley's 

smdies of technical workers. I sought out literature that would inform my approach to 

data gathering in three dimensions: the macro-level view of economics and culture, the 
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meso-level view of occupational fields and systems, and the micro-level view of 

workplaces and individuals. 

In order to represent the macro, meso and micro levels of interaction, three 

theoretical approaches to understanding jurisdictional change are factors in this smdy : 

" Macro-level theories of global capitalism and feminist theories of the patriarchal 

establishment of gender roles. 

• Meso-level sociological and economic theories of industry structure, 

professionalization and occupational control, and 

• Micro-level participant observation, document analysis and interviews. 

In Table 1.2 the sources of theory are grouped by level to provide an overview 

of the research that informs this study. At the Macro and Meso level the work of 

Andrew Abbott, specifically his book titled The System of Professions (Abbott, 1988) 

has provided the foundation for this study, demonstrating how occupational control is 

achieved through claims for expertise reinforced legally, through public opinion and 

through the organization of workplaces. Anne Witz further elaborates Abbott's ideas 

about jurisdiction in the other primary work informing this study; Professions and 

Patriarchy (Witz, 1992). Together, Abbott and Witz lay out a conceptual framework 

through which the competition of occupations for jurisdiction over knowledge and skill 

and its application to societal problems can be analyzed, with Witz providing insight 

into the strategies that subordinated occupational groups use to respond to their 

subordination by dominant groups. Steven Brint's book In an Age of Experts 
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Table 1.2 Theory and Level of Inquiry 

Level/Questions-* 

Theoretical 
Mechanisms ̂  

Macro/Meso 
As Inforaiation Services and the management 
of knowledge grows in economic importance, 
how do on-going changes in information 
delivery, copyright/fair-use and intellecnul 
property engage academic librarians and put 
pressure on their choice of activities? 

Meso/Micro 
How do librarians actively strategize and assert 
themselves, in contending with other 
occupau'onal groups (faculty, publishers) for (or 
with indifference to) jurisdiction over 
information technology enabled services and 
products? 

External forces open or 
close areas for jurisdiction 
- Abbott 

- Brint 
• Bariey and Zabusky 
- Slaughter & Leslie 

Occupational differentiation 
Technology 
Organization 

Stratification 
Technization of work 
Academic Capitalism 

Client differentiation-sdence vs. FA/H 
Reskilling/deskilling 
Position creationA/acancy 
Project assignment 
Strategic planning & budgeting 
Market value of expertise 
Broker and Buffer technical roles 
Engage in market-like behavior to 
secure critical resources 

Patriarchal constraints on 
participation in the economy 
-Witz 

Exclusionary strategies 

Oemarcationary strategies 

Inclusionary strategies (bottom up) 
Dual closure strategies 

Deny certification by defining and 
conditioning routes to skill against 
women, Limit wages/segregate tasks 

Assign librarianship to the end of the 
scholarly communication process 

Inclusion in faculty status & governance 
Campaign for librarianship as front end 
wori( while reinforcing limits on 
computing/career staff involvement in 
rear end activities 

Industry Structuration 
- Porter 

-Ryan 

Entry of new competitors 

Threat of substitutes 

Bargaining power of Buyers 
Bargaining power of Suppliers 

Rivalry among existing competitors 

For-Profit competition for Sodal Work 

Invest in technology & training to 
support entry into e-joumal 
production 

Provide alternative sources for a 
commodity via SPARC 

Consortial purchasing to negotiate price 
Concentration (mergers and 

acquisitions) and price to centrality 
Buy your competitor when their market 

ni(^e becomes valuable enough 
Nonprofit become more like for-profit 

chronicles the emergence of expertise for sale and the loss of inhibitions to expediency 

in professions. His work sheds light on the way in which professionalism masks class 

privilege in service to organizational authorities or market forces (Brint, 1994). The 

work of Stephen Barley and Stacia Zabusky (Barley & Orr, 1997) complete the 

literahire on occupational control in their study of technician's work. They point toward 
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the increasing 'tecbnization' of work, and emergent skills are often not recognized and 

do not necessarily result in rewards. 

The complex relationship of theories utilized here addresses a deflciency in the 

literature of the professions - seldom are professions described as fluid, federated and 

interdependent. While the study is ostensibly about librarians changing roles, it is also 

about faculty role change as well, and computing professionals attempting to become 

more recognized as professionals, and publishers attempting to survive and profit from 

new distribution capabilities on the internet, and so on. 

This study seeks also to understand and reflect the field of occupations and 

professions that interact to create the hybrid occupation of " information professionals". 

"We need histories of jurisdictions—who served them, where they came from, how the 

market was created, how conflict shaped participants (Abbott, 1988). Instead of 

adopting such a systems perspective, much of the literature on the professions seems 

either to take a high-level view in which differences and similarities in type are 

described, or resort to viewing professions as distinctive and separate entities. 

The political economy of occupations is revealed by the analysis of Shiela 

Slaughter, Larry Leslie, and Gary Rhoades. They smdy the economic and social forces 

bearing on the structural integrlQr of higher education, and suggest that the result is a 

new educational context that Slaughter and Leslie call Academic Capitalism in their 

book by the same title (Slaughter & Leslie, 1997). Rhoades writes in Managed 

Professionals (Rhoades, 1998) about the loss of occupational autonomy experienced by 
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faculty as education is restructured for efHciency. This view of the increasing pressure 

to commodify and market the products of academic work is complemented by the work 

of Michael Porter, who analyzes competitive forces among for-profit firms and suggests 

in his book Competitive Advantage, factors that influence competitive strategy (Porter, 

1985). Porter's analysis is extended into the non-profit sector by William Ryan in his 

Harvard Business Review Article "The New Landscape for Nonprofits", where he 

suggests that for-profit competition for societal services once held exclusively by 

nonprofit organizations is forcing them to become like their competitors (Ryan, 1999). 

The several theories used here suggest a continuum of organizational control (see Figure 

1.3). The Macro level forces of capitalism and patriarchy function as external sources 

of control by means of rationalizing funding and support. The meso and micro-level 

forces of occupational control over technique and abstract knowledge fimction as 

sources of control internal to the large organizations in which these information 

processing professionals work. At this level tasks and roles are shaped in a tension 

between organization, technology and the individual choices of professionals who seek 

to defend or extend their influence. 

Internal Sources of Occupational Control: the Literature on the Professions 

In the male dominated culture of global capitalism, occupational groups control 

the acquisition and application of various forms of knowledge. Systematic attempts to 
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study the efforts of occupations to become professions first occurred early in this 

century 

Figure 1.3: Continuum of Occupational Control 
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(Carr-Saunders and Wilson, 1934). The studies tend to focus on the form of 

occupational control (traits) rather than the content. Occupational histories were 

compared and developmental processes were derived from the comparisons, showing a 

process in which 

occupations become professions through a series of stages called professionalization. 

The tremendous variety of traits was said to be a temporary affair that would disappear 

over time as professionalization occurred in a regular sequence in every occupation. 

Wilensky charted this process and confirmed its existence, but still referred to the notion 

that of the professionalization of everyone as ''a bit of sociological romance" 

(Wilensky, 1964). A status hierarchy of occupations was thus derived, with professions 

more developed than occupations, and with some professions more developed than 

others, especially the so-called "semi-professions;" nursing, social work, teaching and 

librarianship (Etzioni, 1969). This functionalist view placed conflicts over jurisdiction 

between occupations as a subordinate piece of the puzzle. Neither did the functionalist 

approach deal with gender as a factor keeping the so-called semi-professions at a lower 

status. 

This "process" theory of professions developing in predictable stages to 

"maturity" positioned medicine and law at the top of the hierarchy as occupations that 

had achieved high levels of "closure." This approach to the snidy of professions was 

finally contested in the new political climate of the 1960's. The descriptions of 

professional work as autonomous and self-governing failed to describe sufficiently the 
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interpenetration of professions among various sectors of society. Strucniral 

fiinctionalism's tendency to treat subsystems as distinct and separate, combined with its 

simplistic descriptions of differentiation in complex systems, made it a target for 

critique by critical theorists (Rhoades 1991). In place of the process view came theories 

of conflict that viewed professions as occupations engaged in competition for legal and 

social sanctions over specialized knowledge and its application. Terence Johnson was 

among the first sociologists to question the assumption that professions are a type of 

occupation. Instead he argues that professions are a not at all a type of occupation, but 

rather "a complex set of procedures for controlling an occupation." (Winter, 1988). 

Johnson's inquiry places professions in a different class of objects from occupations, 

aligning the term more closely with terms such as union, guild, or other forms of 

control rather than with terms naming occupational groups or traits. Johnson critiqued 

trait and functional approaches for failing to acknowledge the culmral and historical 

context in which their categories are rooted. He and other writers developed a three-part 

model of occupational control: 

"In collegial control, producers define consumer needs and the best manner of 
meeting them, and they typically rely on fellow professionals for help when 
problems arise... In the second Qrpe, client control, users of services defme both 
their own needs and the manner of addressing them. Mediated control is a hybrid 
Qrpe in which the intervention of some powerful third party, such as a 
government agency, or an abstract socioeconomic force, such as the 
marketplace, qualifies the relationship between the producers and users of 
professional services. Johnson also argues that mediated control is the general 
direction in which ahnost all occupations, including the collegially controlled 
ones, are heading"(Winter, 1988). 
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Freidson notes that there has always been competition among members of 

professions, and stratification of both intellectual authority and economic power as well. 

"What is new today is the magnification and formalization of these relationships into a 

considerably more overt and consequential system of stratification within the profession 

that can no longer be protected by the face-saving norms of traditional professional 

etiquette" (Freidson 1984). 

It is not a big leap from seeing professions as a form of occupational control to 

viewing them as a social class. The "New Class" (Gouldner, 1979) theory of 

professions suggests that the growth of professional associations is leading to a society 

in which three classes interact: a class of owners of capital, a class of professional 

knowledge workers claiming ownership of key technical, institutional and cultural 

knowledge, and a class of laborers whose job descriptions restrict the scope of their 

thinking and action. This is described alternatively as the "Professional-Managerial 

Class" which consists "...of salaried mental workers...who do not own the means of 

production and whose major function in the social division of labor may be described 

broadly as the reproduction of capitalist culture and capitalist class relations" 

(Ehrenreich and Erenreich, 1979). Slaughter (1990) agrees with the Ehrenreich's 

definition of the Professional-Managerial Class (PMC), and sees faculty belonging to it. 

Freidson sees new class theories of deprofessionalization and proletarianization 

of professionals as too abstract, and lacking a historical understanding of the role that 

corporations and the state play in sustaining professional privilege and power. Rather 
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than treat professionals as a "new class" he centers discussion on the system which 

credentials professionals, a system made up of practitioners, administrators and 

researchers/teachers. This differentiation within the occupations creates differences in 

what knowledge is achially employed. 

"The outcome is sufficiently variable and indeterminate to require us to adopt an 
interactive view of the relations between knowledge and power and of the role of 
the professions as the actors. Neither domination nor impotence may be ascribed 
to either the professions or their disciplines" (Freidson, 1986). 

Freidson examined the exercise of power through knowledge and questioned the 

ways in which professional knowledge was deployed. His interest is in clarifying the 

difference between espoused knowledge and knowledge in use. His view sees the 

interactions between credentialing agencies and professionals, and is in this sense an 

internal view of professions. For the more external view of the system of professions 

interacting to determine who will claim jurisdiction over knowledge and its use, Andrew 

Abbott is the analyst to employ. 

Abbott viewed the older focus on stages in organizational development as 

inadequate, because it failed to consider a central fact of professional life - inter

professional competition. Abbott sought to move the smdy of professions from an 

individualistic to a systemic view (Abbott, 1988). His perspective on the life of 

professions is ecological, setting professions in a fleld of competitors where exploiting 

market niches and struggles over turf predominate. To understand professions, their 

jurisdictions must be studied. Key events are those which create or destroy jurisdictions. 

Because no profession is an island, their interactions must be viewed as a system, in 
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which professional struggle occurs at three levels: the institutional setting, culture and 

public opinion, and legal and administrative policy. Finally, Abbott articulates a theory 

that successful professions maintain a monopoly over a core jurisdiction, which may 

grow and change as the profession delegates off old knowledge and seeks dominance 

over new knowledge. 

Abbott views change in the professions as occurring in three contexts; (1) the 

context of larger social and cultural forces, (2) the context of other professions, and (3) 

the context of other ways of providing expertise. In the context of technological change, 

he predicts the current division of labor will be maintained, a division of labor in which 

librarian's expertise in massaging databases supports their role as broker between users 

and data. Whether or not such a specialized role need be a life-long career remains an 

open question (Abbott, 1998). Competing sources of expertise, such as proprietary 

database suppliers, increase the dependence of librarians on outside vendors. Abbott 

suggests that the decisions to engage in these dependent relationships, and the conflict 

between commercialism and professionalism depend for the most part on the stance of 

the organizations that employ librarians. The multiple strategies that Abbott recognizes 

as ways to settle jurisdictional claims can all be said to be organizational strategies, be 

they the result of professional association action or institutional action. 

Professionalism theories suggest that professions respond to external forces 
which open or close areas for jurisdiction by making public claims for legitimate 
control of particular kinds of work, and by seeking legal control of certain 
activities, language and settings of work (Abbott, 1988). 
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Both technology and organization are the sources of tasks. Abbott uses the 

example of the raihroad as a technological system generating a variety of problems 

requiring expertise. Computers are also an example (Abbott 1988). The purchase of 

technology is an investment decision with many implications for the conduct of work. 

Technology creates oppormnities for new capabilities but also introduces constraints, 

where it presumably standardizes practices once allowed variation. Organization is 

another source of professional tasks. Abbott sees social work and teaching as examples, 

suggesting that neither profession would exist in its present form were it not for the 

mass welfare and educational systems (Abbott 1988). Relatively less organized 

professions have certain distinct advantages in workplace competition, due to flexibility 

to move to available tasks. "A profession is always vulnerable to changes in the 

objective character of its central tasks" (Abbott, 1988). This vulnerability is vivid for 

librarians, as both the technological means for cataloging and providing reference 

resources on-line have transformed important aspects of their role. The shift from 

organizing around comprehensive on-site collections to organizing around access to 

distant collections off-site is an example of how the organization of library services is 

also having an impact: making the role of book or material selection much less central. 

As technology and organization take away, they also provide the opportunity to 

shift librarian jurisdiction to new arenas. A central variable in the mechanisms of 

jurisdiction shift as described by Abbott is the relative abstraction of a profession's 

knowledge. Librarianship has been criticized for lacking a theoretically grounded 
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knowledge base in terms of method and content (Goode, 1961, quoted by Raber 1997) 

Librarians in the Academic setting are aligned with faculty and academic disciplmes, 

exercising specialist expertise in a discipline and adopting a dual professional identity as 

a "science /engineering librarian" or a "fme arts and humanities librarian." 

"Of all the professions, that of the librarian is probably the most derivative 
and synthetic, is most dependent upon the more formal disciplines for the 
derivation of its own theoretical structure and its corpus of practice. In the past, 
librarians have been disposed to view this characteristic as a fundamental 
weakness, and it has therefore generated a considerable feeling of professional 
inferiority. Yet this very quality has given librarianship a uniquely strategic 
position of leadership in the integration of human knowledge, and it could make of 
librarianship a great unifying force, not only in the world of scholarship, but also 
throughout all human life" (Sherra, 1972, p. 202-3). 

The more abstract the knowledge, the greater the ability to relate or reduce other 

occupational tasks to one's own existing professional jurisdiction. Wilensky described 

this as the tacit knowledge that gives established professions their aura of mystery 

(Wilensky, 1964). Standard rhetorics (i.e.: "healing the body" for doctors, or "mental 

health" for psychologists, or "healing the spirit" for ministers) justify jurisdictional 

attacks (i.e.: labeling alternative healing practitioners as "quacks"), in particular the 

rhetoric known as reduction in which an occupational group shows the new task to be 

reducible to one's own existing jurisdiction. Abbott suggests an example: 

"librarianship attempts to become information processing" (Abbott 1988). Librarians 

would express this expanded notion of their jurisdiction in their rhetoric of 'information 

literacy' (which sounds a lot like teaching) or 'knowledge management' (which could 
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include Management Information Science, Stock-brokering, or a host of other 

occupations). 

The sector of librarianship known as 'special librarian' or 'business librarian' 

has come to embody, within the for-profit corporate sector, this jurisdictional shift as 

they seek a more central role in managing a firm's knowledge assets (Leonard-Barton, 

1995; Davis, 1999). In the context of new tasks generated by the development of the 

internet, many academic librarians prepare themselves for an information processing 

role characterized as a move from roles engaged in maintaining the "library as place" to 

roles engaged in the "library as mind-to-mind contact" (Gapen, 1994; Eaton, 1996). 

This study illustrates this movement to the information processing role through such 

activities as development of web sites for faculty courses and creation of the capability 

to provide for production of electronic journals, in the first case appropriating the task 

from computing professionals, and in the second, from publishers. 

Abbott's analysis falls short in two aspects important to this case study: (1) his 

analytical framework does not explicitly recognize the system of professions as existing 

within a larger system of capitalism, in which profit and non-profit organizations vie for 

jurisdiction over markets for products and services, and (2) he says little about the 

control exercised by institutional decision-makers, assuming for the most part that 

jurisdictional strategies are made by professionals for their peers, in competition with 

the claims made by surrounding competitors to librarianship— "the audiovisual people, 

the artificial intelligence people, the computer people" (Abbott, 1998, p. 439). Abbott 
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glosses the critical impact of administrators and professional managers who, at least in 

large organizations, deploy the many professionally skilled employees of the 

organization. 

These managers have interests that may not coincide completely with the 

managerial professionals they oversee. This contest for control between managers and 

professionals is the reahn in which Rhoades conducts research. His research regards the 

restructuring of the academic profession in ways that increase the scope and influence of 

administrators, revealing the tenuous namre of control exercised by academic 

professionals over their conditions of work (Rhoades, 1998). Rhoades writes about 

faculty, but the framework is just as applicable to librarians, who are also subject to the 

control of administrators and the force of budgets: 

"It is not faculty who manage college and university budgets. They do not set 
the salaries of administrators or themselves. They do not have final authority 
over who gets laid off. They do not decide whether to approve or eliminate 
academic programs. By and large, they do not control how many fiill-and part-
time faculties are hired, (or how many students are admitted). Faculty does not 
purchase and set up new instructional technologies (nor do they determine how 
many students will be served by these technologies). Faculty neither set nor 
enforce (nor, some would say, follow) outside employment policies. They must 
negotiate with the organization regarding intellectual property rights. None of 
this is to say that faculty want, should have, or could handle any or all of these 
responsibilities. I simply note that all of these matters are ultimately decided by 
those who manage faculty, by administrators and boards" (Rhoades, 1998, p. 5) 

Rhoades reminds us of the explicatory limits of the professionalization 

framework. Administrators are a distinct class, composed of people that often possess 

professional credentials, but whom constitute a different class whose interests lie in the 
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management of large enterprises. In this context faculty and librarians are managed 

professionals, subject to reorganizations in which "the terms and position of faculty's 

professional labor are being renegotiated as managers seek to reform, reinvent, re-

engineer, redesign, or reorganize colleges and universities" (Rhoades, 1998). 

Brint studied the implications of professionalization strategies on the class 

stratification of occupations. Brint views professionals as both a type of organization 

and a type of status category, set in the context of capitalism and serving a variety of 

social purposes in different societal spheres. Rather than suggesting that professionals 

constitute a separate "new class" within the stratified social setting, he suggests that 

professional identities contain a tension between the fading expectation that professionals 

be self-disciplined and trust-worthy experts concerned with the general welfare and the 

ascendant value of detached technical expertise in service to organization authorities 

and market forces. While he may overemphasize the distinction between "social 

trustee" and "expert" roles (Goebel, 1996), Brint's emphasis on the significance of 

market situation, industry location, and organizational position for professional status 

and power provides an analysis of factors often forgotten in the classical focus on 

knowledge and function. "This is a much more sophisticated argument than that of 

professional decline, be it deprofessionalization or proleterianization. Professions are 

not losing their power or disappearing into an undifferentiated proletarian mass; rather, 

their form and function are changing. They are being corporatized and marketized" 

(Powell, M.J., 1995). This is particularly relevant to librarians as the bureaucracies 
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with which they are associated become more interested in the support of corporate 

donors for funding of initiatives no longer supported by state or federal funding. 

Taken together, Johnson, Freidson, Abbott and Brint provide theoretical frames 

that re-energize the moribund literature on the professions. Yet, in the case of a 

gendered profession such as librarianship, nursing, or social work, these male 

academics in their major work do not adequately tackle the deeper issue of control over 

occupations by men, and their active exclusion of women and minorities. Nor do they 

consider in any depth how the culmre factor of patriarchy and sexism impacts attempts 

by women and minorities to participate in the jurisdictional competition so important to 

the progress of a profession. Abbott, in a 1993 review of recent suidies of work and 

occupations concludes "The move of historical shidies of gender and work toward 

explicit recognition of the complex, contingent responses of men and women to changes 

in their world is a move in the right direction" (Abbott, 1993). 

In a more recent address to an audience of librarians at the national meeting of 

the American Library Association, Abbott dismissed the significance of the sociological 

interpretation of library work as one of the "semi-professions" along with social work, 

teaching and nursing. He explained that "the conceptual difference between profession 

and semi-profession probably has more to do with the difference between men and 

women than with anything else." He leaves the reader to wonder what he means, 

however. Instead of clarifying this important statement, he continues in a now familiar 

vein: "The professions all exist on one level...all the licensing in the world does not 
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protect an occupation when new knowledge transforms the namre of its work, when 

other occupations take parts of its work away, when the capital requirements of its work 

gradually force it to be organized in different ways. What really matters about an 

occupation—librarianship or any other—is its relation to the work it does" (Abbott, 

1998). How that relationship is Impacted by gender is left to others to answer. 

Abbott asks librarians to think not about advancement up a mythical escalator of 

professional dominance, but instead to focus on the likely evolution of librarian's work 

and to ask what the consequences of that evolution might be for the occupation. Later in 

the text he suggests that "professions and semi-professions alike are skirmishing over 

the same work on a more or less level playing field." But there are some limits on 

jurisdictional contests. "A profession is not prevented from founding a national 

association because another has one. It can create schools, journals, ethics codes at will. 

But it cannot occupy a jurisdiction without either fmding it vacant or fighting for it" 

(Abbott, 1988 p. 86). Abbott proposes that the implication of exclusivity in the 

professionalization project is that an interdependency among occupations exists - a 

system of professions. In this system there are two constraints on jurisdiction: limits on 

the tenancy of multiple jurisdictions, and multiple tenancy of single jurisdictions. Abbott 

views the existence of a vacancy, or the possibiliQr that a professional group has a weak 

hold on their position as "sufficient and necessary conditions of events" (Abbott, 1998, 

p. 88). Librarians have demonstrated their flexible abiliQr to yield to and use a variety of 

technologies in diverse organizational settings. Yet the question remains: what happens 
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when the "weak hold" of an occupation is the result of a culture of exclusion regarding 

the professional project of women and minorities? In the next section Anne Witz suggest 

an answer to this question in her analysis of the response of subordinate occupational 

groups to exclusion and demarcation in their work. 

Patriarchy and the Employment of Women in Low-Wage Occupations 

It remained for Anne Witz (1992) to extend a critical feminist perspective to 

professions in her book Professions and Patriarchy. Witz employs a conflict perspective 

based on her study of gendered professional conflicts in British medicine. Witz suggests 

that gender, unlike class, has been undeveloped by those studying professional projects. 

Like class, gender has a central place in the understanding of middle-class, occupational 

formation. "Professional projects are deHned as 'projects of professional closure' which 

take place in the specific soiictural context of patriarchal capitalism" (Charles, 1993). 

Witz identiHes four closure strategies - exclusionary and demarcationary strategies used 

by men against women, and inclusionary and dual closure strategies employed by the 

groups subjected to either of the first two. 

Neoinstitutional theories and theories of profesionalization are inadequate, to the 

extent they lack an analysis of power that explains gendered patterns of occupational 

control. Both theories overstate to some extent the impact of competing professional 

groups while understating or missing entirely the overall impact of exclusionary and 

demarcationary strategies utilized by men against women. 
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The historical split between free market (knowledge for fee) and open access 

(state-subsidized knowledge) approaches to knowledge distribution underlies the tension 

among librarians, and within the occupational and professional groups that serve as 

information service providers. I read this tension as inherently gendered. Librarians, as 

a predominantly female occupational group and heirs to the social welfare history of 

their profession, identify with open access as a democratic ideal, and in so doing 

confront a predominantly male academic culture and a global capital driven publishing 

industry, both of which move toward a model of expert professionalism in the service of 

institutional elites. Roma Harris expresses her dissatisfaction with the move to expert 

professionalism: 

"The relationship between client and librarian is much more centered on the 
client's need than it is on the librarian's role as expert. ...librarians' work and 
die services they provide are very much undervalued—both within and outside 
the profession. Largely due to this undervaluing of their work, librarians are not 
generally viewed as key players in the growing information sector of the 
economy. And, even though we have entered what has widely been touted as the 
"Information Age," there is little evidence to suggest that librarianship is 
thriving. Indeed, the number of library workers has actually decreased in the 
United States since the mid-1980s, accordmg to Joan Kraft Federico's 1987 
dissertation, 'Women, Computers, and Information Work' (American 
University, Washington, D.C.)''(Harrisl993). 

Professionalism once held the connotation of calling to both the development of 

knowledge and its use in alleviating human suffering. Wilensky calls this the "service 

ideal" (Wilenslgr, 1964). Professionals are expected not only to provide individual 

expertise, but also to solve societal problems. This is an essential element in the ideal of 

librarianship, well documented by Raber in his study of the Public Library Inquiry 
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(Raber, 1997). The professional idea contains both a claim to technical expertise and a 

moral quality, promising to be guided by an appreciation of the important social ends 

that the profession serves (Brint, 1994 p. 7). It was as cultural stewards of societal 

mores that women fu'st got involved in the labor force, as nurses, as welfare secretaries, 

as social workers, and as librarians. The persistence with which these feminized 

occupations have held on to a "public good" philosophy of practice have disadvantaged 

them as the male professions have abandoned similar commitments in favor of selling 

their expertise to the highest bidder. 

The history of professions contains a tension between the conmiodification of 

their knowledge and the provision of it for the public good. For librarians, this "social 

trustee" relationship of knowledge to conununity (Brint, 1994) underlies a conmiitment 

to open access of information, and motivates a range of activities related to First 

Amendment rights and "fair use" legislation under copyright laws. Furthermore, as a 

profession employing women to a far greater degree than men, librarianship is 

associated with the service ideal implicit in the historic social welfare role of the 

gendered occupation. 

To the extent that gender is a factor in the construction of social roles, it is a 

factor in the jurisdictional control afforded those roles. Social trustee aspects of 

professionalism involve a recognition of and involvement in relationships of trust. 

Doctors promised to do no harm, and lawyers to uphold the law. Librarians promise to 

provide free and unfettered access to information needed for an informed citizenry. To 
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the extent that relationships of trust are devalued in favor of technical expertise and 

control over relationships, then social trustee aspects of professional practice are 

eclipsed by expertise aspects. For librarians this tension is heightened by the 

increasingly central nature of information technologies in both the library and in the 

global distribution and access of information. As librarianship calls on more computing 

expertise for its implementation, the culture of computing with its male-dominant 

engineering background comes into greater interaction with the female culture of 

information access. In the context of academic libraries, this collision of cultures is 

increasingly a matter of discussion as academic computing centers are merged with 

libraries. Harris expresses a concern for the resulting erosion of ethos in the library 

profession: 

"As it is normally viewed in the context of traditional male professions such as 
law, service is not a matter of an exchange of information or assistance between 
two equal parmers as it is in librarianship. Rather it constitutes a relationship in 
which the professional takes on the role of expert with respect to the client and 
dispenses information for a fee. ...Rather than dispensing information, librarians 
traditionally perform an intermediary role by working to match the client's need 
to the information resources available. Within such a partnership, it is the client 
rather than the professional who decides what kinds of information she or he 
wishes to have, as well as how to use the information" (Harris 1993). 

Harris suggests that librarianship is becoming an occupation removed from direct 

contact with patrons. Librarians instead are seeking administrative and technical 

functions while delegating and automating away the reference and cataloging functions 

that comprised the core service and abstract knowledge base of the profession. She 

outlines the jurisdictional danger this way; 
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''The service alternative that librarianship offers to the community may well be 
lost if librarians, in the mindless pursuit of status, lose sight of their own value 
by breaking their connections with women's work. If librarians continue to 
acknowledge administrative activity and high-tech applications as their only 
legitimate professional functions, they will be poorly placed to compete with 
others who do precisely the same things: computer scientists, business school 
graduates, accountants, and lawyers, who now own the information 
sector" (Harris, 1993). 

Harris calls on librarians to acknowledge their skills in organizing and assisting 

others in learning information-searching skills. She asks for a commitment to 

"direct services with clients based on the parmership model, to advocating for 
the public's right to equitable access to information, and to activism in such 
employment issues as status, salary and equity in the workplace....Rather than 
berating one another for not being professional enough or reshaping the 
profession away from its valuable core domain, librarians must understand that 
they can strengthen their role in the information sector only by consolidating 
their control over their rightful turf, not by self-denigration and denial of their 
field's women-centered history" (Harris 1993). 

To understand the complex interactions involved in the creation and destruction 

of professional and occupational jurisdictions, it is necessary to acknowledge the 

socially constructed and constrained employment roles maintaining a general system of 

domination of key occupations by men: a patriarchal system of employment based on 

gender socialization (Wright, 1997; Witz, 1992). Patriarchy as it is used here refers 

broadly to societal-wide system of gender relations in which men are dominant and 

women subordinate. The concept of professions is worked with not as a static process, 

but as a 'professional project' with historical, individual and empirical characteristics. 

The projects are conceptualized as strategies of occupational closure. Closure here 

means the attempt to gain an occupational monopoly over the provision of certain 
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services. It includes a variety of means of mobilizing power in order to stake claims to 

resources and opportunities (Parkin, 1974). There are distinctly male and female 

closure strategies grounded within the structtiral and historical context of patriarchy as 

well as capitalism. 

"The origins and persistence of job segregation by sex in the labour market or 

labour process are, I believe, best explamed within a dual systems framework which 

explores the intersection between two structuring principles, those of patriarchy and 

those of capitalism" (Witz, 1992 p.4). This relationship between capitalism and 

patriarchy is one in which capitalism is said to have grown out of patriarchy. By 

controlling women's labor power, men deny women access to necessary economically 

productive resources (Hartmann, 1981). Hartmann suggests that in controlling the labor 

of women and children in the home, men learned the techniques of hierarchical 

organization and control that would later be maintained against women in large, state 

and private organizations. It was the ability of men to organize, largely through 

patriarchal craft unions, which wrested competitive advantage vis-a-vis women and less 

organized men (Witz, 1992). 

Witz describes three general strategies of occupational closure utilized by men in 

the control process at an occupational level; 1) inclusion: in which, as the male head of 

the household, the woman is included in unpaid support, 2) exclusion; in which women 

are denied entrance into craft unions and schools, and thus denied participation in paid 

labor, and 3) segregation; where male and female occupations or jobs are demarcated 
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by gender, thus creating a hierarchical gendered occupational order in which women are 

included in paid labor, but at a lower grade or in what are perceived to be less skilled 

jobs. Which of these strategies is used depends on a number of factors, such as local 

gender relations (Mark-Lawson, Savage and Warde 1985, Mark-Lawson and Witz 1988, 

1990), rates of technological change (Bradley 1989, Liff 1986), and the nature of 

industrial and occupational expansion (Glucksman 1985). Witz notes the relative neglect 

of studies regarding women in non-routine white-collar work (Witz, 1992). 

Witz offers a meso-level model of the gendered dimensions of occupational 

closure that turns on a four-fold distinction between strategies of exclusionary, 

inclusionary, demarcationary and dual closure. "Exclusionary and demarcationary 

strategies are engaged in by a dominant social or occupational group in the hierarchy of 

closure, whilst inclusionary and dual closure strategies describe the responses of 

subordinate social or occupational groups (Witz, 1992). 

Exclusionary strategies, as defined by Parkin (1979), involve the downward 

exercise of power by a social group as it seeks to secure, maintain or enhance privileged 

access to rewards and opportunities. This definition can apply to any professional 

project, but gendered forms of exclusion secure for men privileged access to rewards 

and opportunities in the labor market, a factor underlying salary inequities, as well as 

one which creates women as a class of 'ineligibles' by discouraging them from gaining 

the education, vocational skills, entry credentials or technical competence needed to 

practice within an occupation (Witz 1992). 
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Organizational and market forces combine to discriminate against predominantly 

female jobs. Nelson and Bridges looked for the social processes that interact with 

market environments in creating more or less between-job inequality in wages. They 

argue that a substantial portion of the pay differences between ''male" and "female" 

jobs, especially in large organizations "cannot be attributed the market and (do) not rest 

on efficiency principles. Rather, the differences are the product of organizational 

processes for which employers could be held legally responsible and which could be the 

target of political action by groups of women within the workplace" (Nelson & Bridges, 

1999). Among the processes identified are those such as the creation of job families on 

the basis of criteria that are gender-linked. Related to this are job evaluation criteria that 

take for granted or ignore traits, abilities, and skills associated with female roles while 

simultaneously rewarding U'aits, abilities and skills associated with male roles. A 

blatant example occurs when organizations establish separate series for "clerical" and 

"physical plant" workers, or when separate job families are established for the purpose 

of external market comparisons (Nelson and Bridges, 1999). 

"Demarcationary strategies are concerned with the creation and control of 

boundaries between occupations" (Witz 1992). In many cases, this is a negotiated 

understandmg, but represents a dominance / subordination relationship when it involves 

ceding lower status, automated, less complex work to another occupational group, as 

has been the case with librarians ceding cataloging work to career staff. Witz suggests 

that demarcationary strategies "turn not upon the exclusion, but upon the encirclement 
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women within a related but distinct sphere of competence in an occupational division of 

labour and, in addition, their possible (indeed probable) subordination to male-

dominated occupations. The concept of a gendered strategy of demarcationary closure 

directs attention to the possibility that the creation and control of occupational 

boundaries and inter-occupational relations may be crucially mediated by patriarchal 

power relations" (Witz 1992). In the case studied here, the demarcation of librarians as 

a non-faculty category called "academic professionals" with faculty-like, but differently 

described conditions of service such as "continuing stams" rather than "tenure" 

represents the subtle but undeniable manner in which demarcation is managed within the 

organization. 

Social groups hit with exclusionary or demarcationary strategies respond with 

gendered strategies of inclusion and dual closure (Witz, 1992 p. 48). Inclusion involves 

the efforts of excluded groups to gain entrance to the structure of positions from which 

they are excluded. Librarians who seek partnerships with faculty in which they are 

significantly involved in curriculum development and class instruction are involved in 

such a strategy. Dual closure strategies are a complex response to demarcation, in which 

the subordinate group resists demarcation by the dominant group, exercising power in 

an oppositional form and involving the countervailing use of power in an upwards 

direction. This is known as 'usurpation.' The dual nature of the closure comes from the 

simultaneous exclusionary strategy employed by one segment of the subordinate class 

against another subordinate group (Witz 1992). Thus, among librarians, there is a 



51 

usurpatory dimension to attempts to organize against large publishing Hrms by 

sponsoring digital publication capabilities in-house. 

Witz looks to the analysis of Larson to describe the structural relationship of 

patriarchy and capitalism to professional projects. "Larson stresses the structural 

linkage between education and occupation as lying at the core of the professional 

project. In nineteenth-century patriarchal capitalism access to secondary and higher 

education was the exclusive prerogative of bourgeois and aristocratic men..."(Witz 

1992) In both the university and state legislative bodies at the time the first professions 

formed, men were privileged insiders, and women were excluded. Given the 

credentialist and legalistic elements of closure utilized to establish professional control 

over knowledge and practice, the gendered nature of these two capitalist institutions 

guaranteed exclusion. 

Like Barley, who found stratification developed between old and new 

radiologists as departments acquired new modalities of treatment (Barley, 1986), Witz 

focuses on the combatants at the expense of studying who makes the decisions that 

determine the viability of these professional projects (Cohn, 1994). This problem relates 

to the theoretical difficulty of reconciling the micro and macro. "A serious theory of 

micro to macro can emerge only from an empirical area. In WO (Work & Occupations), 

it will emerge from people working with multilevel data on work: data that brings 

together exact career information (micro), network structure among careers and jobs 

(meso), and occupational/organizational level information (macro) on occupations and 
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work structures in conflict and process" (Abbott, 1993). Methodologically I attempt 

such a multi-level approach to data collection in this study, although the primary focus 

of data gathering is the micro and meso-level. 

The issue of jurisdiction is essentially about the exercise of power to secure 

benefits. The exercise of power is not always a matter of observable conflict, but also 

about the control or constraint of desire, such that a subordinate group lacks the 

reference points needed to see their own interests, especially where those interests 

diverge from those of the dominant decision-makers (Lukes, 1974). In a stable 

relationship with a pattern of reciprocity, as existed to some extent in the relationship of 

faculty, publishers and librarians until the mid-1980's, the defection of publishers from 

the relationship in favor of maximizing their profits went on without much response 

firom faculty and librarians for years before any action to contend with the defection was 

taken (Dougherty 1989). Librarians, publishers, and faculty will continue to have need 

for a collaborative relationship for the foreseeable future. Conflict perspectives stressing 

coercion and divergent interests of parties involved in jurisdictional disputes need also to 

comprehend the countervailing power of stable cooperation in relationships over time. 

Collaborative strategies can be quite robust when the fiiture of the relationship is seen as 

important (Axelrod, 1984). The development of global capitalism, which is fueling the 

development of global electronic distribution systems, brings heightened importance to 

the question of when to collaborate and when to compete. 
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Capitalism and its expansion into higher education 

Slaughter and Leslie describe how faculty, historically more insulated from the 

market than other professionals, become increasingly involved in the market as 

academic entrepreneurs in a context they call "Academic Capitalism." The reasons for 

this are complex, but stem from increased fmancial uncertainty as state and federal 

levels of funding became more competitive, encouraging faculty and institutions to 

direct their efforts toward programs and research that intersected with the market 

(Slaughter and Leslie, 1997, p. 8). Increasingly a "competitive agenda" at the national 

level has displaced older ideologies of education's contribution to national security and 

education's duty to provide access of minority students as the "official ideology" of 

higher education leaders (Slaughter, 1991). Research universities "are resource 

dependent and look to business and government for funding...government bears by far 

the greatest share of university costs...Although corporate support is dwarfed by federal 

expenditures, the university community sees it as crucial. Increased corporate support 

lessens university dependence on the political process" (Slaughter, 1990). 

Globalization of the economic system has made formal knowledge a more 

important resource in economic development, superceding natural resources, or labor as 

the key to competitive advantage. Increasingly, companies differentiate themselves on 

the basis of what they know. Knowledge and related intangibles not only make 

businesses go, but are part or all of the "products" firms offer (Davenport and Prusak, 
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1997). This ascendance of the value of information as a commodity lies behind 

descriptions of the current economy as being an information economy or information 

society (Bell, 1973). 

For information to function as a commodity, it must flt into the order imposed 

by capitalism-an economic order based on the profit motive, and founded on the right of 

the individual to own private property. In the context of faculty research and 

scholarship, the commodification of knowledge sets up a conflict over two opposing 

principles: (1) access- the freest possible dissemmation of knowledge; versus, (2) 

protected profit - legal restrictions to secure intellectual property (Schement and Curtis, 

1995). 

As librarians become more dependent on proprietary databases for their 

reference role, so do they become more instrumental in the administration of copyright 

restrictions (as do faculty regarding course materials and scholarship). Jurisdictional 

issues between libraries and publishers increasingly hinge on the legal and social 

dimensions of copyright and fair use. The fact that internet access to published materials 

has destabilized systems of proprietary control, has thrust librarians into the struggle for 

control over internet access to materials of all kinds in a rapidly expanding distribution 

capability that can deliver multi-media information "anyplace, anytime." 

Capitalism and industrialization are seen as the primary forces shaping the 

information society. The information socieQr is one representation of industrial society, 

not a departure from it. Information as a good and service central to economies has 
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emerged not as a revolutionary social change but as a continuation of efforts to secure 

control over complex industrial operations that can be traced to the nineteenth century 

(Beniger, 1986). The tendencies that mark the information society include the social 

construction of the idea of information as a thing; the development of an information 

economy which now constitutes a major item of export; the emergence of information 

work as a new work sector in which the majority of adults now work, and which is 

controlled by an information elite that continues to consist of politicians and interest 

groups, managers, and members of the American upper class (Schement and Curtis, 

1995). 

Institutional and professorial market or market-like efforts to secure external 

moneys are now prominent, displaying the encroachment of the profit motive into the 

academy, mirroring an economic system in which allocation decisions are driven by 

market forces. This is leading higher education into a state of academic capitalism, 

defined by the reality of the nascent environment of public research universities in 

which faculty and professional staff expend their human capital stocks increasingly in 

competitive simations. In these situations, university research faculty in fields close to 

markets (such as biotechnology or optics) are employed simultaneously by the public 

sector and are increasingly autonomous firom it. They are academics who act as 

capitalists from within the public sector. These close-to-market faculty are state-

subsidized entrepreneurs (Slaughter and Leslie, 1997). However, not all professionals. 
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whether faculty or librarians, can be characterized as belonging to uniform positions in 

regards to the economy. 

Brint further develops the analysis of professionals by focusing on their political 

attitudes and class position. He places professional projects in five "spheres of purpose" 

located in three distinct sectors. The spheres of purpose are business services, applied 

science, culture and communications, civic regulation, and human services. These are 

further divided by non-profit, private and governmental sectors. "Overlaying this 

complex pattern of spheres and sectors are the markets within which professionals 

operate. Different markets, and different forms of organization within them, provide 

professionals with various advantages... not unexpectedly, Brint fmds that the political 

outlook of particular professions is closely associated with their market and sectoral 

positions." (Powell 1995). Brint emphasizes the market, industry location, and 

organizational position as factors in professional status and power, placing professions 

in the context of capitalism. He shows how the shift of social trustee professionalism to 

expert professionalism leads to a splintering of the professional stratum in relation to 

market values of different forms of "expert knowledge" i.e.: with the marketization of 

education, expertise is now a resource sold to bidders in the market for skilled labor 

(Brint, 1994). 

Institutional and Organizational Theories 
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Neoinstitutionalist theory seeks to address the limitation of stuctural-fiinctionai 

theories by viewing professions as embedded in a larger environment of field or society, 

extending beyond the local community. Professions are viewed as part of a system in 

which cognition is primarily (though not exclusively) shaped by classifications, routines, 

scripts, or schema and where action is habitual and practical, as contrasted with the 

notion that action comes primarily from a commitment to values, norms and attimdes 

(Powell and Dimaggio, 1991 p. 12). Neoinstitutionalists argue that the remarkable 

similarities of organizational forms results firom more than their success in performing 

certain functions, it is also because of the persuasiveness of cultural accounts about them 

(Powell & DiMaggio 1991, p.287). In this case involving librarians, the cultural 

accounts of "fair use" (open access to information, unencumbered by copyright or 

license restriction in the context of education) rely on resonance to the ideals of 

democratic participation, and run up against cultural accounts of "the right to property" 

invoked by publishers whose proHts are tied to copyright and license provisions of the 

law. 

Since the days of Reagan and Thatcher, free market fundamentalism has been the 

coin of the reahn. The uncertainty that this ideology has brought to historically non-

proflt organizations encourages those organizations to model, either consciously or 

unconsciously, what are perceived to be successful efforts in other contexts (Powell and 

Dimaggio, p. 69). Neoinstitutional theories suggest that organizations are structured by 

phenomena in their environments and tend to become isomorphic with them. 
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Organizations structurally reflect socially constructed reality, and enact the rationalized 

myths pervading society, imitating environmental elements in their structures (Powell 

and Dimaggio, 1991, p. 47). 

In a case of mimetic isomorphism, universities are easing their way into the 

realm in which they must manage "knowledge resources", much as their corporate 

parmers have been attempting for years. For academic librarians, some lessons are 

coming from special librarians in the business world. Knowledge management is an 

emerging librarian role, one that parallels the ascendancy of companies that focus on 

intellectual capital as a major source of competitive advantage. 

Intellectual capital is defmed as the "knowledge that can be converted into profit. 

There are two major components of intellectual capital: human capital and intellectual 

assets (Sullivan, 1998. p. 21). Human capital is defmed as the capabilities of employees, 

contractors, suppliers, and other company-related people to solve customer problems. 

Intellectual assets are created by managing the Hrm's human capital in ways that codify 

knowledge and know-how. Intellectual assets are thus the codified, tangible, or physical 

descriptions of specific knowledge to which the company can assert ownership rights. 

Intellectual assets that receive legal protection are intellectual property. "Intellectual 

property law recognizes Ave forms of intellectual property that are entitled to legal 

protection in the United States: patents, copyrights, trade secrets, trademarks, and 

semiconductor masks" (Sullivan, p. 23). 
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Universities provide significant structural capital in support of the human capital 

of their faculty. Direct support such as facilities, labs, desks, and telephones as well as 

intangible elements such as information systems, software, work procedures and payroll 

systems. For corporate businesses, the human and strucmral capital of the university is a 

resource to be tapped. For publishers, gaining copyright to faculty scholarship is quite 

profitable. For librarians, taking an active role as managers of Knowledge in a 

corporatized university setting is a brave new world of possibilities that build upon older 

values of democratic open access. The question becomes, manage Knowledge for the 

benefit of whom? 

Rather than seeing professions as distinct unto themselves, neoinstitutional 

theory places professions in an inter-organizational environment, in order to understand 

how specific professions form and evolve. Rather than treating a profession as an 

isolated entity, it is viewed as "loosely-coupled" (Weick 1976) to an array of other 

groups, each with standards and norms that interact to create a field of standardized 

elements such as roles, material definitions, and accepted practices. "The 

professions...make up an interdependent system. In this system, each profession has its 

activities under various kinds of jurisdiction. Sometimes it has full control, sometimes 

control subordinate to another group. Jurisdictional boundaries are perpetually in dispute 

both in local practice and in national claims" (Abbott, 1988). 

Barley describes two theoretical approaches to this synthetic view in which 

structure, in this case of an occupation, is viewed as both a product of and a constraint 
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on human endeavor: negotiated-order theory (Straus, 1978, 1982) and structuration 

theory (Giddens, 1976). "Negotiated-order theory derives from symbolic interactionism 

and takes as its point of departure the events of everyday life. In contrast, structuration 

theory attempts to broach functionalist and phenomenological notions of social order a 

the level of social theory (Barley, 1986). Giddens suggests that a given structure, such 

as a profession, is both the medium for action, and the result of patterned action over 

time (Giddens, 1979). Likewise, Strauss views negotiations as necessarily constrained 

by the institutionalization of prior agreements and events (Strauss, 1978). Together these 

theories suggest the structuration of professions be studied as a longitudinal, 

environmentally contingent phenomenon in which technology is one factor incorporated 

into the everyday life of organization members (Barley, 1986) 

For academic librarians, the jurisdictional boundaries are interwoven with the 

jurisdictions of publishers, computing specialists, faculty and private information 

technology businesses offering to select, organize and distribute digital information. 

These relationships offer to librarians both the threat of substitution and the opportunity 

to outsource tasks that can be broken down to component elements, those tasks that 

don't require a great deal of tacit knowledge (i.e.: copy cataloging). The action to 

outsource, or substitute the activity once done in-house with a service provided by a 

private-sector supplier suggests the dual-closure strategy described by Witz, in which 

the subordinate group of career staff are subject to the decisions made by the 

professionals. Public agencies have mmed increasingly to private-sector business as a 
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resource, blurring the lines between public and private enterprise. Nonprofit public 

agencies "are now forced to reexamine their reasons for existing in light of a market 

that rewards discipline and performance and emphasizes organizational capacity rather 

than for-profit or nonprofit status and mission" (Ryan, 1999). 

The "competitiveness strategy" (Slaughter, 1991) which university president's 

invoke as the reason to seek closer ties with corporate business reveals the degree to 

which education's historic insulation from market forces has been eroded. Academic 

capitalism involves the alignment of universities with the liberal wing of the corporate 

sector. University presidents and corporate leaders share a set of institutional values. 

Universities "see these CEO's as predictable suppliers of resources and as reliable 

political allies" (Slaughter, 1990). 

Porter clarifies the competitive dimension of corporate capitalism with which 

nonprofit agencies like universities and libraries are increasingly aligned (Ryan 1999), 

by describing in structural terms how industrial strategies can shape both attractiveness 

(to investors and consumers), and competitive position. He suggests that there are two 

types of competitive advantage: cost leadership and differentiation (Porter, 1985). 

Competitive strategy must understand rules of competition in order to cope with and 

change those rules in the favor of the organization. The jurisdictional conflicts of 

professionals such as librarians who are dependent on institutional affiliations is 

interwoven with the competition among businesses in a common market of buyers. 
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The legal tactics of Gordon and Breach outlined in the preface are one example 

of an attempt to get the rules working in the favor of a publisher. As professionals 

become increasingly dependent on institutions for their livelihood, micro-level job 

definition and practice are becoming increasingly a matter of industry strategy. Porter 

suggests that meso-level attractiveness to capital investment in industry structure is 

embodied in the strength of five competitive forces. "The five forces determine industry 

profitability because they influence the prices, costs, and required investment of firms in 

an industry—the elements of return on investment" (Porter, 1985): 

1. The entry of new competitors: e.g.: electronic books and electronic journals. 

Libraries are positioning themselves through creation of local digital 

production facilities (such as Stanford's High Wire Press) and participation in 

initiatives like the Scholarly Publishing and Academic Resources Coalition 

(SPARC), to encourage the competition in the scholarly publishing 

marketplace. 

2. The threat of substitutes: e.g.: pay for print journal articles. The capability 

of publishers to provide electronic copies of journal articles for a fee directly 

to a faculty or student desktop computer could reduce the use of inter-library 

loan operations in many libraries, further reducing the salience of library 

services to such customers. 

3. The bargaining power of suppliers: publishers price journals at "what the 

market will bear." Consolidation and merger of publishing firms led to 
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pricing strategies that reflected the increasing dependency of buyers on a 

relative few sources for those journals most desired by faculty. 

4. The bargaining power of buyers: Libraries countered the price increases of 

publishers by consolidating the needs of many libraries to make consortial 

purchases, negotiate licenses and lobby congress about restrictive copyright 

legislation. This ability is restrained by relative differences in faculty and 

student desires from campus to campus, and the desire of librarians to make 

local decisions free of constraining agreements. 

5. Rivalries among existing competitors; Libraries compete nationally to be 

known for the size of their collections; large publishers compete with each 

other to acquire market share. Libraries are likely to feel a tension between 

their identiflcation with the needs of their local constituencies and the 

requirements of regional consortia, exasperating rivalries based on funding or 

national status objectives. 

Porter's analysis of industry structure, utilizing the five force model, helps 

explain the behavior of publishers in the scholarly conmiunication Held, and provides a 

framework showing that at the meso-level, library consortia are very much involved in 

attempts to change industry structure using their buyer bargaining power (consortial 

purchasing) and the entry of new competitors (SPARC initiated alternative publications). 

Not all academic libraries can afford to mount digital library initiatives or have the 

orientation to professional associations and faculQr connection needed to participate 
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actively in SPARC. Libraries wield significant buying power, but this is also subject to 

differentials: academic libraries in the California State system of higher education 

benefit from the shear size and preexisting integration of that system compared to the 

scattered few universities in less populous states. 

State funding of the library in a market-oriented economy subjects librarians to a 

struggle to define a legitimate compromise between self and public interest. Issues 

related to public access of information, copyright, censorship and free use of research 

reflect the conflicts and contradictions that shape librarianship today and reinforce or 

diminish its legitimacy. 

This legitimacy comes at a cost in terms of uncertainty and conflicts with 

surrounding professions and competitive for-profit businesses. The professional position 

of librarians is not a given. Librarians struggle to create a unique identity through which 

they can lay claim to the authority that accompanies professional status. While conflicts 

provide an opportunity to establish or defend professional jurisdiction, economic and 

efficiency motives combined with technology are outmodmg and deskilling certain 

aspects of the librarians' body of knowledge. 

Cataloging of books has gone "on-line" to be accessed by computer rather than 

card catalogs. Selection and acquisition of books is facilitated by scholarly associations, 

national bibliographies, book-trade journals and the emergence of internet-based 

booksellers such as Amazon.com. Traditional Reference librarian work is replaced by 

search engines and on-line indexes. In the midst of these technical changes 
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administrators fashion new organizational structures, such as team-based operations and 

process improvement projects, that seek to reduce costs by making a professional 

workplace more flexible and efficient. As a result, para-professional support staff 

learns how to provide basic reference services, or take over entirely the cataloging 

duties once solely the domain of librarians. 

Faced with a rapidly expanding menu of on-line resources, the role of librarians 

could become even more identified with "technical work" by (a) the centrality of 

complex technology to the work, (b) the importance of contextual knowledge and skill, 

(c)the importance of theories or abstract representations of phenomena, and (d) the 

existence of a community of practice that serves as a distributed repository for 

knowledge of relevance to practitioners (Barley, 1997). If they become more identified 

with technical support, they will be subject to a culturally ambivalent status: "to be a 

technician is to be highly skilled and yet to be called a technician is to be subtly 

maligned...a difficulty (which) arises, at least in part, because technicians mediate 

between technology and society...(they) are expected to be servants as well as experts" 

(Barley, 1997). The technical direction is in many ways imposed by the competitive 

environment shaped by profit-making firms using technology to fashion new information 

delivery systems: 

"Librarianship now has a choice of two roads, The Hrst of these is to continue 
doing business as usual, while publishers and portals hack off its limbs and steal 
its patrons. Traversing the other stony, untraveled road means learning to do 
things that librarians have always done badly: acting collectively, marketing 
effectively, and drawing upon each other's collection strengths at the speed that 
patrons demand and expect" (Majka, 1999) 
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For-profit businesses have the upper hand in this contest. Their size gives them 

economies of scale; their access to capital allows them to expand into new markets; 

unlike single-site nonprofit operators they have the mobility to choose the markets in 

which they want to work; and they can afford to be responsive to the political winds of 

government clients in the competition for contracts, whereas nonprofit organizations 

have a local constituency for whom they advocate, often against the same bureaucrats 

who fund them (Ryan, 1999). In an economic context in which nonprofit, state 

dependent organizations are seen as inefficient and a waste of taxpayer money, 

profitable businesses have a decided advantage. 

" Nonprofits now find themselves in a world in which they share the same 
territory with for-profits, sometimes as competitors and sometimes as 
collaborators. The distinctions between these organizations will continue to be 
blurred. It is precisely this blurriness that could endanger the nonprofits as they 
are forced to adapt—and perhaps abandon—the very qualities that enabled them 
to advance social causes in the first place" (Ryan, 1999). 

To the extent that such adaptation is contingent on skills and knowledge still 

locked up in predominantly male occupations such as science, engineering, computing 

and flnance it is an additional challenge for librarians to advance without significant 

shifts in their knowledge and skill base. Male dominated occupations such as computing 

and engineering continue to hold the post-industrial high ground in salaries and 

influence over technical systems. In the academic research university setting faculty 

continue to view the Ph.D. as the terminal degree for membership. The adaptation of 

library work to an economic environment in which information as a commodity is 

bought and sold is well underway. One of the Canadian Library Association's two 
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official representatives to the World Trade Organization's "millennium round" in 

Seattle went so far as to distribute a copy of a pamphlet to the Association of College 

and Research Libraries (ACRL) listserve titled "Imagine a world without libraries...It 

could happen." 

"Imagine a world in which information is available only to those who can pay 
for it. A world firom which public libraries have disappeared, replaced by 
companies, who dispense information for a fee...Among other agreements, WTO 
representatives will be discussing the GATS, or General Agreement of Trade in 
Services. At issue is the deregulation of all services across borders. The goal is 
to commit each country to deregulate each service sector and provide national 
treatment for foreign service-based companies. "Services" is a broad term that 
includes libraries, museums, archives, and educational institutions, along with 
health care and a multimde of other things. Education could be privatized. 
Subsidized health care could disappear. So could libraries." EMACRLl 1/29/99 

The sense of alarm about the continued existence of the public library found in 

this conununication is vivid. Yet the assumption in most cases is that the profession will 

adapt, remodeling itself as an occupation with technology expertise as well as a legacy 

of stewardship for the public right to access the graphic record of society. Given these 

pressures, what road will librarians take? Will it be business as usual? Will librarians 

begin to learn new skills and abilities that position them to successfully compete in the 

market place for information services? 

In this chapter we have looked at a diverse set of theories about the nature of 

relationships between librarians and their environment, presented as jurisdictional 

trajectories subject to external and internal sources of control (See Figure 1.3). Through 

the lens of one case study library I explore the interactions of internal and external 
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factors of control to gain an understanding regarding my central question- in what ways 

do these case study librarians actively strategize and assert themselves amidst die factors 

of control? In the chapters that follow I will further unpack this question, as 1 detail the 

method, context, and results of interviews and document review at the Case Study 

University Library. 
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Chapter Two: The Jurisdictional Context of Case Study Library 

Ask non-librarians what they imagine the tasks of a librarian to be and you might 

get a list like this; organizing books, clerical work, selecting books, creating 

bibliographies, and keeping things quiet in the study areas. This last image is still 

promulgated by cartoonists who wants to create comic tension with the stem "hush" 

delivered by a female librarian. 

Contrary to the popular stereotype, this is an occupation thrust by flmding 

shortfalls and increased flows of information into an increasingly complex and 

competitive arena of information technology assisted reference services. Nothing less is 

at stake than control of access to information in impoverished physical collections and 

sometimes unreliable electronic Internet sites. Selection processes for new materials 

involve complex assessments of digital and physical tradeoffs. Physical collections are 

compacted in expensive movable stacks to deal with a shortage of space. Data is lost in 

cyberspace, where less than 40% is accessed by the best search engines, and locations of 

data move or disappear. The library quiet is broken by emotional meetings over 

competing service demands as budgets are cut. 

In academic libraries this arena is shaped by the many occupations that 

collaborate and contend to operate the scholarly communication processes of higher 

education: librarians, information technologists, computing scientists, faculty, student 

service occupations, and publishers (See Figure 2.1). Librarians in this field are driven 

by administrative and state demands for efficiency, by faculty needs for access to journals 

and instructional support and student requirements for internet connections, to learn skills 
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in computing, publishing, instruction, and undergraduate student support to effectively do 

their jobs. They do so this in collaborative relationships, as is demonstrated by the many 

faculty partnerships described in this case study, and sometimes in competitive 

relationships, as is the case with publishers regarding the pricing of journals. 

Four occupations appear most involved in jurisdictional tension with librarians in 

this study: administrators, faculty, publishers, and computing professionals. All are 

stakeholders in the business of scholarly communication (See Figure 2.1). 

Figure 2.1 : Librarian's Occupational Collaborators and Competitors 
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Librarians and Publishers 

Among the publishing occupations with whom librarians contend, three 

subdivisions are identified in this case study: the campus-based nonprofit University 
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Press; for-profit publishers; and vendors, which includes indexing companies and data 

brokers. In a continuum from active collaboration to competition, vendors have 

a greater incentive to cooperate with librarians, with whom they negotiate contracts for 

services. Nonprofit university presses operate under subsidy to the university. At the case 

study University the press was originally an extension of the faculty. The academic 

department would budget for monographs. The subsidy was part of the contract between 

the department and the press. More recently the press has seen its state and university 

subsidy reduced until the university support is less than 6% of the press budget. Some 

university presses and libraries have begun to partner (for example, High Wire Press at 

Stanford), but at CSU, fundraising attempts and financial stress have made it less likely 

that the press will parmer with the library on electronic publishing of journals. Kathleen, 

a case study librarian remarked about the lack of a library-press partnership; 

"(We) tried to meet with (the press director) but not with much result. The press is 
stretched and under-funded, has no resources or staff. Presses are book oriented, 
selling less. The press has expertise in marketing and publications but if they 
don't commit we will go on without them to work with editors of scholarly 
journals" (L05-TLASOF) 

Commercial publishers, on the other hand, operate as monopolists. Librarians are 

seldom involved in "hiring" a publisher and thus experience no regular opportunity to 

negotiate. As prices for journal subscriptions rose alarmingly in the 1990's, libraries were 

forced to take money out of purchase of books, salaries and operational funds to support 

the preservation of their joumal collection. "Commercial publishers have an interest in 

maximizing profit and have a vehicle to do so, because every individual scholarly 

publication is a monopoly to some degree—there are no perfect substitutes for any given 
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journal" (Meyer, 1997). This monopoly power is particularly true in the case of science 

and technical publications, where prices are higher as a factor of the corporate interest in 

and dependence on research. Publishers practice price segmentation and discrimination 

when it comes to libraries, who pay a great deal more than individuals for subscriptions 

to journals. In this context, "most librarians expect information delivered electronically 

to be much cheaper" (Cox, 1995). Cox argues that this ignores the capital investment 

needed in computer hardware that will be necessary every two to three years and the cost 

of preparing material for the new media. While there are some savings to be made in 

paper and preprocessing in an electronic environment, a comparison of costs shows that 

electronic journals are expensive relative to print technology. As a result, publishers offer 

a large discount for the supply of both versions (Harter, 1996). 

Pricing in the electronic domain presents publishers with two choices, 

" either they offer their products on subscription to each title or group of titles for 
a flat fee or.. .price the content on an article-by-article transaction 
basis...Expecting that commercial publishers are profit maximizers, they will 
choose the method with the higher potential to increase their profit. Transaction-
based pricing offers the possibility of capturing revenue lost to inter-library 
lending" (Meyer, 1997). 

However, the result of such a "pay-per-article" approach would also sensitize 

faculty to costs, resulting in greater elasticity of demand. 

"...it may be argued that when faced with buying a specific article, price increases 
will dampen demand more quickly than would be the case for a bundle of articles 
which are of interest to a group of consumers.. .Scientific publishers will tend to 
bundle their articles and make products available as subscriptions to either 
individual journals or groups. Publishers with titles of general interest (excepting 
those supported by advertising revenue) will be drawn toward article-by-article 
marketing" (Meyer, 1997). 
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In the marketing decisions of publishers lie the fates of the librarians as brokers 

of journal materials. Publishers who offer "article-for-a-fee" services skim off the 

faculty who can afford to pay out of personal or project funding sources, splitting the 

faculty into those who need to use the library resources and those who do not. Over 

time this could soften the usually solid support provided the academic library, at least 

rhetorically, by the faculty. 

In the relationships of faculty to their societies, and to publishers and libraries, 

publishers and librarians share a common role as selectors of knowledge, exercising 

control over distribution and access. In publishing houses the selector is called an 

editor, and in the library the selector is known as a bibliographic librarian. 

With profit motive in mind, editors can be expected to reject manuscripts that 

they believe will lose money. But there are other reasons to be selective as well, as 

when a manuscript is in an area outside the competence or interests of the house, or 

lacks continuity with the tradition and backlist. The amount of time and editor may 

need to spend on a "big" book, given the expectation that they might be required to 

sign twenty-five and thirty-five books a year, combined with the difficulty they have in 

understanding it, can also factor into selection (Powell, 198S). This last consideration 

creates an opportunity and incentive for faculty who publish with a house and are asked 

to become series editors, with a modest royalQr payment as a reward, along with the 

opportunity to impact the published scholarship in their field. Series editors are 
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frequently called upon to review books, and thus to uphold standards that they 

themselves helped to establish (Powell 1985). 

Scholarly publishers use a wide variety of distribution methods. Salesmen may 

visit select bookstores in major metropolitan areas and college towns. Many academics 

order scholarly books directly from a publisher. For this reason publishers will do 

much of their promotion through direct mailing to academics and other professionals. 

Publishers may maintain their own up-dated lists or lease lists from professional 

societies, journal subscription lists or list brokers. Finally, scholarly books have an 

important outlet in library sales. Editors at scholarly publishing houses who acquire 

important books of real substance, can be assured of anywhere from one thousand to 

two thousand library-copy sales (Powell, 1985). 

The persistent and unresolved problem of distribution in the small print runs 

typical of scholarly publishing is dramatically impacted by the evolution of the internet, 

on-line book ordering, and publishing on demand, delivered via digital electronic means. 

Electronic publishing could bypass the middlemen in the distribution chain, enabling a 

scholar to electronically and directly access an audience for his or her work. This 

"anywhere, anytime" capability changes the context in which traditional publishing 

houses review and distribute journal articles, and suggests to libraries that there may be 

ways to electronically archive scholarly works that threaten by their sheer volume to 

overwhelm the physical storage capabilities of libraries. 

This effort to secure legal control over the use of information has threatened the 

"fair use" doctrine that allows copying and acquisition of information for personal and 
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educational uses. As campuses get "wired" and library resources go "on-line" the use of 

standard reference books and government documents is becoming more heavy online 

than in print. Efforts to digitize materials in journals, and in the public domain, are 

leading to what some call the "virtual library" — a global network of links to the graphic 

record maintained online by libraries around the world. Commercial publishers seek to 

restrict this digital access, using concerns about the ease of piracy and loss of revenue to 

lobby for legislation that would extend their control into publication of facts and journals. 

Sensing the value of the standard sources for facts and research data, large 

publishing houses are acquiring and merging with information providers, seeking to 

concentrate their control on "must have" information while continuing to grow through 

acquisitions. One tactic in this strategy of growth is to obtain exclusive commercial 

licenses for the distribution and use of critical information resources. For example. Reed 

Elsevier, one of the most profitable scholarly publishers, negotiated with the Beilstein 

Institute, a non-profit German organization, to obtain an exclusive commercial license to 

the Beilstein Database and Handbook, the standard reference work for organic chemistry 

(Braimon & Case, 1998. p. 3). As might be expected, as consolidation in areas such as 

chemistry publishing occurs, prices go up and access options get more controlled. 

"Faced with rising prices that show no sign of moderating, libraries have 
undertaken a number of strategies to try to manage their budgets and increase 
their buying power. These include journal cancellations, with reliance on 
document delivery and cooperative collection development for low use materials, 
and consortial licensing of electronic resources. These generally local strategies, 
however, have had limited effectiveness in moderating prices and have had no 
impact on the growing concentration of the publishing industry. Cancellations 
only result in increased prices for the rest of the subscribing community, 
exacerbating the ahready high prices" (Brannon & Case, 1998 p. 3). 
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Commercial publishers respond to complaints about costs by suggesting that the 

real problem is declining library budgets, and that librarians should put their efforts into 

securing the funding needed for the rising costs. One editor of a publishing house 

suggested in a letter to the editor in the Chronicle of Higher Education that 

"If library budgets matched the growth of research expenditures, we would not be 
having this discussion (about the costs of journal subscriptions). It should be clear 
to us by now that subscription prices have increased largely because of our 
enthusiasm for sponsored research, an enthusiasm that predictably yields more 
and more articles. The volume of publishing has doubled every 15 years. Prices 
have also ratcheted up because university managers ignore the productivity of 
research and treat libraries as cost centers. Inadequate library budgets have forced 
all publishers to spread higher costs among fewer subscribers. They have also 
forced researchers to use photocopies and travel to supplement decimated local 
resources.... The Department of Education shows that administrators have 
dramatically increased their own share of their budgets while cutting the shares 
for instruction and libraries" (Henderson, 1997). 

Librarians counter that the rise in costs is profit maximization by an increasingly 

consolidated publishing industry. As competition declines, costs rise. The answer, they 

say, is to increase competition, particularly in the serials market, while lobbying 

Congress to protect "fair use" provisions in copyright legislation. The result is a 

partnership project of the Association of Research Libraries (ARL) and other 

educational and research organizations, particularly scholarly societies in the sciences. 

Called " The Scholarly Publishing and Academic Resources Coalition (SPARC)" the 

parmership promotes alternative models of scholarly communication utilizing an 

electronic publishing fund and seeking publishing partners interested in entering the 

serials market in areas in which the prices are highest and there is the greatest need for 
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alternative models of research communication, utilizing the Internet and the World-

Wide-Web (Brannon & Case, 1998 p. 4). 

Librarians, Faculty and Administrators 

Among the shifting sands navigated by librarians is their changing relationship 

with faculty over the role of the library in instruction and research. Librarians at the case 

study library seek simultaneously to engage faculty more closely in partnerships, while at 

the same time to impress upon administrators their utility to the Institution. This places 

librarians in a tension between faculty and administrators over the pursuit and 

appropriateness of institutional and professional objectives like SPARC. 

Libraries damaged relationships with faculty when they were forced to cut 

subscriptions to little-used journals in the late I980's and early 1990's. They have the 

sympathy of faculty on one hand, but also see the library as less useftil on the other. By 

encouraging faculty use of academic-based, nonprofit journal publication in the 

electronic environment (the SPARC model), and developing their own capacity as 

publishers in the electronic realm, libraries hope to make themselves more central to the 

university mission while also deflecting the inmiediate need for expensive construction 

projects to house the flood of printed materials. Administrators get cost control over 

library acquisition budgets in this scenario and avoid painful capital debt decisions 

involved in construction of new "storage" facilities. It seems to be a win-win partnership. 

However, a "side-effect" might be to staunch the proliferation of peer reviewed 

specialty journals, weakening the department-based disciplinary structure of the 
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university. Furthermore, by seeking to decouple publication and faculty evaluation for 

the purposes of promotion and tenure (Pew, 1998) administrators and librarians could be 

perceived by faculty as involved in undercutting the "publish or perish" reward and 

recognition afforded to the small groups of scholars whose conversation, and hopes for 

tenure, are supported by the specialized journal. 

"The more specialized the journal, the smaller its circulation, the more likely its 
function is that of an outlet to accommodate the work of a relatively closed 
network of individuals who, in the pages of the journal, speak principally to one 
another and to the personnel committees that judge them suitable for promotion 
and tenure" (PEW, 1998). 

For faculty concerned about tenure, it might seem that rather than attacking tenure 

head-on, administrators seek the flexibility to reorganize units and to compete 

institutionally by simply outflanking the resistence. Administrative strategies for such a 

maneuver include; increasing use of part-time faculty (Rhoades, 1996); Increasing the 

number of non-tenure track faculty; restructuring employment through articulation and 

privileging of institutional priorities over faculty priorities; securing the support of top 

administrators and governing boards; providing faculty with developmental assistance for 

performing to the new priorities and reassignments; aligning department heads with their 

administrative duties: and providing rewards for teaching and service as well as research, 

to faculty who take the risks associated with reassignment (Gilliland, 1997). 

To the extent that faculty sense the role implications of a change in the current 

structure of publication they might not be inclined to move in this direction. It would be a 

mistake to think that faculty are not also influenced by some of the same market concerns 

motivating administrators. Speed of publication and feedback is increasingly at issue in 
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areas of inquiry where public consequences of nonpublication are keenly felt, and a 

desire for comment and feedback on initial drafts is high. Yet, when it comes to the 

traditional role of the library in the scholarly communication process, some faculty see a 

system that works for them, so why "fix" what is not broken? These faculty understand 

that subscription costs are subsidized by the institution, have no desire to speed up the 

publication process, have adjusted to the disappearance of some less used journals, and 

see that few alternative infi'astructures exist that can deliver the value of the current 

system: 

"Scholars do not typically give away their property rights to their output as has 
been repeatedly suggested in the literature. Rather, they use those rights as a 
means of trade to acquire value and to transfer to publishers the risk associated 
with not knowing the ultimate quality of their contributions. Publishers assume 
the risks and provide value in several forms: distribution of scholarly output 
among peers, filtering of output on quality levels, segmentation of output into 
disciplines and subdisciplines, establishment of markers of human capital of 
scholars, and a stable means of preservation of output over time. What is missing 
with the digital library so often proposed is publishing...there is really is little true 
publishing to date in the sense of an organized infirastructure in the electronic 
domain" (Meyer, 1997). 

This is the "Gift Exchange Society" in which "the producers of knowledge are 

also its primary consumers" (PEW, 1998). The PEW report takes the administrative view, 

describing the gift exchange society as 

"an environment in which individual producers of knowledge experience none of 
the direct consequences of market failure. Those contributors to a knowledge base 
who are faculty of universities or colleges expect their institutions to provide the 
current information that makes possible their own engagement in a field. The 
premise that a univerersity and its library should provide access to all or most 
materials that support its faculty's research derives firom an academic culture of 
some 30 to 40 years ago, when the volume of published material was smaller, the 
cost of acquiring such material was lower, and the resources available to 
institutions to accomplish their objectives were proportionately greater in what is 
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now nostalgically recalled as a golden age...It is not an unreasonable expectation 
from the faculty's perspective. But given the market forces that now shape the 
economies of universities and colleges, the unreasonableness of the expectation 
from the institution's point of view becomes more apparent" (PEW, 1998). 

Librarians are thus positioned by administrators as "managerial professionals -

paraprofessional and non-faculty professionals who are more directly under the control of 

managers "(Rhoades, 1998). The library in the context in which PEW speaks is owned by 

the institution, not by the faculty. Yet librarians at the Case Study University also seek 

inclusion with and status as faculty, seek to be seen as competent teachers, and thus are 

tom in their allegiances. So while the jurisdictional conflicts with publishers are keyed 

by a keen sense of anger over journal pricing, the jurisdictional conflict librarians 

experience in their dual "faculty" and "managerial professional" roles is more dispersed, 

revealed mostly by role confusion and conflicts within the profession over faculty status. 

Differences between the faculty requirement for doctorate-level certification and the 

library requirement for a masters-level certification are among the factors that discourage 

the librarian's desire for a "collegial" relationship. 

"The library subsystem sets the rules of competition; intelligent players work the 
rules to their advantage. The Library subsystem, with programmed regularity, 
thus sustains educational and other norms that differ substantially from those of 
the teaching faculty...the general tenor of responses form academic library 
directors analyzed by the author in his 1995 study indicates an inability or 
unwillingness to align librarian educational standards with the norms of the 
academic system...library directors struggled...to meet growing faculty demand 
for electronic resources...and sought to develop there staff in the highest possible 
levels of electronic information expertise" (Crowley, 1996). 

In the tension between faculty and administrators, librarian's desires for a peer 

relationship with faculty is confounded by the system of librarianship itself, and 
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propelled by administrative logic to fulfill a technical role as managed professionals who 

introduce faculty to the new economic realities of scholarship. 

Librarians and Computing Professionals 

The relationship of librarians to computing professionals is, in this case study, 

also contains elements of role overlap and confusion. Whereas faculty clearly operate as 

superiors in the status hierarchy of the academy, computing professionals who are not 

faculty represent a subordinate service occupation (Zabusky, 1997). Librarians in this 

case study, also view the technical occupations as subordinate. However, librarians in the 

role as "managerial professionals" are constantly reminded that the information 

technology and computing occupations are central to administrative information 

technology strategy, and administrators speak of librarians as part of this occupational 

cluster, not as part of the faculty. 

The jurisdictional tension here is experience as a tension between the faculty 

aligned educative function and the administratively aligned instructional technology 

function of librarianship. The fragmentary nature of occupational community in the 

information technology field (Duliba, 1991), its masculinist roots in engineering, and 

the tension among academic disciplines and practitioners in the field of computing 

(Denning, 1998; Shapiro, 1994), makes it an uneasy destination for female librarians. 

Librarians in this regard are subject to increasing "technization" (Barley & Orr, 

1997) of their field. Libraries and computing centers are seen to be gradually 

converging (DougherQr, 1987), and this convergence "is the emerging trend for library 
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services to combine with other academic support services and undergo internal 

restructuring to form a large information service department...(with) the danger 

here...that a two-tier system will develop. Librarians in traditional specialisms could 

remain librarians, while those in more dynamic, hybrid posts may evolve in to a new 

professional grouping" (C. Abbott, 1998). Some fear that the profession is being 

polarized into "techno-philes and techno-phobes" (Norris, 1998) while others are busy 

deHning the emerging information service department, or "information commons" 

(Beagle, 1999). 

The Case Study Library: History and Context 

To appreciate the shifting sands of professional jurisdiction at C.S.U. Library, it 

helps to ground the study in descriptions of die traditional role and boundaries of the 

Library profession. 

Three aspects of the traditional work can be described: User services, technical 

services, and administrative services. Most librarian positions mcorporate all three task 

areas. Even librarians specializing in one of these areas may perform other 

responsibilities. Librarians in user services, such as reference, work with the public to 

help them fmd the information they need. Librarians in technical services, such as 

acquisitions and cataloguing, acquire and prepare materials for use and may not deal 

directly with the public. Librarians in administrative services oversee the management 

and planning of libraries, negotiate contracts for services, materials, and equipment. 



83 

supervise library employees, perform public relations and fundraising duties, prepare 

budgets, and direct activities to ensure that everything functions properly. In addition 

to the functional descriptions, librarians may also be classified according to the type of 

library in which they work-public libraries, school library media centers, academic 

libraries, and special libraries in for-profit business or non-educational non-proflt 

settings. 

Slower-than-average employment growth is projected for librarians through the 

year 2006, reflecting both the budgetary constraints of educational sector libraries and the 

increased use of computerized information storage and retrieval systems that allow users 

to bypass librarians and conduct research on their own (Bureau of Labor Statistics, 1999). 

Opportunities are seen as best outside of traditional settings. Non-traditional library 

settings include information brokers, private corporations, and consulting firms~the 

domain of the Special Librarians. 

"Librarians may also work in information centers or libraries maintained by 
government agencies, corporations, law firms, advertising agencies, museums, 
professional associations, medical centers, hospitals, religious organizations, and 
research laboratories. They build and arrange the organization's information 
resources, usually limited to subjects of special interest to the organization. These 
special librarians can provide vital information services by preparing abstracts and 
indexes of current periodicals, organizing bibliographies, or analyzing 
background information and preparing reports on areas of particular interest. For 
instance, a special librarian working for a corporation may provide the sales 
department with information on competitors or new developments affecting their 
field" (Bureau of Labor Statistics, 1999) 

Librarians utilize a unifying expertise about selecting, cataloging and referencing 

material to mediate the needs of readers and the overwhehning proliferation of books. 
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journals and other materials. Within the profession, librarians developed a division of 

labor based on identification with different process or service dimensions of their 

operations. This resulted in a hierarchy of traditional roles. 

At the top are the "bibliographic librarians" whose systemic knowledge of 

literature and its organization into categories, combined with the overwhehning 

production of new titles, to place librarians in the powerful position to select books for 

both academic and public audiences. Next are the "reference librarians" who learn 

methods for bringing readers together with the appropriate graphic records. At the bottom 

of the professional hierarchy are the "cataloging librarians" who understand the 

characteristics of various materials in order to organize and maintain the clerical 

apparatus for categorizing and shelving materials. 

In support of the library professionals there are paraprofessional library 

technicians and entry-level library assistants as well as a host of managerial professionals 

fluictioning in human resource, finance, and facilities roles. Shera describes a 

functionalist view of the library Profession's tri-partite role in Figure 2.2. 

Figure 2.2: The Librarian's Tripartite Role (Adapted from Shera, 1970) 
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Common to all the library settings has been the basic body of expertise and skill 

needed to select, organize and make available to information seekers a body of 

knowledge consisting of paper, electronic, videotape or microfilm based information. As 

a result of its relationship to a rapidly expanding body of knowledge and the desire to 

provide mass markets for information, librarianship developed three functional role 

descriptions that described a hierarchy of specialist knowledge mentioned briefly in 

Chapter One. In support of these roles are paraprofessional technical and clerical 

occupations with titles such as Library Specialist, and Library Assistant. A more 

descriptive review follows. Starting at the top of the hierarchy; 

1) Bibliographers — select books to deepen and broaden collections. The advent 

of "approval lists" has resulted in some aspects of this role being outsourced. But by 

virtue of their close working relationship with faculty regarding the selection of books to 

support specialized curriculum, bibliographic librarians wielded the power to shape 

collections that would last long past their own tenure in position. 

2) Reference — these librarians match patron interests to material or data. The 

reference librarian role expanded to include active teaching and instruction in the mid-

70's and expanded again in the mid-80's with the need to assist patrons in searching on

line databases. Today the on-line search expertise is expanding to include the 

management and access of databases so large that they eclipse the ability of one person to 

make sense of the data. This in turn is providing opportunity for a new librarian role, the 

Knowledge Management Librarian, who works in collaboration with mathematicians, 

computer science specialists, and management information systems specialists to help 
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make large data bases meaningful and accessible. A more specialized reference role is 

that of the Copyright librarian, whose job it is to mobilize librarians to influence as well 

as implement the rapidly changing copyright legal environment. 

3) Cataloging - maintain the card catalog or electronic equivalent and see that 

materials are properly placed and cared for. This role among librarianship is the most 

impacted by technology and automation, with some of its tasks being taken on by Library 

Specialists. Even so, a new role, the Meta-data librarian, is being shaped to catalog "data 

about data" reflecting the increasing scope, complexity and variety of information being 

collected in a variety of media uicluding such massive data-bases as those made possible 

by computers linked to satellites and terrestrial or ocean based sensors linked in huge 

monitoring systems. 

From the perspective of institutional theory, the roles librarians enact and the 

knowledge associated with them is evidence of the ways in which the library profession 

ensures that "action is structured and order made possible" (Powell and Dimaggio, pi 1). 

Professions secure the interests of their members through a shared system of "rules" 

about the jurisdiction of knowledge that both constrains the inclination and capacity of 

professionals to learn while at the same time privileging professionals by recognizing and 

rewarding their claim to such expertise. Thus, when you want to select, purchase, and 

provide access to a wide range of physical materials and protect for posterity the more 

precious of them in support of a diverse curriculum, it is a librarian you want in control, 

not a random faculty member pressed into service. 
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Librarians espouse a theory of equal access and fair use, opening the library to all. 

But not all disciplines found in the academy use the library the same way, and some 

disciplines rate their own substantial collections and facilities, while others do not. For 

example: Science and engineering faculties work in a context of rapidly changing and 

evolving understandings communicated in journals and through professional networks. 

Fine arts and humanities scholars, while also interested in the newest thinking, are more 

likely to be concemed with primary and historical sources of information. Each group 

makes different claims regarding what they want from the library. Science and 

Engineering faculty get an entire building dedicated to their collection, while Fine Arts 

and Humanities make do with small branch operations and depend on inter-library loans 

from distant collections. 

By 1990 the fundamental restructuring of economics on a global scale was well 

underway at the macro level of international trade agreements. The economies of the 

many states had difficulty adjusting to the demands delegated to them by a federal 

leadership looking to dispense with its responsibility for the social welfare functions of 

the "Great Society." Libraries were among the social agencies receiving cuts at the 

same time that inflation in the costs of serials Oournals and magazines) became difficult 

to bear. I characterize the social and patriarchal construction of the library profession 

in the following way ; 

1) Librarianship was professionally conceived at the same time (1890's) in 

which educational enterprises were expanding and a cheap and skilled 

workforce was needed to staff them. 
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2) During the first thirty years of the 20"* century. Industrial-era capitalists like 

Carnegie provide funding to structure education and library services 

conducive to the economic requirements of capital. This further stratified the 

system of libraries into elite and non-elite sectors, based on the ability of those 

libraries privileged with funding to increase their capital stocks of books. 

3) Early in the century, women were recruited into occupations such as social 

work, school teaching nursing and library work. Women filled the ranks of 

work culturally defmed as low value, given the work was associated with 

bureaucracy, hierarchy and lack of autonomy (Schiller, 1976). One unique 

contribution of American librarianship at this time was the creation of library 

service to children, "yet the status of children's librarians was and is low in 

relation to other groups of librarians" (Brugh & Beede, 1976). 

4) Up until the 1970's, while their numbers were low and in decline, men were 

privileged with differential access to positions of power within the profession 

as association presidents, researchers and teachers, directors and 

bibliographers. "The largest proportion of women in the profession worked in 

school libraries, where prestige is lowest; and the smallest proportion worked 

in academic libraries, where prestige is highest" (Brugh & Beede, 1976). As 

of 1970, women held only 14 of the 52 Presidential posts of the American 

Library Association (Brugh & Beede, 1976). 

5) Salaries for both men and women in the profession at mid-century were lower 

in women's fields then for comparable jobs in other occupations. "A ranking 
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for earnings for the year 1959 in 321 selected occupations placed male 

librarians 219'*', just below bus drivers" (Schiller, 1976). American Library 

Association (ALA) and Special Libraries Association (SLA) salary surveys in 

1970 showed women's salaries within the profession were about three-

quarters that of men. Women were thus doubly disadvantaged, first as 

members of an occupation and second as subordinates within that occupation 

(Schiller, 1976). "From 1976 to 1992, women's pay in the United States 

increased 165%, while during the same period, men's salaries increased only 

129%. By 1999 the SLA was able to report "For the first time in recorded 

history, the median salaries of female information professionals are equal to or 

higher than the median salaries of male information professionals" (SLA-Edit, 

1999) 

6) By 1997 Fisher finds that among large academic libraries, there are more 

women than men in managerial positions. "However, most of those women 

are branch managers. When this group is factored out...there are some fifty-

four more men than women directing large academic libraries." 

Writing in 1976, Kathleen Weibel thought it a safe projection that librarianship 

would continue to be a women's profession "although the percentage of women will drop 

below the present 84% mark" (Weibel, 1976). Writing in 1997, Fisher reports that 

females still accounted for 84%, while "men comprise 16% of the profession and 23% of 

all managers (Fisher, 1997). Fisher sought to lay to rest the gender issue, but could not. 
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The Case Study University and its Main Library System 

This is a library serving the main campus of a large (35,000 student/12,000 

employee) land grant university classified in the Carnegie system as a Research One 

University. I will call it "Case Study Library (CSL)" rather than use it's true name, just as 

I will use pseudonyms for Individuals associated with this study. CSL includes a central 

facility and four branch locations (Science/Engineering; Music, Architecture, and a 

museum. CSL employs a staff of librarians (approximately 60) and career staff 

(approximately 140) in nine functional teams. It does not include the Law Library or the 

Medical Library in its scope, nor any of the many department or college-based libraries. 

As has been the case in many states, C.S.U. no longer enjoys a secure relationship 

with state leaders, and faces on-going attacks on its budget from legislators at the state 

level, as well as attacks on federal funding important to research flmding at the national 

level. During the early 1990's C.S.U. was subject to mid-year "recissions" and planning 

as an incremental process was no longer assured. In response to these turbulent 

conditions, administrators at C.S.U. gave Deans and Directors of large units fiscal 

responsibility and decision-making power over their personnel budgets. This made 

fashioning a response to opportunities at the institutional level more difficult, while 

making the institution more flexible and responsive to the diverse environments in which 

departments operate. The C.S.U. Library Dean has used this power over the allocation of 

"empty" personnel lines to influence the funding of a variety of projects important to 

librarian jurisdictions. 
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Case Study University Librarians began the 1990's with a new Library Dean 

and a sense of crisis about the future. One librarian summed up the time: "The library 

had gone through three or four years of continuing budget cuts. Morale was low, and in 

the latest university's budget, every unit had to cut expenditures by six percent. It was a 

bad time for the library, and everyone was aware of it. And to make matters worse, at 

a time when other research libraries were moving into the information age, there was 

no on-line catalog at the library yet, making C.S.U. one of the last research libraries to 

not have an online catalog. There was obviously a need to reorganize" (St. Clair 1998). 

A Task Force on Access Ownership was formed in 1989. Recall that the librarians 

spent the later part of the 1980's fighting to preserve their faculty status. The director for 

the past fifteen years was leaving. Serial's costs continued to spiral upward. The 

president in 1989 took money out of the acquisitions budget to help balance a university 

budget under pressure from the legislature to cut costs. The State was entering a 

recession. The Task Force concluded that the resources were not available to build a 

comprehensive, "just in case" collection. The report included this key recommendation: 

"Work toward the 'Library of the Future" in which librarians are responsible for the 

creation and operation of a system which facilitates access and conmiunication." 

"The problem of long-term access to information and the extent to which the 
scholarly record is being lost should worry anyone concerned about the future of 
the university. Traditionally, libraries collect only about 6% of all information 
that is published... There are three basic contributors to the total cost of a library: 
purchase or acquisition costs, personnel costs, and space costs... The decrease in 
budgets due to inflation and the projected increase in total information suggests 
that the available budgets in 2001 will only be able to purchase 2% of what they 
had 20 years before...The costs of catalogers, reference librarians, and other 
persoimei are substantial, averaging about twice the annual cost of acquisitions in 
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the typical research library in the United States...Often the associated costs of 
housing and maintaining our library collections are ignored... With the 
information explosion occurring in the exponential fashion.. .the cost of 
physically housing these materials will become astronomical" (Hawkins, 1998) 

Together these conditions suggest that the stage for jurisdictional movement was 

set by a combination of economic and social pressures on the profession, pressures that 

resulted in a sense of crisis and a desire to change at C.S.U. Paula, as the newly installed 

dean of the library, arrived in 1991. She remembers the time like this: 

"I didn't come here to make a reputation, or as a stepping stone. I came here to be 
part of rejuvenating a major research library, and prove my thesis that you could 
be central. I came to a place where they were feeling victimized, overworked, 
under-appreciated. I laid out broad directions within the first two weeks. We were 
going to control our future. I started focusing on the money. We set strategic 
priorities. We budgeted to our plan." L12-ADIVIFLF 

Paula's sense of what "being central" meant was rooted in her experience with 

expanding the role of librarians as desk-bound reference service providers into 

classroom-based information literacy instructors. She was sensitive to the administrative 

view of libraries and saw the strength of the service relationship between faculty and 

librarians as critical to the future. In taking the new position as dean, she negotiated two 

critical funding issues: funding for an online catalog, and funding for staff and 

organizational development. A central premise of hers was that librarians needed to 

change their place in the scholarly communication chain: 

"Libraries role in the old system was at the end of the scholarly communication 
chain. After the faculty and the publisher did their thing then we got the materials 
and stored them. We contributed to bibliographic access. We provided help 
services as an access issue. All at the end of the chain.... 
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If you look at it differently, you see the opportunity to become partners in 
creating, (1) because there are more numbers of faculty uncomfortable in the 
electronic environment, and (2) as faculty are asked to do more, the lone-ranger 
view of faculty in the classroom will die. It's our opportunity to be there in the 
reconceptualizing of education, with teams responsible for learning. The door is 
open a crack." L12-ADIVIFLF 

Paula's language clearly signals a desire to shift the jurisdiction of librarians into 

the instructional preserve of teaching faculty. She understood that to get this movement 

would call for a radical change in the status quo. Paula was successful in enrolling a core 

group of librarians in this project. Sherry recalls: 

"I got involved in the political economy of iriformation through a teacher in 
political science. This gave me insight into what it means to be a librarian. Paula 
arrived. She was a big influence. She is a political economist in her heart of 
hearts. I was a member of the team (charged) to form the new organization 
structure. We worked closely with Paula and Kelly. I became a new insider." 

LIO-FLF 

Paula called for the formation of a volunteer group to plan a library-wide 

reorganization. The plaiming group included people from both professional and technical 

support positions. No preconceived solutions were employed in their charge. Sherry 

recalled: 

"It could have been anything. The only charge was to build a library of the future, 
using whatever means were necessary. Eventually many people were involved, 
and the group was to look at all the concepts they could come up with. Everything 
was subject to change." LIO-FLF 

Librarians pulled from an organizational development and management literature 

that stressed anti-hierarchical reorganization strategies meant to remove layers of 

management and bring front-line service workers into a closer, more powerful 

relationship with customers. Part efficiency movement and part worker welfare 
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movement, the literature regarding flattening of organizations, creation of teams, and 

customer service provided the material for change, and isomorphic development using 

models of organization from business. 

"It became obvious, early on in the reorganization process, that the layers of 
hierarchy made operations unwieldy and bottlenecked many services. As the 
Librarians Council, consisting of the director, department heads, senior 
administrators (called Assistant or Associate University Librarians), met to make 
decisions, staff on the front lines were confronted with confrised and upset 
customers. It was decided that these layers of hierarchy were not helping staff 
meet the needs of customers" (St. Clair 1998). 

By early in 1993, after eighteen months of work, the implementation of a new 

organizational plan, based on teams, was begun. Sixteen departments were reduced to 

eleven (now 9) teams. The AUL positions were eliminated, and the remaining department 

head positions were recast as team leaders, and hired from within. The resulting 

organizational structure was more radical than what Paula had imagined on her own, but 

she embraced it. Tne mobilization of librarians to shift jurisdictions began in this sense, 

with a redistribution of labor within the existing organization. Cross-fimctional and 

mission teams began to proliferate. The major impact was to reduce the distance between 

employees occasioned by occupational stratification. At the same time it removed one of 

the historical sources of patriarchal strength: administrative positions. The reorganization 

is symbolically depicted (Figure 2.4) in the new organizational chart which turns the 

structure on it's head, placing the Dean and Team Leaders below line staff in a position 

of position of subordinate support rather than super-ordinate command. 
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Figure 2.3 : Case Study Library Organization Chart 1992 
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Figure 2.4 : Case Study Library Organization Chart 1998 
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KEY: IRC—the Inrormation Rcsourtcs Council (allocates Ihc budget for materials); SLRP—Strategic Long Range 
Planning (allocates rest of budget to a plan); TL—Team Leader; WTL—Work Team Leader; 

The 1998 organization chart is revised from the original version to better illustrate 

the flattening of lines of authority. The 1992 organization (Figure 2.3) was eleven layers 

deep in its status hierarchy, when taking into consideration the ranking system of 

librarians (assistant, associate and full) and the career ladders of staff (library assistant. 
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library assistant senior, library specialist, library specialist senior). The reorganization 

consolidates and distributes power, by removing the Assistant University Librarian 

(AUL) level and creating a "Library Cabinet" through which teams and committees 

composed of a broad cross-section of employees take on policy-making, sometimes with 

the Dean, and sometimes without. The Diversity Council represents the interests of 

people of color and other disenfranchised groups in the library. The Staff Governance 

Assembly represents the concerns of career staff, while the Librarian Faculty Assembly 

does the same for librarians. The Strategic Long Range Planning Group conducts a yearly 

plaiming process and sees that the operational budget supports the plan. The Information 

Resources Council makes decisions regarding allocation of the materials acquisition 

budget. The Dean plays an increasingly part-time role in the Cabinet-due to her growing 

campus and national leadership role-providing oversight to decisions and prodding those 

assembled to consider the political and economic environment in which they operate. In 

the context of the library profession generally, and the campus specifically, the team-

based nature of the reorganization was and still is a radical departure, especially given the 

chaotic nature of library funding in the early 1990's. 

Meanwhile, technology was about to disrupt cataloging and acquisition librarian 

roles. In the same year that the reorganization began, so did the design and installation of 

the online catalog. Significantly for faculty, the year 1992-93 also produced a serials 

review and cancellation of another round of journals. The changes in tasks would create 

pressure to resolve the distinctions between professionals and non-professionals. Work 

that was automated raised questions about the remaining tasks and in whose hands they 
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would go. As the destruction of administrative positions was accomplished, so did the 

technical positions come under scrutiny. An ethic of equality was espoused. Paula 

describes the expectations: 

"We expect all staff to participate in project creation and management, library-
wide decision-making, and team effectiveness building. Within teams, everyone's 
ideas are treated with equal respect and contributions are encouraged. Rank does 
not differentiate or negate the validity of ideas. In addition, we are engaged in 
continuous improvement activities utilizing process improvement techniques to 
streamline our processes eliminating unnecessary complexity and non-value 
added work. We have done this in the context of guaranteeing employment 
security and current salary, but not job security." 

LI2-ADIVIFLF 

By 1997 a second round of reorganization based on process improvement and an 

analysis of "non-value added work" transformed the operations of the technical support 

staff and resulted in the outsourcing of work historically tasked to cataloging librarians. 

After a long and difficult discussion, the cataloging librarians housed in the Bibliographic 

Access Team were reassigned to reference/instructional roles in other teams. The 

"deskilled" catalogers were then expected to "reskill" as reference and instructional 

librarians. Support staff would take on the remaining cataloging tasks. 

The process improvement of support staff tasks would continue in 1998-99 with 

the reorganization of the Materials Access Team. In both the Technical Services and 

Materials Access reorganizations the result for non-professional support staff was the 

upgrading of positions to specialist level and the destruction or delegation to student 

employees of the routine work delegated to the old entry-level assistant positions. At the 

same time, the nimibers of technical support positions was reduced through attrition. 
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Salary savings from the positions left unfilled provided money for other purposes, such as 

ftmding digital library initiatives. 

This movement of non-professional career staff into librarian turf was not a matter 

of organized usurpation by the career staff. It was a management-led shift in jurisdiction 

driven by cost and technology considerations as well as the strategic direction in which 

the library was committed: becoming a digital library in which fewer and fewer physical 

materials would be processed. The team leaders, with support from the Dean, solved cost 

and effectiveness problems by forcing the issue of change on those librarians least able to 

defend traditional practices that were going away: the catalogers. Meanwhile, the same 

digital delivery system that contributed to the changes in cataloging, was threatening to 

change the very nature of educational access of information. 

The Association for Research Libraries maintains statistics on a variety of inputs 

that characterize the common perception of the best libraries. When I asked the librarian 

in charge of statistical measures what counted most, he gave me the list of "big variables 

that have an impact" from which the following Table 2.4 is created: 

Table 2.5: ARL Measures Related to Rank 

Volumes Held 3,549,281 Low 20's 4,528,588 Low 20's 

# of Prof. / Support Staff 287 Hi 20's 261 Mid 30's 

Total Salanes/Wages $6,590,407 Hi 30's $8,550,984 Low 40's 

Materials Expenditures $5,420,090 Low 20's $8,343,234 Mid 20's 

Total Lib. Expenditures $13,662,887 Hi 30's $20,353,655 Low 30's 
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Librarians are aware that the ARL measures that mean so much to rank also 

constrain them when it comes to the electronic access of information that so characterizes 

their present and future. By unproving processes and reallocating salary savings to 

digitization projects, the C.S.U. Library has moved the ranking indicators for staffing, 

total salaries/wages, and materials expenditures in a direction that produced reduced rank, 

while at the same time carving out new jurisdictions they believe have more of a future. 

The Dean is involved in efforts to influence ARL to change the measures. But in 

librarian interactions with faculty, the dominant discourse is still about the collection of 

journals and the size of the collection. Faculty experienced a reduction in services as a 

result of these changes. And there is disagreement among librarians as well, resulting in a 

significant number of departures by librarians during the period after reorganization. This 

marks a fundamental disconnect between librarian aspirations and faculty desires. 

Strategic Planning and Budgeting 

At the outset of Paula's tenure as the Dean, the budget process was lodged in 

something called the Administrative group (the Dean and the Assistant University 

Librarian's-referred to as AUL's). Budget information is not disclosed to staff. Only the 

Dean and the AUL's had full knowledge of the library budget. However, when the library 

learned that it must cut 6% firom its budget along with the rest of campus, Paula decided 

to include a career staff member and a librarian representative to the Administrative 

group to make the final budget decisions. 
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With the reorganization, the process of strategic planning and budgeting was 

combined in a Strategic Long Range Planning (SLRP) team made up of both librarians 

and career staff. This team spends half its time in organizing a planning process modeled 

off of the Japanese practice of Hoshin Planning. It spends the last part of the cycle 

metamorphosing into a Budget Advisory Group that works with the Dean to allocate 

budget to strategic projects. This "macro" budget is taken to the Library Cabinet, 

consisting of team leaders and several representatives of library governance for approval. 

The Cabinet finalizes the macro-level budget and makes micro-level budget decisions 

specific to functional teams (internal document). 

Planning, once the preserve of the Dean, AUL's and department heads, is now 

distributed more broadly in a cross-functional team that meets nearly the year around. 

This planning team is influenced by efforts at the institutional level to conform to State 

plaiming requirements. A current situation analysis is conducted and defines the 

Library's strategic objectives. The SLRP team coordinates and facilitates the work of 

"mini planning teams" who create library-wide projects in pursuit of objectives. Staff are 

pulled off of the functional teams to work on SLRP projects, which are given priority for 

funding through the budget process, which the strategic planning group conducts. In its 

first year SLRP tried to field over thirty project teams in 1994, and fifteen in 1995. This 

made many people unhappy, due to the impacts of so many people taken away firom the 

ongoing functional tasks of the library. In its role as the Budget Advisory Group (BAG), 

the team recommends, and the Library Cabinet accepts, the reallocation of salary savings 

money to new technologies and career staff salary increases. 
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In 1995 the V.P. for Undergraduate Education was successful in obtaining 

binding for the new undergraduate education facility linked to the library. Originally 

slated to open in 1999, The construction would not start until then. Paula Is at the 

center of the conception. Sherry recalls the design stage: 

"I remember going to design committee meetings with Paula on the things 
on reserve for classes. That is all they imagined us providing. Paula started talking 
about how it could be more than that. It grew into the place where undergrads 
will interact with information technology, the First Year Center, and a homebase, 
bringing the link to the library closer and closer. I got a call from Paula to go see 
the Information Commons at USC. We went a several trips like that. Paula 
worked on the V.P. for Undergraduate Education. She always sat next to him. So 
the vision grew. I was teaching Facilities Planning staff about librarians. When it 
came to user groups planning for building and issues of who would be in charge 
of the building, they always looked to Paula. They saw the library as the group 
most likely to take care of the building. They never looked to the V.P. for 
Computing for that kind of leadership." Ll 0-FLF 

Paula succeeded in linking the construction of the undergraduate facility with the 

necessity to free up space in die existing main library. Construction funding for an 

additional floor, for compact shelving, and for renovation of branch operations was 

approved along with involvement in the new facility. What is interesting from the 

perspective of the technization of librarians roles is that this convergence is not with the 

computing center, per se, but with the reorganized faculty teaching first year students in a 

high-technology environment. 

Salaries 

One of the Dean's projects in support of the recruitment strategy needed to staff 

the new jurisdictions she envisioned has been to bring Library faculty up to the average, 

or mean, salary of their peers in other ARL libraries, while also addressing the 
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compression issues among ranks. While the professional project associated with 

maintaining faculty status refers to the salaries afforded teaching faculty as a metric, the 

theory in action has been to match up within the professional domain of librarians in peer 

libraries. 

Salaries vary by individual qualifications, and the type, size and location of the 

library. Academic librarian salaries at C.S.U. are structured into a faculty promotion 

framework with three tiers: assistant, associate and full. The Association for Research 

Libraries (ARL) publishes averages for the three tiers. In the late I990's those salary 

averages ranged from $35,000 in the bottom tier to over $70,000 in the top. Salaries 

represent roughly 40% of an academic libraries costs. 

The compensation provided to professionals and non-professionals in an 

organization is an indicator of internal labor markets and jurisdictional tensions within 

an occupational group. One measure of the relative health of a compensation system is 

the degree to which differing ranks are actually paid different amounts. When there is lots 

of overlap in what is paid from one rank to the next, the system is said to be suffering 

from compression. This typically happens when a new person is brought in at a higher 

initial rate than is paid to someone who came in earlier at a lower initial salary, lacked 

salary adjustments and now, with greater seniority, is being paid the same or less than 

someone new. 

In 1992, compression between entry-level assistant librarians and associate 

librarians was severe, with top and bottom pay nearly the same. The overall range 

between the lowest paid assistant librarian and the highest paid full librarian was roughly 
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$40,000, but even here there was significant overlap among the lowest paid fiili librarians 

and the best paid associate librarians. Similar conditions existed among the technical 

support staff. Four major divisions existed at this time: Library Assistants, with 26 

incumbents. Library Assistant Seniors, with 29 incumbents. Library Specialists, with 37 

incumbents, and Library Supervisors, with 18 incumbents (See Table 2.6). 

At the time when reorganization began, in 1992, merit money for salary 

adjustments had not been awarded to units on campus since FY 88-89. There were 

insubstantial cost of living (COLA) adjustments of 3.5% in 1988, 1.25% in 1989 and 

4.5% in 1990. All ships rose together, keeping existing inequities in place. No merit 

money would be provided until the 1995-96 fiscal year, and that would be a measly 2% 

with no COLA provided. The reorganized team-based library, having been granted an 

exemption by the Provost from conducting library staff appraisals and librarian peer 

review while sorting out the new structure, argues that everyone is meritorious. The same 

lump sum pay out of $972 is awarded to each library staff member, further evidence of 

the desire to treat professionals and non-professionals alike in terms of recognition. 

In this context the library faced its traditional practice of hiring new librarians at 

salaries comparable to those of the existing librarians with comparable ranks, years of 

experience, and work assignments. The conclusion reached by a librarian salary 

committee in 1997 was that everyone was staying poor together. Entry level librarian's 

salaries were among the lowest in the nation. Merit pay in this system simply meant 

that given a 5% increase the librarian making $30,000 a year would get a $1500 raise 

while the librarian making $60,000 would get $3,000—further increasing the inequities 
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in pay. Furthermore, basing pay decisions on rank and length of experience began to 

run up against the market for the kind of skills the library would need—particularly in 

information technology and knowledge management. The 1997 Salary Committee 

implemented a new market adjustment system for librarians. Librarians who achieve 

promotion to Associate or Full Librarian rank receive an adjustment to their salary that 

amounts to 50% of the difference between the salary at the lower rank to the ARL 

average of the salary at the higher rank. Paula described the change to a packed room 

at the 1997 ALA meeting: 

"With the coming year, the Library is moving to a base pay system for 
librarians that is based on rank and market—e.g. using the average salary for each 
rank at peer institutions to set the pay for that rank at C.S.U. We will eliminate 
years of experience as the determiner of hiring salary (editor's emphasis) but will 
make assumptions about skills and abilities based on our criteria for assigning 
rank... 

The net effect of this new system will be to raise salaries and to 
eliminate unjustifiable distinctions between salaries for librarians at the same 
rank who are expected to perform similar duties at the same quality level. It will 
allow die Library to be more competitive in attracting librarians to the 
University and will provide an incentive for librarians to seek promotion, an 
activity which requires considerable skill development, personal growth, and 
mastery over both library content skills and team skills. It will also indirectly 
stimulate an increase in ARL beginning salaries which in turn will help us all 
attract more of the best and brightest to librarianship because we have 
competitive salaries" L12-ADMFLF 

This announcement created a bit of a stir when some in attendance interpreted 

the policy as rewarding new librarians at the expense of the old librarians. Paula 

acknowledged the downside: senior librarians would suffer salary compression, as 

would assistant and associate librarians already on staff, until such measures could be 

taken to move their salaries ahead. As luck would have it, the drought of market salary 
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money available from the State was broken in 1997-98 and 1998-99. Using 

compensation data that clearly showed the degree to which professional librarians 

lagged behind their peers, successful arguments were made for increased funding, and 

the feared inequities in this policy were resolved. The Provost removed a $2000 cap on 

promotion raises and gave each unit on campus carte blanche to set the promotion raise 

at whatever figure the unit found reasonable—as long as the unit could come up with 

the money (Mitchell 1999). With this combination of administrative support and timely 

funding from the legislature, the risk worked out. Assistants and Associates could see a 

payoff of anywhere from $8,000 to $20,000 if they promoted. The older librarians 

were taken care of in 1998, when the legislature appropriated market money, resulting 

in the cluster of full librarians at the $60,000 level in 1999 (See Table 2.7). 

In the same address to ALA, Paula made it clear that salary distinctions based on 

administrative roles would be de-emphasized. The assumption was that administrative 

duties would be minimal, as team leaders led their teams to eventual self-management. 

The reality of administrative work-load and the need to attract competent people to the 

positions resulted in a slow progress toward this goal. 

The salaries of the career staff, known as "classified staff because of the complex 

position taxonomy into which their salary and position descriptions are arranged, was 

another concern in 1997. The career staff were active partners in the construction of the 

"library of the future" working side-by-side with the librarians and taking on some tasks 

once reserved for the professionals. The compensation system rewarded jobs for their 

complexity, specialization, turf and supervision over others. As the team-based 
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Table 2.7:1999-2000 C.S.U. Library Compensation Architecture 
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organization gained strength, it clearly prized flexibility, generalize-ability of skills, and 

collaborative abilities. There was a contradiction in rewards, and considerable pay 

differentials between classifications and between the classified staff and the librarians, 

even though all classified staff are expected to participate actively in team decision 

making and on library-wide cross-functional teams and projects. Paula saw "broad 

banding" which describes a compensation structure with fewer levels and broader 

definitions for jobs included, as a potential longer-term solution to these problems. At the 

ALA meeting she described the short-term strategy: 

"Until we can identify a system way of creating these broad bands, the Library is 
looking at how we can afford to eliminate the positions in the lowest level 
classifications and build an artificial "broad band" within the existing system. 
This would begin to eliminate urmecessary distinctions between career staff 
salaries and would dramatically raise the base of all career staff salaries. It would 
begin a movement of career staff salaries closer to librarian salaries" LI2-ADIVIFLF 

In two subsequent reorganizations, the Bibliographic Access and Materials 

Access teams would make this plan a reality, reducing to zero the numbers of library 

assistants and assistant senior positions in the library and moving the staff in those 

positions to Library Specialist level work. (See 1999-2000 Library Compensation 

Architecture). 

From the vantage-point of Porter's competitiveness strategy, several aspects of 

this story can be analyzed. First, in order to compete for the jurisdictions owned by 

faculty and publishers, a higher quality of work would be needed from the librarians. 

Competition started first within the profession, among the sites in which librarians work, 

to hire "the best and brightest." Second, in order to accomplish this shift in expectations. 
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the money for it would have to be secured, in part, from within the organization, and this 

would require a willingness on the part of some librarians to wait their turn for salary 

increases, without guarantees. An implicit tit for tat was established: if you can accept 

that the assistant librarians are getting attention this year, then you can count on getting 

attention the next time around. In this matter there was also some good fortune: the 

timing vis-a-vis the State allocations as well as the established relationship of support 

with the Provost were critical to success in addressing the compression issue in such a 

short time. Third, the time period in which I acted as a participant observer, and in which 

most of the jurisdictional changes and capabilities were established, coincides with this 

salary strategy, and the funding of the library for an expanded role in undergraduate 

education. 

The period of 1997-1999 would appear to be an inflection point, positioned by the 

active efforts of these librarians begiiming in the late 1980's, and coming to a fi-uition in 

the form of faculty partnerships and a central presence in the construction of a new 

undergraduate education facility and approach to teaching the freshman class. During 

this period from 1997 to 1999 we can see that the ability to publish electronically comes 

of age as librarians contest publishers about costs and copyright. At the same time, these 

librarians are no closer to true peer status with teaching faculty than at the beginning, and 

the technization of their work is progressing, with the advent of life in the information 

commons an indicator of their future if administrators are to hold sway. The question of 

their professional role in providing technology support along with instruction is only 

beginning to be discussed. Librarians use technology to fashion their own professional 
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projects, be it getting a foot in the door with new faculty, or ordering new materials on

line. Meanwhile, in the environment beyond their view the infrastructure for distributing 

information on a global scale is being put in place. National reference and cataloging 

services are maturing. The old roles, and jobs, are going to be done cheaper and faster 

somewhere else, by a much smaller workforce, unless librarians act to influence the 

outcome. In Chapter Three I describe the method, and the context in which one group of 

academic librarians are observed taking action. Their efforts reveal the choices they see, 

and the challenges they face. 
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Chapter Three: Method 

Over the past twenty years, a variety of investigative firameworks have been 

used to answer questions about the cause of job creation and destruction. Most fail to 

adequately describe the relationship between macro-level trends (the economy, 

technology change) and what happens in the micro-level dimension of job destruction 

and creation. This failure stems from the Parsonian structural functional bias which 

holds macro forces to be dominant over micro-level interactions. I believe the agency 

of individuals is an influential factor in the inter-penetration of micro and macro forces. 

The qualitative method used here, combined with longitudinal study of documents and 

biographic information from informants, tries to make sense of both the phenomenon of 

professional jurisdictions writ large and the responses of agents to those forces. I want 

to understand the shifting jurisdiction of academic librarianship, not simply as a 

collision of abstract occupations over the spoils of global capitalism, but as a personal 

journey of people in groups trying to extend their own control over affairs close to 

their heart. To tie jurisdiction as an abstract concept to the micro level I cultivate an 

appreciation for agency—the active ability of people to act and exert power: to choose 

their own destiny in the face of system constraints. 

Two questions frame my approach to this study: 

1. As Information Services and the management of knowledge grow in 
economic importance, how do on-going changes in information delivery, 
copyright/fair-use and intellectual property engage academic librarians and 
put pressure on their choice of activities? 
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2. Against the background of the Internet infonnation delivery system, and its 
commercialization by media conglomerates, how do librarians actively 
strategize and assert themselves? What forms of organizing do they employ 
in contending with other occupational groups (faculty, publishers) for 
jurisdiction over information technology enabled services and products? A 
subset of this question asks, "how does gender or status of occupations 
factor into choices librarians make in their pursuit of professional projects?" 

I hypothesize that changes in jurisdiction are influenced from many directions 

(individual, institutional, association, state and cultural/patriarchal). The dynamic mix 

of these interactions propel or constrain development of professional projects 

(curriculum development and digital publishing) in which the active participation of 

librarians in the destruction and creation of their professional roles play an important 

part. In this regard I treat the professional work of librarians as an emergent property 

of on-going action, as well as a phenomenon "shaped by forces beyond their control 

and outside their immediate present" (Barley, 1986; Strauss, 1978, 1982; Giddens, 

1976). 

The sensitivity to many kinds of variables required to account for both the 

emergent and contingent nature of jurisdictional change (Barley, 1986), demands a 

methodology that is itself open to a variety of methods for data gathering and analysis. 

The broad approach known as participant observation is used here. Participant 

observation "refers to a characteristic blend or combination of methods and 

techniques...involving interaction in the Held with the subjects of the study, some direct 

observation of relevant events, some formal and a great deal of informal interviewing, 

some systematic counting, some collection of documents and artifacts, and open-
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endedness in the directions the study takes" (McCall & Simmons, 1969). In order to 

address the criticism of participant observation regarding its reliability, validity and 

generalizability of results, research of this sort over time has resulted in "a rigorous, 

orderly guide to theory development that at each stage is closely integrated with a 

methodology of social research" (Glaser, 1978). This approach to building theory from 

methods of participant observation is called "Grounded Theory" (Glaser & Strauss, 

1967; Strauss & Corbin 1990). 

Grounded Theory was chosen as an analytical approach, because the variables 

involved in showing cause or effect relationships in professional jurisdiction are 

complex, and do not lend themselves to the imposed analysis of extant theories alone. 

To be useful, a theory must explain a phenomenon in ways that have fit and relevance 

to the problem at hand. It must work "to explain what happened, predict what will 

happen and interpret what is happening in an area of substantive or formal inquiry-

Grounded theory meets these criteria because it is generated systematically from 

research data" (Glaser, 1978). 

Fit means that the categories of the theory fit the data, and that data which do 

not fit preconceived ideas are not discarded, but are integrated as part of the theory. 

Relevance is achieved by focusing analysis not with abstract theories derived by 

reading but by allowing core problems and processes to emerge from the data gathered 

(Glaser, 1978). Observations and activities are labeled and grouped into concepts. 

Concepts are developed into categories with properties and dimensions that can be 
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linked, resulting in the discovery and specification of differences among and within 

categories, as well as similarities (Strauss and Corbin, 1990). Only after the patterns 

discovered in the data have themselves spoken are they compared to extant theories of 

occupational control (Abbott, 1988; Witz, 1992). 

Method: Issues of Scope and Scale 

As described earlier in Chapter One, the literamre on professionalization and 

neoinstitutionalization inadequately describes the agency of individual professionals in 

creating for their purposes, as well as those of the institutional elite, working roles and 

relationships. The contextual denseness of relationships at the micro-level is not easily 

described in all its complexity, so I am attempting, in a small study, to reflect the many 

sources of strain and opportunity, including the actions of librarians as active agents 

that shape and structure professional jurisdictions. 

An additional problem is the inadequacy of "snapshots" taken in research at any 

given time in what is a dynamic process that takes form over years of interaction. This 

study attempts to ameliorate that problem by encompassing a several year process of 

active observation and interview, and place that several year "slice" in a larger 10 year 

history of the organization. Every attempt at history is subject to error and bias. This 

attempt is no exception to the rule. In this regard Andrew Abbott suggests that analytic 

history must reject the story form of discourse, or at least adopt narrative forms 

reflecting the network character of historical reality (Abbott, 1988). In this case that 
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has meant I have needed to read parallel literatures on publishing, computing and 

administrative developments and history. 

The Investigator as Source of Knowledge and Bias 

In March of 1997, at the same time that I was fmishing my doctoral 

coursework, I was transferred from a campus-wide position as caretaker for a defunct 

institutional quality program to a position with the case study library. My position was 

funded 60% by the Provost and 40% by the Dean of the Library, I was fortunate to 

have a position at all, the result of several benefactors in administrative positions, not 

the least of whom was the Dean, who enthusiastically embraced the idea. My 

employment as an internal human resource consultant to the Library in C.S.U. 

University provided access not only to continued meaningful employment, but also to 

the research setting I had chosen for my doctoral field work. My employment 

biography established a considerable breadth and depth of view into the case study 

University and its main library. I joined the University in 1986 as an outside consultant 

hired to implement a campus-wide performance appraisal procedure for career staff. In 

the process over 800 administrators, department heads, managers, supervisors, and 

career staff active in campus governance groups interacted with me. This was a source 

of tacit knowledge about the management of the institution few others would be 

privileged to gain. I was offered a full-time position in Human Resources as a 

specialist, and accepted it. I was promoted several times, Hrst to manager of Employee 

Development and Training, and then to staff the Campus QualiQr Initiative as a 
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facilitator and trainer of process improvement teams. As a member of the staff serving 

the president and cabinet I was able to observe the agency of academic administrators 

in relationship to their own sectors of the academy, as well as in their relationship to 

corporate "partoers." Near the end of five years of service to the campus in that 

capacity, I was made director of the program shortly before the administrators who led 

it left for greener pastures. I came to the Main Library at the request of the Dean of 

the Library, who knew me as a resource person who had often helped the library in the 

past. This occupational trajectory, combined with my participation in the Higher 

Education doctoral program, positioned me at the intersection of administrators, 

faculty, staff and outside consultants in the context of projects which had strategic and 

culmral implications considered important to most actors. 

I benefit as an investigator from this experience because it continues to provide 

me with access and insight into levels of decision-making and policy formation that 

would otherwise be invisible to me. For example, I sit as staff on the university's 

Strategic Planning and Budget Committee. This is a provost conunittee representing 

faculty and faculty governance officials, deans, and administrators—who monitor and 

advise the provost and budget officers on the allocation of resources to the strategic 

plan, which the committee also drafts. From my involvement in this committee I gain 

a view of the library from the top-down in the context of the budget overall. I am also 

assigned to staff an action plan team set out by the Library's strategic planning group. 

In this position I look up and around with both career staff and librarians who navigate 
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a team-based environment of yearly project assignments to do strategic work. This 

flexibility of position is an attribute and unique quality to have as a participant 

observer. It is made all the more useful by the fact that I supervise no one, and thus do 

not suffer the interpersonal dynamics that come with such positions. 

I did not want any pretense about my research role. In order to balance the 

demands of my "assigned" role with my "observer" role, I chose to make my research 

intent and purpose public knowledge early on. I conducted formal interviews across a 

broad sample of team members. I openly took notes and asked research related follow-

up questions in meetings. After a while, my status as a graduate student became 

common knowledge. I was often asked in passing by library staff about the progress of 

my research, and was openly congratulated for reaching major milestones. 

I was aided in this approach by my status as an intimate outsider. This means 

that I was simultaneously knowledgeable about the organization, but not a part of it in 

many ways. I am not a professionally trained librarian, and my job duties encouraged 

me to act as a visiting internal consultant based in the E^ovost Office. I maintained a 

dual reporting relationship with both the Dean of Libraries and an administrator in the 

Provost's offlce. I did not at any time report to or discuss my research with the 

Provost, and only made the most general of conmients to my University boss. Neither 

did I relate to the Dean of Libraries anything of substance about the progress of 

research. Having said this, it should also be said that I am sensitive to power over my 

employment wielded by the Dean, and believe that this sensitivity has not resulted in 
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my self-censoring maners of substance in this report. The integriQr of the data has not 

been knowingly compromised. 

The mutual awareness of my research role brought many instances of un-

requested information sharing from colleagues in the library. I believe my "intimate 

outsider" stams, being natural for me as both an employee and participant observer, 

helped me to avoid most of the problems related to pretending, such as 

compartmentalization mistakes related to "going native"(McCall and Simmons, 1969). 

However, as I discuss in the section on interviews, I was subject to instances of 

compartmentalization error and role conflict. 

The Informants 

The Informants came from the pool of librarians that are my colleagues, from 

faculty that are in formal parmerships with librarians, and from faculty who are not in 

partnerships, and seldom see a librarian. Additional informants responded to a listserve 

survey, or came from occupational groups engaged with librarians in providing 

services to faculty. Because I am interested in how access to societal resources impacts 

jurisdiction, I sought out faculty and librarians serving or working in departments in 

science/engineering colleges, or departments in the Hne arts and humanities colleges. 

Taken together these two sectors represent resource "haves" and "have-nots" in the 

instimtional context. In all, 26 formal interviews were conducted and coded for this 

study (See Table 3.1). Twenty-four of those interviews were conducted with 15 
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librarians and 9 faculty. The other two informants came from the university press (one 

male director), and the campus computing center (one female manager). The informant 

college locations break out as follows: Science and Engineering; four librarians and 

three faculty; Fine Arts and Humanities; four librarians and three faculty. Other 

informants were library administrators (2 librarians) or participated in or provided 

leadership in faculty governance and university strategic planning councils (2 faculty, 

two librarians), or were assigned as team leaders or department heads (5 librarians, one 

faculty). 

Table 3.1 - Case Study Interview Codes and Pseudonyms 'Mn quotes" 

LOl-ADMFLF 
L02-TLASOF 
L03-TLFLF 
L04-TLFLM 
L05-TLASOF 
L06-FLF 
L07-ASOF 
L08-ASIF 
L09-FLF 
LIO-FLF 
PUll-DIRM 
L12-ADMFLF 
L13-ASIM 
L14-TLAS0F 
L15-ASIM 
L16-TLAS0 
P17-FLM 
P18-FLF 
P19-DHFLM 
P20-DHFLM 
P21-FLM 

"Kelly" 
"Betsy" 
"Kathryn" 
"Frank" 
"Kathlen" 
"Tara" 
"Saunie" 
"Roxanne" 
"Alice" 
"Sherry" 
"Stan" 
"Paula" 
"Richard" 
"Janice" 
"JefT 
"Anita" 
"Jack" 
"Rita" 
"George" 
"Jack" 
"Bob" 

Key to Codes 
(Occupation & Case It Title and/or Rank, Gender) 

L = Librarian 01 ADM=Administrator 
F=Female 
PU = Publisher 11 TL=Team Leader 
M=Male 
P = Professor 17 FL=Full/Tenured Rank 
C = Computing 26 ASO=: Associate Rank 

ASI=Assistant Rank 
DH=Department Head 
DIR=Director 
MNG=Manager 

Examples: 
L09-FLF= Librarian, Case tt9, Full/Tenured Female 
Pi7-FLM=Professor, Case #17, Full/Tenured Rank Male 

P22-ASIF 
P23-ASIF 
P24-ASIF 
P25-LECF 
C26-MNGF 

"Teresa" 
"Kendra" 
"jur 
"Rene" 
"Deborah" 

Informants ranged in rank from lecturer (One in Women's Studies), assistant (4 

faculty, 3 librarians), associate (1 faculQr, S librarians); and full (4 faculty, 7 
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librarians). Informants were Anglo/European with the exception of one Hispanic 

faculty and one Asian librarian. Three of the Hfteen librarians were male (20%). Four 

of the nine faculty were male (44%), and two of those were in the sciences. 

As can be seen in Table 3.2 and 3.3 the percentage of male and female 

employees in the Librarian category is nearly exactly the reverse of the instructional 

faculty. Whereas 71% of the Librarians are female, 72% of the Instructional Faculty 

are male in May of 1999. When this study started in 1996, the situation was even a bit 

worse. The same reversed structure can be seen among Administrators, 64% of whom 

are female in the Library, while 60% are male out in the institution. The Classified 

Staff, while clearly more highly populated with women in the Library, is not reversed 

as in the other cases. 

Table 3.2 Gender Statistics for the Case Study Library 

November 1997 May 1999 
ClaMifiMi Staff 
Male 24 20.9% 23 20.2% 
Female 91 79.1% 91 79.8% 
Librarians 
Male 17 29% 16 29% 
Female 41 71% 39 71% 
Admtniatratdra 
Male 5 38% 4 36% 
Female 8 62% 7 64% 
Statistics taken from institutional Affirmative Action Reports 

Women comprise 80% of the Library Classified Staff, and 62% of the 

Classified Staff on campus as a whole. A look at the distribution of genders within the 

Library (Table 3.4) shows one significant variation firom the theme of 80% female to 

20% male: the 100% male Information Systems Team. 
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Table 3.3 Gender Statistics for the Case Study University 

November 1997 May 1999 
Classiffed Staff 
Mate 2162 38% 2209 38% 
Female 3579 62% 3674 62% 
Inttnietional Faculty 
Male 1161 75% 1105 72% 
Female 397 25% 424 28% 
Administratois 
Male 101 64% 98 60% 
Female 58 36% 66 40% 
Statistics provided by institutional Fact Book. 

Table 3.4 Case Study University Library Gender Distribution by Teams 1998 

Appointed F.T.E. 67.05 
Classified Staff F.T.E. 126.75 
Library Wide F.T.E. 193.80 
Note: F.T.E. includes vacant positions not counted below 
Male Female 

Financial and Administrative Services Team (FAST) 
6 (19%) 25 (81%) 

Materials Access Team (MAT) 
5 (17%) 25 (83%) 

Technlcai Services Team (TST) 
6 (20%) 30 (80%) 

Library Information Systems Team (LIST) 
10 (100%) 0 (0%) 
Fina Arts and Humanities Team (FA/H) 
2(23%) 7 (77%) 

RaasacK AicMmB) MuMunsA SpseUOoMlonsTcam (RAMSC) 
2 (13%) 13 (87%) 
Science and Engineering Team (SET)-
3 (27%) 8 (73%) 

Social Sciences Team (SST) 
4(27%) 11 (73%) 
Undeigraduats Services Team (UST) 

1 (10%) 9 (90%) 

Data Sources and Collection Method 

The primary source of data for this study come from formal interviews and 

published documents produced by informants and their colleagues in the case study 
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library. These materials are supplemented by investigator observations and notes, e-

mail and listserve messages, and meeting reports. I gathered data from librarians, 

faculty, the university press director and the computing center project manager most 

involved with library/faculty I.T. partnerships in order to develop the grounded theory 

and answer questions about librarians' agency. I collected documents and research 

about publishing and computing in the context of scholarly communication to create the 

description of the macro-context of scholarly communications and to illustrate the 

jurisdictional combat being waged at that level. 

Interviews 

The interviews of librarians followed a standard format that sought information 

about their entrance into the librarian profession, interactions with faculty and other 

professional occupations, changes they have experienced in their role, and conflicts 

they experience in their work (see questions in Table 3.5). Most interviews were 

conducted in the office of the interviewer, because it offered privacy and control over 

interruptions. Many librarians in this smdy share offices with a colleague. My 

interviews with librarians often went longer than an hour. Eight out of the flfteen 

interviews I conducted with librarians resulted in follow-up or multiple interviews. 

Interviews with faculty were held in the faculty member office, or conducted by 

e-mail correspondence. The format for faculty interviews sought information about the 

faculty member's resources for access to literature in their field; their interactions, if 
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any, with librarians; their use of computer-based information technologies and the 

support he or she receives in using such technologies. I had less than an hour in most 

cases with faculty who agreed to be interviewed. No faculty were asked for follow-up 

interviews. The questions served as a standard starting point. Interviews firequently 

ranged far beyond the standard set. When I knew that an informant had specific 

experiences relevant to the study, I asked specific questions to draw out that 

information. 

Table 3.5 Interview Questions 

Librarians 
2. How did you choose library work? 
3. How would you characterize the future of 

the profession? 
4. What are your current projects, partnerships 

commitments? 
5. What is it like working with faculty? How 

are these parmerships funded? Where do 
resources come from for your special 
projects? 

6. What is most rewarding? Most difficult? 
What conflicts do you face in working as a 
librarian? 

7. What other occupations beside faculty do 
you come in contact with? 

8. What are your professional service activities 
or coimnitments? 

Two librarians (both men) with important perspectives were absent in the 

interviews. Of the Hve Integrated Services Teams in which most librarians work, the 

team leader responsible for the Museum, Curatorial and Special Collections division is 

the only one not represented. I chose not to gather interview data from these librarians 

and curators because I did not see them as a factor in the active pursuit of faculty 

Faculty 
1. What is your academic background? 
2. How do you keep up with the literature 

in the field in which you study? 
3. Are you using computer-based 

information technologies (I.T.) in your 
teaching or research? 

4. From whom are you receiving support or 
guidance in utilizing I.T.? 

5. Do you utilize library resources in your 
work? 

6 .  What interactions do you have with 
librarians? 

7. If you are involved in a parmership with 
a librarian, how do you describe the 
purpose and history of the parmership? 
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partnerships. They represented an important challenge to the diverse jurisdictions in 

which library-like work occurs. Some curators and museum professionals have a 

professional project that involves seeking closure and separation from the 

administration of a large library operation in which they are just a part. Rather than 

seeking to strengthen their inclusion and influence within the library as large 

administrative unit, some would prefer to stand-alone. At the same time, the Special 

Collections unit of this team is actively engaged with the team leader of the Information 

Systems team in mounting complex web-sites displaying regional collections of 

photographs and text, providing a model of knowledge management activities. In 

retrospect it was clear that in not pursuing interviews at this site I had allowed 

compartmentalization to occur as my member role contaminated my researcher role. 

One other site of inner-library conflict and my member role impacted data 

gathering and interviews. The team leader of the Library computing group refused my 

request for interview. I assume that this was in some way related to the role that others 

in the HR office played in mediating dean and team leader conflicts about stafHng and 

accountability. His refusal to be interviewed, the only refusal I encountered, denied me 

important access to a volatile unit with a critical role and source of agency regarding 

technology within the library. As a result I have depended on documents and 

observations instead of interviews regarding the operation of this internal group of 

computing technologists. 
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A similar conflict situation presented itself to me early in the investigation with 

another team of Integrated Services Librarians, who in the course of my investigation 

became embroiled in conflict. In that case I got interviews conducted before and after 

the critical conflict events, and was able to manage my own professional involvement 

as an HR resource to the team to their and my own satisfaction. Both cases suggest the 

mixed blessing of having both insider access to an organizations pulse, while also being 

associated with the mechanisms that make the pulse beat faster. 

Documents related to Question One: Context 

The literature review and commentary suggested by informants was gathered by 

the investigator to answer the macro-level question Ql: As Information Services and 

the management of knowledge grows in economic importance, how do on-going 

changes in information delivery, copyright/fair-use and intellectual property engage 

academic librarians and put pressure on their choice of activities? 

• Literature Review 

Research reports were drawn from two major disciplines: Librarianship and 

Sociology. The Library Literature was accessed through the Firstsearch database 

(H.W.Wilson) which covers 200 library and information science periodicals 

published internationally and more than 600 books per year beginning 1984 to 

present. The sociology literature was accessed through FirstSearch using 



126 

Sociological Abstracts whose records cover sociology, social work and other social 

sciences including over 2700 periodicals with abstracts going back to 1974. 

• Interviews 

The commentary of fifteen librarians and nine faculty was coded and categories 

of data generated to produce the concept map described in the next chapter (Fig. 

4.1). 

Documents related to Question Two: Agency 

Interview data and related institutional documents support the grounded theory 

and provide answers to Q2; How do librarians actively strategize and assert 

themselves, in contending with other occupational groups (faculty, publishers) for (or 

with indifference to) jurisdiction over information technology enabled services and 

products? Documents related to Q2 include (1) periodic library team reports, from May 

of 1997 to May of 1999, (2) published articles regarding the site and its activities, most 

by librarians who work there, (3) personal notes and observations logged by the 

investigator. 

" Library Team Reports. 

Teams in the library are required to report to the library on an eight-week 

cycle. Reports are published on team web-sites or on a shared computer network drive 

as a file accessible by any member of the library staff. Reports are reviewed by the 

Library cabinet and any interested library member at open meetings where the written 
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copy is distributed. Locations of written reports on tlie web or on the shared drive are 

posted as e-mail messages to the library listserve. The information is quite public and 

easy to access. Library reports follow a common format established late in 1998 by the 

Performance Effectiveness Management project. Reports focus on Mission Critical 

Areas (MCA's) and projects related to them. Each MCA has associated performance 

measures and quality standards. These together constitute a strategic framework for 

each team and are presumed to represent the most important work of the team. 

Reports from four of five Integrated Services teams are documented: the Fine 

Arts and Humanities, Science and Engineering, Undergraduate Services and Social 

Sciences Team. Museum and Special Collections reports were not gathered in as much 

depth, but provided the sources of content from the Special Collection and photography 

archives for a digitization project begun informally by the team leader of the Library 

Information Services Team. I collected Nine reports from the Science Engineering 

Team, eight from the Fine Arts and Humanities Team, four from the Social Science 

Team and three from the Undergraduate Services Team. I also collected material with 

less scope for the Library Information Systems Team and the Museaum and Special 

Collections Team. 

• E-mail correspondence and Listserve messages 

Each day I receive messages directed to the "all-stafT list, as well as more 

selective lists to which I am a party. When these related to a category of my research I 
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saved them and printed them out. Unfortunately, two-thirds of the way through my 

project my computer crashed, and much of what I had saved was lost. 

" Investigator notes and observations. 

During the course of my investigation I would attend meetings open to all staff 

as well as engaging colleagues in conversations about library-related events. Some of 

these were rich sources of data for my research. One example was a "brown-bag" 

seminar on library values hosted by two of my key informants, the metadata librarian 

and the copyright librarian. This event was attended by a mix of senior and junior 

librarians whose conversation's I noted in my project journal. I also kept a small "jot 

book" for noting imprompni conversations or events that I would run-into during the 

day. Document codes used In this study are described in Table 3.6 (Below). 

Table 3.6: Documentation Coding 

Document Type Source (Team/org) Date 
TR = Team Report SET = Science Engineering Team DD/MMAT 

EM = E-Mail SST = Social Sciences Team ?? = unknown 
MM = Meeting Memo/Handout FAH = Fine Arts Humanities Team 

News = Newspaper/letter LIST = Undergraduate Services Team 
IR = Institutional Report RAMSC=Reasearch Archives, 

Museums and Special Collections Team 
TST = Technical Services Team 

PEMS=Perfbrmance Effectiveness 
Measures System 

AAHE = AAHESGIT Listserv 

OLIG = Digital Library Initiative Group 

LJAN=Library Journal Academic 
Newswire 

LIB = Case Study Library 

CSUS=Case Study Univ. Students 

BOR = Board of Regents 

FAC = Library/Faculty Partnership APT 
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Examples: TRSET08/08/98 = Team Report for Science Engineering Team dated 
August 8, 1998. 
MMFAC??/??/95 = Memo from Faculty Partnership APT, dated 1995, 
month and day unknown. 

Categories and Dimensions of Data. 

1 took handwritten notes of interviewee responses, u-anscribed them, and gave 

copies to the interviewees, who checked the notes for accuracy. I coded transcribed 

notes, using the three major types of coding of which grounded theory Is composed; (a) 

open coding; (b) axial coding, and (c) selective coding (Strauss and Corbin, 1990). I 

coded interview notes for concepts, the conceptual labels placed on phenomenon 

described by the informants, and I compared these concepts against each other and 

grouped them into categories, which act as a classification scheme for the concepts. 

I developed categories in terms of their properties (characteristics or attributes) and 

dimensions (location of a property along a continuum). These categories form the basis 

for making comparisons of relationships between categories and sub-categories and 

among major categories. 

Together these comparisons create a dimensional profile, which in turn can be 

grouped to give a pattern. Data is conceptualized in this way by making comparisons 

and asking questions throughout the process of collecting and analyzing data. The 

cross-referencing of categories is called axial coding, which puts the data together in 

new ways by making connections between a category and its sub-categories. Taken 

together the relationships among categories can be seen as having dimensions that can 
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be organized as a profile. Several dimensional proflles can then be grouped together as 

a pattern (Strauss and Corbin 1990). Patterns then provide the basis for understanding 

micro-level interactions linked to other extant macro-theories and hypothesis. 

The Initial Categories 

As interviews were completed and transcribed, 1 reviewed them to sort out 

categories of data lodged in sentences and paragraphs. For example, I would read the 

previous sentence and conclude that it was about the concept of sorting interview data. 

I did this with all interviews and with team reports. When I finished I had culled from 

the source documents these general categories of data: 

Librarian Interview Categories: Faculty Interview Categories: 
Administration Access 

Teams 
Technology 

I began developing categories in terms of properties and dimensions. As I 

worked with the data I began to collapse some categories into others, and draw 

comparisons. For example, data on faculty conflicts was limited and spread across a 

wide range of related categories like cost of journals, administrative funding of the 

library, pay-per-article consequences, distance education, and access to resources at the 

faculty development center. Analytically it made more sense for me to fold this data 

Biography 
Conflicts 
Faculty 
Funding 
Publishing 
Roles 
Tactics 

Administration 
Conflict 
Costs 
Scholarship 
Students 
Technology 
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into other categories than to treat it as a category In and of itself. Thus the dimensional 

profiles talked about in the next section resulted from this kind of wrestling match with 

the data in which I strove to fmd a place conceptually for each category and at the same 

time build a coherent pattern from the data. 

Dimensional Profiles forming the Grounded Theory 

The theory that is described in the following Chapter Four is rooted in data that 

was organized into the profiles describe below. These categories are then broken down 

Into sub-categories whose profiles include causal conditions, context, intervening 

conditions, action/interactional strategies and consequences. The final theory, displayed 

as "Figure 4.1: Concept Map-Librarian Jurisdictions" in Chapter Four, is constructed 

out of the three major categories, their properties and dimensions, and statements of 

relationships that exist in the actual data collected. The three major categories are: 

1. Academic Librarians' Interactions with Other Occupations 
A. Faculty 
B. Publishers 
C. Computing Professionals 

2. Academic Librarian Roles & Tasks 
3. Exclusion and demarcation within and among the occupations involved in 

library work. 

Category Narratives 

Within each of the following dimensional profiles described below I have 

provided comments to clarify case study respondent positions in terms of the 

dimensions revealed in the data. 
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1. Academic librarians interactions with other occupations and professions 

A. Faculty (This profile includes data firom both faculty and librarian interviews) 

Category of Phenomenon: librarians' sustained interactions with faculty re: the 

development and use of electronic resources for instruction and research (linked to the 

increasingly mediated nature of instruction and the emerging digital library). 

Causal Conditions: increasing student and faculty interest in information technology 

services; administrative funding in support of intervention in the instructional practices 

of faculty; declining budget for serials forcing increased interaction between faculty 

and librarians over the future use of print publications; decreased emphasis on size of 

physical collection (space crisis) in favor of economics of digital/electronic access to 

journals, monographs and data bases. 

Context; Faculty research or faculty instruction where there is a perceived need for or 

benefit firom access to library resources requiring librarian expertise. Librarian e-mails, 

notes, or cold-calling of faculty. Prior relationship between librarian and faculty. 

Faculty and librarian conflicts with publishers over cost of journals. Conflicts over 

proper role of electronic access to information in research and instruction. Increased 

availability of electronic products and services. 

Properties: 
1) Willingness of faculty to use computer-accessed information technologies 

- for research 
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- for instruction 

Dimensions: Excited by computer mediated access ~ turned off; 
Science more willing humanities faculty less willing 
Utility of digitized materials utility of physical materials 
High cost of access to technology low cost of access 

Comment: case smdy faculty are generally excited about, willing to use, and saw the 

utility of information technology in the current context of classroom instruction. One 

respondent expressed reservations about the use of information technology for distance 

education. The cost of access to technology was not problematic among the science and 

engineering faculty, but was clearly an issue for the humanities faculty. 

2) Willingness of faculty to utilize professional librarians services 
- for research 
- for insttuction 

Dimensions: Use own resources or contract services ~ use library resources 
Library not necessary or sufficient library is necessary & suff. 
Willing to collaborate w/ librarian unwilling to collaborate 

Conmient: faculty in the humanities were more likely in the case study university to use 

library information technology support than were the faculty in sciences. Science 

department respondents were more likely to have sufficient in-house resources, and to 

use independently accessed databases and sources of electronic information. 

Collaborations were more active and multifaceted among librarians and faculty in the 

humanities than in the sciences. 

3) Ability of faculty to use computer-accessed information technologies 
- capabilities on faculty desktop 
- faculty training in use of hardware/software 

Dimensions: IntemetAVEB capabilities of current hardware/software: 
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Speed - fast to slow 
Memory - insufficient to expansive 
Connectivity - yes or no 
Faculty experience and training: competent to incompetent 

Conmient: faculty in the sciences were strikingly better equipped for high-speed 

internet connections than were the faculty in the humanities. Faculty experience and 

training were not assessed, but there were many more narratives of librarian expertise 

and training of humanities faculty than for science faculty. 

4) Expertise available to Faculty 
- faculty use of graduate or research associate expertise 
- faculty use of librarian expertise 

Dimensions; Quality of support available to faculty; high to low 
Knowledge of support available: high to low 
Type of services provided: comprehensive to limited 

Conmient; real dissatisfaction with the services available firom the campus computing 

center and teaching center surfaced in the interviews with several faculty. Keeping in 

mind that I focused on finding faculty with active partnerships with librarians, it was 

apparent that in those partnerships librarians were appreciated as a resource, and 

seemed to be delivering service sought but not provided by the other agencies. 

Knowledge of support available to faculty seemed high, and the quality of support, 

based on several comments, was variable. I could see no clear trend in the use of 

graduate student or research associate expertise in lieu of librarian expertise in this 

small sample. 

5) Librarians interaction with and perception of faculty re: value to research or 
instruction. 
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Dimensions: Peer collaborator ~ subservient clerical supporter 
IT professional - traditionally skilled librarian 

Comment: in one-to-one interactions, librarians are given respect as a professional in 

most cases, though occasional anecdotes of subservient treatment as a clerk are still 

heard. I heard much more value given the role of librarians in instruction than in 

research. Comments about research and the role of the library tended to revolve around 

its declining utility, such as in access to the collection, journal availability, or maps. 

Keeping in mind the low number of faculty, and science faculty in particular who were 

interviewed, comments about instruction tended to regard the librarian as both an IT 

professional, and a conventional librarian, with an apparent tilt by science faculty 

toward the latter description. 

d) Librarian Status as Faculty 
Dimensions: Tenure/academic fi-eedom/govemance vs. professional/year to 

year/independence 

Comment: my sense from listening to library faculty assemblies and informal 

conversations is that most librarians in the case snidy library accepted as valuable the 

near-faculty status of their occupation. However, I gathered from the few critical 

comments offered m both formal and informal settings, that the support was mixed 

when it resulted in stahis differences that damaged relationships with career staff. One 

argument suggested that to allow career staff a part would make librarians vulnerable to 

attack by faculty who would use it as proof that the profession was not academically 
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oriented. The resulting vote by librarians on the issue of career staff representation in 

merit-allocation committee decision-making was a split 50-50. 

Intervening Conditions: 
• Opportunities negotiated through pre-existing relationships. 
• Funding opportunities for conversion of materials to electronic formats. 
• Consortia and project grant funding. 
• Conference or committee co-participation. 
• Predisposition toward collaborative relationship 
• Experience and educational background of librarian relative to faculty he or she 

serves, 
• Level of technical support for faculty from w/in college or department. 
• Field dependent relationship to library resources (ie: humanities dependence on 

books), or experience with electronic access to databases (ie: science). 

Conmient: of all the intervening conditions, the resource dependency of humanities 

faculty on institutional sources of technology support was clearest in the interviews. 

Pre-existing relationships also seemed to be a theme in the formation of partnerships. 

Funding opportunities for conversion of materials to electronic formats seemed to 

reside outside the university, in grants from federal or professional society sources. 

There seemed a general predisposition among all the faculty I talked to for 

collaborative relationships, but not the same degree of resource dependence or sense of 

potential benefit. One English department faculty I talked to clearly depended on the 

library for materials, but talked at length about how most of his research was 

conducted in distant libraries. Librarian's conference or committee participation was a 

source of contacts, yet there was evidence that some connections were much less 
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formal than that. Some digitization contracts were fashioned out of initial conversations 

that were quite casual. 

Action/Interactional Strategies: 
• Provide desk reference assistance to patrons on a walk-in basis 
• Provide on-line reference assistance 
• Provide general research methods instruction to grad students 

• in library classroom 
• in faculty classroom 
• through on-line totorials 

• Provide general research metliods instruction to undergrads 
• in library classroom 
• in faculty classroom 
• through on-line tutorials 

• Provide general internet search methods 
• in library classroom 
• in faculty classroom 
• through on-line mtorials 

• Provide course web page development with bibliography 
• link course web site to electronic reserves 

• Provide course instruction based on bibliographic hyperlinks to web. 
• Co-lead and evaluate course with faculty. 
• Acquire electronic journals for faculty 
• Provide electronic reserves of materials for courses 
• Provide digitization and on-line access of local materials in special collections 
• Provide digitization of scholarly journal back-files 
• Provide pre-publication server maintenance to faculty/editors of scholarly journals. 
• Provide metadata services to help organize data bases 
• Provide knowledge management services to help develop new knowledge out of 

complex information sources. 
• Secure and maintain faculty status 

• Promotion and Continuing Stadis process 
• Market pay for 3 levels of continuing status 
• Involvement in faculty governance and institutional committees calling for 

facul^ status 
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Comment: As an overall impression, when talking to faculty, the expectation is that 

traditional services and functions of librarianship should be fulfilled, and in some cases 

strengthened (as in provision of journals). At the same time there is a palpable sense of 

tension in faculty about getting on the instructional technology bandwagon. Information 

literacy and web-search skill services to students are seen as important, but in some 

cases also are skills needed by the faculty. This is expressed either as a reaction to 

students who demonstrate daily how much farther along they are than the faculty 

member, or through envy at what another faculty is able to do that the subject 

interviewed could not fmd time or skill to do. In this context librarians who offer 

support for putting course materials on the web are tapping into an under-served 

community of potential consumers of the technology. 

B. Publishers/Indexing Companies (This category is constructed primarily from 

librarian interviews, listserv newsletters, published reports and one publisher interview) 

Category of Phenomenon: Librarians' increasingly contentious interactions with 

publishers and indexing companies re: as vendors of both print and electronic products 

and services. 

Causal Conditions: Dramatic increases in cost of publisher product; Entry of new 

competitors for library services. Decreased library space for storage of physical 

materials; dependence by faculQr on publishers for publication and review services re: 
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Tenure; Global competitiveness strategies of publishers re: copyright, trademark and 

licensing of information and intellectual property. Increased interest by Universities in 

retaining property rights of faculty produced intellectual property. 

Context: Both Library and Publishing Services are intermediary agents in the 

scholarly conununication process. Publishers maintain direct relationships with faculty 

as editors and authors in the publication of research results. Librarians maintain direct 

relationships with faculty as archivists and collectors of information that faculty use. 

Librarians seek to use academic values regarding academic freedom and public good 

arguments to position themselves with faculty against the private profit demands of 

commercial publishers. 

Properties: 

1) Attitudes of librarians toward provision or purchase of Print or Electronic 
formats 

Dimensions: 
Value of Subscription — Value of pay-per-article 
Value of print/electronic versions bundled Value of prmt/electronic 

unbundled 

Comment: There was a noticeable lack of comment by librarians on pay-per-article 

issues. Most seemed to be taking the value of a subscription for granted. The issue of 

bundling print and electronic versions brought several responses: (1) that publishers 

were price gouging on the charges for electronic versions, and (2) that librarians 
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weren't ready to unbundle print firom electronic because of uncertainties related to 

archiving copies in electronic formats. 

2) Archival Issues 
Dimensions: 

Print materials Electronic materials 
Easily cataloged Cataloged with Difficulty 
Stable location Unstable location 
Clear jurisdiction for archiving Uncertain who has jurisdiction 
Low cost to archive high cost to archive 

Comment; the archival mission of libraries should put pressure on the publishing 

movement to create electronic-only materials much as the half-life of atomic materials 

put pressure on the nuclear industry to account for the cost of containment. But there 

is not much evidence that this is the case. Instead it seems that librarians, without the 

budget to address it, are only slowly begiiming to address the issue by maintaining dual 

platforms, physical and electronic, while trying to flgure out who will archive what and 

in what form. The costs of archiving electronic materials are not discussed, but clearly 

worried about by librarians in the case study. 

3) Costs 
Dimensions: 

Bargaining power of buyers Bargaining power of suppliers 
Nonprofit organization For-profit organization 
State subsidy Market competition 
Low capitalization requirement—high capitalization requirement 

Comment: this case study library is clearly enrolled in the association-driven initiatives 

to build consortia and exercise greater bargaining power as buyers. National 
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association dues and coalition dues keep rising to support the increase in lobbying 

related to publisher-sponsored legislation seeking to change copyright and fair use 

standards. During the time this case study was conducted, SPARC has made progress 

in creating alternative journals at lower cost. It is not clear that this has yet resulted in 

cost-savings for the library. If it has, I have detected no general cry of celebration and 

relief. Meanwhile, the capitalization costs of internal digitization production capabilities 

is still being felt, as are the increasmg workloads associated with a more-or-less stable 

number of employees working to create a virtual library inside the physical one, with 

its ongoing cost structure and demands. In this case study, there is capital investment 

in creating new space; both a fifth floor addition, compact shelving, and new library 

space in the undergraduate facility being constructed next-door are evidence of this. 

4) Copyright and intellectual property conditions 
Dimensions; 

Fair use conditions licensing and copyright conditions 
Open source codes—proprietary codes 

Comment; The national initiatives regardmg copyright and licensing of faculty 

scholarship resulted in local initiatives by librarians to forge support from faculty. 

There is evidence that this resulted in at least some jurisdictional conflict with the 

institutional office of technology transfer, who had written a policy on intellectual 

property without involving the faculty or the librarians. They were the sole source of 

copyright information on campus until a library member got involved in educating 

faculty about fair use. Creation of the virtual library suggests the possibility of 
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electronic sharing of data and text. Control of the system through which such a virtual 

library could be fashioned from the holdings of many libraries spawns interest in 

"open-source" architectures in which the programming codes are shared freely rather 

than becommg proprietary, enabling the linking of libraries without the barrier of 

profit-making costs. This case study library has one librarian who is leading efforts to 

organize just such an effort, exemplifying the social-trustee side of the profession. 

Intervening Conditions: National and international legislation and trade agreements. 

Comment: national and international library associations, coalitions and partnerships 

are in place and growing during this case study. They seek protection for libraries firom 

increasingly market-oriented legislation developed by corporate publishing and 

information industries. In many cases it is a battle to preserve any "fair-use" provision 

for the educational use of information at all. Other national and international issues 

include censorship as it relates to the screening of web-sites, and funding of the 

information technology infrastructure as it relates to the wiring of schools and 

campuses. Librarians in the case study library are engaged in local discussions with 

faculty about fair-use, but faculty do not seem to share the sense of urgency. 

Legislation may be seen by some faculty as an administrative or legal function, not a 

popular function of informed citizens. Where there is consciousness about what is at 

stake it is expressed by a faculty member as a concern for the cost of articles coming 

out of the faculty member's personal pocket or a cynicism about administration moving 

to capture copyrights. One faculty member saw the issue as one of what provided the 
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faculty with the most leverage, and saw the current system of copyright as leveraging 

the faculty position vis a vis administrators in that textbook publishing provides faculty 

with prestige. 

Action/Interactional Strategies 
1) Publisher pricing 
2) Library Consortia Buying 
3) Legislative lobbying by both sides 
4) Publisher Licensing practices 
5) Faculty efforts to create alternative publishing and review processes. 
6) Library efforts to create an open-source virmal library system. 

Comment: The realm of publishing, and library efforts to wrest jurisdiction for 

scholarly publishing away from commercial publishers, appears to evoke a mixed 

response among faculty interviewed in the case study university. Faculty could 

appreciate that the rising cost of serials was consequential: they had directly suffered 

the loss of journals as a result. There is also a sense that the relationship of publishers 

to faculty works in the interests of faculty, who benefit from the status that they derive 

from peer review in the publisher controlled system. Arguments firom librarians that 

faculty should take on the burden of publishing to drive costs down have attracted some 

takers among the faculty at the case study university: one to be exact. But there are 

voices of suspicion in the interviews with faculty, suggesting that the changes in 

copyright control would benefit the administration at the expense of the faculty. I see 

no responsiveness or thought about this from the librarians I interviewed, who naturally 

see the battle with the publishers as one in which their own capacity to provide 
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comprehensive holdings is suffering, while new electronic formats threaten to bypass 

the selection role of librarians all-together. 

C. Librarian relationship with Computing Professionals (This category is 

constructed primarily from librarian interviews and one computing professional 

interview). 

Category of Phenomenon: Librarians' sustained interactions with computing 

professions re: the development, maintenance and use of electronic resources for 

instruction and research (the emerging digital library). 

Causal Conditions: dramatic increases in the investment in and maintenance of 

complex computer networks supporting e-mail, classroom internet use and 

connectivity. Increased faculty and student demand for bandwidth and up-to-date tools. 

Competition between computing investments and other academic investments, such as 

salaries. 

Context: coalition between computing center, library, teaching center and others to 

provide for faculty development re: instructional technology (I.T.) using the internet. 

Properties: 
1) Relationship of LT. professionals to core profession (faculQr) 

Dimension: Subordinate—Peer Superordinate 
Department-based Centrally-based 
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Comment: I.T professionals are seen by faculty as subordinate to faculty, whether 

department-based or employed by the central computing center. They are assigned to 

help faculty leam to use the technology, as service technicians. 

2) Relationship of I.T. professionals to administration and instimtional strategy 
Dimension: Subordinate—Peer Superordinate 

Central to strategy Peripheral to strategy 

Conunent: Once again, I.T. professionals as discussed in University documents are 

subordinate to the administrative functions, but are central to strategy as infrastructure 

support, in roughly the same league with facilities and student services. The manager 

of a computing center user's group describes I.T. professionals as people who work on 

the behalf of others. "I.T. is an enabler. It's just a tool. So we are just tools. The best 

people here really put themselves out on behalf of other's projects" (C26-IVINGF). 

3) Relationship to librarians 
Dimension: Subordinate—Peer Superordinate 

Collaborative Competitive 

Conmient: there seems to be a history of collaboration among peers at the professional 

level, and a competitive history at the administrative level between the library and the 

computing center. The administrative competition is described by informants in terms 

of conflicting personal styles of leaders rather than resource competition or divergent 

occupational values base. One library informant expressed fear that if the two 

organizations were ever merged, that the computing culture would take over. But the 
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computing center manager interviewed for this study saw die library as dominant in 

the relationship. 

4) Technical role: Buffer technician Broker technician (see Barley & Orr, 
1997) 

Comment: In the conunents of librarians I see a distinction between technical work 

types. When a computing professional is involved in brokering activities, such as 

arranging for the delivery of new I.T. services, they are described in peer terms. When 

die technical task is daily maintenance of machines - Zabusky's (1997) aptly named 

buffer role, the role is subordinate. Librarians express concern about this distinction in 

terms of their involvement with faculty over construction of course web-sites. The 

design collaboration with the faculty, with its elements of negotiation and creation, are 

viewed more favorably as a role than the maintenance of the same site, which is more 

likely to be handed off to a secretary or other subordinate support position. However, 

even the broker technician role is still a technician role, and is not seen as appropriate 

by some librarians. 

Intervening conditions: Availability of departmental resources to hire or train in-house 

instructional-technology support; tasking of central computing group to large 

institutional computing projects making I.T. service to faculty a peripheral activiQr; 

organization of faculty development partnership and state of leadership and support 

within that parmership and from administrators; High faculty to I.T. support ratio's 

(l(X)-200 faculty to I support, versus the corporate norm of 80 to 1). 
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Action/Interactional strategies: 
1) Divide up responsibilities for faculQ^ development among development parmership 
2) Demarcate responsibility for support of computer commons in Integrated Learning 

Center 
3) Collaborate on specific projects, i.e.: Lap-top computer project. 
4) Compete for influence over institutional decisions impacting one's own unit. 

Comment; the Faculty Development Parmership is said by a librarian in this case study 

to lack strategic planning and influence with administrators. It appears to the 

investigator to be largely a strucmre for allocating $300 thousand in State monies 

across functions. Another $500 thousand is distributed to faculty in an instructional 

technology grant program. A small group of agents including one librarian and two 

computing professionals hold the central decision-making roles absent stable 

administrative leadership. Continuing state support is not assumed, and the computing 

professionals are looking at technology transfer possibilities for continued funding. 

2. Academic Librarian Roles and Tasks 

Category of Ptienomenon: Instructional Parmerships and Knowledge Management 

Tasks 

Causal Conditions: strategic objective to develop instructional parmerships with 

faculQr, driven by need to engage faculty in issues related to the cost of purchasing, 

providing "fair use" educational access in both a physical and a digital formats as well 

as providing archival access to the graphic record in both formats. 
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Context: Team-based environment combined with quality improvement philosophy 

generates greater attention to needs of "customers" as basis for decisions about 

electronic vs. print collections related to the creation of the digital library. Personal 

abilities and preferences among librarians for "connection development" with faculty 

vary, as talents selected for in the "old" organization may present mismatch with 

demands of the "new" organization. Personal relationships that existed prior to the 

emphasis on "partnerships" facilitate their development, and reflect the challenge that 

forging partoerships with faculty represents for some librarians. Pre-existing 

experience with teaching or in computing may also impact librarian preferences for 

type of product or service engagement with faculty and students. Evolution of 

information technology continues to open up new application, both destroying and 

creating tasks. 

Properties: 

1) Role and Task Expertise 
Traditional Non-Traditional 

Bibliographic "Collection Building" 
Print Reference 
Print/material Cataloging 
Material exhibit and display 
Archival and Preservation 

Collection Linking and Pruning 
Electronic & Print Searching 

Meta-data Cataloging 
Web-site Development 

Digital scanning and Indexing 

Comment: Informants describe a divide between what they have been domg and what is 

newly required of them in the context of faculty development and electronic products 
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and distribution schemes. Most are involved in traditional roles while simultaneously 

trying to prepare for new roles. The more routine roles such as digital scanning and 

indexing are already being demarcated to career staff. 

Interrening Conditions: The combination of opportunities to utilize new knowledge or 

skills to solve problems that old knowledge and skill are insufficient to answer, plus the 

importance of the problem, and the financial support, customer interest and 

infrastructure (i.e.; purchase and maintenance of technolgy) needed to learn, practice 

and attain mastery of new knowledge and skill as shown by public acceptance and/or 

legal sanction. 

Action/interaction strategies: 
1) Tactics for engaging faculty in partnerships 
Dimensions: Non-relational technique 

Cold calling — 
e-mail listserve 
drop-in 
Newsletter 

Conference participation 
Interest-based 
introduction 
Referral from colleague 
White Paper or other 
publications delivered to 
known audience 

~ relational/network technique 

Tap existing fnendship 
Network with colleagues 
and friends and utilize 
faculty governance 
framework to influence 
colleagues 

Comment: the most visible successes in engagement appear to come most often through 

networks of friends or colleagues. Non-relational techniques seem to be most often 

referenced in team reports, but the real action is in individual contacts developed over 

tune. 

2) Strategy for Moving Professional Employees from Old Expertise to New 
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Dimensions: Organizational 
Reorganize into teams 
Process Improvement of Services 

Technological 
Put catalog on-line 

Make PC's internet capable 
Orient Rewards/Recognition to Learning new skills Provide training and tech support 
Make improved service to faculty a strategic goal Require subject web page 
Decide not to organize material warehouse Move to digital-only collection 
Create or join consortia to support digital library Create digital production capability 

Conmients: this case study library is of particular interest because of the balance of 

both organizational and technological means used to support change in the jurisdiction 

of the professionals. At the same time that a reorganization into teams occurred, so did 

the transition from a physical card catalog to an electronic catalog. Process 

improvement resulted in savings used to reallocate funds to special projects such as the 

digital library initiative. This is an organization with unusual synergies in this regard. 

Non-the-less, not everyone I interviewed liked working in a team environment, and 

stress levels are often described by informants as high. 

3. Exclusion and demarcation within and among the occupations involved in 
library work. 

Category of Phenomenon: Exclusionary or usurpatory dynamics between occupational 

groups or status differences within the professional worksite. 

Causal Conditions: When a vacancy in task jurisdiction occurs due to the procurement 

of new technologies, and disagreements arise within a profession over whether to 

occupy the vacancy, or when one occupation makes claims to services seen as the 

province of another. 
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Context: Leadership that enables collective action when funding for continued 

expansion of library physical storage facilities is unavailable, the means for converting 

print materials to electronic formats is affordable, and several different occupations are 

providing services to accomplish conversion. Also, the users of those services (faculty 

and students) are moving toward greater use of electronic forms of access. 

Properties of Inter-Occupational Power: 
1) Status (superordinate to subordinate) of professional role 
Dimensions: Instructional-only mixed Digital product or service 

a) Status of Instructional involvement 
High Medium Low 

Course co-instructor 
Co-curricular Instructor of research Provide bibliography 
developer methods only Provide reference 
Co-evaluator Provide program assistance 

b) Stams of Technical/Product or Service involvement 
High Medium Low 

Knowledge management Digitization of materials Web site development 
Metadata analysis pre-publication server Electronic reserves 

Acquiring electronic 
journals 

Comment: there is an interesting bifurcation in evidence about stams in this case smdy. 

On one hand, instructional expertise is the coin of the realm, the one task dimension 

conunonly expected of nearly ail librarians. It is no accident that the most highly 

respected of the librarians are also acknowledged masters of instruction. Instruction is 

also the task area most aligned with teaching faculty. On the other hand, many 

informants describe knowledge management tasks as the future of the profession. These 
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are both more technical and more consultative tasks, rather than instructional. They are 

tasks that are first assigned to a junior librarian whose own professional background is 

more firmly rooted in science than librarianship. It is a concept around which there is 

no apparent agreement as to meaning and no clear strategic plan involving everyone, as 

there is with instruction. Does the status value of knowledge management come from 

its corporate origins and association with strategic access to a firm's intellectual 

property and both the tacit and explicit knowledge of its workforce? In the case study 

library the roles associated with knowledge management are still being constructed, and 

answers to questions like diis hard to find in the voices of informants. 

Properties of Intra-Occupational Power: 
1. Types of organizations 

Dimensions: Public Sector Private Sector 
Universities 
Scholarly Associations 
Library and Library Consortia 

Publishers 
Indexing Companies 

2. Technology Expertise 
Dimensions: Low technical knowledge required High tech required 

GIS software 
Coding 
Data-base design 

Web page development software 
Scannmg 
Basic Data Entry 

3. Entry costs for new service providers. 
Dimensions: Low cost High cost 

Web Design Service 
Electronic Reserves 

Digital Journal 
New Product 
Development 

4. Bargaining power of Suppliers 
Dimensions: Low Leverage 

Multiple alternative sources 
5. Bargaining power of Buyers 

Dimensions: Low Leverage 

High Leverage 
Single source 

High Leverage 

6. Rivalries among existing competitors 
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Dimensions: Equivalent cost structure Unequal Cost 
structure 
Differentiated Public 
Image re: jurisdiction 
Unequal legal 
protection 

Undifferentiated Public 
Image re: jurisdiction 
Equal legal protection 

Comment: these six dimensions are Porter's six dimensions of competitive advantage. 

This case study library is situated in the public sector university, where the library 

professionals are beginning to develop a higher level of technical expertise, while also 

creating the capacity to enter the new service of digital publication. In the case of the 

most popular science journals and the increasingly consolidated publishing firms that 

provide them, there are conditions in which publisher's enjoy high leverage, especially 

given the status needs of faculty engaged in promotion and tenure. University Library's 

in the case study state have begun to purchase as consortia, and so are seeking to build 

their bargaining power as buyers. As a state subsidized provider of digital publications, 

the case study library might gain from a lower cost structure than its commercial 

competitor, but the library lacks a public image and status as a publisher, and is 

increasingly subject to restrictions on fair use of intellectual property as a library. 

Intervening Conditions: Resources provided by State, ability of State institution to 

secure non-state funding, strength of coalition among the many libraries as buyers, 

strength of merged and consolidated publishers as sellers, changes in cost of 

technological capabilities, ability to develop personnel capabilities and expertise. 

Federal and international copyright and trade legislation and regulation of information. 
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Intra-Occupational Action/Interactional Strategies: 
• Lobbying by national associations in favor of legislation protecting public access. 
• Consortia organizing to leverage bargaining power of buyers. 
• Educating and influencing Faculty and their organizations to withdraw from private 

sector publishing agreements and support not-for-proflt alternatives 
• Organizing administrators and faculty to support the library as the preferred 

information delivery service on campus. 
• Negotiating preferred investment and funding stams in resource allocation vis a vis 

other contending campus or outsource occupations by demonstrating both efficiency 
and effectiveness in execution of tasks. 

Inter-Occupational Action/Interaction Strategies: 
• Increasing contact with faculty through personal interview, survey and focus 

groups. 
" Offer comprehensive internet access and electronic material migration services to 

students and faculty. 
• Delegate routine, traditional work to non-professional support staff. 
• Protect professional review and accreditation practices from encroachment by non

professional co-workers within the worksite. 
• Protect faculty-status from exclusion by non-supportive faculty and administrative 

agents. 

Comment; the action and interaction strategies engaging case study librarians are 

necessary for success, but may not be sufficient. The infrastructure for wielding a truly 

powerful consortial network of providers into a virtual library and scholarly 

communication network utilizing open-source codes and conmion conventions and 

policies is not nearly in place. The competition, namely publishers, are large and 

getting larger. This size may not benefit publishers if the librarians can prove to be 

more nimble and faster. In fact, the speed at which this case snidy library has mounted 

a campaign involving numerous strategic elements to reposition their professional 

jurisdiction impresses me, but there is no data to suggest that their peer librarians in 

other institutions are nearly so far along. Faculty do not wholly align with the 
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strategy. Institutional strategies as reflected in strategic planning documents position 

librarians in educational strategy in two ways. First as infrastructure support to move 

faculty to greater use of instructional technologies in the development of distributed 

(on-campus) and distance (off-campus) learning. Second, administrative investments in 

the library position librarians more closely with the undergraduate students, especially 

the freshmen, as support personnel in the overall retention strategy. Neither of these 

strategic positions are necessarily a step upward in status, and could represent 

continuation of the gender demarcation of librarians, to the extent that librarians are 

enrolled in the low-status work of undergraduate instruction. Planning documents once 

demarcated this ILC support role to graduate students, but now demarcate the role to 

general education instructional faculty supported by teams of managerial professionals 

from computing, library and student services. 

Hypothesized Relationships 

Working with the profiled data involved hypothesizing relationships related to 

my research questions: what are the contextual forces compelling change in librarian 

jurisdiction, and what are librarians choosing to do in developing their jurisdictional 

options? I found the intersection of dimensional data regarding role and task expertise 

and the dimensional data regarding status to be of particular use in organizing the data 

into the larger picture (See figure 3.8). I checked the theoretical intersection of 

knowledge and skill with status against the full range of data captured by the study and 

found it worked to organize nearly all the data. I then validated it for language and 
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meaning with several informants. In Chapter Four I further develop the emergent 

theory to suggest the jurisdictional choices fashioned by and for librarians in this case 

study. 

Figure 3.7 The Grounded Theory's Two Primary Dimensions: Competencies with 
Status 
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Chapter Four: The Case Study Data on Jurisdiction 

What will Academic Librarians do? The case study are professionals tied to a 

work site in a tax-toded nonprofit institution. They face difficult choices regarding 

the steady encroachment of for-profit enterprises on their information access services, 

such as pay-for-article services. The fact that Librarians uphold the rights of an 

informed citizenry to read what they want seems less relevant as a value in the face of 

the dynamic new information delivery system. The evolution of computing and 

telecommunications creates a timeless global connection: a computer voice and data 

link to the Internet in every car, home and workplace. This technology is hyped as a 

marvel of social and technical engineering, as carefully crafted to be seen as 

indispensable today as the telephone was earlier in the century (Fischer, 1992). And as 

the telephone changed family life, the Internet connection continues the changes 

wrought by earlier technologies in the meaning of public life, further dissolving its 

geographic and cultural boundaries. 

Steven Brint speaks of the tension inherent in the professional project, between 

the idea of profession as a socially responsible role (social trustee) and the idea of 

profession as intellectual training (expertise roll) in the service of purposes determined 

by organizational authorities or market forces (Brint 1994). Brint suggests that the 

"Social Trustee" form of professionalism is eclipsed in the later part of the twentieth 

century by "Expert" professionalism, in which "formal" knowledge dominates, 

splitting professions into core (abstract knowledge) and periphery (concrete 
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knowledge) classes. This division leads to the splintering of professional stratum in 

relationship to the market value of different forms of "expert knowledge" in which 

expertise is a resource sold to bidders in the market for skilled labor. This movement 

away from images of public good to images of private gain is further informed by 

patriarchy and the demarcation of occupations into dominant male and subordinate 

female domains. Amidst these macro-level influences, Abbott describes the meso-level 

processes in which professions claim jurisdiction through efforts to Influence the legal 

system, public opinion and the division of labor in the workplace. The division of 

labor involves intra as well as Inter-organizational competition, as when computing 

center and library and student services contend to provide instructional technology 

support. 

Case Study Library provides a micro-level example of these forces in action. In 

this chapter I show that case study librarians are dealing with a tension between values 

they proudly associate with their gendered history of social welfare (providing access) 

and the opportunities for electronic publishing and other market-driven forms of 

information work (knowledge management). Furthermore, there are real economic 

consequences to the tension, given that tasks associated with public service seem likely 

to pay less than those tasks associated with markets for expertise. 

The Librarians in this case study strategize and assert themselves by seeking to 

apply information technologies in support of access (i.e.: by developing easier ways for 

faculty and students to work with complex data), while at the same time seeking to usurp 

the control of publishers over the pricing of scholarly communication, returning price 
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control to their faculty and institutions on a non-profit basis. As their University 

becomes more oriented toward institutional, if not private gain, this effort runs up 

against institutional policies regarding intellectual property, and the reality of faculty 

who are just as consiuner-oriented as citizens at large. Librarians are delegating and 

outsourcing tasks that they once controlled, in order to organize for both lower-cost 

production of electronic journals and public access to the information within them. 

These are tasks whose costs are easily reduced or automated to provide savings that can 

be reallocated to other institutional and professional demands. These internal 

reallocations are often the result of process improvement initiatives and reorganizations 

of tasks within the library. 

Librarians can be seen to employ what Witz called "dual closure" strategies in 

which the profession simultaneously works to oppose dominant groups while excluding 

subordinate groups firom its ranks. The two primary dimensions of the grounded theory: 

one of status and the other of tasks provide a measure for change in professional 

jurisdiction that makes sense for this micro-level case study. These dimensions are 

pictured as a concept map (Fig. 4.1) which is used to relate and test relationships among 

categories and dimensions in the study. The categories and dimensions of data gathered 

from interviews and documents are easily framed within the quadrants suggested by 

both status and task analysis of the activities presented by informants to this study. 

The Concept Map takes a workplace (as contrasted with legal or public) view of 

jurisdiction in the case study university library. Both technology and organizational 
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Figure 4.1 Concept Map: Library Occupational Stratification by Knowledge 
Roles 
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impacts are implicit in the construction of the map. The vertical axis represents a 

continuum of task jurisdiction that reflects the status of tasks or roles as described by 

librarians. The higher on the vertical dimension the greater the assumed power. 

Librarians in this case study aspire to engage in knowledge management activities but 

are institutionally compelled to acquire skills in the information literacy instruction of 

undergraduates, a role with tasks that reflect the noblest of "social trustee" values, but 

one not well valued by the market economy, where knowledge management is prized. 

The professional librarian and information professional roles in this vertical 

dimension. Quadrant One and Two, are the professional "public faces" of Librarians, 

while Quadrants Three and Four, the clerical and technical roles of librarianship can be 

understood as the task arenas which the profession downplays in public claims for 

jurisdiction and delegates to subordinate groups. 

The horizontal axis represents a continuum from traditional (and sometimes 

obsolete) skills and knowledge to newly acquired (and not yet mastered) skills and 

knowledge. The traditional knowledge and tasks are based on clerical skills used in the 

context of physical materials and historically understood to be part of the professional 

tool kit of librarians. The digital library skills are newly acquired, non-material 

(electronic) and only recently understood to be part of the professional tool kit of 

librarians (and thus a matter for library school curricula). 

This axis portrays the "technization" of case study library work— the 

transformation of traditional blue and white-collar work by microelectronic technologies 

(Barley, 1993). This axis also represents the horizontal organization of work, focused 
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less on power and more on expertise. As expertise in staff grows, it becomes more 

difficult to retain qualified staff, which in the case study library resulted in the upwards 

reclassification of career staff positions and development of a compensation strategy 

(Career Progression) that recognized the knowledge-capital held by employees as more 

critical than the positional authority vested in an abstract position taxonomy (Lawler, 

1990). As work becomes more technical, administrators find it more difficult to 

evaluate their work (Barley and Orr, 1997). One result is that technicians enjoy greater 

autonomy than their clerical brethren. There are also some gains in status for clerical and 

technical staff who move into digital work and for librarians who can master the broker 

role of knowledge management. For these reasons I show the digital library technical 

positions as gaining status relative to the physical library clerical roles. 

In a horizontal system, different groups of practitioners jointly contribute their 

distinctive efforts to the execution of work tasks, and this can threaten the underlying 

premise of bureaucratic control (Whalley and Barley, 1997). The work of technicians 

involves managing their low status in a hierarchy in the face of their importance to the 

work processes which they create and maintain. "Specifically, technicians can be either 

"buffers," substantively involved in the work process, or they can be "brokers," ancillary 

to that process but critical to maintaining the infrastructure which makes such work 

possible (Barley, 1993). Brokers are technicians whose work is "not substantively 

relevant to those who depend on their work"; instead, they are primarily "responsible 

for creating general conditions necessary for the work of others... [by overseeing] some 

aspect of the technical infrastructure on which a production system rests" (Barley, 



163 

1993). In the concept map, this distinction roughly follows the contour of Quadrant 

Two (Brokers) to Quadrant Four (Buffers). 

Zabusky notes that "broker" technicians are positioned between the users of an 

infrastructure in the organization, and toward the developers of the technology in a 

wider and more diffuse technical community. "This dual orientation requires broker 

technicians to serve as linguistic interpreters of a sort: brokers are involved in repeated 

attempts to "translate" technological realities into terms users can understand, and, at the 

same time, to translate the users' needs into terms that make sense in the technical 

world" (Zabusky, 1997). Thus brokers play a mediating role in organizations, and this 

position "generates uncertainties about their membership in a cultural sense— 

uncertainties which are manifest phenomenoiogically as problems of belonging" 

(Zabusky, 1997). 

Technicians are simultaneously servants and experts involved in creating and 

maintaining critical infrastructure. In the case study library, the librarians who flmction 

as brokers are involved in technology-oriented networks spanning the gulf between 

computing center and library. When a librarian speaks about the importance of metadata 

conventions as essential infrastructure underlying the ability to share "digital objects" 

created by faculty they are more than librarians, they are representatives of an emerging 

and complex technical system which they are helping to create. 

This continuum in the horizontal dimension thus represents a collective 

movement in time from one environmental ground to another, adjacent and to some 

extent new and vacant ground. Abbott introduced the concept of vacancy models to 
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describe how professions move into or attack ("usurp" in Witz's framework) 

occupational ground that is weakly defended or vacant (Abbott, 1988). In this case the 

"vacancy" is best seen as an emerging human need for assistance making meaningful 

contact with and use of information in an environment of new technology and 

information overload and trivia. It is a human need that is seen as a "market" by a 

variety of information brokering agencies such as bookstores, indexing services, and 

publishing services. The horizontal axis is thus a very competitive dimension where 

skills such as cataloging and searching are automated and skills such as preparing 

information for use, creating and improving information (Davenport 1997) are 

emerging. 

Taken together the two dimensions describe four quadrants or conditions in 

which the case study librarians are active agents. These Quadrants are not always 

distinctive, in that tasks in one may overlap or find use in another. Quadrant One 

(existing skill and know-how combined with expanded jurisdiction) consists of those 

tasks and roles that extend traditional descriptions of library work involving preserving 

and providing access to the graphic record. Within the past fifteen years the role of 

Information technology systems librarian and the role of instructional librarian ascend, 

eclipsing the once powerful role of bibliographer/selector. In Quadrant Three (existing 

skill and know-how combined with diminished jurisdiction). Reference desk services 

are reoriented to Intemet access as students use Web-based search engines and on-line 

indexes. Indicators of the declining status of reference desk, archiving and cataloging 

skills are seen in the fact that they are delegated to non-professional staff or deskilled 
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through automation or outsourcing. The public image of the librarian as a cleric still 

remains, yet the actual clerical work once attributed to professional librarians is now 

handled increasingly by non-professional staff. Librarians seek to secure new 

jurisdictions by enclosing the market for on-line scholarly information services through 

development of a public image as information literacy instructors and knowledge 

management consultants. This involves making the library the preferred service provider 

for faculty and students over competing computing services. 

Quadrant Two (new skill and know-how combined with higher status 

jurisdiction) consists of those tasks and roles that integrate the traditional tasks of 

preservation and access of information into the digital means to manipulate information 

and manage it. This is the realm of the information professional who prepares 

information for use, creates and improves information by pruning it, adding context to it, 

and packaging it for selected audiences. It also involves acting as an agent for 

proprietary databases with licensing and copyright requirements. Even as this realm is 

being realized it is also stratifying into professional and non-professional technical tasks. 

Quadrant Four (new skill and know-how combined with low status) involves the 

delegated duties of web-page development, scanning and digital production work that 

are now beginning to be seen as the new Library Specialist work in the case study 

library. This latter realm is the realm of technical support, and is the counterpart to 

clerical support in the traditional dimension. 

Movement from the traditional realm into the non-traditional realm is 

manufactured through both organizational means (development of teams, outsourcing 
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and reorganization of technical services) and technological means (on-line cataloging 

followed by production of electronic journals and databases). The division of the data 

from case study librarians into these two realms belies the ties between them. They are 

not as distinct as presented here. Two examples come to mind: (1) Instructional 

librarians teaching information literacy as stand-alone classes in the library profile as a 

traditional service, but it is one that increasingly relies on the development of new 

software and "front ends" to complex data management tools. Development and 

maintenance of subject web-sites (Quadrant 4) is linked to information literacy 

instruction (Quadrant 1). Many other linkages could be made. 

Implicit in the movement from quadrant 1-3 to 2-4 are issues related to Witz's 

framework of gendered demarcation and exclusion. Work in Quadrant One is 

stereotypically female and associated with the care and provision of physical materials 

as conservators. However, this prejudice masks the increasingly technical nature of the 

profession, which is explicitly involved in creating a digital information infrastructure 

for faculty use in teaching and research. Teaching faculty, who are still predominantly 

male, and in whose ranks librarians seek inclusion, demarcate and limit the role of 

librarians. This occurs to librarians both as instructors and technicians, as faculty control 

librarian's access to the classroom and the extent to which they are invited to work with 

librarians on adding librarian knowledge to the curriculum or materials used in the class. 

The biographies of the librarians I interviewed reinforce the lack of math and science 

backgrounds that make the increasingly technical nature of their work a particular 

challenge, requiring significant investment in continuing education. And until recently, 
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the profession was clearly segregated, with the few male professionals occupying a 

majority of administrative and managerial positions. However, the gendered nature of 

these interactions strikes many (though not all) of the librarians I interviewed as simply 

the lay of the land. Few characterize the difficulty they face in expanding their 

jurisdiction as caused by male domination of adjacent occupations, or male exclusivity 

in the shaping of skills and knowledge. The lack of voice given this reality reflects both 

my own inability to focus interviews on the topic, as well as the reality within their own 

institutional site, where women are in positions of authority. Of 54 librarians at the site 

in 1998,40 were female (74%) and 14 male (26%). The Dean and 7 of 10 team leader 

positions are held by women. 

Work in Quadrant Two is stereotypically more technical and thus more oriented 

to male occupational skills in computing and management information systems. 

Quadrant Two is associated with the manipulation of information in the service of other 

occupations, or as primary creators of information products. The movement to work in 

Quadrant Two involves issues of creative control and copyright. In this arena librarians 

contest corporate publishing businesses over the ownership of information, resisting 

attempts by those businesses to demarcate or limit the fair uses to which librarians (and 

faculty) may put the collected materials of the library, even as they work with them to 

honor agreements. In this Quadrant, librarians are ceded by faculty a role as the local 

information technology and copyright experts in the realm of scholarly communication, 

but also work in a sometimes uneasy alliance with publishers and vendors as contractors 

of their services and signatories to their licensing agreements. 
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In Quadrants Three and Four routine technical maintenance tasks are delegated 

to Library Specialists or outsourced. At the same instance, Specialists are excluded 

from professional tasks, such as merit review committees or instruction, as are 

temporary professionals. Even in this case study "team-based" organization, librarians 

practice subtle forms of exclusion toward subordinate groups as they attempt inclusion 

in or usurpation of task areas outside their historical boundaries. This is the "dual 

closure" strategy "so called because it involves the simultaneous exercise of power in an 

upwards direction, that is its usurpationary dimension, and in a downwards direction, 

which is its exclusionary dimension" (Witz, 1992, p. 50). 

Data from Interviews and Documents Referencing Quadrants 1 & 3 

The idea that there are traditional task areas in the profession of librarians must 

be leavened by the understanding that the professional project of librarians is itself a 

dynamic one in which roles have seen significant change prior to this case study. For the 

purposes of this study, "traditional" is whatever was standard practice about 1985-90. 

The professional project of librarians has seen many changes, but it is reasonable to 

suggest that the roles of Bibliographer, Reference, and Cataloging librarian have been 

relatively stable until the advent of affordable, networked computing power, combined 

with the decrease in state support that compelled movement toward for-profit models of 

organization. Within the profession this division of labor has also represented a status 

hierarchy. Kelly, a senior administrator and assistant to the Dean, laid out the historical 

status hierarchy of librarian roles as follows; 
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"There is an old hierarchy of Librarians that looks like this: 
- Bibliographers are at the top. They selected books to deepen and broaden 

collections. The Case Study library only had 3 while others libraries typically 
had 10-12. The creation of "approval lists" out-sourced some of this. 

- Reference librarians are next in line. They helped reference patrons to 
materials or data. They went through a transition learning to provide 
instruction (1975-present) and learning to search on-line data bases (1978-
1985). 

- The Catalogers are at the bottom. They did cataloging (descriptive and 
subject analysis) of books and maintained the card catalog and saw that 
materials were properly indexed and classified." 

Q: I interviewed you before about the status hierarchy of old. What do you think 
the new status hierarchy is? 

A: In terms of status, let me think about it. Administrators at the top. Systems 
librarians-those who understand systems and technology. Instructors and 
educators. Collection development. Catalogers still at the bottom." LOl-ADMFLF 

Cataloging librarians were among the first casualties of the emerging electronic 

access capability. Facing the prospect of real competition with on-campus bookstores, 

computing centers and new off-campus providers of information services, the library 

came into unexpected competition with old business partners as well. As the cluster of 

technologies related to the Internet began to mature, so did the possibilities for the net to 

serve as a forum for commerce, publishing and education. The leader of the 

Bibliographic Access team, who I will call Randy (but who I did not interview), saw the 

requirement to outsource some library tasks in the context of competition theory and 

value chains as developed by Porter. Based on a competitive analysis of the industry 

sector in which academic libraries function. Randy saw the logic of ranking the library's 

collections and services, and outsourcing those activities whose cost or lack of 

differentiation from competitors made them candidates (Renaud 1997). 
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In 1995 a Process Improvement Team formed "to improve service quality and 

reduce costs." This was one of several efforts employed at this time to respond to critics 

of the library and its services. Students were not able to find books on shelves that the 

electronic system said should be there. And the funding for Library services was subject 

to the overall Institutional policy of the time to find ways to save internally, a policy 

supported by the Govemor who wanted State agencies to become more efficient, or face 

outsourcing. Given that technical services was the largest team, and given the 

availability of outsourcing opportunities, it was clear to the Dean, and to her Team 

Leader, that an effort needed to be made to reduce the costs of technical services. A 

policy of no-layoffs accompanied the charge to the team. After a year-long process a 

plan was produced. The plan prescribed the creation of one administrative unit out of 

three, combining Bibliographic Access, Information Access, and a Bindery group. These 

would merge, and work groups would reorganize around a new set of procedures in 

which certain types of work processes were "clustered." Outsourcing of some cataloging 

duties would occur, along with shifting the responsibility for the remaining cataloging 

duties to non-professional staff. All cataloging librarians in the unit were to be 

transferred to Integrated Services teams where they faced the need to learn reference and 

instruction roles. 

This did not occur without a struggle. The Cataloging librarians proposed to 

form a separate work group with a new role within technical services, one in which a 

team memo reflecting comments at a meeting on the subject suggests: 

"They (Cataloging Librarians) would do the needed research and initial platming 
of new initiatives and services relating to technical services work and the 
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facilitation of continuous change and improvement within the work of technical 
services." EMTST07/30y97 

Their role would change from catalogers to teachers, trainers, links to the vendor 

world, standards enforcement, and the leading of new initiatives. A major concern for 

the librarians was "the prospect of serving on work groups in which the team leader was 

not a librarian." Cataloging librarians insisted on reporting to a librarian/team leader. 

This would maintain the correct relationships for promotion and continuing status 

reviews. This was perceived by some non-professional staff as a bid by the Cataloging 

Librarians on the team for a pseudo-management role, and was roundly criticized by one 

non-professional member of the team in an e-mail message forwarded to the supervisors 

and managers of the team; 

"What!! Why??!! This idea is so contrary to the team concept I'm surprised they 
are even suggesting it. This structure would only worsen the "class barrier" 
between librarians and staff. What is the benefit to the library of adding another 
layer of management, especially when tech services will already have a 
"leadership group?" 11 really reads like a power grab by the librarians....! admit 
I don't fully understand the librarian review mechanism, but 1 have to wonder 
whether this issue isn't really a smokescreen. Is the problem really one of 
obstacles to promotion, or is it simple reaction to the perceived loss of status?" 

EMTST07/30/97 

This statement captures the difficulty of librarian's attempts at dual closure in the 

ideologically egalitarian team organization. Already weakened in their task jurisdiction 

by technological and organizational changes and divided from other librarians by the 

status hierarchy within librarianship, the cataloging librarians were doing what they 

could to preserve their tenuous hold on job duties. This is seen by some of the 

subordinate group of non-professional career sta£f as a power grab. Dual closure, in the 

aspect of attempting exclusion of the career staff from tasks held by librarians failed 
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when it was challenged by career staff on this basis. The only thing left for the 

cataloging librarians to do was resign, or join their brethren in the trenches attempting to 

usurp an instructional role in the reahn of undergraduate education. In this environment 

the career staff are subjected to the hiving off of work by librarians, moving them from 

clerical to more technical work. They are cast in the mold of "buffer" technicians 

whose work products (cataloged materials loaded into a system) are used by the 

librarians in their increasingly technical role as "brokers" of digital infrastructure, 

materials and methods. This development reflects both the pressure to add capacity to 

the instructional dimension of Quadrant One, a capacity demarcated for professionals, 

while also building the technical capacity of non-professional staff to handle the tasks 

associated with gearing up for electronic formats. Taking librarians out of technical 

services was concurrent with not replacing departing non-professional technical service 

staff In fact, the large group of technical service staff was going to get a lot smaller. 

Overall, the Career Staff ranks would lose forty positions during the decade, while the 

number of librarian positions stayed stable (Compare Table 2.6 and 2.7 on pages 106 -

107 in Chapter Two). 

In the Case Study Library, cataloging librarians worked in the Bibliographic 

Access team. By 1997, as part of a reorganization driven by a process improvement 

study, the value of the services they rendered were assessed against the services 

available outside the library. It was possible, and cost effective, to get books delivered 

that were already cataloged and ready to go on the shelves. The decision was made to 

outsource some cataloging tasks, and delegate others to Library Specialists. Frank, a 
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reference librarian, described the demarcation of cataloging and reference work to 

specialists and temporary employees: 

"Library Specialists today are doing the work that librarians did twenty years 
ago. Cataloging, reference work. And Collection Development, not formally but 
informally. For example, C. with maps. R. with Japanese studies. Temporary 
librarians are asked to do type 2 reference work, create and maintain web pages, 
assisting with instruction, conducting canned instruction, doing the leg work in 
collection development, survey work. This is the same as a Library specialist. 
Before there was more focus on things. Now it is service. This has resulted in the 
dissolution of the catalog department. 65 people (1/2 the staff) were involved in 
catalog process area in the 1980's." L04-TLFLIVI 

Janice described her experience as a cataloger and reference librarian with the 

deskilling impact of the change: 

"After three years as a cataloger, OCLC (Online Computer Library Center- an 
electronic bibliographic database service) was bringing up PC workstations to 
replace the old dumb terminals we were using. 1 applied for a '/i time 
monographic cataloger, 14 time science reference position. We were using old 
Texas Instrument modems to dial in for dialog search. No end user searching. 
Then we got the first CD ROMS. That was pretty revolutionary. We brought up 
quick search. People could learn to do their own searches. It was the first end-
user search and took away the librarians expert role. There was the possibility 
that someone could learn how to do it. We talked about giving them advanced 
search techniques, but they didn't want it, and ultimately we understood that they 
didn't care. Concern over search commands it had taken us years to learn. It was 
very challenging to let go of that role as expert. 

Q: Was it deskilling? Was there any new skill you were learning? (Reskilling) 

A: It was a combination of both. Most of our databases still required our 
expertise to search. Plus we were becoming more of an instructor. This was 
1986-87. In that same period we evaluated and brought up the science data base 
records on line. It was linked to INNOVAC, but just a public service catalog, not 
linked to the patron records system. We still maintained a card catalog. 

L14-TLASOF 
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Bibliographic work soon followed as a task impacted by technology. Using 

national databases, vendors offered to provide lists of books and materials in popular 

demand. No longer would the lists need to be laboriously constructed out of local 

information. Kelly reveals the gendered aspect of the bibliographer role: 

"Meanwhile the ...Men in the organization at that time had gravitated to the 
profession either with the expectation that they would quickly become 
administrators or because they were faculty who enjoyed scholarship but didn't 
make it as faculty instructors, but wanted to keep some relationship to faculty 
and research (as bibliographic service librarians)." LOl-ADMFLF 

Kelly is describing the attempt of men to take the high status tasks in the 

profession. Along with administrative positions, the bibliographic librarian positions are 

demarcated for men. But the hold men have, while predominant, is not exclusive nor 

does it have the force to resist the usurpation of their work by vendors. Kelly continues: 

"Gradually the emphasis on front line reference services developed, followed by 
an emphasis on instruction. At the same time we saw the innovation of "approval 
gathering plans" offered by vendors which began to replace the work of 
bibliographers." LOl-ADIVIFLF 

Kelly agrees that the bibliographic role is diminished, and sees that as a result of 

both the need for greater Quadrant Two skills in data management and the Case Study 

Library's position within the industry sector-as a second tier institution. The materials 

being purchased are changing from printed materials to electronic materials with 

complex capabilities and associated software. She suggests that the problem isn't so 

much that the need for bibliographic or selection prowess has gone away, but that it has 

become much more selective and requires a higher level of abstract knowledge, a 

requirement that librarians have not yet very well met at the Case Study Library, 
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because of the library's demarcation as a second-tier institution. This means there is less 

emphasis on comprehensive collections in favor of creating a "virtual" library where 

collections can be accessed at a distance. Here is how Kelly says it: 

"You show it diminished, which it is in this library. You aren't hearing about it 
here because people aren't doing it right. There is so much of need for evaluating 
and selecting electronic resources. Different criteria are applied, understandings 
of licenses, front end work with the system — nothing that you associate with 
selecting books. Plus there are more automated aspects of selection, but that's 
been true for a long time. We took that to its limit. Other places have full time 
bibliographers selecting collections. We see ourselves as at the top of the 2nd 
rate libraries. The top 20 libraries are still very much involved in selection. Their 
universities are committed to building collections. Overall its a good thing that 
some libraries can collect the published works of the world. We tried... but 
didn't have the money to do it." LOI-ADMFLF 

Reference work, the third element in the hierarchy of traditional roles, was also 

subject to the digital onslaught. In a Library of Congress sponsored discussion session 

at an ALA Midwinter meeting, the topic of "Reference Service in a Digital Age" was 

held. One topic was that of core competencies for library reference staff in a digital age. 

Questions included: "How much technology should a reference librarian be expected to 

learn and use? Should distinctions between reference staff and technical assistants be 

reexamined? What do reference librarians need to know to siurive as libraries and users 

continue their use of digital technology?" EMSSTOi/18/99 

Sherry describes her part in recasting reference work as something that involved 

non-professionals as well as librarians: 

"I implemented making reference desk work something that everyone did -
Level one (information desk), level two (reference desk) work. I took a lot of 
grief for this. I learned reference work, got trained. I helped develop training. I 
was not really delighted with reference work. It's a needed service, but is too 
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glorified. It keeps people from learning how to use the library. It's a love/hate 
relationship. Kind of boring and routine." Lio-FLF 

Sherry sees reference work as boring and routine, but Kelly sees it as a 

challenging and volatile task: 

"Reference is volatile. It could go either way. We are moving people out of 
reference in this library, but that isn't the case in other libraries. It could just be a 
matter of domain. It's in our model-there is a real need for type 3 reference, 
which our customers don't know we provide-subject assistance in research. We 
used to do that at the desk, where people could come, usually graduate students, 
and engage the librarian for 1/2 hour of in-depth discussion. But the desk has too 
many interruptions now. Customer's see us as having taken that away by 
emphasizing self-search techniques. We haven't marketed it. It's another area 
where we need to get out more. And we don't have the funding to support it. Tara 
is the model for being available to multiple faculties for whatever, who can 
competently navigate a world that faculty don't feel comfortable in. We need to 
reframe reference, which is so melded with the idea of the reference desk." 

LOl-ADMFLF 
Paula offered her critique of the reference role: 

"In the educational process faculty designed the course, as a learning experience 
for the students. Students came to the library. They may have asked for skills to 
help carry out class assignments. But most didn't. We did crisis management, 
one-on-one, for assigrmients that made no sense. Reference is work that exists 
because we didn't do the job to begin with." L12-ADIVIFLF 

Kathryn sums up the attitudes among librarians towards reference work: 

"Among Librarians there are strongly held values on the value of the reference 
desk fimction. (1) librarians who don't believe the time spent on reference desk 
is valuable, (2) librarians who see it as one on one, incredible to students and 
don't see it going away, (3) librarians who see the second point of view, but 
believe that most people will vote for electronic access. We could have an 
electronic reference desk. We could telecommute to experts in other places." 

L03-TLFLF 
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The cataloging, reference and bibliographic roles (Quadrant One and Three) have 

all been reduced in status, and much of the work automated by the technization of 

librarian's traditional tasks. Reference work as a "walk-in" one-to-one service requiring 

extensive knowledge of reference texts is disappearing. Instead, students are walking up 

to, or accessing at a distance, a menu of reference resources on the Library's Web site. 

But as old tasks are disappearing, new and more technical ones beckon. 

Librarians over the past twenty-five years have developed a role as instructors in 

information literacy. In this study I ask if this is the demarcation of librarians as the 

technical "brokers" for the new information infrastructure. Who controls this 

infrastructure? In many ways it is a structure in which the librarian's old role as 

intermediary between publishers and patrons is replaced by the librarian as an 

intermediary who provides the publisher and aggregator with license and patron 

authentication services for off-site patrons, and who provides for on-site patrons a 

source for printing and in-house use of electronic resources (Majka, 1999). The 

infrastructure that makes this possible is increasingly technical and subject to control by 

administrators, computing experts, and the corporations that provide the hardware, 

software and expertise. 

The evolution of the instructional role in Quadrant One reflects the inter-

occupational stress to reposition passive reference services as active outreach services in 

the context of declining budgets and an increasingly complex information environment. 

The more complex the reference need, the more likely it will involve Knowledge 

management, its counterpart in Quadrant Two. In the expanding information 
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environment no one reference librarian could hope to obtain detailed knowledge of all 

resources or provide sufficient staffing for the needs of all users. Users of libraries thus 

needed to become more literate in the logic of library classification schemes, and search 

strategies. This resulted in mass instruction, improved signage and development of on

line reference and search capabilities designed to make the user self-sufficient. Paula 

talks about this as the "teaching library model" in which the core component is a 

bibliographic instruction program that teaches students in the effective use of library 

resources. 

Librarians as a profession went through a transition learning to provide 

instruction beginning about 1975, and learning to search on-line data bases beginning in 

about 1978 and extending into the mid-eighties. The instructional role spans a variety of 

venues firom undergraduate instruction within the library to involvement in graduate 

seminars out in the academic departments. Librarians at the Case Study Library 

distinguish between "presentations," "consultations" (advanced reference work by 

appointment), and "partnerships." Presentations involve instruction of the (largely) 

undergraduate student population needing to learn how to access library resources. 

Presentations are conducted in "electronic classrooms" where access to the internet and 

WWW can be demonstrated. Consultations involve one-to-one reference interviews 

conducted by appointment. 

Partnerships with faculty are a more complex and less well defmed activity, 

described in a handout this way: 

"One of the key ingredients in making a "parmership" is the nature and outcome 
of the exchange of information between the librarian and the faculty member. 
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We are trying to learn from faculty members and have them learn from us. Our 
mutual goal is for students to have an effective learning experience. 
Collaboration can be about the course, the content to be covered, the format of 
the instructional activity, the assignment, etc. ...So if this collaboration is 
substantial enough to influence the design of the session, contribute to the 
development of an assignment, help revise an existing program, change how the 
faculty member approaches information literacy in his/her classes, etc., then it 
would qualify as a partnership. In addition, each library/faculty partnership 
should include the use of new learning technologies." lviMFAC??/??/95 

In 1995, as an outgrowth of the reorganization, librarians got involved in a 

project to develop instructional parmerships with faculty. By the time data began to be 

collected for this study (March 1997), the efforts to build partnerships were already well 

underway. While partnerships were a goal of the librarians, undergraduate instruction 

sessions and reference appointments were by far the more time-consuming activity. 

After a 9% fall in C.S.U. undergraduate lower-division enrollment from 1994 -1996, 

growth in new students began to climb again. Statistics maintained by the teams (all 

categories except "partnerships" are reported to ARL) are shown in Table 3.2 and 

describe the degree of difference in numbers of clients impacted between the different 

types of instructional activity. 

The C.S.U. Strategic Plan includes a measure of instructional parmerships, not 

under the Education Goal, but under "Goal E: To transform the University's 

infrastructure to support the University's mission effectively and efficiently." 

Instructional partnerships are included in E.4: To develop a physical environment 

supportive of the University mission and community, along with other measures related 

to technology such as "Network Access," "Network Utilization Proxy," and 

'Technology Ready Classrooms." The measure reads: 
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"Instructional partnerships: The number of librarian/faculty instructional 
partnerships developed for the purpose of integrating new information 
technologies into the curriculum and resulting in changing the method of 
instruction in at least one course per faculty member partner." 

Baseline; 21 librarian/faculty instructional partnerships in FY 1996 
2000 Goal: 81 librarian/faculty instructional partnerships 
FY 1997: 46 
FY 1998: 61 
FY 1999: 76 
FY 2000: 81 
FY 2001: 86 

The number of Library/Faculty Partnerships described in Table 4.2 (next page) 

count the number of interactions reported by teams, rather than partnerships. Published 

team reports described interactions, but not actual parmerships by faculty member, for 

two years until reporting broke down. This results in the Not Available designations in 

Table 3.2. For example, in 1997 the Science Engineering Team published reports 

indicate that there are actually ten partnerships overall, yet they report 35, The next year 

only one new partnership is described, while one other partnership has lapsed. By 

December 1998 four more partnerships are described. Two more are added by February 

of 1999. This makes the total partnerships developed between 1996 and 1999 in this 

team a total of 18, not the total of 86 "interactions" reported. The Social Science Team 

provides a count of interactions, but does not describe the specific partnerships in their 

reports, so the nature of the count cannot be tested. Fine Arts and Humanities stopped 

providing an account of their parmerships in 1997/98. An assistant to the Dean who tried 

to get a count for institutional reporting found the Teams giving different definitions for 

partnerships, and estimated the total for 1998 at 56, with 8 in SET, 13 in FAH, and 35 in 
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SST. Short of interrogating each team member in every team about the nature of their 

faculty partnerships, it was not possible to get good data. 

TABLE 4.2 Instruction Activity in Three Instructional Services Teams 

Year Instruction A Instruction B Reference Appts. Partnerships 

No. of Sessions No. of Participants No. of Consultations No. of Interactions 

1996/97 

FA/H 254 4530 1871 12 

SET 107 1656 288 19 

SST 282 4964 629 34 

Total 643 11,150 2788 65 

1997/98 

FA/H 246 2913 1690 NA 

SET 199 1922 340 35 

SST 293 6162 776 21 

Total 738 10,997 2584 NA 

1998/99 

FA/H 160 1858 1411 NA 

SET 95 1126 305 32 

SST 231 4912 868 35 

Total 486 7896 2584 NA 
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There are two points to be made here—(1) The institutional view as expressed in 

the strategic plan makes no mention of information literacy. In it Librarians are a reserve 

army of information technology support personnel (Quad Four). They are not listed 

under the education goal, but instead are described as part of the information technology 

infrastructure goal. Librarians view the instructional partnerships as "information 

literacy" instruction that happens to have a technology component (Quad One), (2) In a 

bid to take over a vacancy that any faculty reading the University Strategic Plan would 

call "instructional technology support" the Librarians efforts are constrained by the 

legacy of their own on-site electronic classrooms and the undergraduate workload. 

The Library Undergraduate Services Team (UST) coordinates two different 

kinds of general instructional sessions for students each semester. One is directed to 

English 101 courses and covers topics like electronic access to the catalog, periodical 

indexes, and the Internet. The other is an information technology related Internet 

training course involving 79 sessions in one semester. In a memo to librarians, a member 

of the Undergraduate Services Team bemoaned the difficulty of getting enough 

librarians to teach Internet training sessions: 

"Every Semester we've had difficulty in getting folks to sign up for these 
sessions, and every semester (We've) had to beg, plead and scold librarians 
about it...To try to remedy this situation, UST has decided to assign IS teams a 
quota of instruction sessions, based on the number of FTE librarians they have 
on board." EMUST08/2S/98 

Thirty five librarians were counted in the pool of professionals in PAH, SST, 

SET and UST. Team quotas were set based on the need for two people (the presenter 

and a back-up), the number of sessions (79) minus those sessions ahready covered by 
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computing center staff, and the number of librarians available in each team. The 

document requesting these quotas suggests a couple of reasons for the difRculty getting 

people to teach: (1) some librarians do not have the skill and experience to teach internet 

access courses, and (2) that team members have a history of relying on a few colleagues 

to shoulder the burden of teaching. 

Efforts by the 35 Integrated Services Librarians to engage the faculty on their 

own turf have, after three years, reached less than 5% (est. 70) of the instructional 

faculty (est. 1500). General Education course instructors are clearly a group that is 

targeted by the teams and a more reasonable market to count. There are 67 tier one 

courses, and 30 more tier two courses listed for 1998.1 was unable to get, even from the 

office responsible for general education programming, the number of faculty teaching 

those courses. Most general education faculty teach one course only. A best guess 

would be that there are 67 tier one course instructors and 30 tier two course instructors. 

It is possible that librarians are doing a good job of getting into relationship with this 

group, but it is impossible to know given the data available. Whatever the actual case, 

the written record suggests that librarians experience barriers in reaching faculty and 

establishing parmerships: 

" SET Librarians attempted to contact (and offer information literacy instruction 
services) all of their faculty (59 faculty teaching sci-related Gen Ed classes to 
freshmen) through e-mail or print mailings. There is no way to confirm whether 
100% actually read those mailings...The team received 24 responses, with 16 
respondents indicating that they are interested in collaborating with us to 
incorporate an information literacy component into their Gen Ed classes, and 8 
indicating "no, thank you" to that question." TRSET06/22/99 

Kathryn describes the tension regarding contacting faculty : 
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"The big thing for me, before we reorganized we were very traditional. The 
belief was that they would come to us. I thought "we should go knock on some 
doors" and was told "no, we don't go bother them." There wasn't enough to do. 
We waited for things to do. It was just all routine." L03-TLFLF 

The passive and subordinate relationship is apparent in the comment about "not 

bothering them," Several librarians view the issue as a matter of building relationships 

and "getting your foot in the door." That metaphor was used several times in interviews 

with different librarians: 

"I've been working with faculty in partnership for years. I've always been 
collaborative. Its not a new concept for me. It takes lots of compromise, give and 
take. You've got to get your foot in the door. It takes time to build relationships." 

L09>FLF 
"This work (web site development) used to be important, but increasingly it is 
done by TA's or the faculty themselves. The library is not encouraging me to do 
it. But development of web sites got my foot in the faculty door." 

L02-TLASOF 
"I see helping faculty to put together curriculum as our role. We turn them 
loose, digitize their readings, but then tell faculty to create their own web page 
because we don't want to be in the business of maintaining it after its buih. This 
is wrong. I say to them (librarians), if we get a faculty member to do this, and 
you design a web page, then you open the door to become collaborative on the 
whole design of the course. You become more valuable. You get involved in 
curriculum design." LI2-ADMFLF 

The use of the "door" metaphor in these three cases suggests that, in fact, the 

door is perceived by these librarians as often closed to them. It may also indicate their 

awareness of jurisdiction. The faculty instruction role is not their territory, but the 

teaching role implicit in partnerships is an occupation for which some librarians have 

received training. Tara is seen by several other librarians as a model of the librarian as 

instructor, a full partner in the development of course curriculum integrating information 

literacy: 
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"I've been in the profession 20 or more years. I was an instructional librarian. I 
ran a library skills program for 2 years, half time. I was a teacher before being a 
librarian. Instruction is a part of what I do. I have expertise in information 
literacy, and access to digital resources. I know about intellectual property and 
scholarly communications.. .1 was brought in to explain search strategies. I start 
with straight instruction, then I assess what they want to accomplish and develop 
trust. It's a natural evolution from teaching. Some faculty only want straight 
instruction in research methods. (A faculty member- P25-LECF) is the one I've 
gone farthest with in strong involvement in parts of the class assignments. I'm on 
the class listserve, share problem solving responsibility. Together we wrote a 
journal article... I helped grade home pages." L06-FLF 

Another librarian expressed her discomfort with some jurisdictions in the insuoictional 

partnership role: 

"It's been a growth thing for me to become more comfortable in a classroom. 
Helping with the design of a course. I still have some reservations about 
curriculum work. It's not my role, not what I was hired for. I'm not trying to 
push my way into their province (the classroom). The more I've been involved in 
teaching, the more I realize I don't know: things like evaluation skills, test 
creation skills, grading." L07-ASOF 

When Case Study Librarians build relationships, it is sometimes with a faculty 

member with whom they have similar interests or a basis in fnendship. One of Tara's 

faculty partners, "Rene", suggests the importance of fnendship in the process of 

collaborating; 

"Our partnership just grew. I consider her a very good friend as well as 
colleague, so that may have stimulated the professional side of things-the fact 
that we like each other," P25-LECF 

Sometimes it seems that gender is a factor in the most long-lived partnerships, 

though it is not possible to confirm this &om team reports, because the individual 

librarians and their faculty counterparts are not always named. The extent of gender 

dominance in an academic field may also make a difference. In the Science and 
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Engineering Team in November of 1997, four of eight partnerships where the gender is 

known were female librarians working with male faculty. Three partnerships were 

female to female, and one was male to male. In the Fine Arts and Humanities team 

report of the same period, eight out of ten partnerships were female to female, and the 

other two were female/male combinations. There are too many variables involved in 

partnership's success in forming to ascribe any particular influence to gender alone. In 

order to answer the question of the role of gender in jurisdictional efforts such as this, a 

more comprehensive and in-depth interviewing and observation regime would be needed 

than this study was able to provide. 

What we can say is that the development of instructional roles is proceeding, 

albeit along instructional technology lines, as technology is shaping the context for the 

other traditional roles of selection and reference work. There is a need to demonstrate to 

faculty that the library in its digital form will be relevant and important to the scholarly 

process. This is a political as well as professional trajectory, involving repositioning the 

work of librarians at a point closer to the front-end of the process of scholarship, as co-

instructors in teaching, and as knowledge managers in research. This requires a 

partnership, with faculty embracing team teaching models of instruction, or asking for 

assistance with the management of large databases. 

The reorganization of undergraduate education within C.S.U. aids Librarians' 

efforts by co-locating with the Library the undergraduate-focused Integrated 

Instructional Facility (IIF), which would later be renamed the Integrated Learning 

Center (ILC). Librarians are making an effort to target instruction in information literacy 
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at undergraduates in General Education Courses to be taught in the ILC. Because they 

can't possibly hope to get all students into the library instructional setting, the librarians 

are learning how to teach information literacy courses of up to several hundred students 

in multi-media equipped lecture halls to be built in the Center. At the same time, the 

central connection to the library of this Center will be through technology—the 

Information Commons. Approval documents from the Board of Regents describe the 

purpose and concept; 

"The IIF concept stems from a planning effort devoted to improving 
undergraduate education. Goals...focus on : increasing first-year student 
persistence rates, improving graduation rates, increasing first-year student 
exposure to ranked faculty, alleviating the current classroom space shortfall, and 
providing state-of-the-art classrooms in a more cost-efficient manner than 
renovating older facilities...This project symbolizes a fundamentally different 
way of thinking about learning methods and environments. It is structured 
around five fundamental principles... (One of which is to) Facilitate the 
implementation of "teams and technologies" as key, central components of the 
curriculum delivery process." IRBOR12/02/94 

The 1994 documents from the Board of Regents mention the library only as one 

of a number of "positive adjacencies with other student support facilities." It would take 

Paula's influence to envision a library information commons counterpart to the 

instructional commons envisioned by administrators for the new facility. But more 

importantly in this document is the mention of a new "curriculum delivery process" one 

which envisions information technologies and teams as central components. The project 

was to have a dramatic impact on the library, and by 1996, with Board support 

confirmed, the campus student newspaper ran a feature article in which librarians were 

among the voices heard: 
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.. the IIF will be connected underground to the Main Library. This leaves "a lot 
of question marks" for library staff, said ... a library assistant. It was proposed by 
the IIF staffing subcommittee that four library staffers, or a number of people 
working a total of 160 hours per week, will work in the new building, said 
("Janice"), the undergraduate services team leader, in an interview via electronic 
mail. "I expect an increase in working with faculty members developing classes 
for first-and second-year students and an increase in working one-to-one with 
students taking classes in the core curriculum," (she) said in the message. 

NEWSCSUS07/10/96 

The questioning voice of a career staff member is heard, wondering what this 

new facility will mean for library staff. Who will staff the information commons? When 

originally conceived, concept documents talked about an instructional commons, not an 

information commons, and It was to be staffed by graduate students, not librarians. But 

by 1999, with funding approval secured, the library was a central part of the scheme. 

"The purpose of the Information Commons is to facilitate the integration of new 
technologies into teaching and learning by providing access to the Internet, 
electronic resources, and software packages that encourage sophisticated 
presentations of assignments, research papers, and projects. The Information 
Commons will serve as the primary space for students to do individual/group 
work and to receive additional informal instruction." IRLIB10/15/99 

The "technization" of library work can be glimpsed in the description of the 

prototype information commons established with funding firom the Faculty Development 

Partnership initiative and located in the reference area of the library: 

"The Prototype Information Commons (PIC), which is set up in the Reference 
Room of the Main Library, contains 12 multimedia workstations that offer word 
processing capabilities, presentation software, a HyperText Markup Language 
editor and editing software, networked laser printers (including one color 
printer), and image editing software. In addition, two of these multimedia 
workstations are equipped with scanners, text recognition (OCR) software. Zip 
and SyQuest drives (accessible from all 12 workstations) and image editing 
software. One of these stations also includes a VHS VCR with video capture 
and editing software." lRLIBlo/15/99 
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Taken together, these reports suggest the library's instructional role is also a 

very technical one. "Information literacy" and "instructional technology support" are 

beginning to blur in the context of the undergraduate experience represented by the 

Integrated Learning Center. What is to be integrated? The official ideology involves 

bringing a host of student services to bear on the first-year experience of freshmen. 

Just as explicit is the integration of instruction and technology. 

Data from Team Reports on Quadrants 1 & 3 

Up to this point, interviews and some document review have informed the 

exploration of the Quadrants. Clues to the movement of Librarians into Quadrant One 

and Two activities are also available in the reports of team activities. The Teams in the 

Case Study are required to submit reports as part of a schedule of meetings with the 

Dean and her "Cabinet" which includes team leaders. Assistants to the Dean, members 

of governance groups and any other employee who cares to attend. These reports 

highlight strategic objectives and issues, placing the everyday functional work in the 

background, unstated. During the time this study was conducted, a project was 

established which involved training each team In development of performance measures. 

This project required a great deal of effort and influenced the nature of team objectives 

in 1998 by exposing them to feedback and review firom other teams. 

In Tables 4.3,4.4 and 4.5 the primary objectives of three Integrated Services 

Teams are displayed. Data from team reports over a three year period are arranged in 

the tables. An analysis of the three team's data shows immediately the emphasis in all 
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Team Trajectories: Strategic Objectives Organized by Quadrant 

Table 4.3 Science and Engineering Team (SET) Objectives from Team Reports 

Quadrant 96/97 97/98 98/99 

Q1 
• 4 Partnerships: 

" Conduct Instructional Sessions 
• Freshman Colloquium 
• Faculty evaluation of library insuiiction 
• GIS Service 

• 4 Additional Partnerships: 
• web site search/eval 
• teach on-line reference 
• rewrite assignments to include CD-ROM 
" Work w/ Faculty on Gen Ed Curriculum 

* Teach Freshman Colloquium 
• Deliver Agriculture project reference service. 
* Faculty evaluation of library instruction 
* GIS Service Continues 

• Assess Info Needs of customers 
" Developing a program of effective 

learner-centered instruction 
• Instruction Partnerships 
• Info Literacy instruction geared 

to General Eduction. 
• Establish/maintain effective 

relationships w/ Departments 
• Analysis of journal use completed 
• Insure timely selection of materials 
• Continue GIS Service 

Q2 
• Begin Agriculture KM initiative 
" Managing Data Sets 

' Agriculture KM initiative continues 
' Proposal made to establish Digital Library 

Center. 
• Create Performance Learning Measures 

• Secure funding for Agriculture KM 
initiative 

• Performance Effectiveness 
Measures Project 

Q3 

Q4 
• Revising Subject Web pages 
• Begin digitizing Agriculture journal 

backfiles 

• Create Subject Web Pages 
" Complete set-up of production capability: 

scanning, indexing, publishing to WWW. 
" 1" Agriculture Journal Backfile Digitizing 
" 2'^ Journal backfile project identified 

NOTE: Several administrative projects included in team objectives are not included here because they do not fit in the Quadrant Schema; a Performance 
Management System for creating team strategic fireworks was introduced in 1998 and resulted in the introduction of performance measures and individual 
goal setting to the previous framework. Education and Access objectives were formalized for all Integrated Services Teams in 1998, subsuming Partnerships as 
a category under the broader category of Education initiatives. Likewise, digitization projects were subsumed under the heading of Access as an objective. 
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Table 4.4 Social Science Team (SST) Objectives from Team Reports 

Quadrant 96/97 97/98 98/99 

Ql 
• Collection Development Survey 

follow-up 
• Partnerships: 34 

• Providing Access to Data Sets • Providing user friendly access to 
remotely accessible, digital, social 
science info. 

• Developing scaleable instruction 
programs 

• Being recognized by faculty as experts 
in information literacy 

Q2 • Geographic Information Systems 
" Performance Effectiveness Measures 

• Developing and implementing a data 
services program (includes GIS) 

Q3 • Govt Docs and Maps instruction 

Q4 
• Survey electronic training needs of 

faculty 

Table 4.5 Fine Arts and Humanities Team (FA/H) Objectives from Team Reports 

Quadrant 96/97 97/98 98/99 

Ql 
• Partnerships: 12 new 

• Instruction evaluation by faculty 
• Strengthen team & teaching skills 
• Improve College Level Relationships 
• Fund expensive purchase requests 
• Assess Customer Needs 

• Workshops for Instruction re: teaching 
• Partnerships: 9 new 
• Needs Assessment 
• Portfolios: sharing models 
• Instructional Evaluation by Faculty 
• 

• Student evaluation of instruction 
• Faculty evaluation of student research 

after information literacy instruction 
• Increase delivery of electronic resources 

Q2 
• Digitization project for Arts Journal 
• Performance Effectiveness Measures 

• Explore and Identify potential electronic 
publishing and knowledge management 
projects with faculty 

Q3 
• Improve East Asian Materials Handling 

Q4 
• Create Subject Web Pages-24 complete 
• Part time reassignments of two team 

members to LIST for digitization 
projects Spring 1997. 

• Technology Training 
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three on Quadrant 1 activities, and the degree to which Quadrant 3 activities are nearly 

absent. This absence is a reflection of the degree to which Quad 3 activities are handled 

by Career Staff in Technical Services and Materials Access teams. The only entry in Q3 

is found under the Fine Arts Team and involved extensive collaboration with both 

Technical Services and the Material Access teams. Along this same line, it is interesting 

to see the disappearance of Quad 4 activities as objectives by the third year in all three 

teams. This is due to the completion of the initial strategic objective among ail three 

teams to provide subject web pages in all areas of specialization, and the eventual 

handofif of technical support for digitization to the Digital Library Initiative Group 

(DLIG). In this period, DLIG begins to use an increasing number of career staff as 

technical support providers. Career Staff are well aware of their exposure to outsourcing 

and automation, and some see DLIG as the source of new work. Yet for Librarians, the 

data reveals the dominance of Quad One instructional activities as a constant over the 

study period, as well as the tentative moves into Quad 2 activities. 

Unrest among Career Staff, particularly in the Technical Services area, 

contributed to the creation of a strategic project in July of 1997, The Performance 

Effectiveness Measures (PEMS) project was a library-wide initiative initiated out of the 

Strategic Long-Range Planning team that responded to a need expressed among Career 

Staff for greater management accountability and their confusion about work expectations 

in the reorganized team-based structure. 

"Issues that were brought up in meetings with the Staff Environment Action 
Plaiming Team include: staff are "blurry" regarding what is expected in their 
functional work; staff feel overloaded; staff worry that today's work will go away 
and they need to leam new tasks, but not sure what to learn; learning performance 
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measures are not in place; learning is not cunently connected to performing; old 
work doesn't go away, but new work keeps getting added on." 

[VIMPEMS07/??/97 

The sense of need was amplified by the fact that the library had operated since 1993 

without anything to replace the traditional supervisor-employee performance evaluation. 

The old evaluation process was deemed so inappropriate that the Library appealed for, 

and was granted, a multi-year exemption from doing annual performance evaluations 

until it could work out a system which was a better fit for a team-based organization. The 

goal of the effort was multi-faceted: Team Accountability, Individual Accountability and 

Needs assessment of customers were the desired outcomes, and the reasoning given was 

pure Quad Two; 

"In an envirormient of static or declining budgets, customer support is vital. The 
University Library no longer has a monopoly on providing and mediating access 
to information for our U-aditional customers, the students and faculty of the 
University. Our competitors range from other libraries and their information 
gateways to commercial vendors to units right here on campus (e.g.: CCIT and 
Extended University) who are Interested in taking on roles which the Library has 
traditionally filled. The University administration can't afford to fund duplicate 
efforts, and there is no guarantee that they will opt to continue to fund the Library 
if other units are successful at annexing our work. We not only have to perform 
these tasks, but we have to perform them better than our on and off campus 
rivals." [VIMPEMSOl/28/98 

Overall the picture provided by team reports is one in which importance is given 

to the status dimension (Quad 1: Instructional Partnerships) and the task dimension (Quad 

2: Knowledge Manager). Yet the primary effort involving most librarians is in Quad 1 

with the instructional tasks. The Quad One instructional technology support needs on 

campus are a "here and now" opportunity that meshes with a long-standing goal to be a 
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"teaching library." A much smaller group of pioneers is involved in Quad 2 activities, 

perhaps 20, of whom half are Librarians and the rest are Career Staff. 

Quad 2 activities represent the shadow of the future fallmg on the Library. The 

Quad 2 activities are driven by the ahready discussed crisis in serials, the space crisis 

regarding storage costs for print materials, and the archival crisis of print materials that 

are slowly burning as their papers oxidize and thus need also to be "saved" by digital 

means. Quad 2 activities also represent the shadow of the Internet and its implications for 

library work in the context of commercial digital document delivery systems. Knowledge 

Management, Metadata and Copyright positions mirror the requirements of the 

commercial world for marketing, packaging, legal and technical competence. Quad Two, 

in the form of DLIG is linked in this way to organizing efforts like SPARC and the 

national and international networks of library consortia who are beginning to coordinate 

efforts to protect and enhance the jurisdiction of librarians over the "fair use" archiving 

and sharing of digital materials. 

The Quad 2 initiative of creating the Digital Library begins within LIST with the 

creation of Web sites featuring Special Collection materials in and about 1995. This is a 

personal project of the Systems Team Leader, which then begins to involve a few career 

staff in temporary project assignments. LIST is largely a group of "buffer" technicians 

involved in the day-to-day maintenance and installation of hardware and software. The 

System's Librarian informal effort to get collection material on the web represents his 

"broker" role in the larger scholarly commimity associated with regional collections. As 
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other Librarians begin to broker their own digital projects, it soon becomes apparent that 

the "buffer" technicians will not be able to support these initiatives. 

The Science Engineering Team turns to LIST for expertise in supporting its 

Agriculture Network project in 1997. By 1998 several more digitization projects 

involving back issues of scholarly journals are procured. At this time the need to set up 

the Digital Library Initiative Group (DLIG), a specialized functional team to handle 

these and other projects like electronic reserves, is conceived and funded. 

DLIG is proposed as a Digital Library Development Center by an ad-hoc group of 

librarians in March of 1998. The project is accepted by Strategic Long Range Plaiming 

group (SLRP) as the only strategic project to be funded in 1998, given that other projects 

are in their second year and did not require additional funds. The project requested 

$204,000 in one-time funding, but ended up getting $216,000, of which $80,000 was for 

two new Digital Resources Librarians. The request writers set the proposal in this 

context: 

"The Library has reached a crucial point in the development of the digital library. 
SLRP is proposing a revision of the Library's strategic plan that states in Goal 2 
(Access) that "The Library is also responsible for participating in knowledge 
management, or the creation of electronic resources, by digitizing appropriate 
new, unique, or selected resources." The Space Planning Team's report includes 
the assumption that the Library's physical collections will reach static growth 
within 8-10 years as more and more information is provided in electronic format. 
The Information Resources Development/Preservation Council has recognized the 
need to focus on acquisition of resources in electronic format and based recent 
budget requests on that need. The deans of the (State) University Libraries 
recognize the need to focus on cooperative purchase of new electronic resources. 
Planning for the Integrated Instructional Facility assumes that we will provide a 
much higher percentage of information in digital format." MMDLIG03/18/98 
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The request goes on to recognize the many university research libraries at a 

national level who are likewise developing digital library centers. The recent upswing in 

digitization projects within the Library along with "Faculty bringing requests to digitize 

journals to librarians" are offered as a prelude to the proposal to "establish a Digital 

Library Development Center to support the creation or migration of information 

resources in electronic format (text, images, sound, video, multi-media) to meet research, 

learning, preservation, and scholarly communication needs." 

At its start in 1998 the team consists of two permanent members (the Knowledge 

Management Librarian and the Metadata Librarian), three at-large members (professional 

and career staff), and three ex-officio members (a designated liaison from the Information 

Resources Council (IRC), the Copyright Librarian, and a Support System Analyst based 

in LIST). The Knowledge Management, Metadata and Copyright Librarian are all 

positions requiring a high degree of technical or legal knowledge. They are clearly 

"broker" type technical positions charged to create a digital production infrastructure for 

the library. Career staff occupy "buffer" technical positions in DLIG, providing the 

"brokers" with project set-up and production capabilities. 

Four "core initiatives" (IVIIVIDLIG08/07/98) are designated to DLIG in its start-up 

phase: Electronic Reserves Article Digitization Service; A regional E-Text Center; 

Images and Archives; and Electronic Journals and Reference Resources. This last 

initiative puts the planning for the migration of selected reference resources from print to 

electronic format in preparation for the opening of the Integrated Learning Center in 

DLIG's hands. Some projects that once were under the control of Instructional Services 
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Teams are handed off to DLIG, but other teams (LIST, RAMSC, SET) retain the 

capacity to mount their own digital projects. By the end of this study, DLIG is made a 

functional team with a Cabinet-level team leader. In the reports that follow we will hear 

the story of DLIG and other Quad 2 activities in more detail. More specific information 

about strategic objectives represented in Team Reports (see Table 5.3, 5.4 and 5.5) follow 

below, in the form of summaries of information from the periodic reports. 

Science and Engineering Team (SET) 

Quadrant One and Three Evidence 

The Science and Engineering Team Quad 1 Objectives for 1996/97 focus on 

Instructional Partoerships, Freshman Colloquium, Faculty Evaluation of Library 

Instruction, and GIS Service. The emphasis in the instruction goal is acquiring skills 

needed to be successful in partnerships. The Freshman Colloquium is an information 

literacy instruction project. Faculty evaluation involved two parmerships, one with the 

Information Resources Council to create a needs assessment methodology, and the other 

with the Computer Center to create a web-based interface for faculty and librarians to 

create and administer surveys on the web. The GIS objective involved a project to 

develop a user fnendly graphic user interface (GUI) for easy operation of a high-end GIS 

software. Both the Faculty Evaluation and GIS objectives utilize technology, but it is in 

support of traditional reference or instructional services. 

In their 97/98 report, as the Quad 2 Agriculture project matured, an objective 

related to on-line reference service for the project (a Quad 1 activity) was included as an 
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objective. This exemplified the way in which Quad I and Quad 2 activities can merge. 

By the 98/99 report, the need to maintain better liaison with departments, to analyze 

journal use and to select materials is added to the list. All are access and instruction 

(Quad 1) related objectives that reinforce the new tradition of instruction and acquisition 

of electronic materials as a resuh of the need to control both space and cost implications 

of the material collection. Quad 2 objectives appear confined to finding funding to 

secure the existing Agriculture Network project. 

Quadrant Two and Four Evidence 

The Science and Engineering Team more than the other Integrated Services 

teams, reveals itself as an incubator for Quadrant 2 digitization activities. Beginning in 

mid-1997 with an Agricultural journal project focused on providing improved 

information to scientists in the field, this team creates a production capability to digitize 

journal backfiles as part of a larger knowledge management project supported by grant 

funding. In one of the Library's first Quad 2 activities, "Frank" co-authored with 

Agriculture faculty a grant that funds an Agriculture Network Information Center. The 

Library receives $30,000 out of the total of $100,000 in the allocation from USD A. The 

project features a Web site with interactive features. LIST personnel play a key role in 

the digitization aspects of this project initially. This capability emboldens SET librarians 

to "hang out their shingle" and present themselves as a resource for journal digitization to 

the president of a Biology-related Society, and the editor of an Arts-related Journal. The 

team looks for outcomes in three areas as a result of this activity: 



199 

"(1) Customers will have electronic access to (the agriculture journal). (2) Library 
and its personnel will gain experience and specific expertise in digitization and 
image capture techniques and issues; maintenance and extension of existing 
partnership; development of new partnerships and projects (3)Leaming's will 
help move libraries into the role of publisher, and help to diminish the 
influence/impact of commercial publishers on scholarly communications." 

TRSET06/??/98 

By mid-1998 the Science and Engineering Team is generating funding, providing 

staffing and space for digitization of backfiles on two journals and working with a Fine 

Arts and Humanities librarian on a potential third arts-related journal digitization project. 

Team reports document the evaluation of the team regarding this Quadrant 2 activity: 

"The (Agriculture) project has raised the visibility and credibility of the Library in 
the eyes of our faculty partners, who see us as active in collaborating on "cutting 
edge" initiatives. Within the Library itself, the digitization project has contributed 
to a growing knowledge base that will facilitate future efforts." TRSET06/??/98 

But the creation of a digital production capability has also required a great effort 

to learn new skills involving the mobilization of non-professional staff in new roles. 

Quadrant 4 activities are being developed and assigned to Career Staff The SET librarian 

taking a lead role has never supervised or had this level of organizational complexity to 

deal with. Everyone is learning a new set of occupational skills, as is reflected in this 

statement from the June 1998 report: 

"The (Agriculture) project's digitization component has bogged down on 
occasion, largely due to hardware/software problems. We have learned that it 
takes time, money and patience to succeed, especially the "first time out" with 
such a project. We've gained valuable experience that should make it easier to 
estimate resource requirements for future digitization projects." TRSET06/??/98 

Left unsaid in the team reports was the stress and difficulty experienced in 

staffing a new production capability nested in the loosely-coupled management 

framework of the Science Team. Problems with team leadership during this time 
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(unrelated to the digitization projects) forced the team leader who had secured the 

Agriculture grant to step down. The Dean assumed oversight of the Science and 

Engineering team. Conflicts came to the surface. Trust was low. The importance of the 

digitization capability to the Library was clear, as was the need to make it a strategic 

element supported by the Library as a whole. Up to this point, the other source of 

digitization expertise in the Library resided in the Library Information Systems Team 

(LIST). The Systems Librarian in charge of that team made a personal conunitment to 

digitize materials and mount Web Sites of a regional interest based on materials found in 

the Library's Special Collections. In March of 1998 a proposal was put forward to the 

Library Strategic Planning and Budgeting team to create the Digital Library Center. By 

August the proposal had been accepted, and the Digital Library Initiative Group (DLIG) 

was flmded. Roxanne, the Library's first Knowledge Management Librarian, and a SET 

librarian, was its manager. 

SET is also involved in creating a custom interface for Geographical Information 

System (GIS) data. GIS data is based on census or other geographical information and 

represents large data sets which require complex operations to access and manage. SET 

librarians worked with a programmer to develop a user-fnendly graphic user interface 

(GUI) for easy operation of a high-end GIS software package, and this type of work 

begins to profile as Quad 2 type work, but the service itself is firmly in Quad I as an 

effort to ease access and provide Type III reference support. GIS work crosses the 

quadrants as type of new task requiring a level of technical expertise that is not easily 

learned, but one that extends traditional reference roles. 
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Gendered dynamics enter into the creation of Quadrant 2 initiatives and are 

revealed in the evidence from team reports and librarian interviews. The Library 

Information System Team Leader, and the Science and Engineering Team Leader are key 

agents in start-up scenarios, along with the completely male technical support staff of 

LIST. The first female to take a lead position is "Roxanne" an Assistant Librarian with an 

unusual background (for librarians) in hard science and an active interest and mentoring 

in Management Information Systems. This is not to say that it would not be possible for 

the digital initiative of Quad 2 to start in one of the other teams, but it seems clear that the 

connection to the fimding available in Agricultural Science, combined with men and the 

few women familiar enough with the technical possibilities were essential to the 

initiation of Quad 2 in the Library. The cultural (if no longer administrative) scarcity of 

women with science, engineering and computing backgrounds is a factor that excludes 

women's involvement in these types of start-ups. While pioneering the digital production 

capabilities for the library, by the end of this study period SET appears to be refocused 

again on Quad One objectives regarding Instruction. The spin-off of DLIG appears to 

have taken control of projects once in SET's domain. The difficulty getting continuing 

funding for the Agriculture Network, along with "Frank's" departiu'e from team 

leadership, and the cyclical nature of opportunities are also contributing causes. 

Social Science Team (SST) 

Social Sciences Team began the study period in their 1996/97 report focusing on 

Quad 1 instructional partnerships, collection development and instructing non-
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professional staff in providing reference desk service for government documents and 

maps (after a decision to not staff these areas with a librarian-an outgrowth of the 

reorganization). This last objective relative to government documents is congruent with 

Quad 3, the shift of some librarian duties to subordinate groups. In the 1997/98 report the 

team is focused on providing access to data sets, a collection development activity that 

would morph into a Quadrant 2 activity in the following year. By 1998/99 the team 

report is focused on collecting electronically accessible information and developing 

instructional approaches that could be scaled-up for large undergraduate classes beyond 

the capability of the electronic classrooms to hold. Recognizing the tenuous hold that 

they have in their public identity as information literacy instructors, they have also 

created an objective to be recognized by faculty as experts in this area. 

Among the three Integrated Services Teams featured here, the Social Science 

team appears to be the most focused on Quad 1 activities. SST reports describe a team 

that is concerned with being a strong provider of access to large data sets in alignment 

with the interest of social science faculty. An issue presented in the reports is the 

Library's role related to accessing and archiving of data sets on campus: 

"The general assumption is that the Library is committed to working with faculty 
on providing access to data sets, including spatial data. Since the Library is 
committed to this, and (the College of Social Sciences) has identified a need, SST 
is a major stakeholder in this area and has developed an objective to address this 
issue for the coming year." TRSST12/01/97 

Geographic Information Systems (GIS) is mentioned along with government 

documents and Maps as an objective m the team's 1996/97 objectives (as it is also for 

SET). Based on a needs assessment survey conducted in the Fall of 1995, a project to 
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improve training for new technologies for government documents, maps and GIS is 

described. By December of 1997 GIS is an objective. It is described as an information 

literacy and awareness issue, which makes it a Quad I activity in the Concept Map, but it 

also involves a partnership with an Advanced Research Technology Lab on campus, 

through which "we will explore possible new products and web sites for access friendly 

features and suitability for our application." This sounds much more like Quad Two 

entrepreneurial activity. GIS is still seen in some ways as a collection development 

activity. At the same time it represents an attempt to develop knowledge products that 

will make it easier for undergraduates to access spatial data. In the process the team gains 

technical and knowledge management expertise, but also becomes increasingly bound to 

seek support from computing professionals. 

Fine Arts and Humanities Team (FA/H) 

As with the other Integrated Services Teams, FA/H focuses on the instructional 

partnerships in 1996/97. They have an explicit objective to strengthen teaching and team 

skills. They are concerned to strengthen relationships with the Colleges, by contacting the 

Deans and commimicating with them. They are looking at how to fund expensive 

collection-building requests, and are assessing customer needs. They have one Quad 3 

related objective that involves training non-professionals in East Asian Materials 

handling. By 1997/98 they are extending the learning they have done on instructional 

methods by hosting workshops for other librarians on teaching and portfolio evaluation 

methods. The objective to grow more partnerships is still on the table as an explicit 
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objective, as is the intent to have faculty evaluate the impact of library information 

literacy instruction. 

In 1996/97 several members of FA/H worked part time with LIST on digitization 

projects related to creation of Web Sites using historical materials from the archives of 

the Special Collections. Quad 2 activities in the Fine Arts and Humanities team don't 

appear as an objective until 1998-1999, though digitization of an Arts Journal in 

collaboration first with SET, then with DLIG has been on-going for more than a year. 

The team decided that its first task was to "gain a shared understanding of knowledge 

management initiatives available and accessible to FA/H customers. A working definition 

for knowledge management was adopted, to wit: "Knowledge management is the 

distribution, access and retrieval of human experience and relevant information between 

related individuals or workgroups." With Roxanne from DLIG as a resource the FA/H 

team collected feedback from faculty by sharing models of electronic publishing and or 

knowledge management projects via e-mail listserve. Twenty of twenty-nine faculty 

queried responded. As this study is coming to an end, a project developing a digital arts 

library is proposed as a project. The one barrier identified is faculty participation. 

Throughout FA/H documents there are references to the difficulties faced in getting 

faculty to participate in the Summer break. 

"Plans for an interactive web site have been tabled at this time based on low 
response rates from faculty. The potential for engaging faculty and preparing an 
interactive venue remains." TRFAH02/09/99 

"Second reminders sent to faculty on listserv in the hope that some faculty will 
return to campus for simuner sessions to participate in listserv dialogue during the 
summer months. Our group learned the significant importance of timing for any 
project of this type that involves faculty participation." TRFAH06/22/99 
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The approach that is used is to find already technology adept and interested 

faculty to work with. In this sense the librarians progress is contingent on the interest, 

schedule and involvement of faculty. FA/H librarians selected five Web sites to show 

faculty. Based on the interests and ideas generated by the models, projects will be 

proposed, and it is suggested in the reports that "FAH will develop a core list of potential 

projects to pursue or to pass along to DLIG." Within a short period of time the 

production capabilities represented by DLIG have taken on a centralizing force regarding 

execution of digital projects. 

Summary of Quadrant One and Two Findings 

Overall, it appears that the traditional jurisdiction is now positioned for a tighter 

association with other student services (advising, retention, etc.) regarding the support of 

general education courses for undergraduates in the electronic classrooms of the ILC. The 

Instructional Services librarians are in an instructional role related primarily to 

information literacy for undergraduates and technical support related to faculty. Yet 

there is also a significant effort in the three teams to address issues of collections 

development in an electronic access environment. One of the technical challenges to 

Reference work is the increasingly complex nature of data bases to which faculty and 

students want access. For both SET and SST this crystallized in projects regarding the 

use of Graphical Information Systems (GIS). They have delegated or outsourced many of 

their more boring and repetitious tasks to non-professional occupations, but continue to 

act as selectors of materials, and consultants for complex reference requests requiring 
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consultation. They staff the reference desk, but increasingly share that duty with non

professional staff. Reference duty is increasingly mediated by electronic data-bases, and 

so involves showing people how to access the database. Some librarians display 

displeasure with the role of advising students on software. The requirement to keep up-

to-date on software is daunting. They are faced with the need to interact with large 

general education courses of several hundred students, especially once the new 

undergraduate teaching facility is completed. They are learning new teaching and 

information technologies and are providing faculty with some limited support in 

relationship to new technologies for classes as a flmction of "partnerships." But these 

partnerships are limited, impacting (by rough estimate) 60-75 faculty out of 1400 over a 

period of three years. 

As we will see in the next section regarding Quadrant Two and Four activities, an 

even more complex and technical direction is forming as part of the digital library 

initiative. Quadrant 2 activities are a combination of technical production capabilities 

provided by Quadrant 4, and opportunities to create new ways of organizing data for 

access: knowledge management. 

Data on Quadrant 2 and Quadrant 4 Activities of Case Study University Library 

As information technology became a pervasive part of the campus and scholarly 

environment, librarians at the Case Study University are carving out a jurisdictional niche 

as providers of both technology instruction and services to a clientele that is primarily 

faculty engaged in undergraduate education, especially in General Education coursework. 

This is an available jurisdiction because it is a poorly valued instructional sector in the 
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research oriented university. In the following pages we will look at multiple initiatives in 

which librarians seek new jurisdictions in an ambiguous instructional arena. 

The "information literacy" instructional role (Quad 1) described previously will 

return in the guise of instruction in scholarly communication uses of information 

technology to faculty and interdisciplinary projects (Quad 2). As the use of e-mail and 

internet resources in the syllabus of undergraduate and graduate courses has skyrocketed, 

these librarians are sometimes engaged by faculty to provide support. They do this in an 

administrative environment marked by confusion and inadequate planning. Key aspects 

of IT planning and infrastructure are weak or missing in many higher education 

institutions. This includes such things as developing a strategic and financial plan for IT, 

planning curriculum integration, and providing adequate user support (Green, 1998). 

Faculty in this smdy cite rising expectations from students and their own 

fascination with what they see colleagues doing as reasons to get on the bandwagon. This 

is coupled with the increasing availability of wired classrooms and dormitories at C.S.U. 

and presumably the pressure of peer institutions and legislators who see the intemet 

enabled distance learning technology as a substitute for capital expenditures on land and 

buildings. But there is an occupational vacancy: too little has been achieved in assisting 

faculty to integrate information technology into instruction, and in providing adequate 

user support services (Green, 1998). Directors of academic technology support programs 

regularly post concerns about the difficulty of recruiting academic technologists and 

courseware specialists on instructional technology listserves. 
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For librarians this represents a significant vacancy of leadership and tasks they 

can move into, or be organized into by administrators desperate to staff technology-based 

distance or distributed learning initiatives. It is important to underscore this point; the 

vacancy didn't just get discovered by librarians, it is being constructed. The question is— 

by whom? In this study I see State and administrative demands for faculty effectiveness 

combining with the long pent-up frustration of student service personnel, librarians and 

computing professionals allied in an effort to improve both their status and undergraduate 

education. The consequences for faculty are increased workloads as they increase 

teaching effort while maintaining, or even growing their research and service activities. A 

feedback loop develops in which faculty say something like "I can see this use of the web 

might help instruction, but I don't have time to deal with it, and I'm not rewarded for it." 

Up pop the managerial professionals who say "we hear you! Let us do some of the work 

in exchange for greater centrality in the mission of the organization." 

In this context administrators look at the possible benefits of merging information 

technology divisions (computing centers) with information service divisions (libraries). 

Such organizational integration became reality at the University of Southern California in 

1997. Similar changes have taken place a Columbia University, Buckneli University, and 

Carnegie-Mellon University. The convergence of computing and libraries at the Case 

Study University exists as an operational convergence in which joint initiatives and 

cooperation between overlapping or complementary services are achieved without 

collapsing departmental boundaries into a single organization. Yet any real merger of the 

organizations has been deferred. Richard Dougherty (a library director) argues that the 
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two organizations will continue to have distinct, though closely related identities for 

many years: "Because the differences between libraries and computing centers is so great 

from an organizational viewpoint, I believe models that rely on coordination and 

collaboration are more likely to predominate in the near term than models that 

subordinate one unit to another" (Dougherty, 1987). 

At the Case Study University Library, Dougherty's argument seems to hold true. 

A collaborative approach is employed in the "Faculty Development Partnership" which 

brings togedier staffs from the Computing Center, Library, Teaching Center, a Distance 

Learning production group and a Fine Arts Center utilizing information technologies. The 

focus of this effort has been to address pedagogical change in the classroom through the 

introduction of information technology and methods into the curriculum and the physical 

remodeling of classroom spaces. All of this has required an effort to prepare faculty to 

use the new methods and technologies, and this is the focus of the Faculty Development 

Partnership (about which 1 will say more shortly). 

Hinged to the Partnership, and located in the context of undergraduate education, 

another organizational phenomenon within libraries has been the emergence of the 

Information Commons concept. This concept denotes both an on-line environment in 

which "the widest possible variety of digital services can be accessed via a single 

graphical user interface (GUI) and potentially searched in parallel via a single search 

engine from any networked workstation," and " a physical facility specifically designed 

to organize workspace and service delivery around the integrated digital environment 

described above" (Beagle, 1999). 
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At the Case Study University the Information Commons concept, piloted since 

1996 in a small space off the reference area of the main library, has been merged with the 

idea of a teaching facility devoted to bringing advising support for freshmen together 

with general education faculty and library resources in one space: The Integrated 

Learning Center (ILC). The provision of services in the Information Commons is a 

matter of negotiation between the Library and the Computer Center, and is still not 

completely clear as of this writing. But the jurisdictional implications are clear. 

Librarians, with their greater investment in faculty identification, will be seen as the 

primary service owners of the commons, while computing technicians will be in the 

background—unless Librarians fail to occupy the vacancy, and cede operation of the 

commons to another occupation. One such occupational contender came across the 

Internet recently from Clarke College with the announcement of a search for a 

Technology Resource Specialist. The edited description follows: 

"This new position is being established to foster the integration of technology 
across the curriculum. The successful candidate will assist and train faculty in the 
application of emerging technologies to curricular design of instruction. This 
position also includes the possibility of teaching credit or non-credit courses. 
Requirements include a broad background in multimedia technology, a working 
knowledge of MAC and IBM platforms, Intemet and Java.... Candidates should 
have an understanding of the educational process and pedagogy related to using 
technology in the design of instruction." EMAAHE09/2I/99 

The incentive for departments and colleges to hire their own instructional support 

staff is already clear in those fields with access to large grants. But the competition for 

scarce I.T. professionals is fierce. C.S.U. human resources professionals focus on the 

computing professional positions most of all when the issue of market pay is raised. 

Departments are faced not only with salary competition for faculty, but increasingly for 
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the technologists on whom they depend. This puts those departments with grant funding 

in a better position than those limited to state money. "Bob" who teaches in the biological 

sciences described his departments capabilities: 

"One of my senior technicians built the web site. He was at home with his kids 
and wanted to know what he could do. This technology brings out the latent artist 
in people. We got our technical support through the... grant. They run courses on 
web building for the campus now. These things also spread through faculty. That 
is why we are in departments. So faculty help each other. So you don't have to 
train each one individually. Because of the creative aspect, people get into it. As 
you get into it you need faster machines, so that is the advantage of grants." 

"Once you have a network of people learning skills, you no longer need outside 
resources. I funded anyone who wanted to learn. With that technical training, you 
can empower staff to be teachers.... CCIT training is so generic. Any department 
has three or four applications that are unique to them. Things need to be tailored." 

P2I-FLM 

Faculty report a love/hate relationship with technology. In a survey by the Higher 

Education Research Institute at UCLA's Graduate School of Education and Information 

Studies only time pressures, household responsibilities and institutional "red tape" top 

technology-related stress. "Technology is the fourth most cited source of stress among 

female professors and the fifth most cited among male professors, surpassing traditional 

stress producers such as research and publishing demands, teaching loads and the review 

and promotion process" (Astin, 1999). One of the advantages that Librarians may have is 

in their ability to build rapport with female faculty around the information technology 

challenge. Male faculty in the sciences are likely to hire male technicians to assist them 

in their work, given the pool of skilled people. Female faculty, more often found in the 

more poorly supported disciplines within the academy, might find the support of 

librarians a critical resource. 



212 

An additional concern of librarians is the constraining force of faculty disinterest 

or distrust of electronic teaching methods. Many faculty find it takes too much time to 

orient themselves to new approaches to classroom teaching. Others see the move as an 

administrative ploy to control classroom productivity through distance learning. The 

conflicts in this domain were of such concern to several librarians in this study that they 

asked that they not be identified in any way with their comments, or that the departments 

with whom they provide liaison not be mentioned. In general, faculty I interviewed in 

the sciences and engineering departments displayed disinterest to library initiatives 

involving information technology, and this seemed to be congruent with the existence of 

plentiful in-house expertise regarding the web, as well as a culture of familiarity with the 

use of computing and large databases. In contrast, the faculty interviewed in the Fine 

Arts, Humanities and Social Sciences appear more often in conunents as both sources of 

need who embrace the information literacy and Web skills offered by librarians, or 

sources of distrust and disdain for electronic tools, seeing developments there as either a 

useless fad or an active threat to the quality of their scholarship and teaching. Here are 

some of the librarian comments. First, the librarian experience with some 

Science/Engineering faculty; 

"The (science) faculty are getting their information from other sources a la (a 
science research center) and their own networks. They see us as archival, not for 
day to day use. I rarely see (science) students in the Library or get referrals for 
consultation." L05-TLASOF 

"They are lone rangers, solve problems by themselves. They are taught to be self-
sufficient. More recently they are learning to work in teams. But it is not women's 
culture, where you consult with each other.... They rarely call me, because they 
have their own grants. If its something they needed, the first source they go to for 
information is their colleague, or the professor they learned from. The library falls 
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in fifth position, at most the 3"*. Others are teammates, associations." 
L13-ASIM 

"(Another librarian) warned me that they stay in their building. I've opened the 
door. I've been to two faculty meetings. It will be a long term project given their 
history of separation. (Library) folks try to make contacts with one or two people 
who show a glimmer of interest in the library or sources for courses. This is an 
area where we can't wait for the phone to ring. Because it won't happen. (Team) 
librarians tell me that the faculty consider their class time so precious that it takes 
an open mind to accommodate anything outside the coursework they present. I 
think a lot depends on an individual faculty members own experience using the 
library and library resources. If they have a positive experience, they are more 
likely to pass that on to the students. It's iimate. They don't need to be 
convinced." L16-TLASOF 

In the context of the Social Sciences, Fine Arts and Humanities faculties, these 

comments represent only the examples of constraints. There is positive interaction going 

on with instructional partnerships in these sites, and along with it some Quad 4 technical 

support, but it is a mixed picture. Note in the last comment that the controversy over the 

librarian's role as Web-site developer is a matter of dispute among the librarians: 

"Supporting an on-going project is harder than initiating a project or supporting a 
one-shot aifair. Some faculty are harder than others to work with. Faculty change. 
The department moves people around. Lately the job has deteriorated into 
clerical work, providing food, technical support. I had to talk to them to regain a 
substantial role. They are more library oriented this year probably due to our 
conversations about our involvement as librarians. I've been working with faculty 
in partnership for years. I've always been collaborative. Its not a new concept for 
me. It takes lots of compromise, give and take. You've got to get your foot in the 
door. It takes time to build relationships." L09-FLF 

"(Our team) recently did a faculty survey. We asked if the faculty had done a 
library instructional session. We are going to interview those who responded that 
they hadn't. I know there are faculty who don't see librarians as instructors. We 
said we would help faculty to create course web pages. Controversy erupted over 
whether that was an appropriate role. Some people see it as a service we can offer, 
other librarians see it as inappropriate." L03-TLFLF 
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As librarians move into partnerships with faculty, these comments suggest that 

their public image is confusing for some faculty. Are they peers in the instructional 

challenge, part of the instructional team, or outside "trainers" providing "information 

literacy" short courses? Or are they technical support staff to be used as one would use 

clerks? The provision of Web-site creation services by librarians (Quad 4) may be a foot 

in the door, but some librarians perceive this as a subordinate role. Science and 

Engineering faculty, as well as a few faculty in a Professional College interviewed for 

this study reflect the librarian accounts. 

A female faculty member in a professional college noted that she no longer 

needed to use the library, that she could get could get govenmient documents she needed 

on the Web: She is doing things on the web tied into a policy initiative. She is looking at 

the Science committee in the House of Representatives. 

"I can follow up on interviews in ways I never could. It gets me past the limits of 
interview. You can find sources of influence on a web site. It is high quality, I can 
access more quickly than if someone had to mail it. Plus I can see what people 
are saying, and I can get the congressional record instantly. I can also link to 
peripheral organizations. I found out in one day what would have taken years, and 
it was free....Half of my research is in cyberspace. It extends the scope of my 
research." P18-FLF 

"I quit going to the library. Before all this electronic stuff. Because I was busy. So 
I welcome the electronic access. I have no interaction with librarians. But I'm 
very impressed with what they have done. It has to do with what I do. Groups are 
sm^l. '^e companies that disseminate mformation to us are very strong in what 
they offer. It must be different for Historians. The University is blessed with a 
good map collection, and we have the ability to copy things. However it has gone 
downhill. The map collection used to be unique. Now it is lumped together with 
other things." P20-DIIFLM 

Q: Any interactions with Librarians in any way at all? 
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A: "Yea, around what journals we want to get for teaching and research. They 
have done a tremendous job on access, with SABIO. So I use it when I'm writing 
papers. But I use Medline more often. I haven't used a librarian to help me find 
something in years, because I can do it on the computer much faster. Dispensing 
with the reference librarians, which must be upsetting for them, but the computer 
has made each of us our own reference librarian." Pll-FLM 

These comments reveal the impacts of the new information delivery system on 

librarians' information resource roles. Their intermediary role is eclipsed. Faculty talk 

about not needing the library, about finding what they need without the expertise of a 

librarian. Even as they reskill themselves for a new public persona, their traditional 

persona is rejected as irrelevant. This is a fnghtening prospect for many librarians as they 

search for new jurisdictions to replace the ones they are losing. It is as if they have let go 

of the bar on a trapeze, without any certainty that there will be another to grasp. 

For their part, faculty in the Social Sciences, Fine Arts and Humanities who lack 

internal sources of support for mounting a course presence on the Web appreciate the 

involvement of Librarians, but only a few extend that involvement to instruction: 

"I've been here 25 years. It's been helpful to have librarians organized along field 
lines. Knowing there is someone I can go to to get information on literature. I can 
get help finding what I need, but also make requests for what I want. This is dealt 
with by someone who knows what I'm talking about. Specialization is good if you 
can afford it. ... The second thing is that it is helpful having the resource for 
understanding and using technology. Most of us are on a conversion curve in 
using I.T. It's helpful to go to someone and ask "how do you use it?" We can 
access lots of stuff on our ofUce systems. But we need help learning to do it. The 
department has 1 and Yz staff assigned to help a group of over sixty faculty-this is 
woefully inadequate. Using the phone isn't as helpful as going there and being 
shown how to do it. It seems this library is trying to provide the technology 
support. Computing Center help from the Faculty Development Center is mostly 
about how to get help using computer technology for actual teaching, like internet 
based courses, whereas the library is the place I go to help access articles 
electronically, which I don't know how to get to." PI7-FLM 
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"I depend a lot on librarians for conventional resources. I do a lot with ILL -
books in Danish. There is no Scandinavian collection here. I access things through 
the computer - the Royal Library of Denmark. I'm trying to get a study carrel in 
the library. Carrying books back and forth is tiring. 1 use computers at the library, 
where it is much faster. I have a portable MAC that is 5-6 years old. It is slow. It 
freezes. I have an old computer at home. I go to the Music library as well. I use 
SABIO. We are getting tenure in this department, and moving up in terms of 
funding. So our program is recognized for contributions to undergraduate 
education." P23-ASIF 

"My interactions with librarians have been related to courses and student 
advising, for the most part. I have worked with Betsy on web-based supporting 
material for classes, with C.K. on an introduction to maps and cartography for an 
interdisciplinary course on travel literature, and with Tara on increasing computer 
literacy for students in my venue as a Faculty Fellow. A librarian named R. also 
helped fmd a way for me to show a film in the Campus theater for my students 
without charge, and she found a cheaper alternative than ordering reel-to-reel. 
This alone saved me something like $250! My research assistant has had 
wonderful support from librarians in trying to find obscure publications, and my 
own experience working in the library has shown the library staff to be helpful, 
conscientious, and very knowledgeable." P24-ASIF 

"The new on-line ILL service has been a wonderful boon to my research, as it has 
the online, mark-able and e-mail-able function for the MLA Bibliography and 
general catalog. This has saved me literally HOURS of time I don't have; this is 
research that would have waited until school breaks when I could spend the time 
in the library. Now 1 have the boon of a research assistant, and she can email me 
references and I can email back the ones she should find. It's a HUGE time-saver. 
For untenured folks like me who are trying to teach well, serve on multiple 
committees, and still do research, the electronic means are wonderful!" P24-ASIF 

Publishing, the Alternative to Instruction 

Increasingly, librarians were enrolled by Paula to engage faculty in the global 

initiatives developed by the Scholarly Publishing and Academic Resources Coalition 

(SPARC). With so much action related to copyright and fair use happening at the national 

and international level, it would take a concerted effort to stay informed and work with 

the issues involved. Librarians and faculty alike were poorly informed at the grass roots 
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level. The need for local coordination and interpretation was clear. In 1997 Sherry and 

Paula's common interest in the political economy of information bore fruit. Sherry was 

enrolled, through her relationship with Carla, in the mobilization of librarians who seek 

to resist, if not outright usurp, the competitive power of publishers who are driving costs 

upward. Within the Social Science Team, Sherry becomes the Library's "Copyright" 

Librarian. This further enlarged the jurisdictional Quadrant 2 activities in the library. 

She describes the evolution of her new job: 

"Two things were happening, (I) the Faculty Development Partnership: the 
notion that faculty needed support to learn teaching technologies. One big issue 
was people using the web for teaching-questions about using copyrighted 
materials on the web... Fair Use is the thing in the law that is central to 
educational use. They came up with the money to have someone in the library 
teach about Fair Use. (2) In ARL there was discussion and there were lots of 
proposals for changes in legislation where it was important for libraries to be 
heard ... this (new) position was aimed at faculty...For 8 or 9 years librarians had 
been discussing the problem of the cost of journals. It was hoped that 
conversations with the publishers would make them change. But that didn't 
happen. At the ARL level there was finally a decision to take action. We needed 
to inform faculty about the costs. But we also wanted them to see they had agency 
in defining a better system" Lio-FLF 

In September of 1997 "Sherry" attended a conference titled "Copyright Law in a 

Digital World: Fair Use, Education, and Libraries after CONFU." Sherry took the need 

to engage in internal discussion seriously. She returned to C.S.U. and gave a progress 

report to librarians in October. By December, with Paula's help in the Faculty Senate, a 

Faculty committee on Copyright is created. However, the passionate defense of fair use 

and the "call to arms" garnered a mixed reception on campus. A male Faculty Senate 

member elected to office in that body recalls some conflict: 
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"Paula came to the Faculty Senate to get supi)ort on intellectual property issues. 
We had a committee work on a proposal. I helped set it up. There was a quarrel 
(with a faculty committee member}—some librarians wanted to write a document 
as a call to arms. Carry the flag of protest. (The faculty committee member) 
bridled at the text. It put faculty in a position that might cause reactions against 
faculty. (The faculty member) resigned from the committee when librarians 
reacted to him. One of the concerns would be to put faculty in conflict with 
publishers. This would be a risk to faculty. (The faculty member) felt the voice of 
the document was too provincial, as if faculty were unaware of larger issues, 
when in fact they are. 

The problem is this: (what) if we pay for articles, (which) doesn't happen now? 
We may pay for copies, or I will go and get the journal and copy it at my office 
for free. The fear is that it will cost us money out of pocket (pay per view). It's 
rare that we have research budgets for copying and reproduction. Some do, but 
you've got to be pretty high-powered to get it. Having to pay ourselves out of 
pocket for on-line material is a disincentive. It's better to get it out of the stacks. 
But we can't keep going that way. Even with compact shelving." P17-FLM 

This Faculty Senate member is addressing an issue at the heart of the fears of 

many librarians: what if libraries are left totally outside the delivery chain for the 

information most frequently demanded by patrons? The magazine of the American 

Library Association in a recent issue asked "Will Libraries be left in the lurch when 

publishers market directly to end-users?" (Majka, 1999). The potential exists for profit-

making firms to strip away those patrons that only want current periodical-based 

information. My interviews with faculty indicated that this departure from use of library 

resources is already well underway among science faculty, who access their own field-

specific journals directly. 

Another faculty member illustrates the complexity of the relationship among 

faculty, publishers and librarians. Faculty responsible for staffing their association 
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journals find the relationship with publishers quite useful, beyond their own promotion 

and tenure projects: 

"I was on the (Association) board... We got a new editor who 
recommended that the board go private, outsource rather than print internally. The 
concerns were (I) over mortgaging the future. We figured the cost was such that 
more money would come back for other purposes if we went private, (2) We saw 
no change in the review process, and (3) there was no requirement to pay for 
copyright, it stayed in the public domain, in the contract. It looks better, and it is 
better for the editor who can focus on the content not the logistics. What is lost is 
the copy editorial care. Authors do their own indexes." P19-DHFLM 

The issue of copyright falls within the domain of the University's Office of 

Technology Transfer, which handles faculty contracts related to intellectual property. 

Faculty control to do what they want with publications has thus far not been much 

contested by administration. However, this may be changing. A third faculty member 

described her discomfort with the role of administration in profiting from faculty work: 

"In relationship to the new C.S.U. Intellectual Property rules, it is clear that 
administration would like to move to capture copyrights. Electronic formats can 
be owned, but traditional texts not. It m^es it easier for the University to claim it, 
rather than fight publishers, in which it would be hard to compete because 
publishers wouldn't like it. The goal of administration is to make it an 
employee/employer relationship. Patent works for engineering faculty: it belongs 
to the University but they haven't moved into more traditional reahns. The current 
system provides faculty with autonomy and leverage. Regarding faculty using 
their own books-the relationship with the publisher leverages the faculty position 
vis-a-vis administrators in that textbook publishing provides faculty with 
prestige." P22-ASIF 
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Sherry relates her experience with the Office of Technology Transfer, the 

University's patent and copyright agency. She adopts a faculty stance, viewing the office 

as a separate administrative function that does not share the interests of faculty and 

librarians: 

"There are some people on campus who don't think it is appropriate for the 
library to be so involved in copyright, who don't see it as part of our jurisdiction. 

Q: Who? 
A: The Office of Technology Transfer. 1 don't know what legal counsel think of 
it. The OTT have written a policy on intellectual property without involving the 
faculty or the librarians. They see it as their domain. They were the source for 
copyright information prior to my position. 

Q: Have you had contact with them? 
A: The Chair of the (Senate) faculty Intellectual Property and Scholarly 
Communication committee is the Director of the OTT. When Paula proposed the 
creation of a committee the Faculty Senate said yes. The Chair of the Senate 
appointed people from across the campus. One faculty member strongly made the 
case that the OTT should be on the committee. They see our approach as one
sided. I would argue the same about them. The library is being very aggressive in 
telling faculty that they should exercise their fair use. They have options beside 
asking permission for everything they use. 

Q; What did the Intellectual Property and Scholarly Communication committee 
do? 
A: They were charged to work with the Library to gather data, describe options, 
and bring proposals back to the Faculty Senate to vote on or endorse. ...Hie 
faculty group was hard to get together. They don't want to question each other. 
They seem to agree but don't really. Half of the meetings I was at without Paula-
that was hard. You want something to happen, but it can't be too radical. They 
can't seem to move. Most believe they can't change things. Except for Dr. R and 
Dr. H. LIO-FLF 

Sherry's reference to faculty members Dr. R and Dr. H is not simply a passing 

one. Dr. H would soon be involved with the library in starting an electronic journal with 

funding support firom SPARC. Dr. R was one of the first faculty in the country who, as 

editor of a science journal, took up the challenge and support offered by SPARC to 



221 

wrestle market share away from the big publishers. His journal, proposed to a publisher 

in 198S was losing the access by other scientists he so desired as it favored cost increase 

after cost increase. In an editorial published in his new journal. Dr. R shared his 

reasoning for starting a new publication in competition with the old one he had founded 

fifteen years earlier; 

"...times have changed. Commercial publishers have been forced more and more 
to maximize tlieir profits—even at the expense of circulation. Prices and profits 
have soared. Today, profits have attained an astonishing level, unmatched by 
almost any other type of corporation... We who work so much with optimizing 
functions and constraints can understand the market forces pressing commercial 
publishers. But we scientists do not face their constraints. And profit is not our 
primary goal. Instead, all of us—editors and authors alike—want, first and 
foremost, to communicate knowledge. We want to maximize the number of 
scientists, scholars and students who have access to our articles. Library and 
personal budget limits mean that, to maximize access, we must sacrifice most of 
the profit....The Association of Research Libraries is helping. Their project, 
SPARC—which we are proud to call our partner—will foster the publication of 
competitively priced, alternative journals. We scientists must support these by 
sending them our most exciting work and encouraging our libraries to subscribe to 
them." EMUAN04/I3/99 

In a speech to 1000 college and university librarians at a national conference Dr. 

R stated "We have got to become the vanguard of a movement to recruit academic 

editors." He went on to describe his trials leading to his break with the International 

Publishing Conglomerate and the difficulties of starting a new journal on his own, he told 

librarians that ftiture efforts would depend on them. "Academics don't know what 

librarians are going through" he said, but noted it is not necessary to convince all 

professors. "We could target the several thousand who edit the important journals, it is 

not hard to find their names." (EIVILJAN04/13/99) 
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The Copyright Librarian role developed by Sherry was transferred from the Social 

Science Team to the Digital Library Initiative Group in 1999. Instructional librarians 

were asked to keep their respective faculties informed of developments. While she held 

the role. Sherry's agency was, in part, responsible for mobilizing faculty support for the 

Scholarly Publishing & Academic Resources Coalition (SPARC) initiative at C.S.U. In 

order to accomplish this work, she had to stand up to the rather standard male reaction to 

assertive women, that she and Paula were being too aggressive. The impact of faculty 

members like Dr. R and Dr. H in mobilizing more faculty into their movement is still 

unknown at this time. So is the institutional imprint of librarians on the C.S.U. 

intellectual property policy locally. The OTT is an on-going institutional agency. The 

Copyright librarian role appears to be a reflection of the times, and may be transitory, but 

illustrates the manner in which macro factors such as international publishing, copyright 

law, and the access values of librarians combine to create pressure for faculty and 

librarians both to assume new roles and responsibilities, signifying their agency in 

shifting the jurisdictional sands. 

Amidst the concern about their legal ability to offer access to materials, and the 

confusion and ambiguity of their role, Librarians' instructional initiatives were supported 

by an institutional commitment to forge the type of Quad 2 relationship with faculty that 

would bridge Quad 1 instructional roles with the increasing demands for technology-

skilled support for instruction. The result was a Provost-level initiative called the Faculty 

Development Partnership (not to be confused with the Library's "information literacy" 

instructional partnerships). 
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The C.S.U. Faculty Development Partnership 

Paula helped to position the C.S.U. librarians by selling their role to 

administrators as part of the University's approach to undergraduate education. With 

conceptual approval for the undergraduate integrated instructional facility secured in 

1995, funding for faculty development initiatives began at several different places in 

C.S.U. Kathryn describes the state of things at the start: 

"Three years ago we started thinking about technology training as a decision-
package for legislative funding, then we found out that (the computing center) 
was also writing a proposal. (A Faculty member assigned to support Faculty 
Development) and (the Assistant Provost) both supported our combining efforts. 
The legislature funded it with $940,000.1 worked with Sandra at (the computing 
center). They had pulled in the (Fine Arts) Center and the Teaching center. We 
were the core group. Later in the process we pulled in video services." 

L03-
TLFLF 

Deborah, a computing center manager responsible for faculty computing 

services describes the leadership of the Assistant Provost, as the source of the 

Parmership and broker for its funding: 

"You can credit (the Assistant Provost) for that. She pressured the Legislature for 
new funding for a learning technology build-up on campus. She spent lots of time 
and money. She asked for 4.5 million annually, and ended up with 940K. 
Technically it was 640K because they didn't take away 300K they were 
threatening to take away. She asked me to come up with a budget scenario. It 
would put specialists in every college, develop the center, etc. When we got 
940K we had to ask how to best use it. (The Assistant Provost) said we had to 
focus on faculty. She had already started a Faculty Development team. It was 6 
months before we got our budget. We learned about a New Media Consortium, a 
commercial venture, to support HED Media Centers. (Members of the Fine Arts 
Center) and I wrote a proposal to join the consortiimi. That formed the basic 
kemal of the Faculty Development Parmership. When we leamed we would get 
the money, Kathryn (from the Library) and (The Faculty member assigned to 
Faculty Development) were in a meeting to put up a budget plan. That's how the 
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Library, the Computing Center, The Fine Arts Center and the University Teaching 
Center came together. Soon after we added Video services, because they were 
involved in Video classroom instruction and NAUNET. They had the video 
classroom piece." C26-IVINGF 

Each of the consortia members got funding from the State grant to pursue 
projects. For Librarians this meant funding to create an electronic classroom and 
a prototype of the workstations that would be installed in the "information 
commons" of the undergraduate education facility. This prototype was situated in 
the reference section of the library, a move that had both symbolic, physical, and 
task implications for the reference librarians who sat nearby. The Computing 
Center got additional non-state money to establish an mstructional computing 
center for faculty. The University Teaching Center likewise got a teaching 
facility, and was also funded to renovate classrooms all over campus. The 
transformation of roles, faculty as well as librarians, was funded with millions of 
dollars cobbled together from both State and local fimds. 

Anita describes the values conflict as librarians discuss who will staff the 

expanded information commons once the facility is built: 

"It's to the librarians credit that they've taken the lead on this. As we move to the 
information commons project I've heard someone say "did I go to library school 
to help someone with a WORD document?" The question is one of values in these 
types of support functions. Should we hire specialists to do this? I'm not sure 
where I come down on it. 1 see the opportunity to leverage the relationship with 
students to teach library skills." L16-TLASOF 

Anita's comment suggests the tension that is accompanying the increasing 

technization of the librarian roles. Furthermore, it represents a class demarcation of 

technical tasks; those that are beneath a professional librarians' level of expertise. 

Indeed, even the routine reference work referred to by Kathryn is now addressable as 

non-valued time. 

The Faculty Development Partnership facilitates the bringing together of faculty 

and librarians in the context of learning new technologies, and the discourse about the 



225 

relationship is framed by librarians is one of getting the faculty to change. Kathryn 

described the relationship with faculty this way: 

"They can be challenging. Overall I find them receptive more than 
anything else. The Faculty Development Partnership, which is going to change its 
name to Learning Technology Partnership, which is more descriptive and doesn't 
have the connotation that faculty need to be developed... works extremely well 
for the early adopters, those faculty who wanted to learn to code HTML by 
hand..." L03-TLFLF 

This is an interesting admission. Faculty resistance to being "developed" is 

forcing a change in discourse. In its wake the administrative goal to infuse the 

instructional process with technology is made explicit. This goal has "early adopters" 

who are encouraged as role models by the Librarians and Computing personnel whose 

professional futures are linked to their adoption of technology and consequent need for 

assistance. Kathryn is a leadership figure in the Faculty Development Partnership. She 

continues: 

"What I'm coming to believe is that we need to do strategic planning as a 
parmership. We're past the phase of the early adopters. There is a middle group of 
faculty that must be reached in different ways than the one-on-one, walk in.... We 
have to grapple with the fact that there are a limited number of us and not only 
focus on parmerships that are labor intensive, like co-teaching, or on the 
electronic classroom, with its limited space. We face issues of scalability. One 
example is the General Education courses. We learned that they are 100-400 
students. It's not the type of instruction we are used to. You have to learn how to 
do it. How can we do it with the number of librarians we have?" L03-TLFLF 

Kathryn is in position to see the scale of the institutional project to which she is 

attached. There are 4500 first-year students expected in the ILC. Her concern is not 

about the numbers. Recall in Table 3.2 that the IS teams claim to process as many as 

11,000 students through their electronic classrooms. Her concern appears to be more 

about venue and control of a much larger participant group. Among the 35 librarians who 
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comprise the teaching capability for the library, few are experienced with methods for 

teaching in large group settings. With opportunities for instructional practice so difGcult 

to get, how will they learn how to do it? The Faculty Development Partnership, with its 

goal to integrate undergraduate instruction with digital resources, is becoming an organic 

part of the operational reality for the librarians, whose focus has been the primary 

responsibility of the Undergraduate Services Team. When the responsibility for staffing 

the ILC becomes reality, Kathryn may be concemed about the ability to get all IS 

librarians involved in a more meaningful way. The Faculty Development Partnership is 

an institutional priority that up to now has not been the priority for most librarians that 

their own instructional partnerships have been. A collision between the librarian 

instructional partnerships forged with individual faculty on a more or less opportunistic 

basis and the institutional commitment to build and staff the ILC is foreshadowed in 

Kathryn's remarks. 

Looking to the Future: The C.S.U. Librarians View of Their Emerging Role and 
Jurisdiction 

The Librarians at Case Study University express a tension between traditional 

expectations of their public service role (Quad I) and the emerging entrepreneurial 

opportunities of work opened up by information technology (Quad 2). They describe 

their activities and aspirations in familiar terms that when grouped suggest that 

instructional support (Quad 1) is die primary jurisdiction into which they see themselves 

moving, in a variety of capacities and levels of influence. At the same time, the tasks that 
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get described, while supportive of instruction, appear quite technical (Quad 2 or 4) in 

nature, as can be beard in Betsy's description of her aspiration: 

"(The Faculty) are the movers and shakers on this project. It needs funding. This 
project is a gateway into the general education classes in the program, but would 
contain the entire general education program offerings if funded. Another aspect 
is the intent to digitize images used in classes. We asked for '/2 million. That 
would have funded scanning stations, staff, managing the server-to take the 
burden off faculty doing the scanning. Faculty often know very little about each 
other's collections. If this gets funded, I would have a career choice; fund a 
librarian position to negotiate scanning of faculty materials, train staff." 

Q: "This is a way to extend your jurisdiction?" 
A: "Yes, but this was not my idea! They worked on this several years 

before contacting me. When they contacted me it was because of the explosion 
of the web and they saw how it could be used to deliver images. They knew me 
as their formal liaison. They knew the library was doing things with the Web." 

L02-
TLASOF 

At the same time that Betsy was hoping for funding that would organize her role 

in transforming images collections created or collected by faculty into a sharable 

resource for die campus (a technical broker role), she was also aware that not all Web 

activities carried much status in the long run. Web site development (Quad 4) was a 

way for Betsy to get into relationship with faculty. After that she describes the need to 

carve out something more meaningful: 

"My next direction would be more knowledge management. Digital publishing. 
Digital library creation. It's fascinating, I've been fortunate to get involved in the 
digitization of the journal for the "X" Society. It's the professional journal for 
"X's". It is a learning opportunity that dropped in my lap. I'm learning how to 
link text and sounds." L02-TLASOF 

Traditional roles are expanding with the advancing information technology as 

well. Instruction has a long-held relevance for librarians, and the possibilities of 
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extending diat role through information technology has a pull of its own. At the same 

time, many of the new products being selected by librarians for collections are 

electronic: CD-ROM, or access to data bases. Janice describes the diminishment in 

stams of reference work from Quad 1 to Quad 3, and the rising stahis of instructional 

work: 

"We were using old Texas Instnunent modems to dial in for dialog search. No 
end user searching. Then we got the first CD ROMS. That was pretty 
revolutionary. We brought up quick search. People could leam to do their own 
searches. It was the first end-user search and took away the librarians expert role. 
There was the possibility that someone could leam how to do it. We talked about 
giving them advanced search techniques, but they didn't want it, and ultimately 
we understood that they didn't care. Concern over search commands it had taken 
us years to leam. It was very challenging to let go of that role as expert. 

Q: Was it deskilling? Was there any new skill you were learning? (Reskilling) 
A: It was a combination of both. Most of our databases still required our expertise 
to search. Plus we were becoming more of an instmctor." LI4-TLASOF 

Kathryn, who began at Case Study seventeen years earlier as a library skills 

instructor describes the tension between what skills once served well and what will be 

needed ahead. Her description suggests the movement from Quad 1 to Quad 2 skills: 

"I believe we need some skills that traditional librarians don't have. Services that 
will make us marketable will depend on these skills. Technology skills, data base 
management. Teaching and instmction - That's nothing new! A lot of stuff we are 
doing here. The things we do with strategic planning and quality make us more 
future oriented. They help position us. We understand what is going on in higher 
education and the business world because of the stuff we do here. We got rid of 
traditional catalogers. Because we didn't need it. But the skills are the ones we 
need when we talk about Metadata, another way of cataloging." L03-TLFLF 
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Indeed, the cataloging role (Quad 3) is seen as both disappearing and reappearing 

in a new guise, as a Metadata Librarian (Quad 2). "Roxaime," the Knowledge 

Management librarian, cast catalogers as part of the past; 

Q: I have the impression that the library profession is full of people who are good 
at detail, what do you think? 

"Yes, people who are good at what the profession used to do. That work is getting 
outsourced. We don't have catalogers. Those people are all looking for new 
positions next week" (this was a reference to a reorganization in which cataloging 
librarians were being reassigned to field specific teams to serve faculties as 
specialists)." L08-ASiF 

For Roxanne, the future was in those activities that further established librarians 

in (Quad 2) cyberspace, like creating metadata records. She sees the work as closely 

related to research science, at the front-end of the process of data collection and 

analysis: 

Q: What is meant by a metadata librarian? 
A: "Metadata is simply put, data about data. For example, cataloging a record is a 
surrogate for the real item. It talks about who created it, where it comes from, 
what its use is. Different disciplines require different ways of doing this. The 
cataloging record is too small in scope, limited in nature to books. What if you 
wanted to describe an ecosystem and you have a satellite gathering IR and UV 
radiation data? IR can recognize plant and water plus you have people in the field 
using GIS (Geographic Information Systems-spacial data bases) to make records 
of Elk feeding on plants. You want to correlate satellite readings with fields of 
Lupine. How did you get information? How was it generated? Who observed? 

The metadata librarian works with the end user of data to create structure for 
recording the data about data (template, ways of gathering input). They work with 
retrieval program to standardize vocabularies, train people doing input, use 
taxonomies/ontologies/classification systems which are foundations of library 
science. The ways we have been doing this are like baby steps." L08-ASIF 
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Jeff, the library's first Metadata Librarian, and one of a few in the country with 

the title saw something ironic about the reassignment of the catalogers. Quad 1 and 3 

skills are the foundation for the emerging Quad 2 and 4 tasks, and are in short supply. 

Jeff describes his role as a broker who is responsible for "figuring out a system" 

(infirastructure) that will support a digital library: 

Q: How are you crafting the Metadata role? 
A: "It's interesting—we have no catalogers. I need to find a way to acquire 
descriptive resources without having the human resources to do it. Do you know 
what Metadata is? (1 answer: data about data). Cataloging is a subset of metadata. 
It's cataloging plus other stuff. MARC record is a metadata record. Dublin Core is 
a metadata record. My job here is to do more than Metadata. I'm responsible for 
figuring out a system to use Metadata. To recommend and determine standards, 
like Dublin Core which is still evolving. How to get it started - use old standards, 
map them to the new standard. We could outsource, use temps, use MARC fields 
and map to the Dublin Core. Since people use ACRII and MARC, and are trained, 
we could use them, or outsource it. It may be a feasible way to get digital 
resources cataloged for a reasonable cost." LIS-ASIM 

The reassignment of the cataloging librarians, most of who were among the most 

senior librarians on staff, gave pause to reflect on the risks and dangers of the 

environment in which they worked. Frank described his concern this way: 

Q: What is the biggest change you have seen? 
A: "Dematerialization. Used to be that you had to come here. We gathered the 
materials. Inter Library Loan was a stepchild. Good libraries had their own 
collections. We were the "keepers of information." Department collections were 
small. Not creative. Today we are one of many places to find information. 
Irrelevant to many. It is not critical to come here. The impact of the web and other 
service providers diminished our centrality. Before there was more focus on 
things. Now it is service. L04-TLFLM 

Frank's voice is laced with a sense of loss. The centrality he experienced as a 

"keeper of things" is gone and no equivalent position is materializing. The sense of 

dematerialization accompanies the move to digital collections (Quad 2). Such a "virtual" 
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collection lacks substance in the mind of some librarians and faculty. Tensions and 

conflicts surface in the descriptions librarians make of their role shift. Asked to 

characterized the future of the profession, and her own ftiture Betsy said: 

"I don't know. I feel adrift. I'm involved with this library, with the Digital Library 
Initiative Group: I'm involved in the Action Planning Team for this. I'm involved 
in a faculty partnership; to digitize collections. I guess it comes down to being 
ethical - what I want is what students and faculty want." L02-TLASOF 

Betsy is experiencing the ambiguity of role change: the period of anxiety in a 

journey between old and new, in which her ethic of service is the compass. Tara 

described the journey as involving a shift firom an internal orientation to an external 

orientation: 

Q: How would you characterize the change? 
A: Its gone from internalized to externalized. From you come to me to I go to 
you-electronically, using e-mail to answer questions. Communications is opened 
up—much easier. It's more stressful. I never feel I've mastered something, 
contrasted to dialogue searching which I mastered. It's harder now to experience 
mastery. I'm working longer hours." L06-FLF 

Tara characterizes change in terms that echo Frank's regarding the decentering of 

the old role. Relationships now require outreach (Quad 2), which is more work and 

creates more stress. Kathryn, a librarian who has played a central role in developing 

faculty partnerships around information technology was articulate about the changes: 

"The big thing for me, before we reorganized we were very traditional. The belief 
was that they would come to us. I thought "we should go knock on some doors" 
and was told "no, we don't go bother them." There wasn't enough to do. We 
waited for things to do. It was just all routine." L03-TLFLF 
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She goes on to say that half the evidence points to need to generalize and half 

points to need to specialize. She feels it as a tension, in hiring new librarians. 

"I used to refer to bibliographers as failed academics who couldn't make it in 
their specialty field. 1 would avoid them. They didn't intend to be librarians. I 
used to look for librarians with academic credentials In the area they serve, but 
there aren't enough librarians to do this. So we become generalists." L03-FLF 

She sees specialization coming In as knowledge management, creating new 

knowledge packages (Quad 2). Indeed, if there was any one term that seemed to sum up 

the aspirations for a new expanded jurisdiction. It was the ambiguous term "knowledge 

management." Tara makes the distinction between Quad 2 "knowledge management" and 

Quad 4 "scanning" tasks: 

"Knowledge management means creation of new knowledge. Find something that 
no one has thought of before. Scanning in Journals is not knowledge management. 
Finding/collecting to aid original research. Creating a little archive." L06-FLF 

Roxanne describes knowledge management as a highly expert Quad 2 activity 

with lots of broker technician overtones: 

"Data and Information generators are producing their own collections. They need 
to know what is next, because they generate so much. At the National Center for 
Atmospheric Research they have all this remote sensing data, coming in all the 
time. They can't throw It away. There is a big room jam packed to the ceiling with 
super computers, a storage facility with tapes. They want conversion to new 
platforms. They need ways to ask "what does all this mean?" So they are looking 
to computer scientists, MIS specialists, librarians and mathematicians to help 
them make that stuff meaningful and accessible." L08-ASIF 

Roxanne's vision is an interdisciplinary one, in which her role as librarian Is 

subsumed In the task of the group. She also begins to make the status distinction between 

Quad 2 abstract reasoning and Quad 4 production tasks: 
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"The library hasn't yet discussed the question "What is knowledge management?" 
Hyperlinks do not make it knowledge management. Knowledge management is a 
set of tools, technology and approaches for doing ones work, that involves 
integration/consideration of the manner in which the work will be done in the 
design of the product. Without evaluation of the needs of users, and the manner in 
which the user works, there caimot be knowledge management. Electronic 
publishing is just scholarly communication. It can provide one component of a 
knowledge management system." L08-ASIF 

Roxanne's statement suggests her frustration with the Quad 4 "production" role in 

which she and her crew are cast. She sees a bigger Quad 2 role than is really shaping up 

for her in the library. She is frustrated with the day-to-day struggles of managing projects. 

As an Assistant Librarian she is paid poorly compared to the risks and responsibilities she 

has taken on. She is not a member of the Cabinet and expressed dissatisfaction with both 

the team-based structure of the organization and the level of support she was receiving. 

As this case study research was ending, so was Roxanne's employment at this library. 

She resigned shortly after the team was elevated to a functional status with a new team 

leader. She described the reason for leaving as a desire to explore being a writer. She was 

ready to be free of the tensions of pioneering a new role in the shifting sands of 

librarianship. 

Anita seemed to sense the tension in Roxanne, and saw a tension for librarians 

generally between the Quad 1 instructional role and the Quad 2 knowledge management 

role. She had this perspective; 

Q: What conflicting or collaborative roles with other occupations do you see? 
A: "Certainly in the computer arena. Though I'm not sure what I mean. There are 
lots of overlapping skills. We see it more than they do. Because librarians can be 
involved in programming, and decisions about software for systems. There can be 
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tension between the two. A complementary relationship is in the area of 
instruction. We can leam a lot from teachers. There is an assumption we will do 
more in instruction. But we don't have backgrounds in the theory and methods of 
instruction. While we could do it on our own, we could do more as partners with 
teachers, to become better as instructors. Then there is this concept of knowledge 
management. I don't know of anyone who calls themselves a knowledge 
manager. Roxanne calls herself a knowledge management librarian. It's such a 
new evolving concept, we don't know the implications of it." LI6-TLASOF 

Anita senses tension between the librarian skill set and the computing skill set. 

The need to be involved in programming and decisions about software for systems (Quad 

2) puts librarians in a zone of discomfort and dependence on computing professionals, 

most of whom are men. This subtext is seldom clearly spoken, but is non-the-less a 

factor. Notions of computing expertise are still largely constructed by men to the 

exclusion of women. Instruction (Quad 1) on the other hand is described as a 

complementary relationship, one of shared values, where much can be learned. But even 

here there is a lack of familiarity with theory and methods. Knowledge management 

(Quad 2) is evolving and its implications unknown. I probed for the source of discomfort: 

Q: In terms of the corporate role that knowledge management plays in capturing 
knowledge as intellectual capital, how does that play out in an academic 
environment? 
A: The potential is here. But until we define what we mean by knowledge 
management, it won't be realized. Roxanne and I had a conversation about 
knowledge management within the library. We need to make better use of 
knowledge we have within the library. We aren't sharing a lot of the information 
that teams may be collecting. How teams are managing information. How they are 
going about teaching. For me it is about making a collecting place for information 
that is useful to the organization. Beyond the library, on campus, I can't begin to 
know how that would play out." L16-TLASOF 
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Anita places the power of knowledge management in its ability to serve an 

organization or groups' purpose. This is a fundamental difference from the service 

provided by an instructor to a student. Knowledge management in the micro-sphere of 

the Library teams is referred to in other ways when librarians talk about being a 

"Learning Organization." This idea, popularized in the early 1990's by Peter Senge 

(Senge, 1990), suggests that competitive advantage derives from continuous learning, 

both individual and collective. The learning organization is viewed as representing a shift 

away from formal approaches that take individuals away from the workplace for teacher-

delivered instruction. Instead, the organization and the people within it are viewed as 

resources in which each individual directs his or her own learning, shares knowledge, and 

emulates experts under conditions of feedback that enable errors to be corrected. Some 

evidence of this idea surface in team reports when teams report learning out of their 

projects. The Performance Effectiveness Measures project organized "learning networks" 

for team leaders and work team leaders to utilize as support for practicing new 

management skills. But Anita's inability to see how it would play out on campus 

indicates the larger problem within the field of occupations engaged in the scholarly 

communication process; it is a process that both narrowly focuses within a specialty or 

field, and broadly spans institutions where those specialists reside. If librarians desire to 

play a role in the larger institution as knowledge managers, they must contend with the 

existing information anarchy: 

"The need to pay attention to information politics is quite strong; the political 
structures in universities are the most difficult to deal with. In most universities, 
you have some form of information anarchy. Anarchy isn't all bad because it 
shows there is an interest in information. If you're going to get people together. 
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you've got to enlist a pretty broad stakeholder community, much more so than in 
corporations" (Davenport, 1998). 

Thus far the librarians in C.S.U. have not responded to opportunities to work with 

administration on knowledge management initiatives. Paula attempted to get librarians 

involved in responding to a request for assistance from the Decision and Planning 

Support office of the University, to no avail. Working in such environments would bring 

librarians face-to-face with the reality of political decisions related to what kind of 

knowledge we want to generate and transmit and inculcate in people. The knowledge 

management role tears away from the passive non-interference in other people's choices 

that represents the "access" ideal. This is, of course, no less true in the classroom, but in 

that context there is the assumption that a scholarly field has shaped and informed the 

"truth" value of information for distribution to students. Unless librarians are a part of 

that conversation about truth they are not considered competent to deliver content. 

However, in situations where the amount of information and ideas are diverse, and 

accessing those ideas is time consuming or complex, librarians working in collaboration 

with content experts have a service to offer, an understanding of taxonomies and systems 

for searching and finding what you want. 

Anita summarizes the range of responsibilities and opportunities facing librarians 

and their jurisdiction as a profession: 

"A lot of people in my generation went into libraries thinking it was a 
stable environment, with clear roles. There have been a lot of changes in roles. 
New roles have been superimposed on librarians, or librarians have seen the need 
for change and have created new roles. Librarians have to educate people about 
what the role means. The superimposed roles are, examples would be that in 
organizations that are downsizing or consolidating, there are assumptions that 
librarians are organizers of materials, so they are given jobs as archivists or 
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document managers. Or in some cases being responsible for all clerical functions 
because some people see librarians as clerks. The proactive changes in roles are 
because we've had to take on more computer roles, such as training or web 
development. Others who make those decisions don't see those connections. Most 
of this is from my Special Librarian background. Being here, I see we are having 
to do this too, taking the initiative on instruction. Granted we do it in conjunction 
with the Computing Center. Most of the instruction is done by people in the 
library." L16-TLASOF 

Anita suggests that librarians are picking up instructional roles related to 

information technology because other occupations have left a vacancy into which 

librarians are suited to move. She describes the move as being in conjunction with the 

Computing Center, but most of the work load as being bom by librarians. This could 

suggest demarcation in the division of labor, as skilled male computing professionals 

prefer to leave the time-consuming and difficult job of instruction to the women. Or it 

could be that the instructional skills and competencies simply don't reside in the 

Computing field, and so collaborative efforts to meld abilities are needed. Whatever the 

case, it is a natural consequence of the "teaching library" goal. 

Paula synthesizes every one of the roles discussed above as belonging to one 

category: the educational role, taking us full circle back to the premise we started with, 

that the future of the academic librarian is with instruction: 

"The most important thing today is the educational role, design of 
curriculum, knowledge management, access, with knowledge management and 
access subservient to the issue of collections. We manage knowledge. Through 
electronic publishing we work with faculty to create new knowledge. We have to 
develop connections, manage data. We have to do housekeeping functions in 
order to be credible. But we have to find a way to make them less burdensome 
and costly. For example: circulation, copy cataloging, signage, shelving books, 
and handling course reserves." L12-ADMFLF 
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Paula's vision of the teaching library is one in which "the library and librarians 

have been able to maximize the substantial investment in library resources and services 

by actively working in conjunction with faculty members to improve the educational 

experience of students" (Guskin, et.al. 1979). It is characterized by the library's 

commitment to learning information literacy skills that aids access by a community of 

learners. Properly done, it means that librarians need to be in active relationships with 

that community, unburdened by administrative and maintenance functions. The world of 

Internet access to information has recontextualized the meaning of community in this 

regard. The intact nature of community is further eroded by the growth of for-profit 

educational enterprises whose students regularly use the Library. Once firm boundaries 

between the library and its for-profit vendors are blurring as on-line products and services 

licensed by those businesses become ubiquitous points of contact for library users. In the 

next Chapter, I summarize the evidence of librarians efforts to move through the shifting 

sands of their occupational jurisdiction, and ask the questions related to future studies of 

this sort: is there a higher status place into which to move, and who will be privileged to 

hold that place? 



239 

Chapter Five: Conclusions 

Information literacy teacher, information technology broker, or instructional 

support technicians: which of these occupational jurisdictions is most desired by the 

librarians in this case study, and to which jurisdictions will they be compelled to travel by 

forces greater than themselves? This study asked two questions. One is about the 

economic and social context in which librarians work, and its impact on their tasks: 

1. As Information Services and the management of knowledge grows in 
economic importance, how do on-going changes in information delivery, 
copyright/fair-use and intellectual property engage academic librarians and 
put pressure on their choice of activities? 

The answer to this question is described in the discussion of the usurpation 

strategy below. A subset of this question asks a resource dependence question: 

"Is there any difference in opportunity afforded librarians to broaden jurisdictions 
relative to the resources available in the science/engineering sector of the 
academy as contrasted with the fme arts and humanities sector? 

The study cannot answer this question with a clear "yes there are more resources 

coming from the better funded science sector." The funding for initiative in this case 

study library come from internal reallocations and one-time grant support. The state 

focuses funding on developing faculty to work within a distant learning infrastructure. A 

few faculty associations invest in distance access of journals and databases, notably those 

in agriculture, chemistry and biology. 

The second question asks what librarians in the case study University are doing in 

response to the forces asked about ui question one: 

2. How do librarians actively strategize and assert themselves, in contending 
with other occupational groups (faculty, publishers) for (or with indifference 
to) jurisdiction over information technology enabled services and products? A 
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subset of this question asks, "how does gender factor into where and with 
whom librarians choose to interact in their professional projects?" 

In Chapter One a variety of theories of occupational control were presented. How 

have these factors of control contributed to our understanding of the agency of librarians 

revealed by the grounded study? To clarify the conclusions reached by this study I add 

the dimension of adjacent occupational fields and librarian strategies to the Concept Map 

presented in Chapter Three and Four (Fig. 5.1). 

This case study presents the difficulties involved in gaining status, as well as 

moving into new knowledge and skill domains. Librarians describe the ways in which 

they are demarcated by faculty to a status "lesser-than" faculty. At the same time, new 

opportunities for jurisdiction are presented by the stress faculty experience in trying to 

integrate into their classrooms the opportunities presented by new information 

infrastructures such as the World Wide Web. And the same properties of the Web as a 

distribution system that disintermediate old librarian roles such as reference work, also 

effect publishing and open up new possibilities for librarians to expand their influence in 

the scholarly communication process as producers and archivists of electronic material. 

The answer to the question "what will librarians do" in the face of these forces can be 

summarized as collective strategies, which I define as purposeful actions by groups to 

secure desired benefits or outcomes. In this study four primary collective action 

strategies (Abbott, 1988; Witz, 1992) are clearly in view; 

Strategy in Quadrant One: This is a strategy to gain the inclusion of librarians into 

the core academic teaching function by repositioning the Library as a "Teaching 
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Figure 5.1 - Librarian's Jurisdictional Trajectories and Strategies 
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Library." The intent is to create well developed instructional relationships with faculty 

that move librarians out of a passive archival and access role at the end of the scholarly 

communication process (Supports tasks in Quadrant I and 2). 

" Develop "information literacy instruction partnerships" with faculty 

• Develop "information technology and team teaching partnerships" with 

faculty 
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• Staff the Instructional Learning Center Information Commons, and through it 

provide instruction and reference services to undergraduates. 

Strategy in Quadrant Two: This is a strategy to create and mobilize consortial 

relationships among libraries to usurp control of the pricing and distribution strategies by 

corporate publishers through collaboration with each other that result in building 

bargaining power as buyers. (Supports tasks in Quadrant 1 and 2). 

• Librarians at the local level organize or support efforts by colleagues to build 

consortia that can effectively negotiate favorable rates with publishers. 

• Case study librarians are leaders who support regional and national initiatives 

and lobbying efforts in an effort to create countervailing pressures on global 

corporations and national and international legislative bodies regarding 

intellectual property laws and their impact on fair use conventions. 

• Librarians in the case study actively support faculty initiatives to create 

lower-cost, or nonprofit alternatives to expensive scholarly publications, 

i.e.: SPARC. 

Strategy in Quadrant Three: This is a strategy of exclusion, largely aimed at non

professional positions, which provides support for each of the three strategies above by 

reallocating resources through mechanisms such as reorganizing, downsizing, 

outsourcing and improving internal process efGciencies such that resources (people, time 

and money) are available to do the new (Quad 1 and 2) work (Impacts tasks in Quadrant 

1, 2, 3 and 4). 
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" Reorganize into teams so that skills can be combined into cross-functional 

projects, or acquired from outside and used by all (i.e.: the 1993 Library-wide 

reorganization). 

• Reduce the size of teams while maintaining or even improving service 

through analysis of work, outsourcing and process improvement (i.e.: the 

reorganization of the Technical Services and Materials Access teams). 

• Develop measures of accountability that provide both a defense against 

charges of inefficiency and intelligence about competitive threats or 

opportunities (i.e.: the Performance Effectiveness Measures project). 

Strategy in Quadrant Four: This is a strategy to build the capacity (knowledge and 

skill) to support both of the above strategies while investing in a third, longer-term one: 

Creating a Digital Library Initiative through which the knowledge and skill will be 

gained to in order to secure exclusive association in clients minds as the primary campus 

information services professionals. (Supports tasks in Quadrant 1, 2, and 4). 

• Invest capital in new professional and technical positions, i.e.: the Digitial 

Library Initiative Group (DLIG), and its professional positions, such as the 

meta-data librarian, programmers, support systems analysts; as well as 

hardware and software needed for digital production. 

" Develop fee for service operation to digitize print and visual materials, such as 

the back-files of journals. 

• Develop knowledge management projects, such as interactive web-sites. 
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• Gain or protect fair use privileges for information use in education by 

establishing information and lobbying capabilities. 

The categories of data that concern this study focus on librarian agency in 

creating new jurisdictions with or at the expense of other occupational groups inside as 

well as outside of the organization. Librarians are seen as active agents in forging new 

roles as old roles are outmoded and abandoned. This is the microanalytic level of Abbots 

question "how do societies structure expertise?" In the course of interviewing and 

observing librarians at work, and as the result of the coding and analysis of these 

interviews and observations, several primary patterns of coded concepts related to the 

question of structuration emerge; 

1) The way in which faculty organize (by department and field), and the qualities of 

their subjects of scholarship, influence what librarians do as instructors with any 

given department and its faculty, as do the resources those departments and fields 

conunand (Quad 1 impacts). 

Because science texts are more valued by the commercial culture at large, they are 

primary candidates for pricing increases by commercial publishers, and are the first texts 

to be sought by SPARC for development as alternative publications. Agriculture Science 

is the first outside client to contract for library knowledge management and digitization 

services. But science faculty are also among those most able to fund independent web 

support. Librarians report that science students and their faculty are less likely to use 

central resources. The science sector on campus thus represents a source of tension as 

both a potential source of fee-for-service contracts, and at the same time a more 
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problematic constituency with whom to forge working relationships based on familiarity 

and use of current library services. 

Fine Arts, Humanities, and to some extent the faculty of Social and Behavioral 

Sciences contrast with the hard sciences, in that they are heavier users of current library 

services configured around physical texts, while at the same time demonstrating more 

need of, and use of librarian's expertise in teaching faculty how to access Web resources. 

Their reliance on the peer review of texts that result in monographs (books) makes them a 

challenging audience to convince regarding a transition to electronic journals. Librarians 

report more contention among these faculty about the library's digital collection strategy 

than they do about science faculty. Because of the large quantitative data sets that they 

use, science faculty appear more comfortable with accessing data in digital formats, 

which greatly expand the manipulation capabilities important to them. Fields more reliant 

on a mix of qualitative and quantitative data appear more mixed in their enthusiasm 

about Web resources. 

2) The software and hardware inventions of computing professionals at large, 

particularly those in corporations, M.I.S. departments and administrative computing, 

have important long term implications for librarian occupational opportunities and 

constraints (Quad 2 impacts). 

In this case study, Roxanne, the knowledge management librarian, benefited from 

her relationship with faculty in the M.I.S. department when it came to understanding 

knowledge management concepts. Students from computing-related majors assist in the 

G.I.S. project and DLIG. The campus computing center competes with the library for a 
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share of the faculty development role, but this tension is managed by differentiating 

products and services between the two groups: the computing center takes technical 

instruction and librarians take information literacy instruction. Knowledge-management 

activities are imbedded in the Office of Decision and Planning Support, which invited 

library involvement in administrative projects, but found no takers. Agriculture utilized 

librarians for a journal-related project. But the definition of and market for such services 

is still largely undeveloped. It seems likely that publishers will use existing links to 

faculty to protect their jurisdiction over scholarly journals, and libraries will continue to 

use their bargaining power as buyers to leverage costs and encourage development of an 

alternative publication system within higher education. 

3) Personal, collaborative relationships created by faculty and librarians are a factor in 

determining how service roles are constructed on the continuum of peer collaboration 

to clerical subservience (Impacts in all Quadrants). 

Faculty resistance to collaboration with librarians is related to concerns regarding 

their control over their own scholarship, the time and stress involved in learning new 

technologies, their own desire to improve their instructional effectiveness in the 

classroom. Administrative support for librarians is linked to the development of faculty 

ability to create web-based courses that build student, public and state perceptions of the 

institution as an effective and efficient educational provider while also making possible 

profits from sale of faculty-created knowledge products to educational brokers in either 

their own state system, or to for-profit educational corporations. 
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4) The ability and willingness of the Library Dean and other institutional leaders to 

negotiate resources and create opportunities for librarians to work outside old roles is 

a significant variable in the creation of budgets, policies and assignment of work. 

(Impacts in all Quadrants). 

In this regard, Paula is responsible for positioning her librarians to successfully 

negotiate their role in the ILC, and to engage in national initiatives such as SPARC. She 

is active in positioning librarians to act as managerial professionals, presenting them as a 

resource in the institution willing to be the first to try the kinds of managerial strategies 

and tactics used in the corporate world. This partnership attitude of the library toward 

administrators pays off in getting making the library more central to investments such as 

the Integrated Learning Center. The trade-off is in the perceptions of some faculty that 

see the library as less relevant to their needs, and more aligned to administration. The 

Dean's success with generating administrative support for initiatives that some faculty 

distrust (like the Faculty Development Partnership) represents the power of die growing 

class of managerial professionals to influence faculty work. 

5. The continuuig movement to make the education system more like a business, 

combined with the existence of new modes of information delivery and access is a 

fundamental source of disruption of and creation of tasks in the restructuring of both 

librarian work and faculty work (Impacts in all Quadrants). 

Education is now conceived of as a competitive industry, one in which the C.S.U. 

president speaks repeatedly of competitiveness as a central theme. The competition is 

both with other in-state universities and with universities at large. Public and private 
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distinctions are blurring. In concert with the increasing span of corporate influence, the 

advent of global communication delivery systems based on the World Wide Web 

fundamentally restructure distribution activities once constrained to text and graphic 

media, and are well on their way to doing the same for video and audio products. This 

makes the information delivery system on which libraries have depended: central book 

storage buildings and inter-library loan agreements, appear dated and inadequate. 

Anywhere, anytime delivery of information is the emerging norm. The cost to achieve 

this could be greater than is being recognized. 

The patterns above, particularly #5, are related to external sources of system 

disturbance (Abbott, pg. 91) which include: 

• The introduction of the internet and the capacity to exchange information in text, 

audio and visual formats on the world-wide web changes the context and meaning of 

the physical collections around which librarian roles have previously been built. 

• The popular diffusion of expertise in reference and data search work characteristic of 

microcomputing on the network replaces, along with cataloging, the librarian's old 

centrality in the research process, while at the same time creating new problems of 

information glut, quality, and archival permanence. New roles, knowledge and skills 

are thus needed for an emerging exchange medium in an electronic rather than 

physical space. 

• At the same time, investments in the physical library space, equipment and software 

are being made, in order to both deal with ever expanding print and physical 

collections, and to accommodate interest in and use of the electronic medium. 
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Investments in electronic infrastructure direct the future practices of teachers and 

librarians in ways that can be interpreted both as constraints and opportunities. 

• This new electronic and computer aided medium already has captured the interest and 

even loyalty of faculty in both the sciences and humanities, eroding or re-&aming an 

older interest and loyalty to the library as a place to explore and browse. 

" Values held by many but not all librarians regarding the importance of maintaining 

free and unfettered access to all citizens are subject to conflict in the real-politics of 

tax-supported public utilities being defimded in favor of for-profit approaches to the 

delivery of government services. State support for Universities continues to decline. 

• A comparable conflict between librarians and publishers/vendors continues over the 

pricing of journals and the attempts of publishers to constrain fair use interpretations 

of copyright in favor of greater licensing control of electronic products. Costs 

continue to rise. 

• Librarians are thus externally motivated by a clear loss of traditional status, to extend 

their efforts into untried or non-traditional occupational venues, attempting ad-hoc or 

consortial responses to the loss of centrality they perceived themselves having in the 

days before widespread electronic and computer-mediated information delivery 

systems. 

Taken together, these pattems of action describe the movement elements 

(aspirations, conflicts, resolution) in the story told by my informants. Next I summarize 

the evidence regarding the efforts of librarians to seek inclusion, usurpation, or exclusion 

in their quest to maintain professional jurisdiction over their information services. 
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The Strategy of Inclusion 

Librarians in the Case Study University Library are staffing a "teaching library." 

They have struggled to maintain a faculty-like status on their campus and seek to be seen 

as educators in their own right. They are conducting impressive numbers of instructional 

sessions that seek to educate students about "information literacy" skills. In this 

endeavor they have fallen short of equality in the eyes of faculty, some of whom view the 

librarians as information technology support technicians. Faculty administrators have 

demarcated librarians as "academic professionals with continuing status" rather than as 

faculty with tenure. Fears among librarians that they will be further demarcated to 

"classified staff status are not far beneath the surface. In fact, an attempt to do this was 

made in the early I980's and was fought vigorously at the State Board of Regents level. 

During the course of this case study, the librarians are engaged in active efforts 

to forge "instructional partnerships" that will shift their instructional role out of the 

conHnes of the library and into the classrooms. Their strategy of inclusion in this 

regard finds partial success. They fmd some faculty, particularly female faculQr, under 

stress dealing with the rapid adoption and investment in mformation technology. 

Librarians are ahead of the faculty in their own learning process, and are therefore able 

to provide information technology support services related to classroom teaching, which 

they can use to '*get their foot in the door." Instructional partnerships involve 

everything from simply recreating " information literacy" instruction in the classroom, 

to co-authoring curriculum and developing course products with faculty. However, the 

number of such partnerships is still small, and there are other occupational groups 
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moving into similar information technology/instructional technology service areas, 

either as smdents eager to get work experience, direct hires by departments and 

colleges, as external consultants, or as on-line services available for purchase. The 

vacancy created by the need for instructional and technology support is filling, but this 

process is slowed by the lack of people with the combined technology and pedagogical 

skills. The librarians in the case study, while aware and anxious about these 

developments, are mobilizing their efforts with a concerted effort to gain pedagogical 

skills as well as technological expertise. However, marketing and competitive tactics 

knowledge and skill are not resident in the organization. This may be a reflection of 

their confidence in their unique relationship with faculty. However, this relationship is 

highly variable, and several faculQr m my interviews report little or no contact with 

librarians. Science and Engineering faculty in particular are less likely in this study to 

report parmership activity with librarians. Among those faculty I interviewed in key 

faculty governance roles, there is some understanding of the shift of librarians into new 

roles, particularly the role of information technology support. I have no data regarding 

the extent to which the surrounding academic community recognizes the role shift 

implicit in librarian's attempt to become teaching librarians. 

Both "Jack" ,a faculty member, and "Sherry" a librarian involved in copyright 

education, described tension among faculty members of an intellectual property 

committee regarding Sherry and Paula's urgent assertion of leadership in shaping 

scholarly communication. Indications are that faculQr are themselves sensitive to the 
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shifting sands of jurisdiction over the classroom, and are cautious about any suggestions 

librarians or anyone else may make about technology in the classroom, or new 

pedagogical approaches that de-center their position in the scholarly communication 

process. Librarians who seek partnerships while espousing the need for digital 

collections and on-line bibliographic materials play into the fears. The librarian known 

here as "Betsy" described faculty resistance in the Humanities to the creation of a digital 

library. Evidence of this concern is found in a recent edition of Footnotes, a 

publication of the American Association of University Professors. In an article about 

the implications of distance education, Ernst Benjamin wrote: 

"...technology presupposes and encourages a reorganization of academic labor 
that threatens the intellectual integrity of the faculty as teacher-scholars... We may 
see a time when faculty "anchors" present lectures from scripts, while various 
minions prepare lecture materials, produce presentations, conduct electronic 
interactions with students, manage student evaluations, and assess student 
learning. ...New technologies could, of course, promote rather than discourage 
both multiple offerings and one-on-one interactions. But it would be at far greater 
expense. The political search for cost effective responses to increasing 
enrollments combined with corporate concerns for increased return on their 
investment is far more likely to promote mass produced education based on a less 
expensive, and more compliant, division of academic labor, just as has happened 
with the mass production of commodities" (Benjamin, 1999). 

Of interest in this study is the relationship of the inclusionary strategy of 

instructional partnerships to the historically subordinate status of instruction in the 

research environment. In recent years undergraduate education at the Case Study 

University became a significant matter of negotiation between administrators and faculty. 

Both the Faculty Development parmerships and the Instructional Learning Center (ILC) 

are evidence of an investment strategy on the part of administrators and conmiitments of 
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time and energy by faculty. Librarians, along with Student Services professionals benefit 

from the attention given to instruction. As our interviews suggest, librarians perceive 

themselves as successful in making use of the opportunity, and their central role in the 

ILC is emblematic of their influence. This relatively robust movement of librarians into 

instruction of undergraduates is likely assisted by the vacancy that faculty have allowed 

to open up around the teaching function itself. Faculty now find themselves surrounded 

by a host of stakeholder groups: legislators, students, parents, administrators, student 

service professionals and librarians, who are active in efforts to change the venerable 

tradition of instruction by lecture to a more modem pedagogy of action learning, aided by 

technology. Faculty desire to address and take control of the innovation of instructional 

tasks is in tension with the requirements and recognition given research activity. 

Librarians benefit from their pre-existing backgrounds in teaching. Tara, Kathryn 

and Alice taught before becoming librarians. Kathleen says she expected to teach but 

decided not to. Frank worked as a teaching assistant in English before deciding to 

become a librarian. Anita worked on her masters in English and Education but changed 

her direction after a rough semester student teaching in high school. Given this 

preexisting training and experience, it is not hard to understand why the instructional 

trajectory is favored over the more computer-oriented technical vacancies available to 

them. Of all the female librarians I interviewed, only Roxanne, the knowledge 

management librarian, came to librarianship prepared with formal training in computing. 

This strategy of inclusion enrolls more librarians at the case study library than any 

other strategy profiled here. The instructional role requires less change in values and 
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practice tlian any other. A significant number of librarians are prepared by training or 

background to become instructors. What is disturbing about their strategy in relationship 

to the strategies of occupations around them is the way it serves the administrative desire 

for creation and maintenance of technology-mediated instruction. At the Case Study 

University, strategy involving librarians seems always to place them in closer context to 

computing and information technology infrastructure investments than to educational 

investments. They are demarcated to a non-faculty position in planning documents, or a 

role similar to student services support professionals. This appears as a tension in the 

librarian discussions about their faculty status, and suggests that inclusion as faculty 

peers in instruction is a jurisdiction to be desired but not fully obtained. 

The Strategy of Usurpation 

Usurpation in this case study is evident in a range of activities at the level of 

organizational field in which librarians are active as coalition partners and publishers. 

This is the the macro/meso level of industry structure in which libraries act in consort to 

gain competitive advantage. The librarians in the case study act as agents for these 

professional associations, providing staffing and participation in initiatives. The creation 

of SPARC, in which Paula played a central role, exemplifies the use of national and 

international consortia to create cost-effective for-profit and non-profit alternative 

publishing capabilities in which case study librarians are participants. National and 

international associations such as the Association of Research Libraries (ARL), the 

American Library Association (ALA), and the International Coalition of Library 
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Consortia (ICOLC) provide an organizational framework for legislative, legal, 

educational and technical initiatives capable of contending with the international scope of 

large publishing houses at the macro-scale of global trade. State level consortia among 

state university libraries provide functionality for collection sharing, electronic content 

licensing, and interlibrary loan and document delivery. 

Paula's leadership in national library organizations makes this case study library 

exceptional among its peers. She actively organizes her library staff in support of national 

objectives. This makes the case study library an active participant in SPARC, and a 

participant in lobbying efforts regarding copyright and licensing legislation. Sherry's 

progression as copyright librarian into a national staff position in ALA is one example of 

Paula's support for macro-level initiatives. Kelly's involvement as a consultant nationally 

for other research libraries is another. Many case study librarians are active as chairs of 

committees in national organizations. The individual involvement of librarians amplifies 

the impact of this library along with its financial support for consortia that leverage the 

bargaining power of libraries as buyers. The involvement educates the librarians to 

macro-level issues, and gives them information and context to take into their dealings 

with faculty and administrators locally. 

Consortia also encourage the entry of these librarians into e-joumal production, 

by providing legitimating ideologies and resources in support of their professional 

projects. The ideology promulgated through SPARC is one in which academic values 

regarding the open exchange of information within the academy is contrasted with the 

pricing and copyright practices of commercial publishers that control the major scholarly 
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publishing venues. SPARC provides grants to stimulate e-joumal publications and seeks 

to create university-based information communities serving users in key fields of science, 

technology and medicine. The case study library sought but did not receive a SPARC 

grant for this purpose. 

This strategy is laudable on its merits as an attempt to repel the worst 

consequences of the culture of individualistic capitalism on public and communitarian 

values. It seems both to be one of the most hopeful forms of librarian agency and at the 

same time one of the most daunting. At stake is the ability of public agencies to provide 

access to information. Much as public museums are now unable to compete with private 

buyers in the bidding for rater historic memorabilia, libraries may face the inability to 

purchase data sets and information for public view. Whatever the case, this strategy is 

one of long-term investment in new infrastructure. 

The ability of libraries to forge agreements about the digitization of currently held 

materials, along with their ability to exercise the bargaining power of buyers, cannot be 

judged as to its efHcacy in the time frame of this study. It is clear that the nature of the 

problem for the Case Study Library is one that cannot be managed alone. There does not 

appear to be any coalition or association agreement about the various roles that libraries 

will play in the massive digitization problem of current holdings, not to mention the 

continuing flood of new material. Without this higher-level of coordination it seems 

doubtful that the Digital Library Initiative Group in this library can adequately prioritize 

and focus its efforts in the context of dociunent delivery and other activity around them. 



257 

The Strategy of Exclusion and Demarcation 

Librarians are subject to exclusion by faculty as equals in their quest for faculty 

status. They are demarcated to "academic professional" status. The biographies of female 

librarians suggest exclusion by male occupations in terms of their lack of science and 

engineering training and experience. But there is a dual-closure strategy involved in this 

case study, as career staff are excluded by librarians in a team-based organization from 

any direct decision making over matters of librarian rank or pay, and demarcated to the 

technical and clerical positions within die library. This demarcation is not universally 

supported by librarians, who split in several votes related to this decision. Professional 

identity in its exclusive dimension is a problematic value in the team-based ideology of 

the library. So it would be misleading to think that exclusion, or dual closure, as a 

strategy in the case study library is a strategy with wide appeal. But it is a real factor in 

the uneasy relationships among adjacent occupations in the Held of scholarly 

conmiunication. In matters of substance, such as the construction and staffing of the 

Integrated Learning Center, librarians seek clear jurisdiction (read exclusive rights) to 

control information services related to the information commons in the ILC, excluding 

computing center and student services professionals, while extending the library's 

knowledge as well geographic jurisdiction further into undergraduate education. While 

these efforts are couched in collaborative language, real jurisdictional issues regarding 

the management of services in the ILC are in the process of being negotiated as this study 

ends, and are not yet firm. 
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Implications 

Abbott and Witz theorize about the agency of professionals in jurisdictional 

contests with surrounding occupations. Together I find their frameworks helpful in the 

analysis of the categories and dimensions of action observed in this cases study, 

particularly Quad 1 and 3. The framework of jurisdiction provided by Abbott, and the 

framework of strategies employed by subordinated groups against exclusion articulated 

by Witz are necessary to the analysis of this case study, but not sufficient. I find Porter's 

competitive analysis, specifically the "bargaining power of buyers" conceptually 

important to explain the creation of SPARC, and the determination on the part of the 

case study library to invest in digital journal production capabilities (Quad 2 and 4). He 

helps to explain why competitive strategy and occupational contests among previously 

tightly-coupled publishers and librarians are occurring at this time and place, as new 

entries to the information services field combine with the shift in buyer and seller 

bargaining power to destabilize old relationships. 

Barley and Zabusky give us insight into the position of technical occupations 

within organizations, and their impact on horizontal and vertical forms of integration. 

Their research lends credence to the findings in this study regarding the status dimension 

of the grounded dieory and the conflicts between career staff and librarians over who will 

act as buffers and who will act as brokers in the technization of the librarian role. 

I find Brint's analysis of the structural location of professions in markets, 

industries and organizations helpful in synthesizing Abbot, Witz, Barley and Porter. He 

describes a fundamental shift in the role and place of professionals in contemporary 
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Western societies, particularly those in the business sector, away from "social trustee 

professionalism" and toward "expert professionalism." In this case study we see the 

impact of competitive, for-profit publishers and their practices provoking a counter 

response from the public, non-profit sector. The "social trustee" values of librarianship 

are in sharp contrast to the for-profit "expertise for sale" values of commercial publishers. 

At the same time, in its quest to become more efficient and flexible as a team-based 

organization, capable of producing e-joumals in a bid to unseat publishers from the 

academic market for such products, the library is adopting and adapting to corporate and 

market practices. This tension is best captured by William Ryan, who sees a future in 

which for-profits continue to make inroads into what were once non-profit markets, but 

not without a struggle: 

"Many nonprofits will remain large enough—and smart enough—to be viable 
competitors. For-profit investment analysts, therefore, rightly caution investors 
not to underestimate the clout of nonprofits protecting their turf. Notwithstanding 
their greater capabilities and resources, for-profits will generally have to fight for 
market share, and they won't always win. In some jurisdictions, policymakers will 
inevitably conclude for political and policy reasons that they simply cannot 
afford to be neutral about for-profits; the environment will be unwelcoming for at 
least some for-profit players" (Ryan, 1999). 

Faculty, as we have seen, were welcoming of commercial publishers in the 

scholarly conununication process. They were able to do the job better and free faculty 

from onerous editing tasks. If commercial publishers were to moderate their prices, and 

maintain or enhance services, they might make it extremely difficulty for librarians to 

fulfill (with alternative non-profit e-joumals) the potential created by the serials crisis. 

What's more, if faculty were to reorganize the scholarly communication process for their 
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own needs as a direct-delivery electronic distribution process, they might cut both 

publishers and librarians out of the business. 

"Information products may evolve from the journal subscription to the individual 
article delivered on demand... A system based on these trends would make 
information a service more than a commodity, a kind of utility, one that would bill 
the consumer directly for information consumed. The library's role as 
intermediary between publisher and consumer might well disappear in the 
document delivery scenario" (Lyman and Chodorow, 1998), 

Such "disintermediation" is already a reality, as journals such as the Harvard 

Business Review, offer articles for electronic sale and near-instantaneous delivery. 

Those associations that are big enough to support professional staffs will most certainly 

take this path. But for smaller scholarly journals dependent on volunteer staff, this may 

be a stretch. For-profit firms are already moving into the document delivery business: 

"The proliferation of bibliographic citation databases has made scholars aware of 
articles that are not available in the library, particularly since journal price 
increases have forced libraries to reduce the number of subscriptions, creating a 
market for the delivery of documents at the article level...Today, copyright 
revenue firom course packets and document delivery has created new income 
streams for publishers" (Lyman and Chodorow, 1998). 

Publishers, given their capital resources and marketing knowledge-base, will 

remain a big player in scholarly communication, but may find the SPARC strategy 

capable of changing their pricing structure, if for no other reason than the publishers' 

need to manage customer relations. 

Librarians are not in nearly so commanding position when it comes to protecting 

old roles and services from the disintermediating effects of the new distribution 

capabilities of the Web. They are rapidly losing whatever jurisdiction they had as 
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professionals guiding access to information to web-based "search engines" and on-line 

reference databases. 

Out of this dilemma a literature of concern about the future of librarians is 

produced. Emblematic of the discourse among librarians is the debate over maintaining 

or deleting the word "library" in the name of programs that prepare librarians and the 

degrees they leam. This is the divide between the traditional mode represented by Quad 

1: Library professionals, and the non-traditional mode represented by Quad 2: 

Information professionals. The explicit concern of "library professionals" is that the 

move to Quad 2 will require the loss of values linked to important social functions such 

as education and an informed citizenry. This concern reflects the distinct difference in 

markets for services represented by the activities in the two quadrants: instruction is 

aimed at a mass audience, knowledge management is aimed at niche audiences: 

administrators and research groups. There is also a tension in the provision of services 

and the quality of services provided by for-profits. "For-profits are more likely than 

nonprofits to advocate public policies that favor profitability in the short term rather than 

policies that help communities over the long term" (Ryan, 1999). Nonprofits may be able 

to make the case that they provide better service, offer more unsubsidized services, 

promote civic virtues, and provide advocacy for their clients in the formation of public 

policy (i.e.: copyright and fair use) that for-profits would not see as in their interest. 

Mark Day conducted a study of documents from the library and information 

science literature regarding library transformation (Day, 1998). He found that literature 

largely produced by academic library and information system administrators and 
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reflective of managerial control ideologies. Staff voices are not heard. Three major 

strategies stood out; (1) strategies that reaffirm traditional values of librarians and 

strengthen their professional power, while improving staff conditions and rewards, in 

order to create a professional firm similar to that of accountants and lawyers, (2) a radical 

strategy of cultural revolution in which staff and professionals of all types are merged 

into flexible work teams within a strong corporate culture, (3) a strategy that merges 

human relations and general systems concepts so as to create a "learning organization." 

The reaffirmation of traditional values described in (1) above translates into a call 

to "activate the moral and ethical tenets that exemplify free access to information" 

(McCook, 1999). As research libraries depend to a greater degree on fee-for-services and 

contracts for the marginal fimding of their new capabilities, they will find their moral and 

ethical tenets challenged by the demands of competitive business. 

Other voices call for a more radical cultural change as suggested in (2) above: 

"Nothing less than a courageous, dramatic, paradigm shift...Librarians and 
libraries, like wise newspaper editors, should focus on knowledge generation 
through information link-creation and information mapping. They should focus on 
assigning meaning and contexts to information in an info-flooded age" (Mizrachi, 
1998). 

Day's third category, the learning organization, resonates in this statement by 

Stanley Chodorow: 

The librarian of the electronic age, like the librarian of the ancient and medieval 
worlds, will have to be a scholar among scholars. He or she will be the 
information specialist in every research group, the person who helps the group 
keep up with and understand the state of knowledge and its history. This role will 
require training in a discipline as well as in information science, and it will make 
the role of librarians international... When the electronic age matures, the librarian 
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will serve an international community of scholars in his or her field" (Chodorow, 
1996). 

Abbott gives thought to the future of the library profession and is generally 

positive. He sees commodification of the profession leading to increasing distance 

between a core professional elite and a peripheral group of service providers. But the 

general shape of the future library profession is hard to see. Librarians are more like 

engineers than lawyers or accountants: 

"It (librarianship) has always worked for organizations. It has always consisted of 
a loose aggregation of groups doing relatively different kinds of work but sharing 
a common orientation. Like engineering, it has also always involved multiple 
types of credentials, accepting not only its own several levels of credentials but 
also the credentials of other fields... It may well turn out that such an 
occupation—what we might call a federated profession—will adapt to the current 
changes in work and organizations more effectively than have occupations like 
medicine... What do federated professions give up? They give up absolute 
credential closure. They give up monopoly of service. They give up personal 
autonomy. With these things they also give up a certain clarity of identity and 
perhaps the possibility for certain kinds of high status. What do they gain? They 
gain the generalist's ability to have some members of the profession ready for any 
contingency, some knowledge available to follow any new development. They 
gain the ability to absorb subfields that challenge them. They can thus survive in a 
rapidly changing environment as specialists cannot. They gain too the ability to 
coopt organizational resources for their own ends. Federated professionalism is 
not a bad choice. More important, it is probably the only one available to 
librarians" (Abbott, 1998). 

Abbott's "federated professionalism" suggests that the old and new skill 

dimensions described in the concept map could persist, side by side for some time. Old 

work is not to be abandoned, because the legacy systems (i.e.: archival) and ethics of the 

profession require it. For example: in the case study library, the old card catalog is still 

made available because several faculty still want to use it to locate the few miniscule 
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number of books still not coded into the on-line system. Such legacy systems and the 

values that they represent are part of an important past that librarians honor, even as they 

move into a virtual library future. Access values and the tasks that provide it will 

continue to be important, but the librarians may find that their role has become more one 

of 'watchdog' over the for-profit service providers that have been given the contract to 

provide access. 

If, as Brint (1994) suggests, the professions are splitting into core and periphery 

occupations, then I would predict that Quad 2 Knowledge management activities will 

become part of the work of the professional elite. This would be difficult to align to the 

team-based organization of the case study library. Career staff will continue to find the 

professional identity of librarians a powerful symbol of their own demarcated status and 

tasks, just as will those librarians who gain computing and technology skills leverage 

those new skills and knowledge into opportunities for Quad 2 work. 

There are questions left unanswered in this study. In the mix of occupations 

contending to provide instructional technology services, there is both a shortage of labor 

and a firagmented educational certification programs. Will library science seriously 

attempt to produce the I.T. teclmicians that are needed? Will M.I.S. departments? This is 

a level of jurisdictional production not addressed in this study. 

Do the relative differences in grant fimding and access to resources provided 

science and engineering vis a vis the fine arts and humanities factor into the jurisdictional 

success of librarians? This study suggests that there are differences in the way in which 

faculty and students in these different sectors of the university use the library. But in 
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many ways the question may be moot. It is already true that faculty and students in all 

sectors are changing their information access habits, and it all points to a change, if not a 

lessening, in the way they use the library. 1 could not find persuasive evidence that there 

were significantly more resources coming to the library from science and engineering 

sources than any other sources. In the case of the digital and knowledge management 

projects implemented in the library partnership with Agriculture, what was interesting 

was not their identity as a science, but their political role as an extension service for the 

state through which the importance of distance learning methods and techniques for 

which knowledge management and digital production are key competencies. 

A weakness of this study is its shaky grasp of the economics of the library. In 

part this is a reflection of the obtuse or non-existent state of reports regarding the 

library's budget and fundraising. In part it is a reflection of my own ignorance of finance. 

I found it difficult to get comprehensive records and even more difficult to interpret what 

I was able to get. I think it true that the library is still largely governed by its state 

allocation, and the uses to which that allocation is put by administrators, particularly the 

provost. We can easily see the impact that State funding for the Integrated Learning 

Center is having on the library in this case. The decision in the I980's not to support a 

tier-one collection strategy is further evidence of the way in which the library is 

compelled by state and institutional policies. The Case Study University is engaged in its 

largest fundraising campaign ever as this study is ending. The library is searching for a 

new development officer. Paula, the Dean of the Library, has been successful in utilizing 

internal reallocations of resources, mostly vacant position lines, to fund initiatives. But 



266 

the funding sources available to the library are another cause to wonder about its ability 

to compete with the for-profit sector in the scholarly communication field. 

Recommendations 

The agency of the Case Study Librarians in attempting to find a way through their 

dilemma is impressive in my view. My initial impression of librarians was one of an 

occupation absorbed in the taxonomic details of their craft. I have learned that this is not 

at all the case. Most of the librarians I interviewed are very aware of the scholarly 

communication field and the other occupations with whom they engage. The history of 

support within this library for travel to national association meetings and conferences is 

clearly visible in the grasp of issues the librarians displayed in our conversations. 

What would I recommend to these librarians? 

1) I think librarians are faced with tension over their acceptance by faculty in the 

instructional role in part because of the terminal nature of the masters of 

library science degree. 

I don't think everyone needs a Ph.D., but I do think if there were librarians with a 

Ph.D. in the case study library, it would help credibility and the inclusion strategy. Of 

course this raises other questions about the theoretical knowledge base of library and 

information science. I did not study the curriculum debates revolving around library and 

information science, so I am not prepared to say more in those terms. Yet it seems to me 

to be true of the librarians in this case study that their effectiveness is limited by the 

nature of ^Heir certification, and their demarcation by faculty to a "not-facuity" status. No 
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amount of faculty Senate service will make up for the lack of ability to stand within the 

faculty ranks and have respected research faculty librarians advocating for reforms in the 

role of information services in a scholarly communication field. Given the nature of the 

problems and opportunities that now present themselves, the lack of faculty status among 

librarians in this case study research setting creates a vaccuum around their obvious 

leadership and creative ability. 

2) I think case for the librarian's information literacy instruction role could be 

made more positively and comprehensively as a "managing information" role. 

The current "literacy" language invites librarians to be seen in a social welfare 

role, ministering to "illiterates" rather than as professionals working with 

intelligent students and faculty. 

I'm not suggesting that efforts to build skills be abandoned. Instead I am 

counseling that librarian expertise needs to be applied to a complex information domain 

to help students and faculty navigate. I think the navigation metaphor is more powerful 

than the literacy metaphor in this time and place. A more comprehensive case for the 

importance of library search skills and notions of information quality can be made. I 

think a better understanding of the search dilemmas faced by faculty and students is 

needed. This implies using available research about information seeking behavior among 

students and faculty. This data would build credibility regarding the navigation 

instruction, and assist in focusing measures for success. 

I think it would also build a bridge firom instruction to knowledge management, 

by beginning to construct a model of institutional search requirements and dilemmas that 
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could inform or reform not only the way library services are delivered, but a host of other 

campus information services as well. Such reform would be based on what faculty and 

students really need, rather than what corporate vendors want to sell. 

3) I see pieces of the knowledge management competency residing in various 

individuals and occupations, but not yet a vision for what it would mean to 

inhabit this jurisdiction full time and comprehensively. 

Knowledge management infers computing competencies, library search skills, 

techniques for organizing data, and systems thinking. 1 see librarians struggling to give 

these abilities form as tasks and services in a public-sector setting. This does not surprise 

me given that much of the form given this area by special librarians in corporate settings 

is geared top-down to increase market share and profits. As the "academic capitalism" 

described by Sheila Slaughter and Larry Leslie (1997) continues to take hold, the 

question in my mind is "does a public-sector, social trustee form of knowledge 

management exist?" Without an alternative formulation for this usurpatory dimension in 

the grounded theory, I expect to see "Information Professionals" in this quadrant become 

an elite who service the core markets where manipulation of knowledge is most 

profitable to a few, while "Library Professionals" work under less well supported 

conditions producing collective goods that benefit many. 

4) The dual-closure strategy described here is at best confusing and at worst 

damaging to the aspirations of the career staff who support the library. Career 

staff in this case study have an occupational project of their own. As 

librarians demarcate to them the technical roles, the continuing vacancy in 
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instructional technology support beckons, and those career staff doing the 

daily maintenance of the physical collection see and feel their low-status as a 

lack of value for what they do. 

There is a pact that could be made here by librarians, to help bring along career 

staff in the technical roles. One implication of such a pact would be the development of 

library science certificate degree programs for library specialists. Such a certificate 

program, articulated with the community colleges, would strengthen the base of library 

and information sciences by providing a way to attract new recruits to the profession. If 

the library of the future is virtual, it is necessary to create a cadre of technicians who can 

conceptualize its systems and support its values. This opportunity should not be missed! 

At the same time as technical skills in support of digital initiatives are learned, 

recognition and reward must also be given to the staff who demonstrate interest and 

innovation in their stewardship of the physical collection. The slow-fires in the stacks 

may consume many an important resource if no one is watching and working to suppress 

them. For the foreseeable future the physical library collection and the virtual library 

resources will complement each other. There is much valuable work to be done in each 

domain. 

It is with some difficulty that I put the brakes on this study, but stop it 1 must. I 

have given a lot of myself, and gained as much in its completion. There are few studies of 

its kind in the literature on the library profession. This study looks at a peculiar, if not 

unique, team-based academic library in a state-funded research environment. The 

occupational world of librarians is a much bigger place than is revealed in this small 
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study. Qualitative studies of a broader range of sites for librarians would no-doubt reveal 

a more meaningful picture of what is going on at large. It is my hope that the effort 

involved in observing this particular case will add to and support the efforts of others 

who are, as I am, encouraged and supported by the values and abilities of these librarians 

and information professionals. Wherever the shifting sands take the library occupations, I 

believe that learning requires a library of resources and I am privileged to be a 

beneficiary of the resources provided by this one. 
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