Merging Libraries and Computing

Merging Libraries and Computing Centers in Taiwan:

Factors Affecting Decision-making

Chiou-shu Justina Hwang

Emporia, Kansas

May 2006

A Dissertation

Presented to

EMPORIA STATE UNIVERSITY

In Partial Fulfillment

- Of the Requirements for the Degree

Doctor of Philosophy

The School of Library and Information Management

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



Merging Libraries and Computing

AN ABSTRACT OF THE DISSERTATION DEGREE DOCTOR OF PHILOSOPHY .
IN THE SCHOOL OF LIBRARY AND INFORMATION MANAGEMENT

Chiou-shu Justina Hwang

(Name of Student)
presented on May 9. 2006
Title: Merging Libraries and Computing Centers in Taiwan: Factors Affectin
Decision-making
Abstract approved: Q M_S] .)A/v~——\
(Chair)

The research questions of this study are concerning the factors of
decision-making of merging libraries and computing centers in Taiwan. The
decision-makers on four campuses in Taiwan were interviewed by using the
multiple-case study approach. The answers, responses, and feedback from the
participants were compared, synthesized, and analyzed into the five categories of the
researcher’s theoretical framework, which combines the cognitive and psychological
elements of Simon’s bounded rational decision-making and Rogers’
innovation-decision process. The five categories of factors that act as helpful but not

restricting guides are: 1. factors of environment, 2. factors of decision-making units, 3.
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factors of decision-makers’ personality, 4. factors of innovation, and 5. factors of time.
The findings reveal that the mergers of libraries and computing centers on Taiwanese
campuses is an authoritative and necessitated decision and the decision-makers’
personality is a key factor which may be changed according to the school size and
budget resources. All of the decisions of merging libraries and computing centers of
schools are impacted by the factors of environment, decision-making unit, and time;
no matter if the school is public, private, large, or small. The results of this study
imply that Rogers’ five stages of innovation decision process are not proper to explain
Taiwanese mergers of libraries and computing centers and f:choes three limitations of
Simon’s bounded rational decision-making process. This study suggests Library and
Information Study to emphasize the importance of building a new legitimacy for
adding accountability and consistency in this new organizataion, offering The
International Federation of Library Associations and Institutions (IFLA) a cultural
undersantding regarding decision-making types in Taiwan, and improving curriculum

of the Library and Information Study for involving the fields of management and law.
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CHAPTER 1
INTRODUCTION

According to Shapiro and Long (1994), “If the library of the 21* century is to
be more than a warehouse of old books staffed by a cadre of reference librarians, user
services librarians must take the lead in forging new directions and new relationships
Wiﬂ:l colleagues on campus” (p. 290). They state further, “the transition will not be
smooth because there are enormous cultural differences and mistrust between library
and computing organizations that must be bridged”. The trend for academic libraries
and computing centers in Taiwan to merge seems to be a realization of this need to
forge new directions and develop new relationships so that libraries and computing
centers can offer better information service. The question that emerges in light of this
trend is how could the merging of fhese units occur? The two units have a lot in
commdn as they are both concerned with information tools and information itself.
At thbe same time, both units may be expected to have trepidations related to the
takeover of one by the other, replacement of and prioritizing of services, and
competition for legitimacy.

Hirshon’s 1998 study entitled Integrating Computing and Library Services
was the first substantive work on the phenomenon of merging libraries and computing

centers (hereafter referred to as ML.CC). Hirschon conducts a survey of various
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institutions and generally mapped answers to who, what, when, where, and why such
mergers and integration take place. He described an integrated organization as one in
which significant aspects of both the computing centers and the libraries report to the
same management level. The aim of his study is “to provide a summary of best
practices, pragmatism and local politics must always to be taken account” (p. 13). In
other words, he offers the practical strategies for making MLCC, but the factors of
making MLCC decision are not discussed.

In Taiwan, all of the colleges and universities are restricted by and guided by
the same higher educational policy, share the same budgetary resources, and are
located within the same social and economic environment. Therefore, they generally
operate in the same institutional “context”. However, every campus has a different
historical background, financial condition, personnel tradition, and organizational
culture. The MLCC study is an empirical inquiry that investigates a contemporary
phenomenon within its real-life context (Yin, 1994, p. 23). The MLCC is the
phenomenon, and the real-life context is the Taiwanese campus. In order to reveal the
factors of the decision-making process of MLCC, a multiple-case study approach
involving the decision-makers on four campuses in Taiwan will be used in this study.

Arrangement of the Study

There is no standard format for reporting qualitative research. Merriam (1998)
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said, “The contents of a case study report depend on the audience’s interest as well as
the investigator’s purpose in doing the reseafch in the first place” (p. 227). This study
presents the basic components of most qualitative reports which include three parts.
The first part discusses the nature of the problem investigated, the way in which the
investigation was conducted, and the findings that resulted. According to Merriam
(1998), this part usually “includes references to the literature, the theoretical
framework of the study, a problem statement, the purpose of the study and research
questions that guided the study” (p. 228). The researcher presents this part into three
chapters: introduction, literature review, and theoretical framework.

The second part is methodology which is arranged as the fourth chapter in this
study. The methodology includes how the sample was selected, how data were
collected and analyzed, and what measures were taken to ensure validity and
reliability. According to Merriam (1998), “In forms of qualitative research where
interviewing is the major or only source of data, a general description of the sample as
a whole is given in the methodology section™ (p. 228). Therefore, as well as
explaining the research design, a brief history of selected schools will be introduced in
this chapter.

The last part focuses on the outcome of the inquiry and what the researcher

learned and came to understand about the MLLCC. This is included in the fifth and
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sixth chapters, the fifth chapter being a description of the researcher’s findings and the
sixth chapter being the concluding chapter.

In analyzing and describing the findings, the researcher follows the most
common path in a qualitative report that the “findings are presented to organize them
according to the categories, themes, or theory derived from the data analysis”
(Merriam, 1998, p.229). Therefore, the chapter on the researcher’s findings begins
with a brief overview of the ﬁndipgs, followed by the presentation of individual
findings supported by quotes from the interviewees or references to documentary
evidence. The overview serves as a map so that the reader can follow the presentation.
In order to avoid the dilemma of how much concrete description to include and how
to integrate results so that the narrative remains interesting and informative, the
researcher accepts Erickson’s (1986) differentiation among particular description,
general description, and interpretive commentary. These three components are units in
the process of data analysis, and they also can become “basic elements of the written
report of the study” (p. 149). In other words, “the raw data are reported as particular
description, patterns discovered in the data are reported as general description, and
ever higher levels of abstraction become interpretive commentary” (p. 149). The raw

data and patterned data are presented in the fifth chapter. The higher levels of
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abstraction become interpretive commentary to make the connection between the
particular and general descriptions and are presented in the sixth chapter.

As to the placement of charts, tables, and figures, the researcher considers the
view of Miles and Huberman (1994) that the typical mode of displaying qualitative
research has been through words in a narrative text, and Merriam’s (1998) crisis,
“used by itself, narrative text is a weak and cumbersome form of display” (p. 231). As
a result this researcher believes that displaying qualitative data in the form of a chart,
matrix, table, or figure can be an aid in analyzing the findings. In order to save
readers’ time and help them to grasp complexities in the analysis quickly, the research
displays the charts, matrix, tables, or figures within relative paragraphs. In other
words, the researcher does not prepare a separated section to display those charts,
matrix, tables, or figures.

Audience

Since this study is going to reveal the factors of making the MLCC decision,
there are three groups who will be the main audience for this study: librarians,
information technology (IT) specialists, and campus administrators. This study will be
of benefit to librarianship and the future professionalism of library and information

study (LIS), the interaction between librarians and IT specialists, and will aid te
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improve the inter-communication between librarians, IT specialists, and campus
decision-makers who are also administrators.
Focus

There are three reasons to investigate the topic. The first reason is to provide
beneficial information to the leaders of the merging units. Because there are two
different organizational cultures that are affected by the merger (i.e., the academic
library culture and the computing center culture), understanding the decision-making
process of Taiwanese campus administrators for merging academic libraries and
computing centers can provide leaders §vith organizational foresight and vision, and
therefore produce a congruous workplace.

Concern with the incongruent voices from both librarians and information
technology (IT) specialists of both institutions that have merged units and institutions
that have non-merged units (Yang, 2004) is another reason to investigate this topic.
Many opposing questions arise when the two units are merged into one. For example,
Hirshon (1998) asked if the new unit be designed as discipline-based or client-based?
Should it be centrally-based or distributed? Hierarchical or matrix style?
Evolution-based or revolution-based? (pp. 20-21). It is safe to assume that the
different units of an institution consider themselves to be culturally and fundamentally

different from each other. The decision to merge one unit with another will have an
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impact on the day-to-day operation and work-life of both. Thus, there are many
challenges in the MLCC, such as re-defining the professional roles for the librarians
and information technical IT specialists, re-allocating the existing personnel, and
re-conceptualizing the organizational culture (Fulton, 2001). It is not difficult to
speculate on the incongruent voices that are heard after merging. The incongruent
voices may have an impact on the efficiency of the new unit. Therefore, the purpose
of this study is to explore the decision-making process of merging libraries and
computing centers, which may offer a solution or suggestion to lessen the incongruent
voices.

The final reason for the interest in this topic is that this type of merger is
becoming more popular in colleges in Taiwan (see Figure 1). Liao (1996), Hsueh
(1997), Ting (1997), Lian (1997), and Yang (2004) discuss such issues as library
re-engineering, role definitions of computing centers, relationships between the two
organizations, and internal management after merging. However, there a dearth of
literature that discusses the decision-making process of MLCC in the Taiwanese
academic epvironment. Since there are many issues involved in the MLCC, the library
professional would not be out of line to question why and how the campus
administrator decided to merge the two departments, and what factors were

considered to make the MLCC.
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Rate of MLCC on Taiwanese Campuses

Figure 1. MLCC is getting more popular in Taiwan.

Raeof MLCC

Accumuldion of Schools

1997 1998 1999 2000 2001 2002 2003 2004 2005
Year

Libraries and Computing Centers in Taiwan

Academic computing centers and libraries evolved from radically different
cultures at different periods of history. Academic library history is as long as
university history and the library has been seen as the heart of the university. The
academic library has well established standards, philosophies, procedures, and
connections with the book trade. In contrast to library history, the age of the academic

computing centers is roughly 40 years old. Their history started around the late 1960s
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when academic libraries began to apply computer technology to their operations
(Hardesty, 1997).

In Taiwan, librarianship emerged as a profession in the middle of the 1960s.
The Library Association of Republic of China was organized in 1925 and the first
school of librarianship was established at National Taiwan University in 1960.
Centralized computing services on campuses, on the other hand, are a relatively new
phenomenon, appearing around the late 1970s. Although several professional
associations have emerged, unlike librarianship, the field is not degree-bound. The
candidates for positions in computing centers tend to be evaluated more on their
competencies than on the field in which the degree has been attained (Hsueh, 1997).

The missions of the two units are unique and somewhat contradictory in nature.
According to Hsueh ( 1997, pp. 5-6), the missions of university libraries in Taiwan_
include offering a friendly environment to users, collecting and classifying files and
information, and using a standard catalogue and searcﬁ skills. They are both
client-oriented and research-oriented. The mission of computing centers is academic
and administrative. The information technology (IT) specialists who work in the
computing centers take care of computing hardware and software. They provide and
maintain networking to enhance electronic information used by students, faculty, and

staff for instructional and research purposes (Hsueh, 1997; Liao, 1996). Additionally,
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they enhance institutional record-ke;eping of administrative departments in the higher
education system, such as admission offices, development offices, and registrar’s
offices.

In Taiwan, according to “The Decree of Establishment and Management of the
University (DEMU)” (Retrieved from Chinese website
http://host.cc.ntu.edu.tw/sec/lawindex.htm), a library must be established on every
campus, but the computing center is not necessary. The DEMU is a standard for all of
the colleges and university to manage their staff, academic departments, and
administrative units. According to the DEMU, every campus has the library, but not
every campus has the computing center. Therefore, the librarians have a more lawful
and orthodox status in the academic environment than computing center specialists.
The librarians also have more permanent positions than the IT specialists.
Furthermore, the director of the library is on the same administrative level with the
Dean of academic affairs and the Dean of student affairs; whereas the director of

computing centers is not. As a result, the two units are not parallel (see Table 1).
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Table 1

The Status of Librarians and IT specialists on Taiwanese Campuses

Libranians IT Specialists
Legal Status Essentral umt Dependent unit
Organizational Hierarchy Satus Highest unit Second-layered unit
Personnel National examination and LIS degree required | IT background and expenence required
Establishment Law Must followthe " DEMUL” Depends on individua campus
Characteristics Unique and academic value Mostly Administrative value
Director Requirement Farulty who 15 assigned by the presi dent Hired from related professionds
Mission Satement Proclamation on the “DEMUL” No formal proclamation
Salory Higher Lower
Position Status Tenure By yeady contract

Note. Translated by the researcher from “An Investigation into the Issue of the
Merging or Dividing of Library and Computer Center in Universities” by Liao,
Yu-sheng. (1996), Bulletin of the Library Association of China, 56, p. 5.

Hsueh (1997) says that three categories can be used to compare the differences
between library/librarians and computing center/IT specia]iéts: the staff, the budget
and the work ethic (pp. 7-8). The background of most librarians is in library and
information science or LIS, whereas the background of most IT specialists is in
computer sciences or other related fields. The librarians are hired and paid as
government agents with tenure status, but the IT specialists are hired and paidv as
technicians without tenure status. Furthermore, the numbers of staff in libraries are
higher than the staff in computing centers. The budget of the library includes the

salary of the staff, the purchasing fees of equipment, and other resources. In most
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universities of Taiwan, the library always has a higher budget than the computing
center dues to the larger staff who earn a higher salary. Regarding the difference in
work ethic, the professional attitude of library/librarians is service-oriented, whereas
the professional attitude of combputing center/IT specialists is technical-oriented.
Both the librarians with tenure status and IT specialists are not faculty in
Taiwan, which differs from the United States. But, on public campuses, the librarians
have tenure status. In general, there are significant cultural differences that exist
between the two professional environments. Academic librarianship is defined by
stability, conservatism, and resistance to change and its administratiye structure
characterized by hierarchy, authority, and bureaucracy. According to Pitter and Oberg
(1994, The Past as Prelude section, §3), “the individuals attracted to librarianship, by
and large, have been motivated by altruism and a desire to improve society”. On other
hand, the IT specialists of computing centers have been defined from their inception
by flexibility, innovation, and responsiveness to change. Like Pitter and Oberg (1994,
The Past as Prelude section, §4) mention, “computing has attracted entrepreneurial
individuals who demand flexibility in their work schedules and exercise a
considerable degree of independence in their functioning”. To sum up, the values of
librarianship may appear to be an orientation to service, group-oriented work, a high

value and use of training and standardization; whereas the values of IT professionals
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may appear to be an orientation to technology, and be more independent, aggressive,
and decisive.
Statement of Research Problem

From the trend of merging libraries and computing centers on Taiwanese
campuses (see Figure 1), there is no way to avoid the need to discuss the joining of
the library and the computing center. Although the MLCC is a decision and
decision-making is typically described as choosing among alternatives, this view is
overly simplistic. Decision-making is a process rather than the simple act of choosing
among alternatives. There are many philosophic elements involved. It is no wonder
that Molholt (1985) comments in detail about the merging paths of libraries and
computing centers, and observed that decision-makers faced two problems with the
merger for which they were ill-determined and ill-equipped: “first, misunderstanding
the needs and habits of information seekers; second, misunderstanding the nature of
information itself”’ (pp. 287-288). -

The reasons for MLCC are many and have been elaborated upon by authors
such as West and Katz (1990), Battin (1984), and Jones (1995). Some of them
consider personnel cost savings as a reason to converge, but this is usually not the
case in reality. Hardesty (1998) asked, “How can you save money by combining the

old bottomless pit [the library] with the new black hole [the computing center]?”
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(p-40). Some authors described another reason for merging academic libraries and
computing centers as that it is then clear to the end users where to go for service and
the institution saves by reducing redundant staff time and access points. However,
there are so many similar units on campus for using computing and information
systems to serve the end users, why only choosing to combine libraries and computing
centers to reflect this trend?
Based on those concerns, this study has one primary research question and
three sub-questions. The primary question is:
RQ: What factors affect the decision-making process regarding the merger
of libraries and computing centers on Taiwanese campuses?
The three sub-questions are:
SQ1: Where does the idea for merging originate?
SQ2: Why is the decision necessary?
SQ3: How is the decision-making process conducted?
Purpose and Contribution to Library and Information Study (LIS)
The decision-making process is generally applied to task management rather
than library organizational change. The MLCC is an administrative decision of
organizational management which involves libraries and computing centers, and the

MLCQC issue relates to organizational environments, modes of decision-making, uses
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of information, and performance. The purpose of this research is to understand the
decision-making process of Taiwanese campus administrators during the merging of
academic libraries and computing centers.

This study deliberates on the case of MLCC by examining the factors of
decision-making. There are many case studies in LIS which focus on professionalism
(Alemna, 1995), librarians’ attitudes (Chen, 1995), library and information services
(Cheunwattana, 1998), and library and information education (Tran & Gorman, 1999).
However, few of them focus on the decision making process of organizational

management.

Since the1980s, most of the attention that has been paid to the issue of MLCC
in LIS is on organizational structure and control, funding sources and implications of
the organizational benefits (Van Horn, 1995; Neff, 1985; Hughes, 1990; Flowers &
Martin, 1994; Weber, 1988; Waters, 1990); however, according to Edem and Lawal
(1997, p. 53), the most typical applications of decision-making process in LIS are:
personnel management, acquisition, storage and circuiation of information materials,
information retrieval activities, performance/service evaluation/measure, and goal
setting.

Most discussions of decision-making in LIS are related to the information

retrieval system and information need, and the decision-making process is seldom
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applied to library organizational management. There is very little literature that
mentions both the issue of MLCC and the issue of decision-making in LIS.

The assumption of this study is that every single campus has a particular
history, background, financial condition, personnel tradition, and culture; therefore,
the decision made by the administrators will likely involve the entire context. A great
deal of literature has demonstrated a variety of reasons for merging academic libraries
and computing centers, however, different administrators in different institutions may
have unique considerations for making the decision of their own merger.

The researcher assumes that the MLCC is an innovation on Taiwanese
campuses, and thus creates a conceptual framework by combining Rogers’
innovation-decision model and Simon’s bounded rationality decision making model to
reveal the factors of how and why the administrators made the decision of MLCC.

It is expected that identifying the factors concerning the merging of the two
departments will offer two benefits. First, it benefits librarianship and the future
professionalism of LIS. The findings of this study can inform the design of future LIS
courses that will prepare LIS students to be leaders of the merger, and to handle the
inter-disciplinary organization. Although the librarians should cooperate with IT
specialists on campuses, they are quite different. The factors of the MLCC decision

may benefit librarianship not only to change long-term perceptions to fit the need of
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the inter /multi disciplinary environment, but also to re-orient professional identity,
eligibility, and prestige. Second, it benefits the interaction between the librarians and
IT specialists. Exploring the factors of the MLCC decision is also helpful in
improving the inter-communication between the librarians, the IT specialists, and the
campus decision-makers, then re-establishing the relationship with the
decision-makers and IT specialists.
Descriptions of Terms

Merger and MLCC

In business or economics, a merger is a combination of two companies into
one larger company. Most people in business enterprises refer to merging as “M & A”
(merger and acquisition), a concept or activity that involves marriages among
organizations in the same area of business. A merger can resemble a takeover, but the
rgsult is a new company name and a new branding; in some cases, terming the
combination a “merger” rather than an acquisition is done purely for political or
marketing reasons. According to Marks and Mirvis (1998), “the concept is alluring:
combine the strengths of two organizations to achieve strategic and financial
objectives that neither side can accomplish as easily or affordably on its own” (p. 3).

According to Battin (1984), the paths of libraries and computing centers in

terms of mission and function have been converging since the early 1980s.
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Information technology (IT) has a great impact after its application in libraries; not
only does it change the way they function, but also causes organizational
re-structuring. Therefore, in this study, the term “merger” means “bringing together at
least two organizations that had previously been separate” (Fulton, 2001, p. 14),
which in this case are the library and computing center on Taiwanese campuses. A
broad concept of merger is used in this study. It will refer to all the similar relations
between libraries and computing centers, such as collaboration, convergence, and
integration. In this study, the MLCC means a formal re-organization and under one
leader.

Based on the researcher’s investigation, there were 26 MLCC in Taiwan from
1997 to 2005 (refer to the Figure 1). According to Yang (2004), this was partly as a
result of a consensus reached in the 1995 Directors’ Meeting of University Computing
Centers. In this meeting, they discussed the issues of downsizing of staff, change of
structure, and system reform on campuses. Yang (2004) finds that these MLCC have
some things in common, such as diverse academic background of the staff, limited
working experiences, and more flexible names and strﬁctures of the organization.
According to her investigation, after merging, the IT director usually takes over the
leadership, and the library leaders disappear are fired, or just remain as teachers:

...however, the internal operation procedures and assignment of work are usually
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not thoroughly re-organized and adjusted before merging. Generally speaking,
the middle managers involved do not see the merger as successful as the
decision-makers do. In communication and negotiation, the relationships among
staff of the two units are fairly well, but the understanding of each side’s
professionals does not show much improvement (p. 30-32).

Yang’s thesis was published in 2004; therefore, her investigation may present the

current situation of the MLCC in Taiwan.

MLCC and Decisions

When a corporation or firm recognizes the need to improve its “ability to deal
with changing realities in its business setting and achieve a more effective deployment
of key management talent” (Allen, 1979, p. 641) it may announce decisions to change
significantly the way in which it is organized. This is called reorganization and is a
similar notion to the merging of libraries and computing centers considered in this
study.

Indeed, reorganization, just like MLCC, is a complex phenomenon with
potentially devastating consequences, and it will seriously damage campuses if not
performed and implemented correctly. Some of the consequences of reorganization
“include such issues as downsizing, de-layering and the introduction of new plant and

/or technology, reason for changes, and who decided to introduce the changes”
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(Savery & Luks, 2000, p. 1). The serious consequence of MLCC decision makes this
study important and meaningful. Besides, “the execution and refinement of a
reorganization is expensive and time consuming and usually involves fundamental
changes in role requirements, power positions, and career status of the whole
corporation” (Savery & Luks, 2000, p. 1). The process involved in deciding to
reorganize is important to understand. The characteristics, beliefs, and strategies of
decision-makers and decision-making units should be considered as important as
contextual factors in determining re-organization or MLCC choices. Therefore,
MLCC is a choice that involves understanding the situations common td
administrators, the information which is used to inform the decision and the
decision-making processes itself.

The literature that is available on the topics of MLCC, decision-making, and
innovation in both the library and computing fields is limited in America and in
Taiwan. Naturally, the researcher has borrowed from the subfield of “decision studies”
out of the organization theory and bu-siness management fields, where a number of
models of decision making have been proposed. Of course, none of them provides a
specific framework for understanding the decision-making of MLCC on campuses.
Most of the issues related to the MLCC are the organizational environment/structure,

modes of decision making, and uses of information to form the decision.
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Decision-makers and Culture

According to Robbins and Decenzo (2003), decision-makers are “ones who
can identify critical problems, assimilate the appropriate data, make sense of the
information, and choose the best course of action to take for resolving the problem”
(p. 12). These are the people with the highest position and most responsibility in the
institution. In Taiwan, the decision-makers on campuses may be the board chairman,
the president, the vice-president of academic affairs, the vice-president of
administrative affairs, and sometimes the academic deans, depending on the
institution, which may vary from campus to campus.

As cultural background is an important element in the decision-making
process, it is necessary to offer a brief understanding of Taiwanese culture. Cultural
differences may affect the ways in which individuals interact and the ways in which
they make decisions. Different countries produce their own cultures based on
distinctive beliefs and practices. The administrative culture could be viewed as a kind
of culture and is a common attitﬁde of public officials. These differences of
administrative cultures may include world view, family boundaries, quality of life,
importance of religion, meaning of work, meaning of education, belief in change, and
decision-making style. Hall (1990) claims “culture is man’s medium: there is not one

aspect of human life that is not touched and altered by culture” (p. 19). That idea is
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similar to Simon’s (1976) claim, that decision-making “takes place in an environment
of givens” (p. 79). Within the limits set by these givens, certain stimuli and certain
items of information will impact or impinge upon the decisions of organizations or
individuals.

Taiwan was colonized for fifty years by Japan, and has been its geographical
neighbor for thousands of years. The Taiwanese culture is very similar to Japanese
culture. Therefore, it is helpful to apply Hall’s (1990) concept which explains
Japanese culture to understand Taiwanese culture. According to Hall (1990), the
Japanese culture is a high-context culture. The high-context cultures are those that
“call for considerable programming of individuals to each other” (p. 53). Deep

' involvement is one the characteristics of high-context cultured societies, where “there
is a deep need to be close, and it is only when they are close that they are
comfortable” (p. 66). He further explains: “in high-context cultures, syncing is very
noticeable. It functions on a high level of awareness, and is consciously valued”

(p. 79). That means, in high-context cultural societies. People will feel unsafe if they
are different from others. Hall also explains that the Japanese are pulled in two
directions: “The first is a very high-context, deeply involved, enveloping intimacy
that begins at home in childhood but is extended far beyond the home. There is a deep

need to be close, and it is only when they are close that they are comfortable. The
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other pole is as far away as one can get. In public and during ceremonial occasions,
there is great emphasis on self-control, distance, and high inner feelings”( pp. 66-67).
In light of the above explanation and being a Taiwanese, the researcher can
understand that there is not conflict between the two poles. Since Taiwanese culture is
similar to a high-context culture, it is reasonable to understand that the
decision-makers of MLCC on Taiwanese campuses may consider following the other
campuses’ merger decisions and may also keep a distance away from the related
employees who are librarians and information technology (IT) specialists, because it
is not proper to show the;r inner feelings in public occasions. In other words, the
Taiwanese decision-makers tend to keep a distance from the staff (such as librarians
and IT specialists); however, they tend to keep a close relationship with their peers
(such as the presidents of other campuses). Therefore, it is possible that some of their
decisions are impacted by the suggestions of their peers but without asking or
consulting with their staff,

The above brief introduction of Taiwanese culture offers the readers a basic

understanding that decision-making process of MLCC in Taiwan may differ from the

decision-making process in United States or other Western countries.
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CHAPTER 2
LITERATURE REVIEW
Relationship of Libraries and Computing Centers

Libraries and computing centers share primary responsibility for the
dissemination of information on our campuses today. Just like Dougherty (1987)
states, “libraries and computing centers could operate virtually independently without
fear of disturbing each other” (p. 293). Thus when these two disparate units are
merged, they are not prepared for their charge and they often co-exist in uneasy
juxtaposition. Librarianship traces its history back to the paper-intensive nineteenth
century; while computing centers evolved comparatively recently from a
computational background in mathematics and engineering. Neff (1985) sees the
commonalities for bringing the two units together: the library is a repository and
acquires and borrows the packaged information, and the computing center stores,
retrieves, inputs, and distributes the digital information. In one form of service or
another, storage, retrieval, input, and output of information are common to both. Creth
(1993) states:

They also have the most to lose. In order to be leaders—and not

losers—librarians and computer professionals will have to be willing to make

fundamental changes in all aspects of their roles and responsibilities, skills and
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knowledge, working relationships and organizational cultures (p. 113).
However, according to Martin (1992):

The library is a repository of packaged information and computer center stores
and retrieves information; the library lends information and the center displays it; the
library acquires and borrows information and the center inputs informatiop. In dne
form of service or another, storage, retrieval, input and output of information are
common to both (p. 77).

Whatever their respective missions were in the past, the roles of the two units
are changing. According to the analysis of Pitter and Oberg (1994, 92):

The computing center has ceased being merely a place where one manipulates
large sets of data and prints reports. Increasingly, it is charged with providing and
managing access to networked information resources. The library, in turn, has ceased
being merely a warehouse that stores and circulates the printed records of scholarship.

Indeed, today librarians select, classify, and organize information from all
sources in all formats, actively integrating electronic and print resources.

The Phenomenon: Merger of Libraries and Computing Centers
Origin of the Merger and MLCC
Most people in business enterprises may call merger as “M & A” (merger and

acquisition), which is a concept or activity that involves organizational marriages
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between organizations in the same area of business. The merger of academic libraries
and computing centers is not new. The reasons for merging companies may partly
differ from the reasons of merging libraries computing centers; however, there is no
reason for the LIS to ighore the trend of M & A. According to Marks and Mirvis
(1998), there are five distinct waves of merger and acquisition that took place in the
United States of America.

Beginning in the 1890s, the first wave witnessed thousands of horizontal
mergers, which brought together companies in the same industry. Small and
medium-sized companies combined to form such giants as United States Steel and
General Electric. A second wave of buying and selling surged from 1925 through to
the 1950s. Vertical combinations mostly happened during this wave, in which a buyer
acquired a major supplier or customer. The strong postwar economy of the mid-1950s
led large corporations to seek a new avenue of growth. With regulation and
enforcement inhibiting deals within industries, motivation and money were redirgcted
towards diversification. Conglomerate mergers defined the third merger wave which
swelled in the 1960s with the rise of inflation and the preeminence of portfolio models
of corporate finance. The events were ushered in the fourth wave of combination
activities which were characterized by financially driven opportunistic deals during

the 1960s through the late 1980s. The mid-1990s have seen a merger wave of tsunami
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proportions crash ashore. During this wave, companies doing deals seek to do
business together rather than merely boost share prices or create a portfolio of assets
to reduce risk (p. 24-27).

It is not clear if the above merger waves had an impact on the merger of
academic libraries and computing centers. Furthermore, the literature does not
irrefutably prove that the notion of merging campus libraries and computing centers
came from the notion of industry mergers. However, a number of authors have
suggested that the idea of MLCC was influenced or inspired by the views from the
business literature.

In describing institutions in the early 1990s, Seiden and Kathman (2000) state,
“During this period, individual institutions began to look at and adopt business model
such as Total Quality Management (TQM)” (p. 9).While reorganization seemed to be
a fact of life in computing centers, many libraries also began to look at reengineering
streamline operations or absorb looses of positions.

Bunker and Horgan (1996) also suggest that the MLCC phenomenon may be
affected by some management theories which claim to have solutions to difficulties
facing organizations in the information age. “These include the learning organization,
the use of teams, Total Quality Management (TQM), and Business Process

reengineering (BPR)” (p. 1). Bunker and Horgan further suggest that while none of
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these theories is a panacea, “there are elements in each which can promote
collaboration between libraries and information technology organizations and can
foster their continued growth as learning organizations™ (p. 1).

This notion is very similar to the notion of Lian and Cheng. In Taiwan, Lian
and Cheng (1997) thought the MLCC was inspired by business’ reengineering,
organizatiopa] change (OC), Total Quality Management (TQM), and other related
management theories.

In America, according to Fulton (2001), “ once a decision has been made to
create an Information Services (IS) department, the actual restructuring is
accomplished through the leadership of an individual referred to as a Chief
Information Officer (CIO)” (p. 4), and then “the higher education transformational
changes mimicked and followed this business models”. She proposes that the MLCC
was inspired by the notion of CIO.

Historical Development of MLCC

Throughout history, the academic library has been seen as the heart of the
university and as a central component of a university. In contrast, academic
computing centers are fairly young components of universities. According to Fulton
(2001), academic computing centers have been around roughly 40 years, starting

around the late 1960s when academic libraries began to apply computer technology to
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their operations. Therefore, it is interesting to survey the historical development of the

merger of libraries and computing centers. Following is the synthesis from Hardesty

(1997), Hirshon (1998), and Fulton (2001).

1. 1980-1988 early years. Mostly focus on the similarities of missions, electronic
information provision, the proliferation of networks, and digitization of
information as likely trends to the merger of the two units.

2. 1988-1992: After several cases of merger, scholars and practitioners turn the
attention to the cultural differences of the two units.

3. 1992-1996: This was the merging momentum and the growth was now evident at
the smaller institutions (Hardesty, 1997). After the late-1990s, the trend of merger
began to take shape. This is a period of turnover point.

4. 1997-2000: University used cross-functional teams to redesign and implement a
truly merged organizational model; scholars (Hirshon, 1998) began to think of
merger as in the statement “changing the organizational structure involved many
logistical, political, emotional, and practical problems” (p. ix).

The MLCC history in Taiwan, compared to that on American campuses, is a
relatively short one. The starting point for the merging of academic libraries and
computing centers in Taiwan was in February 1997 at Fooyin University. At that time,

this school was called Fooyin Junior College. However, the private Yuan Ze
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University was known by most Taiwanese campuses as the first MLLCC. After the
MLCC of Yuan Ze University in August 1997, there has been a trend of merging
libraries and computing centers in many Taiwanese colleges and universities. Table 2
details an investigation of the MLCC in Taiwan from 1997 to 2005. The investigation
was completed in September 2005 by the researcher. From this investigation one can
see that in 2004 there were a total of 24 MLCC out of a total of 158 colleges and
universities in Taiwan. This means 15 % of campuses had mergers. In 2005, the total
number of MLCC was 26 out of 159 colleges and universities in Taiwan, meaning that

16% of campuses have undergone mergers.

Table 2

Investigation of MLCC in Taiwan

Year Total Numbers of Schools Accumulation of Schools of MLCC
7997 Datanot available 2
/998 Datanot available 2
J999 Datanot available 4
2000 Datanot available 11
2002 Datanot available 16
2002 Datanot available ' 16
203 Datanot avalable 20
2004 158 24
2005 139 i)
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Models of MLCC

Various working relationships between academic libraries and computing
centers have been proposed by several researchers. One of these is proposed by
Cimbala (1987). She believes that the administrative merger is based on the increase
in automated functions in libraries and the growing service orientation of computing
centers. She also proposes an information service consisting of two groups: public and
technical services. The differences between goals and orientation, she also admitted,
would be problematic in creating a merged organization.

On the other hand, Dougherty (1987) proposes that the libraries and
computing centers can best serve the users through programs of collaboration that
recognize both their common links in information science and their historically
different missions. However, he suggests that the specific organizational structure
should more appropriately reflect the history, traditions, and institutional personalities
of individual campuses.

Higginbotham (1986) discusses three models of organization for libraries and
computing centers. First, the library director reports to the provost or vice-president
for academic affairs, while the computing center reports to the vice-president for
finance and administration. This is a weak model, for its bad communication and

duplication of services. Second, the library and computing center report in parallel to
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the same office. There is no need to worry about the duplication of services, however,
there is little to eliminate faculty and students confusion about where to go for service.
Third, according to Higginbotham, would be the most daring approach, to merge the
two units and form a new scholarly information unit.

Similar to Higginbotham’s analysis, Weber (1988) describes several merger
models:

1. Columbia model. The title of the mérged new organization is “Scholarly
Information Center”, and the library director is in charge.

2. Carnegie Mellon model. The title of the merged new organization is
“Academic Services Division”, and the computing center director is in
charge.

3. Stanford model. This is a mingled model. The title of the new mingled
organization is “Vice-President for Information Resources”, and the library
and computing directors are in charge collaboratively.

However, in Taiwan, most of merger types are classified and executed by the

following coﬁsiderations (Lian & Cheng, 1997; Liao, 1996; Hsueh, 1997).

1. Timing: On the timing of elevating or establishing. It means that some of MLCC
were made by according to the time point, not any other reasons.

2. Purpose: For the needs of simplifying personnel or campus digitalization.
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3. Title of mergers. There are three types of titles of MLCC in Taiwan: library,
library and information center, and department of library and information.

Similar to the Carnegie Mellon model, the merged new organization is almost always

lead by the director of computing center.

MLCC in LIS

Most discussions of decision-making in LIS are related to the information
retrieval system and information need, and the process is seldom applied to library
organizational management. According to Edem and Lawal (1997, p. 53), the most
common applications of decision-making process in LIS are: (1) Personnel
management, (2) Acquisition, storage and circulation of information materials, (3)
Information retrieval activities, (4) Performance/service evaluation, and (5), Goal
setting.

It is evident that the decision-making issues in LIS are generally applied to
task management rather than organizational change, and the MLCC is an
administrative decision related to information service. Hirshon’s 1998 study entitled
Integrating Computing and Library Services was the first substantive work on the

MLCC phenomenon which is mentioned at the very beginning of the first chapter.
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Innovation

According to Rogers (2003), innovation is “an idea perceived as new by the
individual or other unit of adoption” (p. 12). Innovations are usually conceptualized as
new products, goods, and technology which are often used as a synonym of
innovation. Innovations, however, can simply be an idea. An innovation usually has
both a physical format and conceptual component. Rogers (2003) refers to these two
parts as the “hardware” and “software”. The hardware aspect “consists of the tool that
embodies the technology as a material or physical object” (Rogers, 2003, p. 13),
whereas the software aspect “consists of the information base for the tool” (p. 13).
The software could be a political philosophy, religious idea, a new event, or a policy.
Therefore, whether ideas or practical products, an innovation consists of a
combination of hardware and software aspects. In other words, if an idea seems new
to the individual it is an innovation.

According to Robbins and Decenzo (2003), “Innovation is the process of
taking a creative idea and turning it into a useful product, service, or method of
operation”(p. 217). Innovation involves a threefold process consisting of perception,
incubation, and inspiration.

Perception means the way people see things. People see things from different

perspectives, and some creative people may think about things in a unique way. The
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movement from perception to reality, however, does not occur instantaneously.
Instead, ideas go through a process of incubation. According to Robbins and Decenzo
(2003), ““during the incubation period, people collect massive amounts of data‘ that are
stored, retrieved, studied, reshaped, and finally molded into something new. It is
common for years to pass during this period. Then suddenly, all of the efforts
successfully come together---it is called inspiration” (pp. 217-219).

However, the movements from perception to inspiration are not enough to
form an “innovation” because there is nothing visible. Robbins and Decenzo (2003)
claim, “innovation involves taking that inspiration and turning it into a useful product,
service, or way of doing things” (p. 218). They use the words of Thomas Edison to
explain it--- creativity is 1 percent inspiration and 99 percent perspiration. They think
that the 99 percent is the innovation which involves testing, evaluating, and retesting
what the inspiration found. It is obvious that innovation is a process and a serial
movement.
MLCC and Innovation

The notion of MLCC does not have roots in Taiwanese higher education
environment, and there is no Chinese literature that mentions it. Therefore, the
researcher assumes that the MLCC is a type of innovation that is new to Taiwan; and

adopts a conceptual framework by applying Rogers’(2003) innovation-decision model
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and Simon’s (1976, 1997) bounded rational decision making theory in hopes of
revealing the factors of how and why the campus administrators made the decision of
MLCC.

As previously explained in this section, innovation is an idea perceived as new
by the individual or other unit of adoption with an idea component and an object
component (the material or physical aspect of the idea). Therefore, when a campus
recognizes that there is a need to improve “a firm’s (campus) ability to deal with
changing realities in its business setting and achieve a more effective deployment of
key management talent” (Allen, 1979, p. 641), the campus administrators may
announce decisions to change significantly the way in which they are organized. In
the field of business this is call reorganization and is referred to as an MLCC on
campuses; the MLCC is not only reorganization, but also an innovation.

To summarize, it is found by comparing the concept of an innovation with the
concept of reorganization that reorganization is similar to innovation. Reorganization
deals with an idea or a decision which significantly changes the way firms are
organized. It involves changing the external (visible) structure and internal (invisible)
structure as well. Therefore, reorganization has both a physical and conceptual
component, so has the MLCC; where an innovation has hardware and software

aspects, so has the MLCC.
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There were no campuses which combined the libraries and computing centers
in Taiwan until Fooyin Junior College did so in February 1997, followed by the Yuan
Ze University in August 1997. This MLCC stirred up a wave of discussion in the
higher educational system, because it was a totally new campus structure in Taiwan.
Although the MLCC notion had been known and introduced into Taiwan by some
literature and scholars, this was the first time it was put into “real practice”. The
Yun-ze University was viewed as an idea-diffuser, because it is more famous and well
known than Fooyin Junior College. This makes the MLCC on Taiwanese campuses
both an idea and a practice. Therefore, the MLCC could be viewed an innovation.

Hence, here the notion of MLCC is communicated through ceftain channels
into the Taiwanese academic system over a period of time, and this notion is similar to
Rogers’ diffusion model in which there are innovation, communication channels, time,
and the social system. Rogers (2003) points out that diffusion is the process by which
“(1) an innovation (2) is communicated through certain channels (3) over time (4)
among the members of a social system” (p. 11). Therefore, if the limited definition of
MLCC in this study is equal to Rogers’ diffusion definition, it is not difficult to find
that the MLLCC in Taiwan is an innovation.

Furthermore, the MLCC can be seen as an innovation by examining the five

attributes of an innovation: relative advantage, compatibility, complexity, trialability,
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and observability. According to Rogers (2003), the five attributes are used to
understand the rate of adopting an innovation.

1. Relative advantage is defined as “the degree to which an innovation is
perceived as better than the idea it supersedes” (Rogers 2003, p. 15). There are several
factors included in this attribute, such as economic and status factors. “Relative
advantage is a ratio of the expected benefits and the costs of adoption of an
innovation” (p. 233). Just like Marks and Mirvis (1998) explain, in mergers, the
leaders are looking for economy of scale, elimination of redundancy, and operational
flexibility (pp. 5-8). Besides, he also mentions, “one motivation for many individuals
to adopt an innovation is the desire to gain social status™ (p. 230). Using Yuan-ze
University as an example, after merging its library and computing center, it became
the target of discussion on Taiwanese campuses. After merging, the Yuan Ze
University became famous, which is another relative advantage to attract students to
apply to this school. But there is no proof to support that Yuan Ze University choose
the MLCC purposefully. However, there is no doubt that the MLLCC, indeed, has the
relative advantage, such as academic status and expected benefit, than not being
merged.

2. Compatibility is defined as “the degree to which an innovation is perceived

as consistent with the existing values, past experiences, and needs of potential
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adopters” (Rogers, 2003, p. 15). The similaritiés of mission, electronic information
provision, the proliferation of networks, and digitization of information between
libraries and computing centers causes people to believe that combining libraries and
computing centers will benefit information users (Liao, 1996; Hsueh, 1997). With this
growing trend of MLCC in Taiwan, there is no doubt that MLCC is an innovation
with the existing values.

3. Complexity is “the degree to which an innovation is-perceived as relatively
difficult to understand and use” (Rogers 2003, p. 16). If the differences between the
libraries and computing centers (e. g. organizational culture and workplace
terminology) are ignored by the campus decision-makers, the notion of merger is not
difficult for them to accept. Because of the overlapped areas of offering efficient
service and similar supporting roles toward information services, the MLCC is an
innovation that is not difficult to practice.

4. Trialability is the “degree to which an innovation may be experimented with
on a limited basis” (Rogers, 2003, p. 16). These examples are a few of the ways in
which MLCC it can be tried out. There can be both practical and psychological trials.
Some campuses (e. g. Meiho Institution of Technology) have opted for p.artia]
combination (e. g. exchanging some staff); some have changed physical office design

in order to offer more and easier information services; some (e. g. University of
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Sun-yen Sun) have added different profes-sional practices into the two units; and some
campuses eventually returned to the éld structures because their trials failed. It does
not matter what the size of organization is or the numbers of staff, the MLCC is easy
to try.

5. Observability is “the degree to which the results of an innovation are visible
to others” (Rogers, 2003, p. 16). Observability may be one of the most powerful
incentives for the diffusion of an innovation, and the biggest factor to attract
decision-makers to adopt the innovation. The re-allocation of the existing personnel,
the organizational re-design of the MLCC, and the ways of information services are
easily observed after merging.

To summarize, then, MLCC is like other kinds of innovations in many respects.
It is perceived to offer better campus information service advantages relative to the
old organizational design. It is trialable; that is, adopters are able to “try” to see its
effects. It is observable from the changes in personnel, formal organizational design,
and the new way of offering information services. It is compatible with the values,
beliefs and needs of potential adopter campuses. It is not complicated, because of the
overlapped areas of the two units with similar supporting roles toward information

services. Therefore, it is not doubtful that MLCC is an innovation.
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TBypes of Perspective toward the Innovation

In order to understand the factors of the MLCC decision-making, it is
necessary to know the attitudes toward the MLLCC of different campus. The MLCC
decision vmade by individual campuses inherently affects the whole campus context,
such as the particular histéry, background, financial condition, personnel tradition,
organizational perspective, and organizational culture. In other words, different
administrators on different campuses may have different considerations for making
the decision for their own merger. How does the organizational context affect the
sequence of adopting MLLCC? According to Robbins and Decenzo (2003), an
organization with the innovative culture is likely to have several characteristics, such
as acceptance of ambiguity, tolerance of the impractical, low external controls, focus
on ends rather than on means, and open systems focus (p. 219).

However, not all of the organizational cultures or structures positively
inﬂuence innovation, not all of the resources support managers or decision-makers,
and not all of the possible barriers can break down. According to Abra};amson’s(l 991)
assumption, different pro-innovation biases exist in different organizations which may
impact the decision of adopting or rejecting the innovation. He advances four

perspectives for understanding when organizational processes impel the acceptance or

rejection of innovations among groups or organizations, whether or not these
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innovations are technically efficient for these organizations---this is what he called
“pro-innovation biases”. The term of “administrative technology” may differ from the
“merger of libraries and computing centers”, however, in Abrahamson’s article, it
indicates an efficient innovation which has the similar meaning of the MLCC in this
study; both of the innovations happened in the administrative organization.

The efficient-choice perspective. This perspective explains that usually
organizations or their top management teams have little uncertainty about their
preferences or goals or about innovations’ technical efficiency. Therefore, “given
existing resources constraints, organizations rationally choose the innovation that will
allow them on most efficiently produce the outputs that are useful for attaining their
goals” (Abrahamson, 1991, p. 592).

The forced-selection perspective. This perspective explains that there are
powerful organizations outside the group among which an administrative technology
diffuses. According to Abrahamson’s viewpoint, these powerful organizations may
have an interest in forcing a technically inefficient innovation to diffuse or an efficient
innovation to be rejected, despite organizations’ resistance to adoption or rejection.

The fashion perspective. This perspective assumes there are conditions of
uncertainty concerning environmental forces, goals, and technical efficiency and

claims that under these conditions organizations will tend to imitate other
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organizations. According to such perspectives, organizations’ decisions center less on
which technology they should adopt, and more around which organization they should
imitate (Abrahamson, 1991).

The fad perspective. This perspective is similar to the fashion perspective.
Both of the perspectives assume that the diffusion of innovations occurs under
conditions of uncertainty because organizations imitate other organizations’ adoption
decisions. HoweQer, the fad perspective differs, because it assumes that the diffusion
of innovations occurs when organizations within a group imitate other organizations
within that group (Abrahamson, 1991).

Abrahamson’s article offers an opportunity to think about the organizations’
adoption or rejection of an innovation with multiple considerations, and raises the
problem that researching this innovation-decision process could better be explained
through multiple perspectives, which emphasizes the structural and cultural logic of
diffusion processes. This notion is helpful for the researcher to investigate the paths of
how the MLCC innovation spreads on Taiwanese campuses, and what factors impact
the decision of MLCC, since it was not originally developed in Taiwan.

Decision-making Approaches/Theories
The normal procedure of decision-making consists of “segregating certain

elements in the decision of members of the organization, and establishing regular
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organizational procedures to select and determine these elements and to communicate
them to the members concerned” (Simon, 1976, p.8). Although there are many
different approaches for describing the decision'-making process, it is still generally
accepted that the decision-making process is a set of several steps to reach a solution.
According to Robbins and Decenzo (2003), the decision-making process is “a set of
eight steps that includes identifying a problem, selecting a solution, and evaluating the
effectiveness of the solution” (p. 105).

Decision-making is typically described as choosing among alternatives, but
this view is overly simplistic. Decision-making is a process rather than the simple act
of choosing among alternatives. Decision making is the cognitive process of selecting
a course of action from aﬁlong multiple alternatives. Common examples include
shopping, deciding what to eat, and deciding who or what to vote for in an election or
referendum. Decision making is also said to be a psychological construct. This means
that although people can never "see" a decision, people can infer from observable
behavior that a decision has been made. Therefore the theorists conclude that a
psychological event that people call "decision making" has occurred (Schroder, 1971).
It is a construction that imputes commitment to action. That is, based on the
observable actions it is assumed that people have made a commitment which results

in observable behavior. Therefore, understanding the cognitive and the psychological
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elements of a decision-making process is helpful to discover the factors of MLCC
decision process.
Rational Decision-making Approach
Robbins (1991) describes this approach with a classical model.
Decision-making in terms of rationality involves identifying a problem, searching for
pertinent information, evaluating alternative solutions to find which one is the best,
and, finally, making a choice. Therefore the following is a series of standard
procedures involved: (1) ascertain the need for a decision, (2) identify the decision
criteria, (3) allocate weights to the criteria, (4) develop the alternatives, and (5)
evaluate the alternatives, and (6) select the best alternative (Robbins, 1991, pp.
137-140). Four assumptions of the rational decision-making approach are:
1. Goal-oriented--- it assumes that there is no conflict over the goal.
2. All options are known--- it is assumed that the decision maker can identify all the
relevant criteria and can list all viable alternatives.
3. Criteria are clear---it assumes that the criteria and alternatives can be assigned
numerical values and ranked in a preferential order.
4. Preferences are constant--- it assumes that the specific decision criteria are

constant and the weights assigned to them are stable over time.
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Then the final choice will maximize the outcome--- it assumes the
decision-maker will choose the alternative that rates highest, and get the maximum
benefits (Robbins & Decenzo, 2003, pp. 141-142). The rational decision-making
approach often ignores individual decision-makers’ characteristics and assumes the
individuals process information and #rrive at a decision in a similar manner. They also
ignore the actual decision process and howv individual differences affect that process.
Political Decision-making Approach

According to Dean (1993), decisions are arenas where individuals compete to
satisfy their interests. “Problem definition, data collection, and evaluation criteria are
weapons used to manipulate decision outcomes towards personal ends rather than
tools to inform a final decision” (p. 1071). This approach views the organization as an
aggregation of individuals, or coalitions of individuals, who are pursuing their own
self-interests rather than acting in an internally consistent way to achieve shared goals.
Consequently, all decisions are the outcomes brought about by interested parties
through negotiating and bargaining. As Yang (2003) claims, “this model posits that
decision is largely determined by organizational political factors, which includes
power and conflict of interests” (p. 461). The key concept underlying this model is
power. At (1970) defines power as the ability to cause others to behave according to

one’s own preferences and to impose sanctions if they do not.
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The most well-known political decision-making approach is the one proposed
by Forester (1984), which he calls “the politics of muddling through”. This model
includes two dimensions. The first is the autonomy of the source of distortion, which
can be viewed either as “socially ad hoc” or systematic. The second is the contingency
of distortion, which appears as inevitable or socially unnecessary. Foster (1984, p. 28)
details this model into four types of situations.

1. The situation is ad hoc, random, or spontaneous and is socially inevitable. The
decision-making process tends to seek a satisficing solution or lower
expcctationé.

2. The situation involves the world with more than two actors whose skills and
insights vary but who are assumed to be cooperative. The decision-making
process is comprised of social intelligence networks.

3. The situation is a pluralist world in which different interest groups have
different senses and valuations of the problem at hand. The decision-making
process is interpersonal bargaining and adjustment.

4. The situation is characterized not by random plurality, but by highly structured
plurality, in which structure and power are rarely neatly separable. The

decision-making process is working on more structural and effective equality.
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The political model extends the vision in terms of understanding agency and
social factors. It moves from decision makers’ individual discretion into more broad
social and institutional contexts. Jonssan (1982) summarizes:

“political decisions are a series of small changes shaped in the interstices

between the old structures built up of earlier decisions and the changes of

assembling a majority in favor of change” (p. 101).

Indeed, political decisions are concerned with the distribution of resources, the
expansion of public sector production, the build up of institutions, and/or systems of
rules to protect the individual.

Garbage Can Decision-making Model

This modei was developed by Cohen, March, and Olsen in 1972. Their belief
is that in an environment characterized by complex interactions among managers,
solutions, problems, and choice opportunities, the simplest source of order is that of
time. They claim that “activities can be ordered in time and connected by their
temporal relations” (p. 198). Temporal sorting is commonplace in human affairs, and
this is the original idea of the garbage can decision-making model.

The general ideas of temporal sorting have been used to deal with flows of
solutions and problems, as well as with participants in what has come to be called a

garbage can decision process. March (1994) suggests that there are four streams
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pouring in the garbage can model: (1) a stream of choices, (2) a stream of problems,
(3) arate of flow of solutions, and (4) a stream of energy from participants. A decision
is an outcome of the combination of the four streams. Therefore, within the context of
organized analysis, any decision will involve the matching of choice, problem,
solution, and participants. “Problems and solutions are attached to choices, and thus to
each other, not because of any means-ends linkage but because of their temporal
proximity” (p. 200).

This model offers a decision-making approach best suited for organized
anarchy, which means high uncertainty in both problem identification and problem
solution. Therefore, the problem usually is ill-identified. There are three
characteristics in the organized anarchy: (1) problematic preferences, (2) unclear
technology, and (3) fluid participation. In these situations, the participants have no
particular goal, and have poor information or technology to base the decision upon.
They don’t have a particular decision to make, and the participants or decision-makers
are not stable in their desirability. They continuously change in and out of the
decision-making committee.

Bounded Rationality Decision-making Theory
Studies of decision-making in the real world suggest that not all alternatives

can be known, that not all consequences are considered, and that not all preferences
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are evoked at the same time. This has led some theorists to modify the rational model
to a “limited (bounded) rationality” model. “Herbert Simon (1955) introduced the
concepts of satisficing and bounded rationality, which can be interpreted as defining a
realistic normative standard for an organism with a finite mind” (Kahneman, 2003,

p- 163). Simon’s deferent viewpoint toward the decision-making process won him a
Nobel Memorial Prize in 1987.

In 1955, Herbert Simon introduced the concepts of satisficing and bounded
rationality, which can be interpreted as defining a realistic normative standard for an
organism with a finite mind. He has proposed that decision-makers should be viewed
as holding bounded rational thinking, and offers a model in which utility
maximization was replaced by satisficing.

This limited rationality perspective on decision-making recognizes that the
rational model is often inapplicable, because of bounded rationality (limited time and
mental capacity, limited information, and limited resources), and personal and social
constraints on the individuals and organizations. Therefore, individuals or
decision-making units (or firms), just like most people, “are constrained by limited
cognitive capabilities and incomplete information, and thus their actions may be less

than completely rational in spite of their best intentions and efforts” (March, 1994,

p. 9.
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There are several differences between pure rationality and limited rationality.
The limited rationality viewpoint admits “(1) man’s limited intellectual capacities, (2)
the inadequacy of information, (3) the high cost of analysis, and (4) learning from
failures” (Lindblom, 1959, p. 81). Simon (1997) details the limited rational
decision-making process, which he called “bounded rational decision-making”, as the
following:

(1) Rationality requires a complete knowledge and anticipation of the
consequences that will follow each choice. In fact, knowledge of consequences is
always fragmentary.

(2) Since these consequences lie in the future, imagination must supply the lack
of experienced feeling in attaching value to them. Values, however, can be only
imperfectly anticipated.

(3) Rationality requires a choice among all possible alternative behaviors. in
actual behavior, only a few of all these possible alternatives ever come to mind
(pp. 93-94).

Therefore, Simon focuses on the limitations of decision-making, which are:
incompleteness of knowledge; difficulties of anticipation; and the scope of behavior
possibilities. Thus, the decision-making “takes place in an environment of givens”

(Simon, 1976, p. 79). Within the limits set by these givens, certain stimuli and certain
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items of information will impinge on the organizations or individuals. Choosing
apparently better alternatives may be affected by ambiguity or uncertainty and by the
social norms of intelligent choice in orgénizations.

The whole decision-making process in Simon’s model includes three
limitations and four articulations. The three limitations are incompleteness of
know‘ledge, difficulties of anticipation, and the scope of behavior possibilities; the
four articulations are from receiving the positive stimuli, impacted by the individual
characteristics, digested by the two mechanisms of behavior-initiating and
behavior-persistence, and completed by integrating three planning procedures.

Comparison of Decision-making Approaches

From the above description, there are four main differences between the four
decision-making approaches.
The Role of Decision-Makers

The decision-makers play an important role during the decision process. In the
rational decision-making approach, the decision-makers are viewed as rational actors
with unlimited time, sufficient resources, proper capacity, and are objective in making
a decision. In the bounded rationality decision-making model, the decision-makers are
limited by time, mental capacity, information and resources, qnd are only able to make

a sufficient decision. In the political decision-making model, the decision-makers are
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viewéd as political actors who are struggling among conflicting interests and unjust
procedure, and are subjected to make a compromised decision. In the garbage can
decision-making model, under the chaotic circumstance, the decision-makers are
unstable and are likely a mere coincidental result.
The Identification of Problem

The identification of problem is the initial step in the decision process. The
quality of the identification of a problem always leads to the goal and decision. In the
rationality decision-making model, the problem is well-defined. Because there is so
much uncertainty in the given environment, the problem is ambiguous in the bounded
rational decision-making model. The problem in the political decision-making model,
because the existence of a lot of interests and conflicts, is ideologically-defined.
Because of the notion of temporal sorting, in the garbage can decision-making model,
the problem is ill-defined.
Rates of Identifying the Problem and Problem-Solving

Different models have different focuses regarding the problem and its solution.
In the rational decision-making model, the rates of identifying the problem and
solving the problem are most equal. The bounded rationality and political
decision-making models focus on solving the problem more than idéntifying the

problem, because they stress the uncertainty and conflicts in the environment. Since
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the problem is ill-defined in the garbage can decision-making model, there is
insufficient literature to indicate the rates.
Attitude toward the Final Result

Attempting to find an optimum decision is the attitude of the rational
decision-making model. However, in the bounded rationality decision-making model,
a choice which is proper and sufficient is satisficing. In the political decision-making
model, the final result is compromised and produced by negotiating. The garbage can
decision-making model views decision as just a coincidental result, which is
sometimes temporal.

The model of decision-making affects the attitudes of decision-makers toward
goals and goal setting; influencing the decisions as we]l. The comparison for the four

decision-making models is shown as Table 3.
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Table 3

A Comparison of Decision-Making Approaches/Theories

Decision-making Assumptions Main
Approaches Characteristics
Rational Decision-makers with a well-defined Optimal
Decision-making | problem are viewed as rational actors who Creative

have unlimited time and resources and are Reasonable

objective finding an optimum alternative. Logic

Maximal

Bounded Decision-makers with an ambiguous Satisfactory
Rationality problem have limited time and mental Muddle through
Decision-making | capacity, limited information and resources

to discover a choice which is satisfactory

and sufficient.
Political Decision-makers with an Compromise
Decision-making | ideologically-defined problem are viewed as | Negotiable

political actors who probably are subjective | Bargained

in finding a compromise among conflicting | Pressure

interests and unjust procedures. Counteractive
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Decision-making Assumptions Main
Approaches Characteristics
Garbage Can Unstable decision-makers with an Intuitive
Decision-making | ill-defined problem under chaotic Chaotic
circumstance are usually intuitive in Coincidental
reaching a coincidental result. Temporal

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



Merging Libraries and Computing 57

CHAPTER 3
THEORETICAL FRAMEWORK

The chapter is separated into three parts. The first part describes Simon’s
(1976, 1997) bounded rationality decision-making process. The second part describes
Rogers’ (2003) innovation-decision process, and the third part details the five
categories of factors which are the main content of the theoretical framework.

In this study, the researcher seeks to understand the decision-making process
regarding the merger of two departments within one organization. The researcher
assumes that the MLCC is an innovation to Taiwanese campuses. The proces§ of
MLCC decision-making has an impact on the day-to-day operation of the two
departments and the work-life of librarians and information technology (IT)
specialists. The characteristics, beliefs, and strategies of decision-makers and
decision-making units should be considered as important as contextual factors in
determining re-organizational (MLCC) choices.

In order to explore the factors of decision-making of MLCC, the theoretical
framework of this study combines Rogers’ (2003) explanation of the three stages of
the innovation-decision process, which includes three considerations: prior conditions,
characteristics of the decision-making units, and perceived characteristics of the

innovation; and Simon’s description of three limitations of decision-making, which
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include incompleteness of knowledge, difficulties of anticipation, and scope of

behavior possibilities. This theoretical framework is illustrated on Figure 2.
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Conceptual Framework

Figure 2. The theoretical framework combines Rogers’ (2003) innovation decision

process and Simon’s (1976, 1997) bounded rationality decision making.
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Simon’s Bounded Rationality Decision-Making Theory
Within the limits set by these givens, certain stimuli and certain items of
information will impinge on the organizations or individuals. Ambiguity or
uncertainty and the social norms of intelligent choice in organizations may impact
choosing apparently better alternatives. Therefore, the researcher chooses the bounded
rational decision making approach by considering Simon’s (1976) idea that “the
decision-making takes place in an environment of givens” (p. 79). The real situation§
in Taiwan are (1) every single campus has a particular atmosphere, (2) different
campus administrators have different knowledge backgrounds and personalities, and
(3) decision-making process may be affected by the whole environment in Taiwan.
Therefore, Simon’s three limitations of rationality are helpful in investigating the
MLCC decision-making process in Taiwan.
The first limitatjon is the incompleteness of knowledge of human beings.
Simon (1976) believes:
A human being never has more than a fragmentary knowledge of the conditions
surrounding his action, nor more than a slight insight into the regularities and
laws that would permit him to induce future consequences from knowledge of

present circumstances (p. 94).
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The second limitation is the difficulties of anticipation. Simon (1976)
explains:

The mind cannot at a single moment grasp the consequences in their entirety.

Instead, attention shifts from one value to another with consequent shifts in

preference (pp. 95-96).

The third limitation is the scope of behavior possibilities, which means that “Of
all these possible movements, only a very few come to mind at any moment as
possible behavior alternatives” (Simon, 1976, p. 96). In other words, human beings

. have difficulty figuring out the possible consequences of available behavior
alternatives.

From these three aspects of rational limitations, the research may reveal the
factors through interviewing the different campus administrators with different
knowledge backgrounds to question what affected the decision-making process of
MLCC in the environment of Taiwan, and what caused the MLCC decision to take
place. There are four articulations in the bounded rational decision-making approach,
which are (1) positive stimuli, (2) individual characteristics that includes personal
docility, memory, and habit, (3) the two mechanisms which are behavior-initiating and
behavior-persistence, and (4) the integrative procedure that starts from the substantive

planning, the procedural planning, and through to the executive planning (Simon,
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1997, pp. 97-108). The whole process of decision-making is continuously explained

in the following paragraphs and shown as Figure 3.
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Simon’s Bounded Rationality Decision-making
Figure 3. Simon’s whole process of bounded rationality decision making.
Articulation I Positive stimuli
Limitation I Incompleteness of knowledge
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Articulation 2 Individual characteristics
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When an individual (or an organization) gets the positive stimuli, he/she will
hesitate for a while, or make a decision at once; both behaviors depend on his/her
training (docility), his/her memory, and habit. Therefore, the reflection given to the
positive stimuli depends on inference and inerratic habit of a particular individual.

The stimuli plays an important role in the very beginning of the decision
making process. Simon (1997, p. 103) says, “not only do the stimuli determine what
decisions the administrator is likely to make, but they also have a considerable
influence on the conclusion he reaches. An important reason for this is that the very
stimulus which initiates the decision also directs attention to selected aspects of the
situation, with the exclusion of others™.

After receiving the stimuli, the decision making process is impacted
continually by the characteristics of the decision makers, which includes docility,
memory, and habit. “In achieving the integration the human being exhibits docility;
that is, he observes the consequences of his movements and adjusts them to achieve
the desired purpose” (Simon, 1997, p. 97), and with the characteristic of docility, “a
previous experience with other choices (of the same sort) may enable him to infer
something about the character of the particular choice with which he is faced” (p. 98).
When similar problems recur, “it is memory that stores up the information gathered,

or even the conclusions reached, in solving the first problem; and makes these
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available. Without new inquiry, when the next problem of the same kind is
encountered” (p. 99). “Habit performs an extremely important task in purposive
behavior, for it permits similar stimuli or situations to be met with similar responses
or reactions, without the need for a conscious rethinking of the decision to bring about
the proper action” (p. 100). However, those characteristics may vary in different
decision makers and with different personalities.

Individual decision-making not only depends on inference and non-erratic
habit, but also on his/her considerations toward the goal, which can be viewed
separately as value judgments and factual judgments. “In so far as decisions lead
toward the selection of final goals, they will be called “value judgments™; so far as
they involve the implementation of such goals they will be called “factual judgments”
(Simon, 1997, pp. 4-5).

From the consideration of the positive stimuli, the individual is able to make
judgments regarding the values toward which to direct activities; the general methods
to use to attain these values; the knowledge, skills, and information necessary to make
particular decisions within the limits of the policy laid down; and the methods to be
used to carry out the decision. This thinking and conducting phase, according to

Simon (1997), is called “the substantive planning” procedure (pp. 99-100).
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Although the stimulus initiates the decision and directs attention to selected
aspects of the situation, there are two mechanisms that bring about the integration of
decision-making behavior in a particular pattern: persist mechanism and initiate
mechanism. They “cause behavior to persist in a particular direction once it has been
turned in that direction, and initiate behavior in a particular direction” (Simon, 1997,
p. 105). The two mechanisms determine the completion of the decision making
process and are affected by personal, organizational, social, and economic factors. In
other words, an individual may or may not react to all stimuli. Some people may be
attracted by a particular stimulus, some may not. The behaviors of being attracted or
being repelled are largely external to the individual. Being external, they can be
interpersonal---they can be invoked by someone other than the person they are
intended to influence, and consequently, they play a central role in administrative
organization. This kind of influence is determined by individuals’ “behavior-initiating
mechanism” (Simon, 1997, p. 94).

Particular activities (i.e. the activity of substantivé planning) happen after
receiving the stimulus. However, an individual may determine to continue or
discontinue the activities. It all depends on the human beings’ “behavior-persistence

mechanism”, which causes behavior to persist in a particular direction once it has
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been turned in that direction (p. 94). There are three reasons for behavior to persist in

one direction (pp. 95-96):

1. Sunk costs: An administrator may feel considerable doubt that a particular activity
should be undertaken; but, once the responsibility has been assumed, it may be
advantageous to continue rather than lose the time and effort that have already
been expended.

2. New stimuli created: The particular activity itself creates stimuli that direct
attention toward its continuance and completion.

3. Make-ready costs: In the case of many repetitive tasks, the time of preparing to
perform the task, and the time required to turn from that task to another, make it
advantageous to persist in the performance of the one task rather than to perform a
variety.

Through the above three reasons, it may be seen that a large part of this mechanism is

“internal” and proceeds aldng the associational paths that have been built up in the

mind.

Along with the complex operation of stimuli, personal characteristics and the
two mechanisms of behaviors, the decision making process is a set of integrative
procedures. These integrative procedures move from the substantive planning, to the

procedural planning, and through to executive planning (Simon, 1997). Simon (1997,
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pp- 106-107) details, that substantive planning is an activity when an individual or
organization uses to attain .values, knowledge, skills, and formation to make particular
decisions. The procedural planning is an activity that an individual or organization
uses to design and establish mechanisms to direct the attention, channel information
and knowledge. The purpose is to cause the specific day-to-day decisions to conform
to the substantive plan. Then, the individual or organization may execute an activity
called, executive planning, based on the above two activities. The process of adopting
an innovation, in nature, is a process of decision-making. Rogers (2003) explains that
“this process consists of a series of choices and actions over time through which an
individual or a system evaluates a new idea and decides whether or not to incorporate
the innovation into ongoing practice (p. 168). The whole decision-making process is
completed by following the four articulations.
Rogers’ Innovatiqn-Decision Process

According to Savery and Luks (2000), changes involved in reorganization
“include such issues as downsizing, de-layering and the introduction of new plant
and/or technology, reason for changes, and who decided to introduce the changes”
(p. 1). Indeed, reorganization, like MLCC, is a complex phenomenon with potentially
devastating consequences, and it will seriously damage firms if not performed and

implemented correctly, as does the merger of libraries and computing centers. The
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MLCC as Robbins and Decenzo (2003) explain is “an alteration of an organization’s
environment, structure, technology, or people” (p. 203). Therefore, the

innovation-decision process theory provides a theoretical path to explore the factors

of ML.CC. See Figure 4.

Five Stages of Rogers’ Innovation-decision Process
Figure 4. Detailed explanation of Rogers’ innovation decision process

Stage ! Knowledge Considerafion 1- Prior Conditions
——
1. Previous practice
2. Feltneeds/problems
3. Innovativeness
4. Norms of the social systems
Stage 2 Persuasion - Consideration 2- Characteristics of the decision-m aking unit
1. Sociceconomic characteristics
2. Personality variables
3. Communication behavior
Stage 3 Decision Considerasion 3- Perceived characteristics of the mnovation
. Relatve advantage
Compatbility

. Triability
Observability
Stage 4 Implementation — Adoption or Rejection

1
2
3. Complexity
4
5

Stage 5 Confirmation
Note. Description of Rogers’ (2003) innovation-decision process, and reorganized
from Diffusion of innovations (5" Ed,) p. 170.

According to Rogers (2003), the definition of innovation-decision process,
from his first published book in 1962 through the newest edition in 2003, has

consistently been:
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The process through which an individual (other deciSion-making unit) passes
from first knowledge of innovation, to forming an attitude toward the innovation, toa
decision to adopt or reject, to implementation of the new idea, and to confirmation of
this decision (p. 170).

Therefore, innovation-decision is a process of determining to adopt or reject
an innovation. Rogers (2003) reports the processes of an innovation-decision model as
five sequential stages. The five stages are the following:

1. Knowledge stage “occurs when an individual (or the decision-making unit) is
exposed to an innovation’s existence and gains an understanding of how it
functions” (p. 169). Three types of knowledge refer to this stage:
awareness-knowledge, how-to -knowledge, and principles-knowledge. In this
stage, the individuals or decision-making units become aware of the innovation
and learn an understanding of how it functions. The individuals or
decision-making units purposely seek the conceptual (software) information of the
innovation. In this stage, the decision-makers’ previous knowledge and the
decision-making units’ characteristics will effect the understanding of the
conceptual (software) information.

2. Persuasion stage “occurs when an individual (or the decision-making unit) forms a

favorable or an unfavorable attitude towards the innovation” (p. 169). The
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individuals or decision-making units seek innovation-evaluation information by
using the attributes of an innovation as standards. The innovation-decision,
therefore, relies on the attributes of the innovation. The attributes of the
innovation are viewed as the considerations for adopting or rejecting the
innovation.

3. Decision stage “takes place when an individual (or the decision-making unit)
engages in activities that lead to a choice to adopt or reject the innovation”(p. 169).
Since the decision is made in this stage, this paper will not explore the factors that
impact the decision-making in this stage.

4. Implementation stage “occurs when an individual (or the decision-making unit)
puts a new idea into use” (p. 169). However, based on the real needs or the real
situations, some individuals or decision-making units may adjust the original
concept of the innovation and turn it into re-invention.

5. Confirmation stage “takes place when an individual seeks reinforcement of an
innovation-decision already made, but he or she may reverse this previous
decision if exposed to conflicting messages about the innovation” (p. 169). He or
she may also reverse the decision leading to either adoption (if the previous
decision was to reject) or discontinuance (if the previous decision was to adopt).

Since the five stages are a sequential process, they need to pass through time.
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The situation, of course, may change over time. It may force one to think or to act
differently, and it may diminish a particular thought or action. Therefore, time is
another important factor for the decision of MLCC.

In every decision-making theory, the decision-making process always includes:
goal orientation, knowledge of all options, clear preferences, constant preferences,
and a final choice which will maximize the outcome. This process is similar to
Rogers’ innovation-decision process, especially to the first three stagqs: knowledge,
persuasion, and decision stages. In these three stages, individuals or decision-making
units (firms) relocate their previous practice/knowledge, define their needs/problems,
and make a list of considerations based on the characteristics of the innovation,
decision-making units (firms), and environmental situation. They then determine to
adopt or reject it.

The Five Categories of Factors

By combining the cognitive and psychological elements involved in Simon’s
bounded rational decision making theory and Rogers’ innovation-decision process
theory, the five categories of factors to consider in the MLCC decision-making
process are the followings: 1. factors of environment, 2. factors of decision-making

units, 3. factors of decision-makers’ personalities, 4. factors of innovation, and 5.
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factors of time. These categories may illuminate the research questions, acting as

helpful but not restricting guides. See Table 4.

Table 4

Five Categories of Factors

Mfain Categories of Factors Sub-categories of Factories

Factors of environment

Factors of decision-making units Decision-making types of innovation
Organizational context

Expectation

Factors of decision-makers’ personality Cognitive style

Knowledge

Judgment

Tolerance of ambiguity
Decision-makers’ proposition to the

problem

Factors of innovations Five attributes of an innovation
Perceptions

Types of innovation

Factors of time Timing

Time constraint

Time pressure

Factors of Environment

An environment is a complex of external factors. It acts on a system and
determines its course and form of existence. An environment may have one or more
parameters, physical or otherwise. The environment of a given system must interact
with that system in order for it to sustain and develop. Generally, the environment or

milieu of some object or action consists of the substances, circumstances, objects, or
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conditions by which it is surrounded or in which it occurs. Therefore, the effect of the
environment cannot be ignored while studying the factors of decision-making. Rogers
(2003) states that, “a system’s norms can be a barrier to change” (p. 26). Norms are
the established behavior patterns for the members of a social structure, such as
organizational culture and group mindset, etc. Strang and Soule (1998) also
emphasize the structural and cultural logic of reorganization processes. They state that
diffusion “refers to the spread of something within a social system” (1998, p. 266). In
their study, Strang and Soule use the term “practice” to denote the diffusion item, a
very close concept to Rogers’ innovation, which might be a behavior, strategy, belief,
technology, or structure. In this study, it refers to the MLCC.

Rogers (2003) further suggests that social structure will influence the
innovation-decision, and cites the study of “Family Planning in Korea” as an example.
In that study, two Korean women live in different villages. Both women are illiterate,
married, have two children, and are twenty-nine years of age. The husbands of both
women are high school graduates. From their same individual background, one might
expect that they would be equally likely, or equally unlikely, to adopt a new
contraceptive method. However, in Rogers’ experiment this is not the case. He uses
this study to show how a social structure of this village can affect the adoption of

innovation. The structure can have an impact over and above the effect of other
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variables such as the individual characteristics of the members of the society.

Emphasizing the social structural and cultural logic of the innovation-decision
process is the focus in this category of factors. Therefore, an understanding of the
social structure will help one understand the innovation-decision process.
Factors of Decision-making Units

Different decision-making units on different campuses have different
considerations for making the decision for their own merger. How do the
characteristics of the decision-making unit affect the sequence of adopting MLCC? In
other words, a decision is made and affected by the thinking of the decision-making
group. Groupthink is a term coined by psychologist Janis in 1972 to describe a
process by which a group can make bad or irrational decisions. In a groupthink
situation, each member of the group attempts conform his or her opinions to what
they believe to be the consensus of the group. In a general sense this seems to be a
rational way to approach the situation. However this results in a situation in which the
group ultimately agrees upon an action which each member might individually
consider being unwise. Rogers (2003) also mentions that the characteristics of
decision-making units of innovations have important influences on the decision.
Therefore, there are three aspects that will be considered by this researcher in regard

to the characteristics of the decision-making unit toward the decision. The three
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aspects are the decision-making types, the organizational context, and the expectation
toward goals of the decision-making unit.

Decision-making types of innovation. Different decision-making units in
different organizations have different attitudes or styles toward the decision, which is
similar to Rogers’ (2003) focus on decision-making types. The first type is optional
innovation-decisions, which are made by individuals but may be influenced by the
organizational norms of the firm. The second type is collective innovation-decisions,
which are made by consensus among the members of a firm. The third is authority
innovation-decisions, which are made by a relative few individuals in a firm.
Although the decision is made by the decision-making unit; the whole organizational
culture has an impact on this unit. For this reason, the decision-rﬁaking unit and its
organizational context can not be discussed separately.

Organizational context. It is the fundamental structure that an organization
must have in order to attend to a particular rhetorical situation. It focuses on format
features and abstract patterns of an organization and creates somewhat of an agenda
for the individuals involved in the organization. The notion of organizational context
is very similar to Schein’s organizational culture. According to Schein (2004, 3" ed.),

organizational culture is the most difficult organizational attribute to change that
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exists, outlasting organizgtional products, services, founders and leadership and all
other physical attributes of the organization (pp. 5-9).

As to the decision-making issue, Leonard et al. (1999) proposes that
organizations develop a preference for decision-making based on its culture and
context, and these preferences are reflected in a “collective cognitive style” (p. 11).
The organizational behavior and decision-making literature is replete with examples
of collectives versus individual cognition. Collective cognition is displayed by such
phenomenon as “groupthink” (Janis, 1972), which refers to organizational level bias.
Hoffman and Maier (1967) discuss the “solution-mindedness”, in which group
decision makers were found to agree on a solution very early in the decision-making
process, regardless of their initial differences of opinion. The distinction between
individual and collective cognition is essential to understanding the concept of
organizational cognitive style. The organizational cognitive style, as the social
decision scheme theorist Davis (1973) mentions, examines the effects of various
individual preferences on organizational decision-making. It demonstrates how
organizational preferences differ from those of individuals within the organization.
Therefore, the organizational contextual variables have a significant impact on

organizational decision-making, such as rules, regulations, policies, and standardized

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



Merging Libraries and Computing 78

operational procedures (pp. 105-107). The organizational contextual variables consist
of the following set of factors.

1. The numbers of persons who are involved in the decision-making process.
Situations differ because some decisions are made at the individual level,
whereas others involve a group of people.

2. The organizational politics under which the problem is merged and
solved. Politics can be viewed as a process of searching for a consensus
on underlying values to foster a sense of community among involved
parties.

3. The organizational culture. This reflects a complex web of shared values,
beliefs, and social norms among organizational members.

Expectation. It is “a belief that something will happen or be the case, or it is a
thing that is expected to happen” (Retried from http://www.askoxford.com/?view=uk).
In other words, if something happens that is not at all expected it is a surprise.
Therefore, expectation is whét is considered the most likely to happen, it may or may
not be realistic.

Robbins and Decenzo (2003) explain expectation or expectancy as, “the
strength of a person’s motivation to perform (effort) depends on how strongly that

individual believes that he or she can achieve what is being attempted” (p. 289). It is
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important to be aware that different decision-making theories propose different
expectations toward the goal. This, in turn, results in a different decision.

The most comprehensive and widely accepted explanation of expectation to
date is Vroom’s (1964) expectancy theory. Although the theory has its critics, most of
the decision-making theories are influenced by it. Expectancy theory states that an
individual tends to act in a certain way on the basis of the expectation that the act will
be followed by a given outcome and on the basis of the attractiveness of that outcome
to the individual. Therefore, the expectation will determine the effectiveness of an
achieved goal. In this case, expectation implies the belief that a decision-making unit
has about the outcome exists prior to goal setting. The major function of expectation
in the decision-making process is its assistance in creating alternatives. Although the
expectation data are an important element in the decision-making process, they are
not used for making the decision.

According to Cyert et al. (1958), there are three aspects to the attitudes of
decision-making units of the expectation.

1. Resource allocation. Within the organization, the resource allocation “reflects
gross comparisons of marginal advantages of altematives” (Cyert et al., 1958,
p- 337). Most of the decisions are made within budgetary constraints and to

that extent reflected any marginal calculations that entered into the formation
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of a general budget. Any alternatives that satisfies, the general cost and
constraints, and secures powerful support within the organization is likely to
be adopted. Resources, in this study, are defined Broadly and may include
symbols of acceptance and positive reinforcement of one’s self concept, as
well as more tangible resources such as a product or money.

2. Search activity. If a problem is recognized, there is ordinarily a search for
possible alternatives. Search activity is not viewed as simply another use of
internal resources. Nutt (1984) studied 87 cases and discovered there are five
types of organizational search activity’toward a decision. The search activity
is affected by the notions of the four decision-making approaches. For
example, the search activity of the bounded rational decision-making theory
will be limited by the notion of the insufficiency of human capacity. The
political décision-making approach may be bounded by the relative power of
the claimant groups in its environment. However, from the viewpoint of the
garbage can decision-making approach model, the search activity may
opposite---“Not only are organizations looking for alternatives; alternatives
are also looking for organizations” (Cyert et al., 1958, p. 338).

3. Computations. It is a similar solution to a problem from given inputs by

means of an algorithm. “Expected value (EV) is a central principle in the
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theory of probability. It is used for average estimation of some random value.
Expected value is similar to a center of gravity assuming that the values of
probability are the masses of solid point” (Retrieved from
http://www.gamblecraft.com/tutorial/expval.htm). Therefore, the
computational data is quantitative. Note that the value itself may not be
expected in the general sense; it may be unlikely or even impossible. The
computations of anticipated consequences used by the organizations seem to
be quite simple. There is no particularly strong evidence of computational
data used explicitly in making a decision. There are two reasons to criticize
the proper usage of computational data. Cyert et al. (1958) explain that the
first is the budgetary constraint. One must consider whether there is money
available for supporting the decision even though the computational data
supports it. The second is an improvement criterion: is the future decision
that is supported by the computational data better than the existing situation?
Summarily, the expectation has an impact on the ways of allocating resources,
searching activity and attitudes toward the computational data of a decision-making
unit. Therefore, expectation can not be ignored when exploring the factors of the

decision-making of the MLCC.
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Factors of Decision-makers’ Personality

In discussing decision-making theories, the personality of a decision-maker
must be discussed, just like what Leonard et al. (1999) state, “a persbnality or
individual characteristic which is often linked to differences in decision-making
behavior” (p. 407). The cognitive style is another issue for discussing the
decision-making. The cognitive style has been defined as the way in which people
process and organize information and arrive at judgments or conclusions based on
their observations (Hunt et al., 1989). The concept of cognitive style has been
mentioned as a factor to consider in studying a number of organizational issues such
as decision processes, assessment of risk (Henderson & Nutt, 1980), strategic problem
formulation, organizational design and organizational change (Hamilton, 1988;
Hellriegel & Slocum, 1978).

Cognitive style. According to Simon (1997), cognitive style influences the
decision-making process when an individual or an organization is presented with a
new idea (e. g. reorganization). He/she will hesitate for a while or make a decision at
once. Both behaviors depend on his/her training (docility), memory, and habits. The
reflection given to the new idea depends on the inference and inerratic habit of a
particular individual. Cognitive style has received a great deal of attention in the

decision-making literature, and is defined as how people process information and how
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information is evaluated. For example, Wilson’s (1973) change-seeking propensity,
Jung’s (1923) personality ways of thinking style (i. e. intuitive vs. thinking, sensing vs.
judging), and Ackhoff (1962) and Churchman (1961) who were the pioneers linking
cognitive style and decision behavior.

The cognitive style varies according to the cognitive complexity and
knowledge of a particular individual. Whereas cognitive complexity is concerned with
the structure of cognition, knowledge deals with the content of cognition. Structure
refers to the manner in which our thinking is organized, whereas content refers to the
information available. Therefore, the two concepts complement each other.

According to Schroder (1971), the concept of cognitive complexity measures
the structure of cognition and includes two primary components: differentiation,
which refers to the number of dimensions used by individuals to perceive
environment stimuli, and integration, which refers to the complexity of rules used by
individuals in organizing the differentiated dimension. Cognitively simple
decision-makers tend to perceive stimuli in simple and minimally differentiated
dimensions. They usually apply fixed rules for organizing stimuli. On the contrary,
cognitively complex decision-makers tend to perceive several dimensions of stimuli

and apply more complex rules to interpret phenomena (Bartuned & Loius, 1988).
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Attitudes and knowledge. According to Rogers (2003), “attitude is a relatively
enduring organization of an individual’s beliefs about an object that predisposes his or
her actidns” (pp- 174-175), and a person holding a type of attitude can have different
mental postures towards a proposition, for example, believing, desiring or hoping
which therefore implies intentionality.

Usually the decision-makers want to know whether their thinking is on the
right track and they try to seek social reinforcement from others. In other words, the

- attitude of a decision-maker toward the innovation will be influenced by peers or
others. Until an individual knows about a new idea, of course, he or she cannot begin
to form an attitude toward adoption or rejection; therefore, the individual’s knowledge
plays an important role in the innovation-decision.

Knowledge of pre-decision making develops primarily from educational
background and work experience. Decision-makers’ knowledge influences their
ability to recognize the relevance and importance of the stimuli. That means, in order
to readily receive new information and ideas, they must to be fairly consistent and
compatible with what is already known and understood. The notion is similar to
Rogers’ (2003) awareness knowledge in “knowledge stage” of innovation-decision
process. With the awareness knowledge, individuals may have the ability of receiving

the notion of an innovation. Simon (1997) also mentions the incompleteness of
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knowlédgc. He argues that the knowledge toward anticipated value and consequences
. is always fragmentary and imperfect, and the knowledge is never sufficient enough to
create an awareness of all possible alternatives.

Judgment. Individual decision-making not only depends on inerratic habit, but
also on considerations toward the goal. Considerations are value judgments and
factual judgments. “In so far as decisions lead toward the selection of final goals, they
will be called “value judgments”. If they involve the implementation of such goals
they will be called “factual judgments” (Simon, 1997, pp. 4-5).

However, those judgments depend on individuals’ values. According to
England (1967), personal values affect the selection, filtering, and interpretation of
what an individual “sees” and “hears”. Some writers on strategic management (e. g.
Sturdivant et al., 1985) indicate that the personal values of decision-makers influence
the recognition and interpretation of environmental forces. Change-seeking propensity
is an aspect of personal valﬁes which may have an effect on decision-makers’
behavior. In his study of conservatism/liberalism, Wilson (1973) defined conservatism
as resistance to change and liberalism as preference for change. He concluded that top
managers who resist change do not like to search for novel information.

Tolerance of ambiguity. According to Gul (1984), tolerance for ambiguity

“measures the extent to which one feels threatened by ambiguity or ambiguous
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situations and the relationship of ambiguity to confidence in decisions” (p. 267); in
other words, tolerance for ambiguity is concerned with the behavior-initiating
mechanism. It refers to the degree to which people can hold back their need for an
action. Individuals with low tolerance for ambiguity prefer definiteness and regularity.
In other words, they like to deal with hard (quantitative) data. In contrast, individuals
with high tolerance for ambiguity feel more comfortable with handling soft
(qualitative) and vague data.

Decision-maker s proposition to the problem. The concept of decision-maker’s
proposition has been mentionéd as a factor to consider in studying a number of
organizational issues such as decision processes, assessment of risk (Henderson and
Nutt, 1980), strategic problem formulation, organizational design and organizational
change (Hamilton, 1989). Yang (2003) summarizes the effective elements of
decision-making as the following:

1.  Decision-maker’s knowledge and understanding of the nature of the
problem is a major factor that influences the decision-making process.

2. Decision-maker’s problem-solving ability includes skills, such as rapidly
grasping the essential issues under difficult situations and creatively
generating viable options for a tough problem.

3. Decision-maker’s expected objectives and desired outcomes also impact his
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or her approach to determine the preference for alternative.
4.  Decision-maker’s personality. It is indicated by overall ways in which
individuals react and interact with the world and other people.
Factors of Innovations

Five attributes. Since there is an obvious adoption rate of MLCC on
Taiwanese campuses, the notion of MLCC in this study is viewed as an
adoptive/adaptable innovation through the decision-making process, which by Rogers
calls the innovation-decision process. Rogers (2003) describes five attributes to
indicate the adoption rate of an innovation; however, the five characteristics may also
be considered in conjunction with the other factors that affect the innovation-decision
process. The five characteristics of the MLCC are relative advantage, compatibility,
complexity, trialability, and observability. During the decision-making process, have
the five characteristics been considered by decision-makers/unit? How and what
impact to they have on the decision-making process?

Perceptions. It is “the ability to see, hear, or become aware of something
through the senses, the process of perceiving, a way of understanding or interpreting
something, or intuitive understanding and insight” (Retrieved from
http://www.askoxford.com/concise_oed/perception?view=uk). It can be viewed as the

process of acquiring, interpreting, selecting, and organizing sensory information.

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



Merging Libraries and Computing 88

According to Sitkin and Weingart (1995), .. .perception as a crucial influence on
individual risk-taking behavior” (p. 1589); therefore, the perceptions of an innovation
by members of an organization’s decision-makers/unit also affect their evaluation of
and propensity to adopt the innovation (Ostlund, 1974; Tornatzky & Klein, 1982:,
Holak et al., 1987). Indeed, the perceived benefits of adopting the innovation should
exceed that of the alternatives, if organizations are to consider adopting (Anderson &
Narus, 1999). Therefore, the perception toward the MLCC is another factor in this
category.

DBypes of innovation. Past research has argued that distinguishing types of
innovation is necessary for understanding organizational adoption behavior and
identifying the determinate of innovation in them (Downs & Mohr, 1976; Kningt,
1967; Rowe & Boise, 1974). According to Damanpour (1991), there are three pairs of
types of innovation: administrative and technical, product and process, and radical
and incremental. Technical innovations pertain to products, services, and productive
process technology; administrative innovations involve organizational structure and
administrative processes. Production innovations are new products or services
~introduced to meet an external user or market need; process innovations are new
elements introduced into an organization’s production or service operations.

Reorientation, non-routine and ultimate innovations are radical innovations; variation,
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routine and instrumental innovations are incremental innovations (pp. 560-561).

There is no literature to determine what type of innovation the MLCC is;
however, the different types of and attitudes toward the innovation affect the
relationship between organizational variables and innovation and act as a factor for
making decisions.
Factors of Time

“Time dimension is involved in the (1) innovation-decision process by which
an individual passes from first knowledge of an innovation through its adoption or
rejection, (2) the innovativeness of an individual or other unit of adoption compared
with other members of a system, and (3) an innovation’s rate of adoption in a system”
(Rogers,2003, p. 20). Indeed, most new innovations involve a high degree of risk in
terms of potential payoff, but the innovator or early adopter also typically has the
highest potential to capture the most revenue or benefit from that innovation;
therefore, time is an important factor in the innovation-decision process. Therefore,
challenge for decision-makers is not simply to decide where the stabilAity is and then
replicate it as if time has suddenly come to a standstill, but rather to make appropriate
adaptive choices at those frequent times of both uncertainty and opportunity when the

system is re-organizing to accommodate change.
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Timing. In this section, timing means the point on which the MLCC was made,
and the suitable point of making the MLCC decision. One must consider whether the
time available is sufficient to make an informed decision, the best timing for adopting
innovation, and the most beneficial period for evaluating the appropriateness of the
decision. Therefore, timing is very important while studying the factors of the
innovation-decision process.

Time pressure. Previous research has shown that when presented with a choice
set alternative conflict, time pressure will reduce the likelihood of choice deferral
(Dhar & Nowlis, 1999). Lin and Wu (2005) found that time pressure is often viewed
as the key factor in affecting decision-making behavior. “As time pressure will limit
the quantity of information processed, it is often believed that with the increase of
time pressure, the decision difficulty will also increase” ( Lin & Wu, 2005, p. 220).

Time constraint. Fisher et al. (2003) claim that researchers typically study
decision-making without time constraints. Some researchers (e. g. Ahituv et al. 1998)
studied “time pressure” as measured by only simply allocating a specific time to
perform a task. Therefore, Fisher et al. (2003) distinguish between time constraints
and time pressure: “‘a time constraint is a specific allotment of time for making a
decision, while time pressure is a subjective reaction to the amount of time allotted.

Time pressure is experienced whenever the time available for the completion of a task
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is perceived as being shorter than normally required for the activity” (p. 178).

Some people may feel pressure iﬁ a long time constraint while others may not
feel time pressure in a short time constraint. Some might say that time pressure
decreases decision accuracy, whereas others might say that increasing time pressure
may increase quality in decision-making. Time constraints may have more impact on
decision making for novices than for the sophisticated decision-makers (Dukerich &
Nichols, 1991). Ahituv et al. (1998) find that time pressure impaired the performance
of middle-level field commanders more than it affected top-level commanders.
Therefore, the time factors, constraint or pressure, should be considered during the
decision-making process.

This chapter describes the theoretical framework which combines Rogers’
(2003) innovation-decision process and Simon’s (1976, 1997) bounded rationality
decision-making process. Based on this theoretical framework, there are five
categories of factors to be examined by the researcher. The five categories of factors
are: (1) factors of environment, (2) factors of decision-making units, (3) factors of
decision-makers’ personalities, (4) factors of innovation, and (5) factors of time.
These categories may illuminate the research questions, acting as helpful but not

restricting guides.
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CHAPTER 4
METHODOLOGY
Approach of Multiple-case Study

Multpile-case study is one of the qualitative research methods. The term
‘qualitative research’ has different meanings in different fields, with the social science
usage being the most well-known. In the social sciences, qualitative research is often
a broad term that describes research that focuses on how individuals and groups view
and understand the world and construct meaning out of their experiences. It
essentially is narrative-oriented and uses content analysis methods on selected levels
of communication content. Other researchers consider it simply to be research whose
goal is not to estimate statistical parameters but to generate hypotheses to be tested
quantitatively (Creswell, 1998; Merriam, 1998). Unlike quantitative methods,
qualitative research methods place little importance on developing statistically valid
samples, or on searching for conclusive proof of hypotheses.

Instead, qualitative research focuses on the understanding of research
phenomena in situ; that is, within their naturally-occurring contexts. One aim of the
qualitative researcher is to tease out the meaning the phenomena have for the actors or
participants. Quantitative studies, however, may also observe phenomena in situ and

address issues of meaning, and one criticism of this approach to qualitative research is
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that the definitions offered of it do not distinguish it adequately from quantitative
research.

Qualitative research has gained in popularity, especially due to the linguistic or
subjective turn taking hold across the globe (Giddens, 1990). Its practitioners in the
social sceinces often believe that qualitative research is especially well-suited to
getting at the subjective qualities of the lived world, although this belief is far from
universally accepted.

Because of its emphasis on in-depth knowledge and elaboration of images and
concepts, qualiative methods have been viewed as particulary useful for the areas of
social research like "giving voice" to marginalized groups, formulation of new
interpretations Qf historical and cultural significance of various events and advancing
theory. Empirical qualitative studies may capture important facts missed by more
general, quantitative studies. Such investigations usually focus on a primary case, on
the commonalities among separate instances of the same phenomenon identified
through analytic induction, or on parallel phenomena identified through theoretical
sampling (Régin, 1994).

The case study offers a method of learning about a complex instance through
extensive description and contextual analysis. The product will articulate why the

instance occurred as it did, and what one might explore in similar situations.
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Case studies can generate a great deal of data that may defy straightforward
analysis. The case study method, as one of the traditional approaches of qualitative
research, tries to capture the full complexity of a single event, program, or
phenomenon. The case study can have both qualitative and quantitative orientation.
However, according to Stake (1995, p. 37), there are three major distinctions between
the qualitative and quantitative research methodologies:

1. The distinction between description and explanation as the purpose of inquiry.

2. The distinction between the personal and impersonal roles for the researchers.

3. The distinction between the knowledge discovered and knowledge conducted.
The biggest difference between the qualitative and quantitative research
methodologies is the search for happenings versus the search for causes. This study
tries to understand the decision-making process and the factors for making MLCC; in
other words, it is searching for happenings, not causes. In order to discover the factors
of MLCC decision-making process, this study conducts personal conversations
between the researcher and the interviewees to explore and describe the relationship
between findings and the research question.

According to Yin (2003), there are three reasons for adopting the case study
strategy to study the MLCC topic. First, the case study strategy is preferable when

“why” and “how” questions are posed. Second, the case is a contemporary
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phenomenon in its real social life. Third, the investigator has little control over the
event (pp. 6-7). The MLCC topic is a contemporary phenomenon on Taiwanese
campuses, concerned with “why” and “how” questions, and has already happened;
therefore, the researcher has little control over it.

Rather than using large samples and following a rigid protocol to examine
limited variables, case study method focuses on an in-depth and longitudinal
examination of a single event, program, or phenomenon. According to Lin (2000,

p. 242), case study method is a systematic way of looking at what happened as it did,
collecting data, analyzing information, and reporting the result. The product of a case
study is a sharpened understanding of why the instance happened as it did and an
insight into important factors that ought to be considered.

There are many case studies in LIS; however, few of them focus on the
decision making process of organizational management, most of them, for instance,
focus on professionalism (Alemna, 1995), librarians’ attitudes (Chen, 1995), library
and information services (Cheunwattana, 1998), and library and information
education (Tran & Gorman, 1999). Therefore, it is hoped that this study will
contribute the organizational management regarding the decision-making issue in LIS.

Stake (1995) defines that “the case study as a bounded system or a case

studied over time through an in-depth and detailed examination of multiple sources of
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information rich in context. Stake explains that “a bounded system is an integrated
system” (p<ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>