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Towards a model for planning and evaluation of the development of

education for library, archive, and information services

Dr. lan M. Johnson

Abstract

The absence of an appropriate theoretical framework for understanding and assessing
influences on the development of education for library, archive and information work is
reflected in a literature that is largely experiential rather than soundly grounded in empirical
studies. Any development involves the introduction of innovations, and requires effective
management. Drawing on theories on the management of change, the communication of ideas
and the transfer of innovations, and incorporating the contextual evidence base suggested by
comparative methodologies, this paper presents an analysis of the wide range of factors that
need to be considered. A model developed from Porter’s ‘Value Chain’ theory provides a
framework within which these factors could be considered not only in evaluating past
developments in the field, but also in planning future innovations; a model that is arguably as
relevant in professional practice in library, archive, and information work as in LIS

education.
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The analysis of the contributory factors and the development of the model was
necessitated by a major study of development in Irag, mainly in the second half of the
twentieth century, and selective examples from that study are included to confirm the validity

of the results.

Introduction

This paper had its origins in an intention to examine the body of historical evidence
on the development of education for librarianship in Irag, and particularly to consider the
relationship between Iragi and international organisations which lent itself to an analysis and
evaluation of the factors that influenced the significant but hitherto little-known advances that
took place there during the last half of the twentieth century (Johnson, 2016). That study
identified deficiencies in the existing literature on the development of education for library,
archives, and information work (LIS); considered pertinent theoretical studies in the
transmission of innovation and the management of change; analysed the evidence base
required for such a study and methods for evaluating it; and devised a new ‘value chain’

against which past and future developments could be monitored.

The literature of LIS education development

There are numerous descriptions of the history of LIS education in the developed and
less developed countries. Much of the literature has, however, focused on changes in the
curriculum and the implications of making them, or on the level of education at which it is
desirable that the subject be taught, rather than on seeking an understanding of the broad

context in which changes have taken or might take place. In LIS education, little fundamental
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attention has been given to what has influenced developments, and what should be considered

to ensure that planned or necessary changes are implemented successfully and sustainably.

Much of the commentary that does exist in the field of LIS education is opinion rather
than empirically based, derived from the authors’ often substantial but subjective experience.
This includes general guidelines on the development of professional education for
librarianship and information sciences that were commissioned by Unesco (for example,
Danton, 1949; Large, 1987; Neelameghan, 1978; Saunders, 1978), supplemented by guidance
on emerging topics in the curriculum. The International Federation of Library Associations
and Institutions (IFLA 1976; 2000; 2012) has played a similar role by publishing statements
of best practice in Schools of Librarianship (SLIS). None of these guidelines were
mandatory, and indeed there was no requirement for any agency or government even to
consider this advice. In addition, other individuals pointed to factors likely to underpin the
sustainability of SLIS in the developed (for example, Haycock, 2010; Stieg, 1992) and
developing (for example, Dean 1972; Downs, 1958) countries, noting some of the challenges
that the SLIS faced, without fully explaining why they existed or pointing to solutions and/or
mechanisms that might be adopted to address them. The closure of SLIS in the U.S.A. and
the U.K. during the 1980s prompted further discussions (for example, Haywood, 1991; Intner
and Vandergrift, 1990; Ostler, Dahlin and Willardson, 1995; Paris, 1988, 1991), but these

proved narrow in focusing their conclusions only on the probable causes for failure.

The LIS literature contains some notable experiential contributions about
developmental issues in the less developed countries without focusing specifically on the
development of LIS education. Briquet de Lemos (1979; 1981), for example, ably presented

the general challenges of library development from the perspective of a less developed
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country. Gassol de Horowitz (1984) contributed an analysis of the problems and issues that
librarianship as a profession needs to address in the arena of Third-World development and

their implications for professional education.

During the second half of the twentieth century, early views of international
development assistance undoubtedly stressed catching up with, and generally imitating, the
economically advanced nations of Western Europe and North America. In countries that were
less well developed in terms of archive, library, and information services, technical assistance
projects established LIS services and professional education programs where none had
previously existed, following models that were familiar to the donor agencies and the

organisations and individuals delivering the assistance.

During the second half of the twentieth century, LIS work has been characterised not
only by the ubiquitous introduction of information technology, but also by a shift in the
underlying professional philosophy to give a greater emphasis to users’ needs and behaviour.
During this period, LIS educators in the less developed countries not only grew in numbers
but also matured as teachers and as researchers. They observed the challenges faced by their
former students and sought to identify solutions that would be viable in the circumstances

prevailing in their country.

Inevitably, the influence of western models of library service and the relevance of
aspects of western LIS education became a matter of increasing debate in the developing
countries. Since the 1980s, there have been several examples of opinion-based criticisms of
LIS curricula that were derived from the legacy of efforts by foreign consultants to establish

or advise on the development of SLIS, or of study abroad by citizens of less developed
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countries. The American model of library education was the first to be challenged, after its
introduction in Latin America (for example, Goldstein, 1982). Later, the European legacies
apparent in both library services and professional education became subject to criticism in
Africa (for example, Mchombu, 1986). These criticisms claimed to have focused on
curricular relevance to the local environment, but did not fully explore the context in which
those curricula were introduced or in which library and information services in a country had

since evolved.

More recently, there have been a few formal studies that have attempted to examine
library development by applying ‘orientalist’ or “postcolonial’ theory, a body of academic
study that seeks to draw on critical theory to understand the loss of power, identity, and
culture when a group of people is dominated by a powerful force (Khanal, 2012). More
generally, these approaches have been criticised as the bases for so-called ‘revisionist’
histories, politically-biased studies that attempt to apply contemporary values to events that

occurred in the past, regardless of their epistemological irrelevance.

If substantial evidence existed, the discourse analysis that provides an evidence base
for these approaches could certainly be helpful in understanding the values and beliefs of
European and American librarians active in less developed countries at particular points of
time during their history, for example during programmes of technical assistance to
modernise the economies and social fabric of countries. However, it must be acknowledged
that much of the historical record of library development is so fragmented that there are few
substantial collections of documents or substantial individual documents that would lend
themselves to a detailed analysis of the discourse and the interaction between all the

participants. This is particularly challenging in many developing countries where the
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preservation and organisation of archives is in its infancy, and where in many cases there is
often little written evidence from the perspective of members of earlier, less developed

indigenous societies.

After considering the literature on the development of LIS education, it was apparent
that there was both scope and need for a stronger theoretical base which could be used to
analyse and evaluate the factors that had contributed to library development in Irag and

provide a basis for future planning there and elsewhere.

Innovation, change management, and impact evaluation

Development — whether in a wealthy, technologically advanced society or in
countries that are less well developed — can be defined as: the gradual evolution of a
phenomenon to a more elaborate form; or a process in which someone or something is
created or changed through the systematic application of scientific and technical knowledge
to meet specific requirements. In LIS education, development is a process that may require
innovation in the curriculum, in pedagogy, in the organisation and structures of the host
academic institution, and in the underpinning human, technical and financial resources. By its
very nature, it is a complex process which, to be successful, demands that the introduction
and implementation of the requisite changes be led and managed effectively and sensitively,
based on a comprehensive understanding of the issues and influences likely to be

encountered.

A heightened focus on demonstrating results has increased the demand for
understanding how to evaluate libraries’ impact (Wavell, et al., 2002). In the field of

development work, critical evaluation of projects has also become increasingly seen as
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essential, and there is a growing literature on the application of evaluation techniques. For
example, Roche (1999) provided a general framework for development agencies to assess the
impact of their work, and Heeks and Molla (2009) developed this further to facilitate an
objective assessment of the impact of the international development agencies’ current
panacea — the introduction of ICTs. This approach, based on Porter’s (1985) ‘value chain’
theory, appears to have not been used in the LIS education field. More narrowly focussed
approaches, such as the Technology Acceptance Model (TAM), devised by Davis (1989),
have, however, been applied to the introduction of ICTs in library and information services

(for example, Izuagbe, Hamzat & Joseph, 2016).

Innovation in library and information services and LIS education

The growing opportunities for exchange of information in a society that became
increasingly mobile and technologically equipped, particularly during the second half of the
last century, seem likely to have facilitated some diffusion of ideas, policies and practices in
LIS work, at least as much as in any other sphere of human activity. The necessary
considerations have been the subject of significant analysis by social scientists specialising in
innovation theory and in management studies, building on earlier theories. The elements of
change management are now well defined, yet remain insufficiently considered in the

literature of LIS education.

The issues involved in managing innovative changes have been addressed in
numerous studies of the transmission and diffusion of new ideas, policies, and practices in
terms of their effect not only within organisations but also the society that they serve.

Arensberg and Niehoff (1964), for example, argued that change would be accepted if it fitted
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into the local culture. Many of the social theorists who have discussed the management of
change have focused on more tangible issues. Djelic (1998), for example, identified various

pre-conditions for a successful change in social and economic arrangements:

. globalisation of roles, norms, and values
. existence of a cross-national agency to lead the change
. recognition of the need for change by the community subject to change.

Rogers (2003) and other communication theorists have identified the key role played
by some individuals or organisations in introducing new ideas, and noted the significance of
communication channels in transferring awareness and understanding of innovations.
Rogers’s work on the diffusion of ideas identified five characteristics that determine the rate

at which changes are likely to be adopted:

. the relative advantage(s) of the new approach compared with whatever is
being replaced
. the compatibility of the new approach with the needs, experiences and values

of the person or group considering a replacement

. the degree of complexity in understanding and implementing the new
approach

. the extent with which a new approach can be tested without a major
commitment

. the visibility of the results to others affected by the new approach.

These theoretical approaches, and others not mentioned in this summary, provide

some signals of issues that need to be considered by those involved in planning and
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evaluating the introduction of new ideas and practices in LIS education. However, few
studies have examined the many factors influencing the adoption and acceptance of changes
in library, archive and information work and the related educational programs. While the
issues surrounding the transfer of ideas and practices into different contexts can perhaps be
easily understood, their translation or re-interpretation, and their final transformation are
more complex problems, partly because their time-frames differ; transfer can be
accomplished quickly, but transformation cannot. Asheim (1966), for example, provided a
reminder that heart and mind changes in librarianship may require not months but years.
While he was addressing the challenges in developing countries, his remarks have a wider

resonance.

Change management in library and information services and LIS education

Development of LIS education does not just happen. It is the introduction of new
concepts, and changes in academic practices. Those processes must be well managed to
secure the sustainability and further enhancement of the LIS program. Much of the basic
elements of change management are long established. Recent studies have done little more

than refine definitions.

Studies of change and innovation management focused initially on developing
strategies to ensure that commercial companies remained competitive in a challenging
business environment. The theoretical approaches that emerged were subsequently adapted

by the public sector to facilitate a response to demands to continue to provide relevant
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services in an era when government expenditure was being restrained and society’s

expectations were changing.

Porter’s (1980) analysis of the elements of competitive strategy stated that there are
five external forces influencing change in organisations, which could be interpreted in terms

of LIS education as follows:

. Competition — for example from other SLIS in the same or another country
. Entry — for example of changing technologies

. Substitution — for example evolution of cognate disciplines

. Supplier power — for example the influence of prospective students, their

advisers, and sources of funding

. Customer power — for example the expectations of graduates, and the

requirements of prospective employers

Tushman, Newman, and Romanelli (1988) developed these ideas further, observing

that there are 3 types of disruption that trigger transformational change in organisations:

. changes in product life cycle that require different strategies
. changes in legal, political, economic, and technological conditions
. changes in the organisation’s size, the strategy for its portfolio of products, and

its executive management.
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Changes such as these were increasingly common in the information sector
throughout the second half of the twentieth century (and seem likely to continue), making it
imperative that SLIS acquire new competencies. Some SLIS have attempted to adapt to
changing conditions by moving into new, unfamiliar areas, in a voluntary reorientation or

enforced fundamental change, but many found that change came with a degree of risk.

Any innovation, such as the introduction of a new product, a change to an
organisation’s structure, or the implementation of a new information system has an impact on
the culture of an organisation. An organisation’s culture has two basic components — a set of
core beliefs and values, and certain identifiable characteristics of behaviour and style which
distinguish one organisation from another. Fowler (1993) noted that the objective of many
organisations is to move from a static or rigid culture to one that is flexible and adaptable,
exactly the challenge with which SLIS have been confronted by the introduction and spread
of increasingly sophisticated digital systems in an environment that had been unaffected by
such major and rapid change since the introduction of printing. Kotter and Schlesinger (1979)
observed that, in a rapidly changing environment, managers needed to increase their skills in
diagnosing any likely resistance to change and in choosing appropriate methods for
overcoming it. Cummings and Worley (2015) noted that efforts to implement a new strategy

can fail because an organisation’s culture is unsuited to the change.

Porter (1985) put forward the concept of the ‘Value Chain’ as a means of focussing on
those activities that make a real contribution to adding value to an organisation’s products

and services. It sets out a systematic approach for examining the value contributed by core
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ctivities related directly to the product and support activities. In the context of SLIS, these

could be interpreted as follows:

. Primary activities:

o Inbound logistics (Student recruitment and enrolment, and faculty

recruitment)

o Operations (Teaching)

o Outbound logistics (Graduate employment)

o Marketing, sales, and service (Research, publication, continuing education

activities, professional service)

. Support activities:

o Human resource development (faculty development)

o Organisational infrastructure (leadership and institutional networking;

internal delegation of responsibilities)

o Technology development (learning resources — books, journals, computers,

ICT network and services)

Pettigrew and Whipp (1993) noted five factors essential to accomplishing change

successfully and achieving sustainability:
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. environmental assessment

. leading change

. linking strategic and operational change

. recognising human resources as assets and liabilities
. coherence.

Lynch (1997) noted that all products and services could be considered as a ‘package
of attributes’. In terms of how a SLIS might develop its ability to create and sustain an
external perception of its value to its institution and to society at large, these attributes could

be interpreted as follows:

. Innovation — the development of new programs, delivery formats, and
research themes in response to or in anticipation of professional opinion and

practices, and institutional expectations

. Exploitation — using the ‘strategic assets’ of the SLIS such as the knowledge
base of its faculty or its technical resources to contribute to institutional,
professional, and national problem solving, and continuing professional

development

. Reputation — external involvement in quality assurance reviews of the
product(s) of the SLIS, as well as through evaluation of the immediate and

long-term experience of the graduates and their employers
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. Relationships — the institutional, professional, and other external networks
that a SLIS establishes and nourishes to enhance the perception that the SLIS
itself fosters for the relevance and quality of its product(s): programs,

graduates, research outputs, and continuing education activities.

None of these activities are independent of each other, but are interdependent, and
successful development of a SLIS often arises not from the activities themselves but from
reinforcing the linkages between them. Porter pointed to Total Quality Management — the
regular application of self-critical quality assurance and quality control processes to the
activities of an organisation — as a means to achieve continual improvement of these
linkages and thus the organisation’s progressive development and competitive success. Total
Quality Management has been applied to library management (for example, Jurow &
Barnard, 1993). Quality assurance in LIS education has been fostered in the European
Union’s Member States as part of the ‘Bologna Process’ of establishing equivalence between
their higher education institutions and has become the focus of some international interest
(Miwa & Miyahara, 2015). Quality assurance in (LIS) education is based on regular internal
annual and external quinquennial reviews of the currency of the curriculum and its relevance
to the needs of the job market as evidenced by input from peers, employers, current students,
and graduates. It is essentially a means of preventing academic atrophy, and — whilst
worthwhile — has a relatively short-term focus on development and does not necessarily

examine all the factors underlying change.
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Putting library and LIS education development in context

Understanding how and why education for librarianship has evolved or could be

further developed clearly needs to take account of the fact that, as Foskett (1977) argued:

“The dynamics of a single system cannot be fully understood by examining that
system in isolation, ... [F]or the way it functions depends on its reaction with its

environment as much as on the interactions between its own parts.”

The requirement then is to identify the range of evidence that would facilitate such an
examination, to collect it, and to analyse and interpret it in the context of the continual

development of LIS education.

Researchers in other social sciences have developed comparative methodologies to
analyse the economic, political, and social contexts within which a phenomenon had evolved
by examining the contextual variables to isolate and identify significant factors. Comparative
studies are increasingly recognised as a key to understanding the basis of previous and
current processes of constructing, organizing, and institutionalizing social and cultural orders

and organizations (Siegrist, 2006).

Comparative methodology is a research technique that has been recommended for use
in studies in librarianship because “it constitutes an important approach to the search for
cause and effect in library development, and to the understanding of library problems”
(Collings ,1971). However, the concept of comparative librarianship became confused with
parallel but separate discussions about internationalisation in LIS work and education (for

example, Carroll, 1970). The terms ‘comparative librarianship’ and ‘international
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librarianship’ have been used as if they were interchangeable. In reality, ‘international

librarianship’ and ‘comparative librarianship’ are separate topics:

. ‘international librarianship’ tends mainly to comprise descriptive (and
sometimes patronising) accounts of libraries and librarianship in foreign
countries;

. ‘comparative librarianship’ seeks to produce critical, analytical and
evaluative studies of library services (of the same type in the same or different
countries) intended to provide not only a description of differences in their
situation and an explication of the reasons for them, but also conclusions about

how progress could be made within their prevailing local circumstances.

One of the advocates of comparative librarianship, Kotei (1976), pointed out that a
search for causal relationships in any sphere of social organisation such as librarianship must
derive from a clear understanding of the premises from which the study is being conducted.
Closely allied to this, according to Jackson (1981), is understanding the information needs of
the population and how these are met by existing library systems. Familiarity with library
tradition and history, he argued, is also essential for understanding events. The range of

background factors that have been suggested to be considered in a study of LIS education

also include:
. the policies and practices of the international agencies that assisted in the
development of libraries and education for librarianship
. the circumstances in the beneficiary country:
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o the national economic, political, administrative, and cultural context within
which libraries and information services evolved and operated

o the general educational and social trends

o the evolution of local publishing

o the consequent scale and nature of library, archive, and information

Services

(Collings, 1970; Danton 1973; Simsova & McKee, 1970).

However, many papers that purport to be comparative studies of libraries and
librarianship conform to the criticism that Danton (1973) directed at the literature of this sub-

field, when he wrote that:

“most of the literature described as ‘comparative librarianship’ is thin, largely
narrative and descriptive, and often neither comparative nor in conformity with even

minimal standards of scholarly investigation...”

Defining the Contextual Evidence for Comparative Studies of LIS

From time to time, a few people interested in international library development have
taken an interest in developing a similar theoretical approach. Several discussion papers
about comparative methodologies were published (for example, Dane, 1954; Foskett, 1965;
White, 1966), followed by a major textbook (Danton, 1973). However, interest in developing
the theoretical underpinnings of comparative librarianship withered fairly quickly. Parker
(1974) observed that the methodology of comparative librarianship remained largely untried

and untested, and that remains the case today.
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Given the wide range of evidence required, much of it outwith the conventionally
accepted boundaries of LIS, it is unsurprising that the application of comparative
methodologies in LIS has been limited. However, as the demand for understanding the
underpinning for and impact of professional developments becomes more pressing, not for
theoretical reasons but to help advance the arguments for investment in services which have
become more complex, the traditional boundaries within which research in librarianship has
been organized may inhibit progress. The failure of its proponents to define how the results of
any comparison might be evaluated has been a further constraint. Discussions of comparative
librarianship appear to have paid little attention to the practicalities of presenting the results
of a comparative study to meet Collings’s (1971) expectation that it should explain cause and
effect. Nonetheless, some indicative approaches can be seen in other attempts to evaluate

complex contextual information.

Johnson’s (2009) analysis of information behaviour states that any context has three
facets, including the situation in which individuals are immersed, actions that have specific

effects on events, and significant frameworks such as belief systems.

The role of management and the way in which the role of each functional managerial
position was carried out had been identified by Rockart (1979) as one element in a
framework of Critical Success Factors (CSFs) for defining areas where high performance in
information acquisition and use is required to achieve a goal, to resolve a problem or, as in
this study, to validate assumptions (Bullen & Rockart, 1981). Gladwell (2000) emphasised
the need to focus on individual actors or groups of actors, and their perceptions of events, as
previously recommended by Hitchcock and Hughes (1995). This was reinforced by Rogers’s

(2003) views on the way in which a few key individuals can have a significant influence as
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opinion leaders and change agents. Such individuals need the skills of persuasion, and need to
be well-connected, with a wide personal communication network that includes the influential
people in their sector of society. Thus, they can have a strong influence in identifying
opportunities for promoting change and taking a new product or service beyond a ‘tipping
point’.

Gladwell (2000) also observed that getting a ‘social epidemic’ started involves
transferring ideas through differing groups in society — those defined by students of the
communication of ideas as innovators, early adopters, the early majority, the late majority,
and finally the laggards. The first two groups are visionaries and risk takers, whereas the

majority avoid risks and are pragmatists.

Other elements of Johnson’s (2009) ‘context’ are susceptible to the closer focus
offered by applying the taxonomy known as S.T.E.P. — Social, Technical, Economic,
Political — first devised by Aguilar (1967) for evaluating the results of any environmental
scanning undertaken to define the situation in which individuals or institutions are immersed
as part of the strategic planning function. It accords with elements (for example social
background, communication media, economy, politics) identified by Danton (1973) and
others as influencing library development. Some of Aguilar’s terms are open to wide-ranging
definition. For example, ‘Social’ could be interpreted to include factors such as education and
literacy, while ‘Economic’ could refer to the state of the national economy, the funding
allocated to institutions, or personal incomes. ‘Political’ could be taken to include governance
and legal issues, while ‘Technical’ could refer to the publishing industry as well as the new
Information and Communication Technologies. Notwithstanding this semantic inexactitude,

these are important elements, as emphasised by Rockart (1979), that must be understood in
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assessing how the development of a SLIS takes place or may be shaped against a background

of environmental changes over which it may have little control.

Rockart also identified two other factors which lend themselves to adaptation for the
purpose of this kind of research. He noted that each institution, i.e. each SLIS, has a sub-set
of CSFs that are determined by the characteristics of the information sector in the country
that it serves. Among these, he noted that the optimal strategy of an organisation is defined by
its individual situation determined by its geography, history, and current competition (Bullen
& Rockart, 1981; Rockart, 1979). In doing so, he concurred with Danton’s (1973) statement
that the analysis should recognise the geographic situation of the subject being studied, the
history of library development in the locality, and interaction with external agencies and

movements.

Johnson’s (2009) comment on the significance of frameworks such as belief systems
reinforced Buckland and Gathegi’s (1991) argument, which stressed that effectiveness in
research and theory development requires accounting for such contextual factors as
differences in culture and language. Danton (1973) had also earlier referred to a wider range

of factors that included race, ideology, and religion.

Johnson’s (2009) taxonomy did not, however, address the temporal element implicit
in any historical study of changes. This had been identified by Rockart as one of the CSFs,
noting that there are areas of activity which become critical for organisations at particular
points in time (Rockart 1979; Bullen & Rockart, 1981). Rockart’s initial concept was
subsequently affirmed in Rogers’s (2003) definition of the five stages through which

innovation occurs — knowledge, persuasion, decision, implementation, and confirmation,
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and Gladwell’s (2000) discussion of how innovations occur and become embedded. It was
further extended by Shachaf’s (2003) modelling of the life cycle of some LIS activities. She
showed how these evolve through stages, which can be redefined in terms of the development

of LIS training and education as:

. The Embryonic Stage. Recognition of the need for training is the initiating
force, sometimes characterized by informal, voluntary training activities.
These efforts provide the basis upon which a committee of academic leaders
and other stakeholders can begin to work towards setting up formal programs.

. Early Development. The best curriculum and syllabi that fit the local context
are defined. The likely faculty members undertake intensive assessment of
comparable developments and locally available resources, and work through
the funding arrangements.

. Development. Efforts are focused on securing the funds and learning
resources to secure the viability of the program, and on establishing
pedagogical effectiveness and efficiency in its delivery.

. Maturity. The program is stable, with a clear identity and clear boundaries.
This stage can exist for many years, during which minor changes in faculty,
syllabi, resources, and budgets may occur. Quality assessment and statistical
measurements are employed to continually evaluate the program and guide its
development.

. Enhancement. Advanced programs, research, and continuing education
activities are introduced. Faculty take a leading role in development of the

profession locally and nationally.
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. Disbanding. Disbanding could follow any of the stages of development if

program viability weakens for any reason (adapted from Shachaf, 2003).

Gladwell (2000) observed that ‘tipping points’ occur when those actions stimulate a
transition from one situation to another. After the ‘tipping point’ is reached, successful ideas,
products and services begin to be adopted quickly, and behave as ‘epidemics’. Johnson

(2009) also referred to actions that have specific effects on events.

Method: Devising a checklist for evaluation

The aim of this study was to focus on the development of LIS education in Iraq since
its inception, and acknowledged that a new approach to evaluation was needed. In some
senses, the approach that was developed for this study may be compared to the development
of grounded theory in eliciting theories and propositions directly from data or information,
while recognising that circumstances — both historical and contemporary — may prohibit

testing the hypothesis that emerges.

The need was to develop a framework which could be used to focus a review of the
evidence. The first step was to analyse and summarize the elements in the management of
change, in the diffusion of concepts and practices, and in the context within which LIS exists.
Although the terminology sometimes differed, many of the factors identified in the studies
examined proved to be similar. These were summarised within key groups that emphasised
the study’s focus on LIS development, and the terminology was adapted, when necessary to
make it more familiar to readers accustomed to the terminology of LIS. A provisional

checklist is presented in Table 1.
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Key elements underpinning

. . . e The scale and nature of library, archive, and
education for information

information service provision

Governance and funding of educational institutions
Human resources — students, teachers

Learning resources

Teachers’ knowledge and skills, beliefs, and values

The situation in which the

. . g Local traditions, culture, language, race, and religion
information sector is immersed

Economic context

Government and political context

Information needs

Trends in education and literacy

Reading culture and levels of information literacy

Other social trends

e  Publishing and the book trade

e Technical environment — evolution of new media
and ICTs

e International relations

e  Globalisation of professional norms, roles, and
values

e  Comparators, for example cognate disciplines, and

similar institutions or countries

Events, actions, and other
factors that have specific effects
in mobilising change in the
information sector

e  Connections and interaction among people and
movements

e Reflection on unfamiliar problems

e Recognition of the need for change

¢ Relative advantage(s) of change(s) perceived

e Voluntary reorientation or enforced fundamental
change

e Policies and practices led by international agencies

¢ Policies and practices driven by national planning
and/or legislative action

e  Areas of activity becoming critical for organisations

e Actions shaped by organisational or institutional
strategies

e Changes in product life cycle shaped by demand and

expectations

Emergence of alternative services and suppliers

Evolution of cognate disciplines

Need to build or maintain reputation

Conscious quest for change

Leadership instilled by attitudes and experience of

an individual, or defined by the role of each

functional managerial position

e Actions prompted by recruitment of new staff,
including changes in executive management

o  Staff development

e  Exploitation of ‘strategic assets’

lan M. Johnson 117



Library and Information Research
Volume 42 Number 126 2018

Overcoming resistance to
change in the information
sector

e Recognising the degree of complexity of the
proposed change(s)

e  Assessing compatibility of change(s) with needs,
experiences, and values of all those affected

e Making the likely results of change(s) visible to all
affected

e Building a network of supportive and influential
relationships

e Adopting change(s) subject to modification

Recognising when innovations
become embedded in the
information sector

e Historical boundaries which allow for definition

e Existence of innovators, early adopters, majority
adopters, and laggards

e  Existence of a secondary set of ‘connecters’

e Tipping point(s)

Table 1: A provisional checklist for reviewing the development of education for
librarianship, information science, and archives and records management

The development of the checklist underpinned a critical reading of the historical
account, seeking evidence of the presence of one or more of these factors. Although such a
wide range of variables complicates investigation and theory development, ignoring them
entails the risk of producing irrelevant results. This checklist is an ideal tool for analysing
issues because the factors listed are not a standard set of measures but can be related to the
specifics of a particular situation and can thus be used even in a single case study. They are
not dependent on the availability of quantitative data and accord with the principal elements
of comparative studies in focussing not only on events, but also on the related circumstances,
as well as taking account of the role played by individuals. They can be used to condition the
analysis, to highlight the linkages, if any, between these contextual factors and events or

actions, and explain the conditions under which they may apply.

In some respects, the approach adopted for this study is similar to Qualitative

Comparative Analysis (QCA), part of a new generation of theoretical approaches to assessing
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causality and impact, originally developed from the late 1980s onwards to undertake complex
comparisons of countries or societies (Ragin, 1987). QCA is aimed at meeting the needs of
development agencies and their appointed service providers for informing the providers of
the funding and the intended beneficiaries of the impact of a project. QCA seeks connections
between influencing factors (or ‘conditions’) and outcomes. It assumes that multiple
‘conditions’ can lead to the same outcome, and that a single ‘condition’ does not usually
produce an effect on its own. Rather, it acknowledges that ‘conditions’ interact and combine
to produce an effect, as is accepted in comparative methodology generally (Schatz & Welle,
2016). QCA requires in-depth qualitative knowledge of each case, which is obtained using a
range of qualitative research methods such as ethnography, semi-structured interviews,
observation, or literature reviews, as well as quantitative data from surveys, etc. It seems
more suited to conducting an analysis of the immediate outcome(s) of a specific development
project than to undertaking a historical study of longer-term development policies and

activities for which all these types of evidence may not always be available.

Comparison in a single case study

Although this was to be in effect a single case study, it was recognised that, for
comparative purposes, something akin to a control group could be offered to strengthen the

analysis by examining the same or similar phenomena in differing circumstances:

“The essence of the method is the examination of the ways in which a subject has
been treated in several various circumstances, to discover first what have been the
similarities, and second what have been the differences; and to learn, particularly from

the difference, how the subject may be pursued in the future.” (Foskett, 1980)
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In the study for which this approach was developed, one comparator was sought in the
developments in the cognate field of archives studies. In the context of Irag, where legacy
collections of archives of international importance are to be found, comprising the records of
the numerous administrations as well as of the beliefs and scientific systems of several
societies that predominated during the country’s history, the choice of this discipline had a
particular resonance. In a wider context, it was also relevant because of the movement
towards the harmonisation of education for librarianship, information science and archives
studies that was taken up and promoted by Unesco in the last quarter of the twentieth century.
This approach proved useful because the development of archives studies was fostered in an
entirely different manner from mainstream LIS education, and achieved different results. This

served to underpin the conclusions.

Another comparator that was identified is the broader regional context. During the
second half of the twentieth century, various national and international agencies provided
support to underdeveloped nations for the development of library and information services
and education for librarianship. When studying the technical assistance that was provided to
individual countries such as Iraq, an understanding of the main trends in agencies’
approaches to LIS development problems and the relevance and effectiveness of their policy
guidance in the Arab world could provide an external benchmark for their activities and
impact in Irag. Therefore, where appropriate, activities influencing other Arab states or
developments taking place in them during these periods were also considered. The aim of
noting comparable developments in the Arab world was not to be exhaustive, which would
have been impracticable. It was in keeping with the use of the other comparators, which it

must be emphasised, were intended solely to draw attention to circumstances or events that
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illustrated Iraq’s relative situation, the influence of external peers, or its distinctive response.
Nonetheless, the differences in progress between Irag and the other Arab states facilitated a

discussion of the underlying causes.

Moreover, taking note of the importance of the temporal element in development, the
study acknowledged that there were several distinct points during the twentieth century when
there were events in the history of Iraq that defined the boundaries of periods during which
the country was subject to a specific set of political or economic circumstances. This made it
possible to test the factors identified in Figure 1 against differing conditions. This effected a
continual review of the evidence, as recommended by Creswell (2003), presented in the
context of each identifiable period or stage in the development of education for librarianship,
and facilitated a final, summary discussion of these themes. The analysis thus reflected
varying challenges and opportunities that arose in each period, and moderated the force of the

overall, summary conclusions.

Assembling the evidence

Assembling the evidence for a comparative study such as this can be demanding.
Some preliminary information gathering and reflection had taken place throughout the
author’s career. However, the main effort committed to searching for, reviewing,
synthesising, and organising the highly fragmented sources of information relevant to this
study of LIS education development in Irag was an intermittent activity over a ten-year
period. The intensity of activity varied during that time, being dependent on the author’s
ability to travel to access the collections of several libraries and archives in both Britain and

the U.S.A., as well as the Unesco archives and library in Paris, and the Gulbenkian

lan M. Johnson 121



Library and Information Research
Volume 42 Number 126 2018

Foundation archives in Lisbon. In addition to the range of previously unexplored archival
material that was discovered, the literature search (which demonstrated how little of the LIS
literature is recorded by the published indexing services, as well as requiring exploring
literature beyond the boundaries of LIS) led to more than 4,000 journal articles, books and
theses being examined for relevant material. The result was a coherent and contextualised
historical account of the development of LIS and related education and training Iraq, which
provided the evidence base for an examination of the contributory factors identified in the

checklist.

Because the possible significance of actions by individuals or their influence on
events was clearly relevant to the study, some effort was put into researching their
biographies to facilitate a prosopographic analysis of common characteristics that might be
significant (Keats-Rohan 2007). Because most of the individual involved had not been the
subject of published biographies, this research was necessarily largely web-based and time-
consuming. Although the results proved uneven in range and depth, preventing the planned
analysis, the evidence that emerged proved valuable in suggesting factors that had shaped

some of their individual contributions to development.

None of the factors identified in this study could be said to be independent of the
others. In broad terms, the development of LIS education can be seen to be a consequence of

interaction, illustrated in Figure 1, between:

. SLIS — their number, size, resources, institutional environment, etc.
. Prevailing national circumstances — the economy, government, education,

publishing, library and information services, culture, etc.
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. The international environment — international associations and donor

agencies — policies, advice, resources, priorities, etc.

. The temporal framework — current state of development.
. Specific actions
SLIS
International . National
environment circumstances
Temporal g
P Actions
framework

Figure 1: Interactions in the development of LIS education

The ‘Value Chain’ in library and LIS education development

Porter’s (1985) ‘value chain’ concept goes beyond demonstrating the merits of
understanding how various factors interact to explain how progress takes place. The ‘value
chain’ has long been acknowledged as a useful approach to library management (for example,
Cronin & Davenport, 1988). Such an approach was developed to assess the impact of ICTs in
development (Heeks & Molla, 2009). However, there appeared to have been no previous

attempt to outline a “value chain’ for the development of LIS education. This suggested the
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need for the development of a ‘value chain’ model for the development of LIS education

through which a program can be seen to evolve.

This model presented here was adapted from the model developed by Heeks & Molla,

(2009) and incorporated elements from the ‘balanced scorecard’ approach to measuring

progress towards objectives that was popularised by Kaplan and Norton (1992). The resulting
model, outlined in Figure 2, appears valid whether establishing a new SLIS or a new program
within an existing SLIS (or indeed any developmental activity in the library and information
field). Each stage demands careful preparation, assessment, and follow-up, as can be seen in
the brief critique of some aspects of the evolution of the LIS programs in Irag which appears

later in this paper.

R S — A
Developmental 5 Prevailing 3 \ Inputs
vision circumstances Atiategy required/available
|
\4
\
Deliverables > Measures of 8 p : A
expected success determined Lo AU
|
\4
\
Outputs —> Outcomes —>| Impactassessed —> Sustainability
|
v
Further evolution

Figure 2: The development of LIS education — a ‘value chain’ model
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Discussion: the potential of the checklist

The study confirmed the validity of most of the generic factors shown in Figure 1. It
also illuminated the interplay between them, as illustrated in Figure 2. Although this paper is
intended principally to outline the method that was developed, it seems appropriate to repeat

here some of the key conclusions that emerged, to illustrate the potentiality of the approach.

Before international technical assistance was sought by and offered to the libraries of
Iraqi institutions at the beginning of the second half of the twentieth century, library staff
development appeared to have been little more than on-the-job training to inculcate practices
that had evolved over several thousand years. The subsequent development of the human
resources needed by the continual expansion of Iraq’s library, archive, and information
services to support changes in the country’s economy and society evolved through a pattern
commonly experienced in developing countries, beginning with short training courses by
foreign experts. The education and training that they offered was necessarily based on the
then current understanding of LIS principles and practices in the wealthy industrialised
countries. The experts’ mostly short-term assignments offered little opportunity for
investigating the local situation, adapting to it, and developing relevant learning resources.
These were complemented or followed by overseas professional education for a small
number of nationals of the country concerned, which was subject to the same constraints on
its content and thrust as the short in-country courses taught by consultants. The eventual
initiation by a local academic institution of a program offering formal qualifications taught by
local teachers was often guided by foreign consultants. The teaching largely relied on an
initially small cadre of local librarians who had been exposed to one-year programs in foreign

institutions that, although aware of and often sympathetic to the particular needs of foreign
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students, were necessarily primarily focused on preparing graduates for their home market.
The overseas programs, usually only one-year of study, gave little opportunity for the foreign
students to reflect on its relevance and how it might be adapted to their home country’s

circumstances.

Despite increasing numbers of professionally educated personnel, their role in
developing a more locally relevant curriculum was constrained by the still limited capacity to
investigate the local situation and to produce the learning materials that students would need.
At the same time, student motivation towards professional education and practice and
activities was often inhibited by the status of LIS education within the overall higher
education system, and by the inadequacy of local library services as demonstrators of
appropriate practices. Moreover, the way in which LIS development in Iraq was both fostered
or inhibited by prevailing economic and political circumstances was repeatedly demonstrated,
conforming to Gladwell’s (2000) postulation that ‘social epidemics’ are sensitive to

prevailing conditions.

During the 1970s, the development of LIS education in Iraq was fostered by taking
advantage of the strong economy and the government’s educational aspirations, and a large
cadre of teachers with foreign LIS qualifications was assembled. However, advisory services
for library users remained seriously underdeveloped, reflecting the government’s inability,
because of pressure on its resources from a growing population, to encourage pedagogies and
develop local publishing in a way that would have fostered a culture of independent reading

and critical enquiry.
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When Iraq was impoverished by the long war with Iran in the 1980s and the U.N.
embargo in the 1990s, external assistance ceased. LIS education was able to continue to
evolve only through purely indigenous efforts, providing an alternative to study abroad in
meeting the country’s requirements for trained personnel. Despite the declining state of its
library and information services, Iraq’s LIS educators made strenuous efforts to overcome
limits on their access to new professional knowledge and took the opportunity to introduce
advanced programs that responded to the government’s need for in-country Master’s and
Doctoral programs, and enabled some information professionals’ aspirations for higher status

to be fulfilled.

The earlier impact of participation in foreign consultants’ efforts to develop LIS
education by a steadily growing and carefully managed group of Iragi demonstrators and
teachers certainly seems to have fostered a collective will amongst them to seize the
opportunities presented by national circumstances to evolve study programs at higher levels
that demonstrated the substance of librarianship and information studies as an academic
discipline. Here we see conformity with Gladwell’s (2000) focus on the ‘Law of the Few’,
which asserts that a few key individuals can have a significant influence on initiating change
and taking a new product or service beyond the ‘tipping point’. Indeed, the whole study
repeatedly pointed to the pivotal role played by individuals, both foreigners and Iraqi

nationals.

The policy guidance and practical inputs from the development agencies for the
development of archives and records management was significantly less than for librarianship
and information studies, partly because the agencies did not have relevant in-house expertise

for much of the same period. The failure to ensure adequate records management in Iragi
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institutions can be largely attributed to this lack of commitment by the agencies.
Significantly, in a country that has a wealth of collections of ancient records and literature in
various formats, the introduction of graduate education for archives management has been

only recent, the result of a domestic initiative by academic historians.

The evidence from the study pointed to a degree of collaboration between the various
national and international agencies, but it appears to have occurred incidentally, i.e. only
when organisational goals coincided and were compatible. Sharing of experience on an ad
hoc basis was commonplace among individuals and sometimes organisations who were
contemporaneously engaged in the provision of technical assistance in the country. However,
there was little sharing of long-term planning between states or institutions, or even between
the specialised agencies of the United Nations (despite the broad policy directions that the
U.N. issued from time to time, many of which were sometimes also adopted by bi-lateral
agencies). Underlying reasons for this appear to have been the differing aims and policies of
the donor agencies, derived from their experience of differences in the state of development
of the beneficiaries and their capacity to absorb assistance, and differences in their capacity to

respond at particular junctures.

In one sense, the research demonstrated the obvious — that the development of LIS
education is directly related to the growing number and diversity of information services in
Irag. However, it also highlighted the extent to which development of LIS education reflected
the constraints and opportunities presented by domestic circumstances. It pointed to a need
for greater political awareness and leadership skills, not only on the part of the educators
themselves, but also in what they transmitted to their students about their wider environment

and how they should and could actively shape it.
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Discussion: the potential of the ‘Value Chain’

The first stage of initiating any ‘vision’ for development must be an assessment of all
the ‘prevailing circumstances’. It is clear that, from the early 1950s, Unesco sought to set up
a School of Librarianship in Irag, without any understanding of even local library services or
academic conditions — a failing that Ballard (1980) noted as a typical feature of efforts to
develop LIS education. The Iraqi authorities initially resisted this, perhaps because they
recognised the situation, or did not consider it a national priority. When it suited their
purposes, it was prioritised. Unesco then agreed that the Iragi request to allocate Participation
Programme funds matched the Organization’s aims, and eventually went further in securing

substantial support from UNDP.

Unesco’s strategy, constrained by the limited ‘inputs’ that it could provide because of
its regular budget and the human resources available, was (and still appears to be) to
undertake projects that, while providing a demonstration of modern library services, were
also expected to adapt to local needs and circumstances and not impose a foreign model,
acting as a “center for research and experimentation in the adaptation of methods of library
service to the local conditions of the region” (Evans, 1954). Setting aside the fact that its first
project in Iraq was based on a false premise, its strategic vision was limited. It recognised the
need for in-service training and for some staff to be offered the opportunity to attend an LIS
education program in an advanced country, but reporting of the project was terse, uncritical,
and probably enjoyed a very limited distribution, thus failing to communicate how the results
of the experiment might be adapted to act as a model for other countries. These problems
continued to be evident in later projects, even when substantial funds might have been

available from UNDP. Indeed, the scale of UNDP funding and the lack of clarity that these
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were still essentially experimental or demonstrator projects may have raised Member States’
expectations about the universal availability of general developmental assistance from
Unesco. The Ford Foundation’s strategy, which included a large number of scholarships to
study in the U.S.A. for Iragi counterparts expected to take over from the specialists seconded
by the Foundation, appears to have been more soundly based and better resourced, but is also

open to criticism for the absence of any public reports on its specialists’ activities.

All the specialists provided by Unesco and the Ford Foundation carried out their tasks,
but the ‘deliverables’ from the early Unesco consultants’ missions were not defined beyond
the ‘implementation’ of their assigned tasks, and the legacy from their activities was probably
somewhat insecure. On the other hand, seemingly on their own initiative, the Ford
Foundation’s specialists also encouraged further development by beginning to engage Iraqi
librarians in delivering in-service training, which enabled later Unesco consultants to develop

a core team of LIS teachers as formal programs were ‘adopted’ and evolved.

The ‘outputs’ from these new programs went some way towards meeting the
manpower shortages created as Iraq’s library and information services grew. However, the
resulting ‘outcomes’, the benefits in terms of the contribution that modern library services
could make to national development, were frustrated by the vacuum in which they existed,
because the prevailing circumstances did not include a national strategy based on meaningful
manpower planning, fostering the local publishing industry, and encouraging a culture of

independent reading.

Any assessment of the ‘impact’ of development activities would need to take account

of why the activity was initiated; at whom was it targeted; and the form it took. It is possible
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to conclude that the Iraqi LIS teachers had developed their own vision and a strategy for
program development based on a shared set of values, and had implemented significant
changes in the programs and services that they offered. Their progress was inhibited by the
financial circumstances that they faced during the last decades of the twentieth century, and
the limitations that were placed on their continuing professional development, particularly in
gaining the advanced degrees that would have enhanced their knowledge, skills, and
academic standing. The organisational culture of Iraqi higher education — a rigid
bureaucracy — was also a hindrance to progress, and perhaps one that revealed limitations in
the networking and advocacy skills of the LIS educators and the graduates from their

programs.

Conclusion

This study examined the planning and evaluation of the development of library,
archival and information provision in a single country and the professional and technical
education that underpins it. Previous studies of the international assistance for the
development of libraries and LIS education by, for example, Brewster (1974; 1976) and
Keresztesi (1977) had pointed to the need for a methodology that would enable development
to be explored in greater depth so that future efforts to develop a self-sustaining education

program could be more securely based.

The clear indications from this study are that development is not a simple process. It
confirmed the relevance of a wide range of factors suggested by theories of change
management and the transfer of innovations that need to be continually kept under review

throughout the planning, implementation, and evaluation of any innovation in the field. It has
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validated the relevance to the development of the information sector in general and education
for information in particular of the contextual factors identified in the theories of comparative
librarianship. In an extensive case study of development in Iraq in the latter half of the
twentieth century, it showed that this wide range of insights is needed to underpin a balanced
evaluation of the outcome of earlier development activities in education for library, archives,

and information work.

The study also outlined and considered a provisional ‘value chain’ model that could
offer a useful framework not only for the evaluation of past developments, but also for the
guidance of future managers, planners, and development agencies seeking to achieve
successful and sustainable development in the field. Much of the evidence presented in the
study reflected how the development of library, archive, and information services and of the
related professional and technical education are inter-twined. This suggests that most of the
factors in the checklist produced for this study may be as relevant in evaluating and planning

changes in professional practice as in LIS education.

This study was the first attempt to provide such a comprehensive theoretical base for
planning and evaluating the development of library, archival and information provision in a
country and the professional and technical education that underpins it. It is recognised that

further, similarly detailed national case studies may reveal additional factors.
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