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An ‘understanding of recent organizational research is important for
academic_ 1ibrary managers. 3 The evidence presented by this research that i

orgamizational success depends on environmental factors .as well as internal

efficiency, and the theoretica.l specificatibn of elements in the ez\;vironment
as proper determinants of an orga.nization s structure, suggest that academic

library administrators pay attention to variablas outside the li‘brary as well

2, <

L

as those within it when establishing the relationships and roles that constitute 3

AT

the ongding structure of a 1ibrary or units within a library 31‘he 1ikelihood
/

that eo:terna.l variables should be considered in the development of the ﬂx

' organizaﬁona.l structure of an academic library provided the impetus for

rd / f s
. s S

the research presented in this paper.

The maln sections of. the pa.per are as follows. ‘The theoretical ba'sis .
gj .

- for an organizational structure determined bylexternal as well as internal :

factors (the contingency model) is presented throygh a brief «consideraii.
of two ground-breaking studies. Then thé current. research and speculatrc*

which has @dated and Lugmented this theory is outlined, ‘and a centingency‘_l

-

: approach to library organization :!.s Justi,fied.' Next, the changing nature of

G

the acadnmic J.ibrary environment is described Finally, specific changes
\ﬁ-,. i k3

'.‘.r\ }
7 - N ..

of the environment are suggested S -
A CONTINGENCY MODEL FOR ORGANIZATIONAL STRUC'I'URE ; : , ’
James Thompson presents a theoretical analysis of orga.nizations as pyz

open systems whose 'success dq:ends on achieving ra.tiona.l functioning despite ‘
jgn..."icant dependence on irrational .elements, Rationality is- defined? in . .

tar:ms of certainty and control if a goal. is desired _one uill be a'ble to ~;'~°-.;.,‘,.

. A e %\D
a_.chieve it if he has’ Icnowled’ge of a.nd control over a'l.l elements necessary fo¥ .
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goal achievement. The emphasisﬁof traditional management theory'on planning
and control flows from the perception of. the importance,of ratiénality in this

sense.1 However, it is obvious that no organization, dependent as it is on

“

> elements outside its Jurisdiction for inputs approval, and acceptanbe of

s - its outputs can achieve this complete knowledge and control over”all elements

necessary for goal achievement.~ So Thompson.conceives of "complex'organizations

-~

as open systems hence 1ndeterminate and facedeith uncErtainty, but at the

- )

same time as subJect to criteria of*ratibnality and henée needing determi

/
nateness and certainty," nZ Control-and certainty are most possible with ~

&'\ regard t% the raw material conversion process(techfology)gperformed by the
organization, and Thompson suggeszs that the successful organization will
: act in the way that will increase and assure this ce nty.' Tt will develop
/
| unlts that. protect or buffer its tﬁchnology from external uncertainty,3 |
¢ and that noni oz’ and deal- with5 the environment‘ g0 Bl

?‘A' Thompson suggests that the success of an organization depends on how

L
~

o well it performs its particular technological function, and o6n how well it
f -y

e 7 understands and controls the elemegts outside the organizational boundaries :
‘ upon which it depends for resources, approval and acceptance of its product.
A- It is as. important to recognize and 1nteract with the enyironment as it is
tooperate and-improve the prgani tion s technology, and theﬂstructure of
: Ve

the organization must be established to, facil?.tate this intera.ction. '

:

-

At aporoximately the tine Thompson was nriting his book Paul Lawrence
e

‘and Jay Lorsch were conducting research on the relationships between different..
A.kinds ‘of environmental characteristics and dlfferent kinds of businesses.

These two scholars sought the 1nswer to the guestion, “What kind of organ-

' iz?tion does 1t take to deal with various economic and market conditions""6

By means of%ﬁuestionnaires and- interviews .with top-level managers and exec-
. . g _
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: requirements than less successful companies.s. \ .

<’

‘utives, they gathered data on the environment technology, and organization

7 Their measurements

N

of several companies in three different 1ndustries.
showed that structure differed according to type of industry and according to

the effectiveness of the company. Companies facing dynamic and diverse

1

environments were found to have more differentiated departments with regard
to goal time, and interpersonal orientation of the department's manager

and with regani to formality of structure, than companies facing more.'stable
environments. In addition, the more effecive companies in a particularb_

°industry had departmental differentiation more 1in line with environmental

v
\

) This research provices evidence that formal structural characteristicS°

(formal roles and relatio“ﬁfsns) can be different in different environments.

- Also, in findrng that comparies with the hypothesized environmentally based

-
structure performed more effectively,- -1t indicates that the nature of these
characteristics might be determined by the environment. ‘5‘f
CURRENTRESEARCH o | '

Y

Some research published since 1973 clearly points to environmental

"characteristics as determinants of an organization s structure Jeffrey

Pfeffer published tuo studies in 1973 In the first9 he considers differences

in the make- up and function of hospital boards as a- function of the hospital's

’

environment The environment is defined in terms of the _source of hospital

funds and the make—up and 1nfluence of the local community. Pfeffer ‘ ' s

- -

o verified theihypothesis that the primary function of boards of privately ;

pY

funded hospitals was fund -raising,. while administration was thé concern
“f

rThe size of the boards was p051t1vely related to the proportion of ‘the _.

>

hospital s fundé/a\om Private donors the importance/of fund raising,,and |

9. - -
; s >
. - . * :}

Y

!
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of hospitals which received the maJor portion of their funds from the government

-t

-
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influence in 'l".l:te‘i coxnmunity as a m:iterion-for selecting béard members,
"The importance of selecting board .members for thelr politica.l conneqtions o ,
was positlively rela.ted to the reported influence of politica.l orga.niza.tions

7
on hospital decisions, and the proportion of funds received i‘rom ‘the ‘govern- .k

L. .

ment a.nd negatively to the pa:cportion of funds received from insm:a.nce pa.yments

'The evidence supports 'Ihonpson s, contention that the reason for the existence v
of boundary units’ is the need to control the environinental sectors upon which =

v the organization depends. _
- Ina second studylﬂo Pi‘effer, in collabora.tion with Huseyin Leblebici, . .

demonstra.tes a rela.tion between conrpetition(the environmental va:ria.ble)

a.nd control structures. They found that the competitive environment was - ) \
positively related to centralization and formalization.-in ‘the compa.nies studied
while the absence. of campetition combined with internal ‘aiversity(freqtient
cha.nge in product design. a.nd in the production process, a.nd a large. number .v

of products) was positively re]hted to decentraliza.tion, less formalization‘and

more departments. Their fa..,lure to find a relation between the environment

\/ a.nd internal structure in a.ll instances(centraliza.tion and formalization

exist in both the competitive and non-c¢ etitive envirdnment: in the ébsence

Y of interna.l diversity) is evidence for the prior importa.nce of internal .

determina.nts of siructure, However., the indicated relationship between

NI
'competitiveness and ;ntralizatro/ and formalization, whether internal -

'diversity e:d.sts or ‘not,. shous that the environment is very importa.nt at

LT D._ HellriegeI and J.W. Slocum™ fdes'cribe the structures' of se'zrera.l \\-' _' L
m;.jor cozpora.tions and the envirommerts in which these organizations operate, . ‘.
Va.ria.tions in the e:tterna_l environment along a. certainty/uncertainty scale

2

and in the internal emrironment a.long a.n integration scale result in dif- 3

- . ]
) ' 12
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b

structure.

e s
ferent structural characteristics.. ‘Although these authors make no attempt
to def:!ne their\terms precisely °or verify the suggested relations statistically,

the. logi.c of their g:esenta.tion and the obvious realities they descri'be

glve significa.nt weight to their argument for environmentally determined :

Th'e structure of sheltered workshops(small businesses establi"shed to |

. provide work and reha.'bilita.tion for the physically handica.pped) was studied

12

. by J. R K‘Lmberly.. He hypothesized that the str:ucture of workshops founded -

ruption of activities, and the withdra.wa.l of consumer” willingness to accept <_

before significa.nt social and governmental commitment to the reha.bilita.tion
of the physica.lly handicapped woud be- different from the structure of work- .

shops funded at the time of environmenta.l support. He states, "Empirical

ey

support was found for the hypothes)is and thisfinding"suggests the utility ?

of a general theoretica.l perspective which views orga.niza.tiona.l structure as

‘x . . te
the product of intera.cting constraints both internal and external, which L -

a.re subgect to varying degrees of control by orge.niza.tiona.l members, ni3. ' e
9 v : s
In tledzizing a.bout the major ca.use of current turbulence in a.nd a.bout/ '

organiza.tions, Willia.m R, Rosengren looks to the environment.l"" Ne:.

cultura.l norms(the broadening of the conception of. citi.zens rights a.nd \
democra.tiza.tion, a collectiv:r.zed view &f organiza.tions as obliged to perfcrm
commonweal fanctions; and the awareness tha.t organiza.tions are composed of
genera_l resources which can 'be “turned to a variety of gea.ns and ends) pla.ce
organiza.tions in a "nutcracker" facing the withdra.wal ‘of resources, inter- ""-.°;;‘1B--‘*‘_:;
their products, To the extent that this anzﬂy’sis is true, Rosengren sta.tes tha.t

orga.niza.tions nust do more ‘than ada.pt or adJust to the externa.l contingencies .

of strife and contention; they must- a.ctively engage in-coping with the )?

’(4 . )‘i

“~r.
.

environment. . , . w4 ve e . C "?.
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- state regulation agencies to give patent law interpretations and inact drug
e su’bstituti on- reguld
~effect, kept 'barriecs'-to entry into the 1nd*§t;-y high. 'naese compa.ni.es

K ‘a.lso_ influenced the America.n Medical Associa n to liberalize advertise- ‘/ _

m

Paul H.irsch presents an excellent argument for thé'.impor'tance of being
.aware .of a.nd controlling environmental constraints in his consideration of
3
the pharma.ceutical a.nd phonograph record: industries. 15 The - pharma.ceutic\ﬁ

industry had a substantially higher a.nm&al rate of return on investment from -

. «*1950 to 1965 than the phonog'aph record industry even though the'industries

are surprisingly simila.r. For instance, both are process produotion industries
AN

employing high.ly mecha.nized a.ndarelativeiur simpe batch oduction techno-

r«‘

products to new customers, -‘both pla.ce a high Ppremi

exist in legal env.‘l.ronments predicated Upon patents trad 3
copyrights, were stimula.ted by importa.nt technolo@.cal inventions since World

War II, and eJ@erienced growth and expansion well above average for most

N
s

'mamxfacturing industries. . . - ., o ST

Pharmaceutical companies. were a.ble to in:fluence significant environmental
'@oups So- that these g,roups acted in ways that were fa.vorahle to the pharma~
ceutica.ls, while the phonograph Jiecord companies were una'ble to achieve
“similac results with Tregard to their‘enﬂronment. Specifically, when new
vtechniques and significa.nt rates of return drew new ent‘rants to each industry,

existing phamaceutica.l companies influenced the U.S Patent Office a.nd ’ ,
y

~

‘ons that were.favorable to existing compa.nies and, in

nt policies for; eiru.gs in. their Journa.ls and to restrict AMA's regulatory

a

a.ctivity with reggéd to drugs ’I'nese actions by the AMA gave the compa.nies

—Qlthe opporttmity to influence the external agents upon whom they relied for ; \;

introduction of their products(the phys:r.cians) subs+antially and ea.sily. - -



. ‘-?q N
- | :

'»Phonograph record 'compa.nies were unable to get favorable patent laws and pﬁ\tent A

inter_preta.tions and were unable 1egal.'ly to influence their ga.tekeepers
L ¢

\

(aisk jockeys). Although the reasons why one industry was able to influence

 external elements substa.ntially and one was not are uncertain, the fact

" remains that the industry that did gain significant control over ihportant
.emrironmental sectors. was substa.ntially more successful than the one that
did not. . | |

Hhile the preceding studles offer ‘evidence é‘t a continge_ncy model

‘ is apprqpriate, other studies raise some serious qnestions. A ‘group headed
| _ by H. Tosi attempted to demonstra.te the validity /v’iL the uncertainty nge:suring

instrmnents oﬁ’ La.wrenpe and Lorsch. The results were very disa.ppointing;'

°

the rela.tionship between uncerta.inty measured by \the Lawrence and Lorsch

instnments a.nd external measures chosen by Tosi for a set of business concerns
was consistently negative., Since, as the authors sta.te, "One would expect\at.

1ea.st a positive correlation between interna.l(the instrument) and -external
..16

-

.\\‘/
. ‘\:

measures of uncertainty, it ‘would seem that Lawrence and Lorsch may not

have measured real environmentd uncertalinty. 17

Downey, Hellriegel and Slocum®

a.ttempted to replicate a study by
.B. Duncan™ 19 in which he showed a relationship between perceived environmental
complexity a.nd the uncertainty of a task., They fa lede to establish ge
. expected relationship and quézstioned Duncan's measure of environmental S .
conrplexity. .In addition, they found no significant correla.tion between
ghe instruments of Lawrence a.nd Lorsch a.nd D‘;:nca.n.‘ ’lhey suggest tha.t
significant ambiguity exists with regard to uncertainty concepts in orga.nizational

theory and they state tha.t their findings should ﬁ'face researchers on guard

about/the potential pitfalls that nay exist'in curgent _,uncertainty . '-,
co{{ceptua.liza.tion and application. s et 8 " ? '
_ ‘ 7. . _ ‘ .
o B 2 N




W

/and J.G.Hunt?® find no relation between complexity and.organizational'

’and/or inﬁignificant rather than high and pos
- (
"Summarizing, with the exception of complexity “and resourcefulness none . - . . 4

- :
-\\ -8- . : L : 1

- 2D

Where the preceeding authors question uncertainty measures, R.N,Osborn J

~

effectlveness and on this basis suggest that the environment is not a prime

concern when planning for goal achievement. And in a descriptive study,

ég Stiegiity ' attributes differinghstructural characteristics primarily

to the internal dimensions of 1) diversification (the variety of goals and .

of services produced) and 2) interdependency, integration, overlap among

‘diversified operating components. While he acknowledges versity in the _ .

market place as a determinant of structure, his'point seems to be that the -

primary causes of structural difféfences are internal..

In a study published in 19?52§ Johannes M. ?ennings attempted to’

1demonstrate a relatio ween éeveral measures of environmental uncertainty

(instability. x sourcefulness, demand volatility, competitiveness and

[

complexity) and several measures of low formality of structure and decehtral-

izaé;;n(informal communication, partiéipativeness‘Lfrequency of meetings, Q‘ e
& . . . . ) ) : 3 '< B oL e
specialization and power equalization) Most corre ationsdwere negatiVe

=

Jas expected and he states, R
&> . S

~

of the environmental variables seemed to be relevant for understanding why

organizations differed structurally.“zBJ Pennings then suggests that his *~ - ... - .
¢ '~

'failure to achieve the expected results might have been due to the fact that

he did not consider the effectiveness of the units studied i e., the inclusion

of ineffective units may have reduced the magnitude of the correlations.

N

A tyo way analysis of variance to determine the effects of environment and

'structure and their interaction effects on several effectiveness indexes

u

was performed to check this possibility_out The tests for interaction between

-

- structural and environmental variables were not significant and effectiveness'

vy ' : I3

‘d . ’ : 10 ‘- ) ° ﬁ"‘ .‘ ’ . <
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, was explalned primarily by structural rather than environmental variables.
,

He closes by stating, "From'the results obtained one questions the usefulness

A
of the structural -contlngency model."24 -

.
The lack of certain evidence for specific environmentﬂ/structural -

relationships pointed to in these studies is emphasized in a reviow article

by Dennis Mo%erg and James Koch.25 ‘They note that not only ic it u-certain
that operationalized definitions of environmental characteristics have .
construct validity, but also, aggregate contingency models make improper
assumptions about the Canergence of existing studies with regard to the
domains studied, The Zurte that a valid overall contingency approach that

-

directs application has not yet been developed.

VALIDITY OF A CONTINGENCY APPROAC@ TO THE DEVELCOPMENT OF THE ORGANIZATIONAC///

STRUCTURE OF AN ACADEMIC LIBRARY - - ¥ B

.Despite the criticism of contingency studies, tHé validity of the

contingency approach'can not be seriously questionedi In the first place,
- “the importah¢e ‘of the environment has treii:ion..ly been stressed by business-

'menﬁ 'Knowledge of the opportunities and constraints of the market has been

/ d w

*‘key to the success of.most businesses. The desire to understand and control

\75;}nerket has led to the -ncreasec _mportance of the marketing function in

'6

ﬂbusiness concerns’ since tne arxrival of ithe permanent buyers market shortly 4

i =
after World War II.. The suscissful ent reprene_r has been the individual
who understood the market anc took advantage of the opportunities it offered.

Second the Iogic and common ‘sense of the analyses of theoreticians like'

Thompson carry significant weight. No organization s domain is all inclusive,

inputs’ must be obtained from others and outputs must be taﬁen by others.

To assume that 1nternal efficiency is adequate for continuing success denfes

_ S,
this reality..qul organizations are dependent on, individuals and groups



> .

~ +to specifie structural adaptations which.every library should make given

outside their boundari§s, and_efforts to control or at'least.understand then '

are important. : . . ’ . S

v

Next, difficulty replicating'studies with regard %o something as varied

and complex as the environmental relationships of a large organization, and

specific problems with the instruments used in some of these studies, do not _¢

“

remove the fact that over the past fifteen gears several sound independent
. ' ’ . - \- ' ) - ’ -
studies have shown specific relationship between the environment and ‘

3

structural characteristics. Finally, the relevance of the environment for .

the academic library is stressed-hy Beverly Lynch in-an article published in

College and Researth Litraries.?® Ms. Lynch notes the practice of distin-
guishing library organization and problen-soluing according to types of .
litraries (publrc\‘school etc.). She erpresses concern hecause no'sub-

- stantial organized. research on the academic library s environment exists and

she points out some of the advantages of looking at the library as an open

 system. A contingency- approacht\: organizational st;ructure, an approach that /

says there is more than one way to structure-an organization and achieve success,'

- ¢ '

and that peculiarities of the time and _place are crucial in the choice of

- . ~

structure at that tdme and place, is valld. ) . _ N

e

The failure to replicate some of the original contingency studies and

the questions raised ‘about the measures used in these studies do show that

specific environmental/structural relationships cannot be identified with -
certainty That is, while the importance of the environment for the success -

of the academic librarf is certain, there is no evidence which clearly points

particular enyironmentaz characteristics.. ’ 4 - -
Given the validity of the contingency=approach along with the lack of
» . -

certainty with regard to specific environmentally determined structural .
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- dharacteris'd.cs, this is the question to be a.nswered. - Is a more gpmplete

-' . and ongoiﬁg understa.nding of and control over: the enviro/erft importa.nt = -

1 vf_-,\‘ .“ "
enough for the a.cademic lihrary to make some structural cha.nges :‘E‘eor the

=

pur_pose /of enhancing tbis understanding a.nd /control even though the effect
- . - o 5

- 'e of these cha.nges is -not certa.in"' A successful- organiza.tion facing al stable
. emriromnent pro'ba'bly should make no maJca: changes. 2 Academie 1ihraries do, -

-
= .

IR however, seen- to. be facing a cha.nging and uncertai’xi;.\enyironment at this

THE CURRENT ENVIRONMENT OF AN ACADEMIC LIERARY E .-
- . ) N . LY \ — /

Here emriromnent mea.ns the organihations a.mi groups outside the aca.demic
e

lihrary upon. which the lihra:.y depends for inpzrts and approval a.nd which
accept its outputs. Substa;ntial changes in the orientation, goals, action

'\. - & z

pa.tterns, or outnuts of theseﬁ groups can result in new dema.nds, constraints,

and opportunities for the academic 1ihrary "As One unit in a. la.rger orga.niza- o

. ,, tion, the. university, -the most important asﬁects of the academic library s
| enviromnent are the other formal and informal g‘oups in the university,
the university administration, the faculty. the students and other univer-
sity support’ units. Outside the university, the library interfaces directly
- with the publishing industxry, the li'trrary profession, and other groups
imrolved in information processing.
: Th e - of highet education among the ‘nation® s prioe:ities, and the _
fcrm its institutions uill ta.ke in the. ‘near future is far i‘rom certain.
The unprecedented funding of the sixties has ceased and the university
| ‘ faces - suhsta:ntially incz'eased number of . competitors for a decreased pool
oeof funds in both the public and private sector At the same time that

"~.~v'-universities are finding it difi‘icult to fund traditiona.l progra.ms socia.l

g =

’ -cOncern for relevance and currency yre&sasfar new programs In addition,

.
e i : ] . P - - o
U , 13 . C - ) : e
- .
s . B . L . . . .-
. . ..



R

.-
\ -

N the educa.tional proce§s is being q_uestioned. 'Ihe restrictions of tradi-

}..

~

tional practice in terms of entra.nce requirements, cla.ssroom educa.tion, ‘and

termina.l ‘points (desrees) are being criticized. ) Also, a.rgmnents for marg a
" faculty/shzder.\t contact and independ,ent study are heard, and some programs

.'-l.eading to external, deh'ees ha.ve been repou:.ted 27 An extreme example of

more recent thinklng with rega.rd to the educational process/ but One- of

-
- -
» €

specia.l inte:r:est to lihrarians is the concept ‘that the” college and lihr:ary
ought t’o be synonymous a:n.d the domina.nt J:earning mode ou,sht to be independent .

™
v .
’ 28/ : ~'n o o . . ¢

o census _data in machine readable form)

study guided by fa.culty. ) T

L=

T Eldred R. Smith highlights -the necessity for an a.ca.demic 1i1:u:ary to be

< -

a:ware of any cha.nge in the priorities and’ processes of its university cdmmmity.

<

 In the past university litraries have been ‘Judged in :
essentially quantitative terms: the size of collections, . :
staff, and operating budget. Déspite frequent verbal o
. recognition that "the litrary is the heart of the univer- e
e 'sity," it has been seen essentially as a repository of E
’ "+ printed material, and its functions have been recognized as

essentially routine, custodial operations connected with the

acquisition, storage, and circulation of this material.

An the future, university litraties may well be judged in

-+ qualitative terms; the degree to which the assembled collections'

meet academic program needs, the level of souphisticated service
_that is provided to faculty and students, the contribution .
that is made to the educational programs througﬁ\ 'bi'bliogra.phic
instruction, and the efficiency of basic operationse29

-

‘ In a.ddition to uncertainty abOut\ the future course of its parent -
university, the academic li‘t:r:ary faces competition for the role of primary
- processor a.nd deliverer . of in:f:‘ormation to fa.culty a.nd students. Already,

specia.l university un%ts exist for ha.ndling non-print media. (e.g., :E‘ilm\ ,

/\
. ‘and computer da.ta. bases), and external .organizations can provide essential ‘:‘;

informa.tion sometimes not a.vaila.hle through ‘the lihrary\§i.g., United. States
| S v

/ ~
Externa.l inpu‘t organizations cause thé a.ca.demic lihra.ry additional

.. . . . . e . ) .

;. C e & i . . . . ) ) . ) . -,w.‘“ e

by
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“ ,uncertainty.%g,,Primarily because of > current economic conditions, publishers -

po longer loo'k upon lil};raries as allies, institutionswhich are certain

[

\to take a significant portion of their/product. aAs a result they are

ﬁ‘

&(ﬁ'
7seeking substantial contrdle over the lihrary s chqice of Inmputs as’ their
,.r .
efforts with regard to the recent copyright legislation exemplify.a At
%he _Same time, the qua.ntity of books a.nd Jom'nals published annually shows

RS 3

no sign of dim:.nishing. ‘Ihis situation can only contizrue to make selection'

A

dnd acquisition decis:.ons more uncertain “than in the past. N L
. -New technologi:es for record.ing and‘-.processing'ini‘ormation ..have ;
spec1al« significance for libraries. Microforms have had little acceptance |

. in academic libraries, butthis is partially due to the inadequacies of
. a developing technology. Improvements in these foréza/ and in \their delivery

mechanisms are of special interest to lihrarians. Also, continuing improve-

\,&

ments in the processing a.nd re-trieval capabilities of computers are important

to litraries. - | i ’_',’
| Substantial and serious commitment to cooperation is another new
element in the academc lihrary s environment. Lihrarians have spoken
highly of cooperation for years, but it is only recently that these" words
have been formalized through the establishment of ne.tworks and consortia
' throughout the country E J Josey speculates that by the year 2000 all -
academic libraries will be’/members of at least one library network that

~>

Wil provide them uith access to a national network’ 30 - - __: o .

-

l?.nally, the go$ernment éhrough the National Commission on Libraries
_an%‘Information Science wﬂ'l play a significént role in the future' o}‘each
academic lihrary The controversy reported in the professional literature

¥
/
over the various statements and pIans of this group is.,an indication that

.,
k-

the corrrse of the Commission is any'thing but certa.in. ; ,..'

rl

]

o
EY

o
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& . The above 4s by no means' a complete listing of all signif‘icantr fa.ctors

£

&f’ in the en&oﬁnﬁof an academic lihrary "It is, however, su:t‘ficient to}

1, : indicate that a substantial amount of uncertainty exisis, - L Coa ;—.' .

- SN
g * - 4

'IHE CURBEN'IP‘ S‘IRUCTURE OF AN ACADEMIC HMY ' /

o N  Before- considering changes in ‘the structure of, an.acadenic library, |
f . .a— 'bri,ei" lfoutline of the current st‘ructure is appropriate. Structure is the \
set of forma.l relations between gr:oups of lihrary employees the set of
s . ) forma.l roles filled by the 1ndividua1 employees, and ‘t/he rules and procedures .
'ihich direct the activities of these individuals. . Almést every academic library -
. ) is divid.ed into two divisions, oz%e (technical services) grouping all employees
’,\ w'ho are concerned primanl; #ith the acquisition and processing of books a.nd o,
| other information sour:ces, and the F;ther (pu'blic sernces) gro\hping all employees
0  who deliver boaks and information to the pu'blic. Departments exist within
each division ‘and these' too are defined by the function performed (the "
collections development department selects the 'books ‘the’ acquisitions depart-
| ment buys them, the cataloging department catalogs them, ete. )e Autho%xty
15 ultimately held by the litrary director and it is passed.down through the
" division a.nd department heads in the classic hierarchical manner. £ though
exceptions can be found each employee genera.lly does one kind of a Job ~
":(specialization) a.nd follows specific formal procedures in doing it (stand—
- ardization). 'I'hus the cm:rent structure of ar;academic li'txrary does resemble
"th\e” burea.ucratic model. Rules, roles, and relationships are clearly specified
awtharity delegated anid control maintained through the hie:ra:r:chy, s )

" In summary, consideration of the emn.ronment when establishing an

orga.nization s st‘ructure is important- the ‘academic library today faces

) an uncertain environment with a structure that seems more suited for an.
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- 1nterface with a sta.ble, certa.in environment~ cha.nges in the cmgsint structure
. \4
of a.n academic libram{ are needed to better smey a.nd. control the‘\ ennron- .

' \
ment. It is in'ﬂie attempt to suggest speclfic changes in the current s¥ruc-
tlrre of an a.cademic libra:r:y that the a'bsence -in the current 1itm:a.ture of
‘ general agreement nfth rega:gd to st;r:uctural chara.cteristics appropriate
\

"“on\dif?erent environmental s;ates causes the most difﬁculty Insthe
. /-"
/} ¥ a.bsence of this agreement I must rely on the theoriz:.ng a.nd as yet unrep-'
X 5 . .o . )
A JJ licated. resea.rch that does exist\.’\

r

. These studJ.es suggest that aa\yéertain environment is most appropriately -
(

"‘ﬁ responded to by a. structure with a. mnimmn number of rules and reétulations, : , -
\ J <
a.nd with decision ma.Io.ng 1oca.te& nea.r' the orga.nization s 'bo:mda:r::.es.31

\I.arrrence a.nd Lorsch found lower forma;lz\.ty of structure—to exist 1n departments N

.. 'fa,c:.ng a more uncerta.in env::.ronment, and state. "’Ihe mor\e~certain a.nd pre- .

, dicta.ble the task, the more appr::priate 1t 1s to be specific in Job descrip- o
: tion¢s and rules. The reverse, of course,is “true, w32 In the:.r'study of+ 4
the effect of com;pet:v.t:Lon,3 3 Pfeffer and Lebleba.ci found change a.nd hetero- '

: gene:.ty within the orga.nization associated. with decentralization and less
formalization. In considering the appropriate ,;structure of bounda.ry um.ts

’ ‘Ihompson states tha.t d.:.v:.sions a.nd. departments esta.blished to deal w:.th a

dyna.mic yet homogeneous emromnent will be d'ecentrallz.ed with regard to

N
.‘\

decision ma.k:.ng.Ba_ So, few rules and regulations 1115"'units dealing wi.th the
ezrvironment a.long with the authority to make s:.gnifica.nt dec:.sions at the
| ~ unit. level dre appropriate stcuctural elements in the face of environmenta.l'

-
’ . . - -

uncer"ta.inty. . _,- ' . ) B

..t

Where should these elements be found in an a.cade:nic lihrary’ Not in
the cataloging depa.rtment for 1% does not re1ate directly with the env1ron-'

m'”ent.i Not in serials, a.cquisitions circulation or reference departments

0



regard to coordinated acquis:r.tions and’ shared mouces.

| .,serious considerat:.on should be Q.ven to raising the department to the ;

- . _ K4 . - . LN A .
. “16- o TH
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e . . .
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-

,

ments. are essentially routiné _and a bwreaucratic structure is ‘best for the ’
2

;effec%ve performance of ;goutlne tasks asy Lawrence and Lorsch a.cknowl:a-d,ge.3 6 ,

In suggesting the structure of these u.nits remain the same, that rules and

- aregulat:_:,.ons Temain im?ortan.t for these departments and. that the library d:x.rector

L,

-

and divis::.on heads continue to
/

these udepartments I am: choosz.ng efficiency 1n operat1

>

&,

mﬁce maJor decisions relating to tﬁe work ‘of 7
o%sover env:x.ronmental

-

' surveillance because of the Imown value of the bureaucratic structure in

these departments and the unproven value of env:.romnentally determined struc-— -

. tural adaptations. ' S D A
. ‘ M . Al r

" 'Ihe selections or collection development department lS a boundary unit

-

, interfacing with publishers, faculty, students, and . other-ﬁhraries with

The selecta. on. -
)

-“

function lS more varied than most other library Jobs, encompassing the respon-— .

p ! -

i Sl.glli‘ty for/keeping aware of the current state of the collection, trends in

/

' publishing, and faculty and student needs as well as selecting specific -

\

books for purchase. | For these reasons. it seems the most likely location

s @

‘ The— general ~library burea.ucratic pa.ttern, then,

' ', / for structural characteristics that enhance env:.ronmental surveillance rather

: than 1nternal efficiency.

should not be extended to the collection deve,lopment depa_rtment The JOb

descri;ptions for indiv:.duals in this department should be general and

"*‘ules handed down from above few. In addition, this unit should be given

,rauthority to make decisions regarding ordering matters without review .

(1. e., no one should have veto power over suggested acq_uisitions) And

division level so that its members have as much power as possible in the:.r

dealings with ind;tnduals in the environment and so that information

]
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ga.thered :f‘rom tbe environment will/ha.ve a direct channel to the center of -

Wt

< the organiza.tion. .“ ot ) "‘é . .

\.

' ihis recommendation ddes not seem. sufficient in f-"l-.he light of the

B

; severa.l environmental fa.ctors mantioned -edrlier

A

. 'l'he Book selectors can n‘ot remain a.ware of a.ll thes ‘fa.ctors. Jnae apademic SN

1i'brary staff is too small to a.llow the foma.tion of [a botmdary unit speclf- -
l-'ica.lly for the surveilla.nce of enyironmenta.l areas, ut the libra.ry has a “
spec:.a.l a.dvantage 1n the numter of professiona.ls on its sta.ff. . Their <
‘troad inter%ts in li‘braria.nship, education, and oftén a subject fleld
' la.utoma.‘l’ ;.cally put them in con'tac} with ma.ny emrironmental sec:tors, a.nd the
mmby‘ of professionals in an asademic li'brary a.lmost assures contact in '

»- . N

li'bcraria.ns tha.t the a.cademic li'brary has kept as a.ware of its env:.ronment
‘-\

_a.s it has,.- 'Ihis ini‘ormal role needs forma.liza.tion to encoura.ge it, a.nd to ’

7 provide adequate cha.nnels for information flow to the heart of the organization

. ey

where policy and decisions are made. W .- ‘- :
The professional staff of the libr"arj.sh‘ould sei've as the source
3 for a new orga.niza.tiona.l group of five to six members, The purpose of,
'this group would be to assist in general pla.nning and policy ma.king at
the highest level, thereby -prov:.ding the orga.niza.tion the opportunity to'use
the éroup 's knowldege of and feel for the environmen,t at the po:.nt where |
' sigm.fica.nt organization directing decisions are made..' It is essentia.l tha.t

“the group be fomally constituted and given the status of an- opera.ting

.departmentso tha,t the members have adequa.te power and recogn;l.tion.’ It is

R _essentia.l tha.t the group participate in planning and. policy making rather |

than function in merely an advisory capa.city. T an. suggesting tha.t overa.ll

* B - . - i
7 - . . . LI
s - A A - A .. K .
<+

o

19§

L4

L
.

| .fa.ll significa.nt areas. In fa.ct it is proba.‘bly,_through the professiona.l L
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,\ * planning‘and policy ma.king be performed by a group which s ma.de up;of the
. \ -
traditi:onal key hierarchical figures a.nd a set t:Zindividua,ls dra.wn from

C,

= 'l;he prof%sional staff There is precedent }gor e involvement of staff

professionals in. orga.niza.tion policy malcing Tea.chers are invo”lved An the

i policy making of{their school a.nd staff doctors are involved in l;ésplta.l

kR

’ ‘_bpolicy making. -, *K"""_- = ;«\ .

o SUMMARY - e e
.z'l Although evidence for specific environmentally determined structural
LT i 2 ¢ }

cha.ra.cteristlcs is uncertain, a contingency approach to the development «of/

e ¢
the structure of a.n organiza.tion is clea.rly called-for. An orga.nizaﬁ_.jon s

T stt"_ucture, the pema.n%nt rela.tions among its etnployees ‘and the roles they
’ fill, must be formed w::.th interna.l efficiency ard environmental sm:veilla.ncg‘\
in mind. The a.cademic thﬂ today fa.ces an’ gnvironment tha.t is qualita-
tively different from the environment it faced ten to fifteen years ago, .

' _gi .and tha.t’environment is uncertain.' 'Ihg li‘brary must take this into accoun
-and structure itself in such a way tha.t it will be aware of and cont:.nue to.
be aware of significant environmenta.l cha.nges. Since research g:r.ves no

_ certa.inty with regard to the Kingd- of structural changes that are necessa.ry, . ; '
o substa.ntia.l cha.nges ca.n be Justified. However, 1t isreasona.’ble to attempt

\
_to see that the depar‘hnent tha.t alrea.dy has boundary and environmental

<>

surveillance chara,cteristics, the collection development department, »
' be provided with the kind of structure that seems appropriate in an uncertain

‘ environment, a.nd that the formal structure recogm_ze and use the profess:.onal

=

e'n:}ironmental awareness that already ex:x.sts ;m the organization.

-
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