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Analysis across All Groups
Colleen Boff and Catherine Cardwell

T

his final chapter offers an analysis across all five categories, which include strategic
planning, reorganization, culture change, new roles in libraries, and technological changes. Various patterns evolved over the course of many different authors’
reflections on these types of change at twenty different institutions in the United States
and Canada. Although Kotter’s model was originally intended to guide change, it served,
in this book, as a valuable tool for analysis and provided a shared language to talk about
change concepts.

I. Warm-up Phase
Stage 1: Establishing a Sense of Urgency

According to Kotter, “Establishing a sense of urgency is crucial to gaining needed cooperation.”1 He asserts that in order for change to take root, approximately 20 percent of
the organization needs to go above and beyond the call of duty to make change happen,2
but that approximately 75 percent of management need to grasp this sense of urgency.3
He also asserts that a major reason change fails is due to complacency among the staff.
Complacency settles in for a variety of reasons. Chief among them are the following: no
visible crisis, ample resources, lack of rigorous performance standards, a rigid organizational structure that focuses on job functions, irrelevant or ambiguous performance
outcomes, insufficient performance feedback from external sources, a culture that avoids
confrontation, refusal to acknowledge problems, and “too much happy talk from senior
management.”4
The sense of urgency to change was extremely high at a few of the institutions represented among these change stories due to unusual and stressful circumstances related to
staff departures. However, for most institutions, the reasons to change were self-imposed
and motivated by the need for libraries to stay relevant and become more user-centered
on their campuses. Much of the change that took place among these stories was well
anchored and successful, though not all of the change had completely unfolded at the
time of this writing. Complacency was mentioned most often when there were lags in
communication due to waiting for consultants to do their work or when staff needed to
be hired or retrained. Though Kotter does not emphasize this among the reasons change
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fails, change efforts were tenuous in academic libraries and their outcomes uncertain
when top leadership turned over.
The reasons for change in academic libraries among our stories varied and are best
analyzed by category. A common thread across many of these stories was the need to
centralize operations and reduce redundancies, especially in the larger multilibrary
systems. It is clear from analyzing these reasons for change across all categories that
libraries still serve their communities in traditional ways, but they are also future-facing
and interested in creating environments that are agile, responsive to user needs, and
clearly serving in new and exciting roles.

Reasons for Strategic Planning
•
•
•
•
•
•
•

To create a more unified, cohesive library organization
To address holes in organization structure due to vacancies
To remove barriers between departments
To improve collaboration within and outside of the library
To improve communication within and outside of the library
To refresh an expired, outdated, or nonexistent strategic plan
To address changes mandated by central administration

Reasons to Reorganize
• To foster collaboration and break down silos
• To address structural problems caused when employee turnover results in permanently vacant positions
• To revise an organizational chart that no longer supports the work of the library
or the needs of users
• To retool and respond to changes in the profession and on campus
• To have a seat at the table when important decisions about the library are being
made at the university level
• To take advantage of collaborative opportunities
• To relieve the pressure of maintaining traditional services while responding to
rapid changes in user expectations
• To eliminate duplicative services
• To address issues related to inconsistent levels of service to patrons
• To meet new expectations established during a strategic planning process

Reasons for Culture Change
•
•
•
•
•
•
•

To fix an unhealthy staff culture
To adjust to a new strategic plan
To match efforts with a new vision and mission
To address communication issues among staff
To provide excellent and consistent services to users
To be part of a broader planning initiative
To preserve an appropriate level of services to patrons in spite of chaos behind
the scenes
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Reasons for New Roles
•
•
•
•
•
•
•
•
•
•
•
•

To respond to a problem expressed by senior campus leadership
To lessen internal frustrations of staff with a new workflow, practice, or program
To address underserved student populations
To aim for and uphold a reputation of excellence
To create transformative collaborations
To change the perception of the library and its ability to serve in new and unlikely
roles
To be a central location for multiple services
To showcase the many talents of librarians and library employees
To provide CV-worthy experiences and other experiential learning opportunities
for students
To be open to new possibilities—being in the right place at the right time and
stepping up
To stay informed about developments in the professional literature and acting
on them
To respond to and act on behalf of changing needs of users

Reasons for Technological Change
•
•
•
•

To anchor the use of a tool at an institution
To centralize and merge tech systems
To remedy broken technological workflows that span multiple units
To improve staff communication through electronic means

Stage 2: Creating the Guiding Coalition
Kotter’s recommendation to leaders when forming their guiding coalition is straightforward and involves identifying the right people, building trust, and establishing common
goals.5 The guiding coalition must have people with the appropriate positional power,
expertise, credibility, and combination of leadership and management abilities.6 The
stories in this book reveal that the guiding coalition needs to include people whom the
leadership trusts but also people whom staff trust. Finally, it is critical to build cohesion among the guiding coalition through goal setting and making sure that everyone
is unified in the change initiative.7 The change stories also point to the need for library
leadership to carefully consider the size of the guiding coalition.
Library leadership involvement with library-wide change is essential, even if
consultants are hired. Middle managers were particularly important when it came to
strategic planning, reorganization, and culture change among our stories. They were
often the ones involved in the actual implementation of change efforts because of their
supervisory responsibilities and their role in overseeing department work, communications, and position responsibilities of individuals. The importance of making sure
that middle managers were on the same page with change efforts was stressed on a
number of occasions because this group of employees typically serves as the conduit
between library leadership and library employees. The change team at the University
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of Tennessee, Knoxville, lamented the lack of middle management involvement on
their team charged with making sure library employees contributed to the goals of the
strategic plan. Participation of a middle manager would have helped them establish
connections to departmental documents such as annual reports much sooner in the
process. Montana State University admitted that it would have benefitted from having
its associate dean on the working group due to this person’s knowledge of the Balanced
Scorecard process. Middle management involvement is especially important when the
change involves only a portion of the library, such as a department or unit. It is less
likely that library leadership is directly involved with this smaller level of change and
typically means that the middle manager is the only person who communicates with
library leadership because of reporting structures.
According to Kotter, the guiding coalition should not include people who have
big egos, who will undermine the change process, or who are reluctantly on board.8
Only two of the three head librarians volunteered to navigate the rough waters at the
University of Manitoba. A volunteer group under these circumstances was likely the best
course of action. In some instances, such as at the University of Florida and Northern
Arizona University, the guiding coalitions grew organically and were based on established records of collaboration and good working relationships. In other instances, such
as at UCLA and the University of Maryland, the library administration carefully considered committee assignments to ensure appropriate representation of classifications of
employees and departments.
Kotter also underlines the need to build trust among the team members and to
establish common goals.9 The interim university librarian at Wesleyan selected three
of her trusted colleagues to be a part of her team. At the University of Manitoba, staff
trusted the two middle managers who stepped up to form the guiding coalition, which
was extremely important given their fear about their situation. The leadership at Vanderbilt was careful to pick a guiding coalition whom staff trusted and who the leadership
felt would be politically savvy and good-natured about serving in this capacity.
In most instances, library leadership gave committee charges to the guiding coalitions. In the absence of this, a working group can develop its own guiding principles
or goals, as was the case with Montana State University. Some of the consultants were
presented with a charge. However, deliverables should be carefully considered and be
established with consultants at the outset, especially when it comes to a transition plan
once they depart.
The size of a guiding coalition should be carefully considered from the outset.
Depending on the nature of change, a larger committee may be warranted when a
work-intensive guiding coalition is needed. The guiding coalition at the University of
Virginia was large. This served them well because there was a great deal of work to be
done. The University of Alabama at Birmingham intentionally set out to have a small
group for its website merger with the hope that a smaller group would be agile and able
to make decisions quickly. In the end, the group had far more work than they could
handle, and admittedly, they would have benefited from a larger guiding coalition from
the outset. The other advantage to a larger guiding coalition is that there are more people
who are intimately involved with the vision and reason for change, thus broadening
the buy-in within the organization. At some institutions, the change was so large that
multiple committees were formed simultaneously or one group handed off its findings
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to another group for implementation. Miami experienced both of these scenarios during
its complex library-wide change process.
One last observation about forming the guiding coalition concerns the use of
consultants. Several institutions sought help from consultants, typically when the change
was extensive and the timeline was short, as was the case at Miami, Montana State
University, and the University of Alabama at Birmingham. They frequently helped to
gauge staff willingness to change and worked in conjunction with library leadership to
set the vision with staff involvement. The stories suggest that when the crisis level was
high, particularly at Wesleyan and the University of Manitoba, the need to elevate a
leader from within was likely a better choice than adding to staff stress levels by asking
them to trust a complete stranger when trust was already unstable.

Stage 3: Developing a Vision and Strategy
At the outset of his book, Kotter explains the difference between leading change and
managing change.10 A firm understanding of the difference between these two roles is
essential at Stage 1 and at Stage 3 when it comes to the development of a vision. Kotter
defines a vision as “a picture of the future with some implicit or explicit commentary on
why people should strive to create that future.”11 While he outlines a visioning process,
he asserts that the guiding coalition, including the leader, should be responsible for the
creation of the vision and that the vision should convey “a direction for the future that
is desirable, feasible, focused, flexible and is conveyable in five minutes or less.”12 There
is a wide range of readings, data sources, frameworks, activities, and technology tools
used in the visioning stage across our change stories. The editors provide a complete list
of these in Appendix C. Some of these same resources were used in Stage 1 to establish
a sense of urgency among staff.
Montana State University’s experience reinforced the important and critical work
that takes place at this stage. Its guiding coalition, including its consultant, reviewed
its existing set of value statements and made the intentional decision to deviate from
their established timeline in order to revise these. They recognized the importance of
slowing down at this stage, even at the expense of additional fees to extend the consultant’s time with them.
A particularly prominent theme across the majority of stories included a common
vision to improve the user experience. The editors broadly define the users, in most cases,
to mean the patrons who use library resources and services. In some instances, they
interpret the users to be those internal to the library, such as the staff who benefitted
from improvements to the internal communication system at Vanderbilt or improved
workflows at the University of Virginia among staff responsible for digitization. Many
of the stated goals established to achieve this vision of improved user services were
also similar across institutions and frequently included the need to break down silos,
to centralize services, to make decisions based on user feedback, to modernize the
structural issues in libraries that would enable them to offer innovative services, and to
hire or retrain staff to serve in new roles.
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Stage 4: Communicating the Change Vision

When it comes to communicating change, Kotter asserts that leaders typically undercommunicate at a time when staff have the most questions.13 He suggests that the best
strategies for a guiding coalition to follow are to keep the change message simple and
easy to recall by employees, repeat it often, and most important, for everyone on the
guiding coalition to be on the same page and to send a consistent message. He also
suggests the use of multiple forums and relatable metaphors, as well as the guiding
coalition leading by example.14
Typical modes of communication across all of these stories included face-to-face
meetings with individuals or with groups, presentations to stakeholders, newsletter
and email updates, and sharing documents through some type of intranet to keep staff
informed. Even among traditional modes of communication, there are decisions to
consider. Montana State University branded its emails specific to the strategic planning
process in order to make communications about its strategic planning change process
distinctive. Some of these change stories clarify when it is important for leadership to
meet with staff individually. The deans at the University of Texas at Arlington and at
Western Michigan University took the time to do this. This labor-intensive, one-on-one,
personal approach may be necessary depending on staff anxiety related to the change
efforts and the degree to which the staff is impacted individually.
Traditional means of communicating through face-to-face meetings with the majority of staff can be powerful as well. One exemplar that illustrates this is the participatory
process of communication used at Montana State University during its strategic planning process. The guiding coalition conducted activities that actively engaged library
employees in creating strategy maps and value statements. In other words, Montana
State University included the staff in the stage of creating the vision rather than just
communicating an already completed draft of the vision out to them. Communication
about the change process at Wesleyan was similarly participatory. The interim university
librarian at Wesleyan enlisted the help of the staff during a retreat where they worked
together to develop project-based goals and concrete action steps. This helped build
buy-in, ensured that everyone was on the same page, and made the employees feel as if
they were helping to move the organization forward in a time of crisis.
A few unique approaches to communicating the change vision exist in the stories.
At the University of Manitoba, where tensions were high due to staff layoffs, the guiding
coalition created a communication plan and stressed how important it was for them
to communicate frequently with staff to rebuild trust and to contextualize communications that make mention of library and university planning documents. The library
leadership at Northern Arizona University intentionally referred to their newly formed
UX group as “consultants” to help facilitate communication between this group and the
library staff in their endeavors to change from a traditional hierarchical library culture
to one where decisions are primarily made through constant feedback from patrons. The
University of Virginia employed a notable strategy when the guiding coalition instructed
committee members to arrive at meetings ready to talk about ideas to improve the future
environment for their digital humanities digitization project, rather than focusing on
past failures. Before rolling out their plan to the entire staff, the implementation working group at Vanderbilt circled back to the initial and recommending group to make
sure the work of their two groups aligned. Lastly, Miami’s timely hiring of a dedicated

Conclusion

communications and marketing person to help with consistent messaging about change
efforts in its reorganization and strategic planning processes was unusual among these
stories.
Conversely, the editors saw evidence of frustration among staff when there were
disruptions in communication or infrequent communications, such as with the technological change underway at the University of Alabama at Birmingham. It had outsourced
the redesign of its website to the university web design team and, as a consequence,
there were stretches of time where communication to the staff was sparse. Miami also
expressed frustration at this stage because of a lag time in communication while waiting for the consultants to write the strategic plan. In these instances, the library group
responsible for change was not fully in control of the change initiative, a potential downside when working with consultants. Similarly, it is important to maintain communication between multiple working groups during the change process. Change initiatives at
several institutions frequently involved multiple committees, where one committee did
the planning and another committee was formed for the implementation process. This
was the case at Vanderbilt in its reengineering of its internal communication system.
The authors attributed part of their success to the implementation group checking in
with the recommending group to confirm that their work aligned before rolling it out
to the staff.
The categories of change selected for this book suggest that strategic planning, reorganization, culture change, and technological change typically cut across multiple library
departments and involve intensive communication with the majority of library staff.
Certainly, efforts were also made to communicate with external audiences in these
change categories but not to the degree that change involving new roles warranted.
Communication efforts at Earlham and at West Virginia University, whose stories both
address new roles for libraries, were led by a few library champions. Communication
about change efforts was primarily with stakeholders external to the library.

Effective Practices
• Brand emails and newsletters specific to the change initiative to differentiate
them from other communications.
• Consider one-on-one communications when change impacts individuals and
is anxiety-provoking.
• Expedite buy-in through participatory methods, though it may take more time.
• Write a communication plan.
• Communicate a focus on the future rather than a focus on past failures.
• Agree upon communication strategies and expectations with consultants beforehand to ensure an uninterrupted stream of communication with stakeholders.
• Explore ways to bolster communication if multiple teams, committees, or working groups are in place simultaneously or if one team is handing work off to
another.
• Consider hiring a dedicated communication and marketing expert if resources
permit.
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II. Introducing New Practices Phase
Stage 5: Empowering Broad-Based Action
This stage of Kotter’s change model is about removing barriers that prevent employees
from engaging in the shared vision of change. These barriers can come in the form of
having ineffective organizational structures, not having the appropriate skills in the
organization, not having the right systems in place to get the job done, or having ineffective people in positions of power.15 The barriers with employees can be addressed
through professional development and their involvement in the change process. Kotter
also suggests the importance of addressing issues with managers undercutting the
change momentum.16 Investing in the right tools, especially in libraries, can move
change initiatives forward as well.
As Kotter suggests, many of the obstacles to change across these stories were structural and related to an organizational alignment.17 Insufficient staffing at the University of Manitoba and staff turnover at Wesleyan, especially at the top leadership levels,
presented extreme cases of staffing barriers, but other institutions also struggled with
staff turnover, though to a lesser degree. At institutions such as Western Michigan
University and the University of Texas at Arlington, where reorganizations were underway, the leadership had many obstacles to contend with, from working with human
resources and unions to changing position descriptions to offering training and professional development to help staff learn new skills. The turnover at the highest levels of
library leadership at Wesleyan created a situation where there was interim leadership
for long periods. Wesleyan found itself in a holding pattern more often than not while
waiting for new leadership to be hired and acclimated before other key positions in the
organization could be filled permanently.
Many of the barriers to change across these stories can be attributed to the human
response to change. While there were definite themes among these stories, this is an
area in the change narratives where in-depth and anonymized interviews could provide
more insight into human reaction to change and specific strategies for addressing these
emotional responses. Below are the major themes with some advice gleaned from select
stories.

Anxiety
• Sudden or unexpected staffing announcements cause anxiety among employees.
Such was the case at the University of Manitoba, with the unexpected layoffs of
staff, and at Wesleyan, with the sudden and unanticipated departure of the library
leader. In both of these instances, library employees who were trusted by staff
stepped up to lead during these difficult times. It is doubtful if someone newly
hired into these situations would have been able to successfully navigate the
emotional toll these circumstances caused for employees. The interim university
librarian at Wesleyan was able to push through a particularly troubled and stressful period in her organization because she enlisted a small agile team of trusted
colleagues to help her. The University of Manitoba change agents provided direction and regular communications during a tenuous time and helped regain staff
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trust. They accomplished this through regular and consistent communication
that was contextualized and clearly connected to key planning documents.
• Strategic planning invoked anxiety in a few distinct ways. Strategic planning was
a daunting task to undertake on top of running a library, especially for those
serving on the working committees. Even when consultants were brought in
to help, anxiety came into play when the consultants left, as was the case with
Miami. In several cases, large complex documents that overwhelmed staff were
produced as a result of strategic planning. The guiding coalition at the University
of Tennessee, Knoxville, made their document more accessible to busy staff by
distilling it into an executive summary.
• Library reorganizations tend to provoke anxiety among staff. While staff are often
excited about new leadership, a partial or complete overhaul of the organizational structure usually follows within the first year or two of the leaders’ arrival.
These change stories provide some strategies for leaders to keep in mind to help
staff cope with change related to reorganizations. Miami and UCLA used their
detailed strategic planning documents for guidance with their reorganization.
The leaders at Western Michigan University and the University of Texas at Arlington provided professional development and training to help staff adjust, while
the leadership at Miami provided training for middle managers. Advice garnered
from our change stores includes the need to set realistic timelines for staff to
adjust to their new responsibilities and the need to time large-scale changes to
the organizational structure for when employees are not immersed in intensive
work related to the day-to-day operations.

Staff Morale
• The staff morale at the University of Manitoba was particularly low due to staff
layoffs. Those who remained felt devalued by library administration and grieved
the loss of their colleagues. The leaders of this change initiative tackled this
problem by assigning staff more rewarding work, which also helped address
perceptions of inequities among employee groups.
• The staff at Wesleyan dealt with a wide range of emotional responses to unrelenting disruption in their organization. In addition to needing to prove their
value to university administration, they also had to contend with the unexpected
departure of a long-term leader and then the grief of the sudden death of her
replacement. The interim university librarian approached this delicate situation
by engaging the staff with projects that needed to be tackled and enlisting them
to help her move their organization forward.

Buy-in
• Though resistance to change was mentioned several times, most institutions
reported only small pockets of resistance rather than large-scale, all-encompassing resistance to change.
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• The team at Vanderbilt enhanced the internal communication system by making
it simple and easy to use. They also encouraged staff to use the new system and
trusted them to do so in a professional manner.
• Getting staff to buy in to change initiatives can be problematic when middle
management is not part of the implementation process. Admittedly, this was the
case at the University of Tennessee, Knoxville, where the team lacked middle
management representation from the outset.
• The institutional repository (IR) team at the Stephen F. Austin State University
realized that an effective way to engage faculty with the IR came when they
stopped asking faculty to deposit their scholarship and started involving faculty
in shaping the IR. They also used the IR to solve a campus problem with their
electronic theses and dissertation project.

Burnout
• Change efforts are time-consuming, and it was acknowledged on more than
one occasion that employees have their regular work to do on top of committee
assignments related to change efforts. The authors at Montana State University
recommend providing committee members some type of relief from other duties
during the change process.
• The merging of websites at the end of a larger centralization initiative at the
University of Alabama at Birmingham also came at a time of great change.
To make matters even more challenging, several technological changes were
bundled together with an extremely ambitious timeline. To help with this, the
decision was made to outsource control of the website to the campus web design
department. Though the library was able to provide input on the new design, it
did lose control of its website design and maintenance, a solution that was met
with resistance from some staff and relief from others.

Frustration
• The two middle managers who stepped up to lead change at the University of
Manitoba expressed frustration with the lag time it took for them to get answers
from their library administration when they suggested next steps. In this particular situation, it would have been ideal for the middle managers to have more
autonomy to act, but this may not have been possible. This does, however, suggest
the need for timely decision-making from the highest levels of library administration when staff anxiety levels are so high.
• The director of strategy and planning at West Virginia University expressed frustration over missing an important deadline related to her IMLS grant because an
office she had to rely on to complete a promotional video failed to meet a deadline. In the end, this created more work for her since she had to apply for a grant
extension. This raises the issue of the frustrations that come with libraries initiating new roles on campus. Change champions at Earlham and at West Virginia
University had to secure seed money for their programs while simultaneously
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using their short-term wins to promote their programs in the hopes of securing
additional and permanent funding sources.
• Interdepartmental communication about digital scholarship workflow was particularly problematic at the University of Virginia. This situation was resolved with
the recommendation to hire a person to oversee the newly designed workflow.

Reluctance
• Librarians at the University of Manitoba were reluctant to shift some of their
responsibilities to staff even though this was designed to free up some of their
time to make room for different work. Such was also the case at Florida State
University. The concern among librarians at the University of Manitoba was the
fear that they too would be vulnerable to layoffs. For the librarians at Florida
State University, the concern was uncertainty about how to fill their vacated time
due to ill-defined expectations of what they should do next. In both instances,
librarians were able to experiment with new ways of approaching their work and
reported better work-life balance after implementing the change.
• Change in decision-making from hierarchical to user-informed at Northern
Arizona University was a big culture shift and was met with reluctance among
staff. Increased comfort with this new approach came after the UX team was
able to make a few changes to the website and prove that the method of involving users in decision-making worked. In fact, the staff grew to appreciate this
new approach because changes were made quickly, departmental silos began
to dissolve, and the user became central to their work. Librarians at Rice also
gained confidence in their customer-service training program after piloting it
with the leadership team first.
• To make changes at the University of Maryland, the team used a consensus-building decision-making process and involved everyone in the newly centralized
Research and Learning (R&L) department. New initiatives were presented at
the R&L heads meetings, vetted by all units within the department, and then
presented at open forums.
• The passage of time can work for or against the emotional response of reluctance
to change. Resistance to change set in slightly at Miami during periods of waiting
to hire staff, whereas staff had time to adjust to the idea of change with lulls in
action at Wesleyan.
The authors of these change stories did not provide any evidence of middle management undermining change in libraries, which, according to Kotter, is possible.18 In fact,
middle managers were seen as extremely important to the implementation process.

Stage 6: Generating Short-Term Wins
Kotter explains that short-term wins need to be evident within the first six months of
the change initiative in order to hold the attention of employees in the organization.19
Timing matters, and so does the quality of the “win.” These accomplishments need to
be unambiguous, highly visible to those who work in the organization, and directly
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related to the change at hand. These changes don’t need to be major, but they need to
demonstrate momentum forward.20

Examples of Short-term Wins
Strategic Planning
• Merged service points (Miami, Florida State University)
• Adjusted department structures and created a new middle management position
(Miami)
• Made small fixes to the organizational structure to improve functions such as
collection development (Miami)
• Created new committee structures (Montana State University)
• Increased financial resources (Montana State University)
• Defined projects with action steps (Wesleyan)
• Created an accessible dashboard where staff can self-report their accomplishments (University of Tennessee, Knoxville)

Reorganization
• Switched to a new organizational structure (Miami)
• Hired and onboarded new employees (Western Michigan University)
• Renovated staff spaces and collocated employees in newly formed units (Western
Michigan University)
• Conducted team- and community-building activities with staff (UCLA, University of Texas at Arlington)
• Generated new ideas around new vision (University of Texas at Arlington)
• Merged and eliminated some functions (University of Texas at Arlington)

Culture Change
• Changed position descriptions (University of Manitoba)
• Adjusted position descriptions, which resulted in better work-life balance
(University of Manitoba, Florida State University)
• Piloted and adjusted the project before presenting it to the staff (Rice)
• Conducted user testing to better understand user needs and habits (Northern
Arizona University)

Technological Change
• Increased faculty participation and submissions to the IR (Stephen F. Austin
State University)
• Reduced workload thanks to outsourcing web redesign and maintenance
(University of Alabama at Birmingham)
• Improved tracking of digital projects through the use of project management
software (University of Virginia)
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• Responded to staff requests for improvements to its communication system
which demonstrated engagement (Vanderbilt)

New Roles
• Generated program growth, which garnered more funding (Earlham, West
Virginia University)
• Created new internships (University of Florida)
• Phased in changes to the liaison program in order to incrementally change
behaviors (University of Maryland)
• Redefined work of librarians and modernized teaching spaces (University of
Maryland)
• Built new relationships with others on campus (Earlham, University of Florida,
University of Maryland, West Virginia University)

Stage 7: Consolidating Gains and Producing More
Change
At this stage in Kotter’s change model, the guiding coalition assesses the smaller wins and
continues the momentum of change by identifying larger scale changes that need to be
made and by determining who else is needed in the organization to make this happen.21
Does someone need to be promoted, hired, or urged to move on? The importance of
maintaining a sense of urgency for change is stressed at this stage, and project management is emphasized and shared among middle management. Kotter also stresses the
importance of examining what he calls interdependencies.22 A good example of this in
the academic library setting might be a call to question why certain data is being tracked
if no one is using it or how a processing workflow could be streamlined.

Examples of Ways to Increase Momentum
Strategic Planning
• Created a permanent team to monitor progress toward achieving strategic plan
(Montana State University)
• Hired and onboarded new employees (Miami)
• Completed a self-study and a strategic plan (Wesleyan)
• Motivated staff through recognitions, celebrations, and awards (University of
Tennessee, Knoxville)

Reorganization
• Rewarded early adopters (Miami)
• Celebrated successes with staff (Western Michigan University)
• Formed a new leadership council and provided leadership development (Western Michigan University)
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• Generated flourishing collaboration and communication between departments,
eroding silos and changing the culture to one of idea sharing (UCLA)
• Created several new experiential learning initiatives for users, such as a makerspace; developed programs to boost the morale of staff; and hired an associate
university librarian (University of Texas at Arlington)
• Created a new library administration position (University of Texas at Arlington)

Culture Change
• Moved away from traditional tasks to concentrate on progress toward new initiatives (University of Manitoba, Florida State University)
• Increased collaborations with others outside the library (Florida State University)
• Gathered more feedback from users (Northern Arizona University)
• Further subdivided and deepened work of guiding coalition (Northern Arizona
University)
• Started to see evidence that culture changes were taking root (Rice, Northern
Arizona University, University of Manitoba, Florida State University)

Technological Change
• Sparked creative uses of IR with faculty, which diversified and broadened content
in the IR (Stephen F. Austin State University)
• Merged catalogs and Springshare products and created a unified database list
while webpages were being redesigned (University of Alabama at Birmingham)
• Tested new workflow with two digitization projects (University of Virginia)
• Generated active use of enhanced communication system by employees
(Vanderbilt)

New Roles
• Generated continual review of curriculum (Earlham)
• Championed new initiative and enlisted help from librarians to make the
program a permanent part of embedded library outreach efforts (West Virginia
University)
• Enhanced the application process for internships and added additional CV-worthy experiences for grad students (University of Florida)
• Embedded librarians in departments and the library viewed by students and
faculty as the place to go for research assistance (University of Maryland)

III. Grounding Phase
Stage 8: Anchoring New Approaches in the Culture

Because Kotter’s process follows a particular sequence,23 he reinforces the importance
of the final stage.24 His rationale is that altering a culture involves changes in human
behavior, which takes time. Employees within an organization need to see that the
changes are superior to the old ways of getting work done, but he also explains that it is
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important for leaders to frequently remind employees of these changes and to articulate
what these changes are in order to actually alter the culture.25 In most of our stories, the
culture described at this stage was different from the one described at the beginning of
the change story.
Kotter also underlines the necessity of making staffing changes if there are continued
and persistent barriers to change that negatively influence the transformed culture.26
Though staff were reassigned duties or moved to a different part of the organization
among our change stories, mostly due to intentional reorganization, not much evidence
exists to suggest that employees were actually removed. This may indeed occur in
some academic library settings. However, the presence of tenure, unions, and an overall culture of employee evaluation and continual improvement through professional
development make this less likely to happen in academic libraries than in a corporate
setting. Many institutions of higher education have human resource departments that
will work with managers and leaders to develop performance plans that give employees
opportunities to address issues.

Analysis and Conclusions
Readers will find a number of tips in the synthesis chapters written by the editors and
placed at the end of each category of change in this book. These suggestions are mostly
specific to a certain type of change and are best contextualized within their respective
categories.
The editors opened this book with references to two important pieces in the literature: the Dempsey and Malpas article about the future of academic libraries and
ACRL’s “2018 Top Trends in Academic Libraries.”27 Together, these documents suggest
that academic libraries are at a pivotal moment as they make a critical and transformative change from traditional collections-based libraries to service-based models driven
by the user experience. When constructing this book, the editors selected the change
stories long before writing the introductory chapter. They did not intentionally seek
stories that perfectly align with this hopeful picture of the future of academic libraries,
yet by chance, that happened. The change described in the twenty stories in this book
demonstrates that library leadership is, indeed, actively putting library users at the
forefront of their change efforts and aligning user input with library expertise to create
vibrant library services, programs, and spaces. It is also worth noting that the editors
turned away more than 100 other chapter proposals, many of which put the users in
the driver’s seat of change.
Collectively, these stories have several implications for libraries. The editors made
the intentional decision to include as many stories as possible in the hopes that they
would uncover stages in the Kotter model where more research was needed or where
library leaders and managers would benefit from professional development. Following
are a few of their observations:
• More research and professional development are needed to explore ways to lead
the process of creating the vision and strategy for change. The editors wanted
more details in some areas of the change stories, but this was particularly true of
Stage 3, where authors were asked to talk about creating the vision and strategy
for change. There were a few reasons why providing more in-depth details was
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not feasible. Authors had to tell their story in a concise manner with a word
limit as a constraint. In some cases, institutions worked with consultants at this
stage and may have been reluctant to go into too much detail over concern
about infringing upon the consultants’ process. A qualitative study with in-depth
interviews of library leaders on this important stage in the change process is
recommended.
• Stage 5 is another section where the editors had lingering questions. This is in
no way a criticism of contributing authors’ change stories. How library leaders navigate barriers to change is a loaded topic and not one that leaders feel
particularly comfortable writing about when the names of their institutions
and employees are exposed. A research design where responses are anonymized
would likely elicit more information about and strategies for addressing the
human and emotional response to change, such as resistance to change, anger,
fear, and anxiety.
• Finally, as the work of libraries grows more complex, librarians may need additional skill sets in order to do their jobs. Some of the contributing authors
expressed the need to know more about project management, UX principles,
Design Thinking, setting measurable and realistic program or project goals,
conducting usability testing for web design, and mapping complex workflows.
This list calls upon expertise in other fields. Some libraries are addressing this
by hiring this type of talent and foregoing the traditional credentialing of the
MLS. Other libraries look for consultants when they need expertise for a shortterm project or support staff participation in the many excellent professional
development opportunities offered online. A growing need for different skill sets
warrants a careful look at the MLS curriculum and the professional development
landscape to equip leaders and librarians with the skills needed to keep up with
the quick pace of change.

Use of the Kotter Framework
Kotter’s eight-stage model is a more complex change model when compared to some.28
It is an excellent tool to use for analysis of change in academic library settings for a variety of reasons. The eight stages provided a common language for authors to talk about
change; it also provided a consistent way to examine twenty change stories in order to
identify patterns of best practices and areas for consideration. A helpful observation
about using this framework came from Carroll Wetzel Wilkinson from West Virginia
University in chapter 19:
Using Kotter’s eight stages of leading change as an analytical tool has
made it possible to see that the change initiative at WVUL [West Virginia
University Libraries] to create a sustainable and permanent WVUL_VOP
[Veterans Outreach Program] is on its way toward real success.
The twenty change stories in this book, in addition to the growing body of related
articles in the professional journal literature, suggest that Kotter’s model does indeed
help academic librarians grapple with organizational change. This final analysis across
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all of the change stories provides an opportunity to share the collective experience using
the model as a means to examine change.
Organizational change is messy, complex, and unpredictable. The temptation when
using a multistep model is to come to believe the illusion that change is tidy and orderly
and that the model will have all the answers. Several authors pointed out that the change
process at their institutions was not as linear as Kotter’s model would suggest and that
their change experience did not follow the eight stages in order. In some instances,
the stages at their institutions occurred simultaneously or out of order. Though Kotter
suggests that the eight stages occur sequentially and typically in the order of his eight
stages, he does acknowledge that multiple stages may occur simultaneously. He warns
that “skipping even a single step or getting too far ahead without a solid base almost
always creates problems.”29 Some authors also pointed out that Kotter does not go into
detail at Stage 2 on ways to handle the need for multiple guiding coalitions throughout
the change process. However, the most significant shortcoming of using any organizational change model is its inability to help leaders contend with the emotional and
human response to change. Diane Klare and Melissa Behney from Wesleyan University
summarize it well in chapter 4:
Library organizations are extremely complex and subject to completely
unforeseen forces (e.g., a leader’s death). Despite Kotter’s framework,
bringing about change can be difficult to institute within a precise
and logically laid-out model. Humans are complex creatures, and that
complexity is evidenced daily as an organization evolves and confronts
both planned and unexpected changes.
Kotter’s model also does not explicitly include assessment or evaluation of the overall change efforts. He mentions it in Stage 7, but this is in relation to small changes and
not to the overall efforts. Libraries typically assess their work, but since the model did
not explicitly trigger this analysis and the editors did not add it as an extra prompt,
this information was not consistently provided across our change stories. Systems such
as the Balanced Scorecard include measurement of success metrics, but the authors
were not asked to include these. Readers may consult Appendix B: Information about
the ACRL Monograph Project should they want more detailed information about the
parameters of the stories.
Together, these disclaimers suggest that the use of and reliance upon a single model,
whether for analysis or active use in the change process, is not enough. The Kotter model
has been actively used since the early 1990s and remains relevant all these years later.
Academic library leaders can safely rely upon it as a reputable and primary framework
to facilitate change, but additional expertise and resources will be needed, particularly
when it comes to influencing human behavior.
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