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Chapter  21

INTRODUCTION

New technologies have the potential to disrupt 
the workflows and established practices of an 
organization. As complex organizations in an 
evolving information technology environment, 

libraries are subject to these disruptions as well. 
Discovery tools represent a new type of disruptive 
technology in the library environment. Because 
discovery tools can create significant interruptions 
in the practices of library staff and librarians, or-
ganizations should expect a degree of resistance 
from staff.
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ABSTRACT

Discovery tools have the potential to disrupt the workflows and established practices of libraries, which 
can lead to resistance in their use. In 2009, the University System of Maryland and Affiliated Institutions 
(USMAI) consortium acquired WorldCat Local (WCL). Survey and interview instruments were developed 
to examine staff’s reasons for resisting and motivations for accepting discovery tools. All librarians 
and staff at USMAI libraries were invited to participate in a Web survey and interviews were arranged 
with key individuals who were involved with the implementation of WCL at their respective institutions. 
Results indicate that technical issues are the most common reason for resistance, but other factors have 
an impact as well. The state of “perpetual beta” in which most discovery tool applications are developed 
requires continued attention and dedicated staffing and resources to ensure acceptance.
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Implementation and Acceptance of a Discovery Tool

The University System of Maryland and Af-
filiated Institutions (USMAI) consortium was an 
early adopter of the WorldCat® Local discovery 
tool. The adoption across the majority of institu-
tions in the consortium created an ideal test case 
for understanding the implementation, use, and 
resistance of a discovery tool in an academic 
library environment. A survey of library staff at 
thirteen of the institutions in the USMAI consor-
tium was conducted, as well as interviews with 
ten library staff involved in the implementation 
at their institutions.

The purpose of the present study is to examine 
staff’s reasons for resisting and motivations for 
accepting the use of discovery tools in order to 
improve internal acceptance of these and perhaps 
other new search technologies. The results are 
used to establish best practices for libraries to 
follow when implementing a discovery tool, as 
well as identifying types of adoption issues of 
which libraries should be aware.

BACKGROUND

Evaluation & Acquisition of 
Worldcat Local by USMAI

USMAI is a consortium of libraries that serves 
sixteen public universities and colleges in Mary-
land. The University System of Maryland includes 
a range of universities, law schools, a medical 
school, and professional and health schools as 
listed in Table 1, along with two affiliated institu-
tions. Thus, the libraries in the consortium also 
vary from a large research library at the College 
Park campus to several libraries that serve a mix 
of undergraduate and graduate programs, special 
libraries, and a library that provides primarily 
online resources for distance education. While 
these libraries operate independently as part of 
their respective institutions, they also have a long 
history of collaboration in order to collectively 
acquire and share information resources, including 

a shared library catalog, link resolver, and many 
electronic databases.

The consortium is governed by the Council of 
Library Directors (CLD), which consists of the 
director from each library. Technical support for 
shared systems is provided by the University of 
Maryland Libraries Information Technology 
Division, located at College Park. A number of 
task groups that deal with concerns related to 
shared resources, such as cataloging, electronic 
resources, and user interface issues, also exist.

In an initiative to transition to a next generation 
catalog and discovery tool, CLD began commu-
nication with OCLC regarding WorldCat® Local 
in late 2007. In 2008 OCLC developed a test da-
tabase using selected USMAI holdings for a trial 
of WorldCat® Local, and CLD called for USMAI 
librarians to serve on a WorldCat® Local Review 
Group in order to evaluate this new discovery tool. 
The group gathered feedback from their respective 
libraries and submitted a report to CLD on the 
strengths and weaknesses of WorldCat® Local. 
Although the Review Group had some reserva-
tions about the viability of WorldCat® Local, CLD 
decided to fund a one year subscription beginning 
in April 2009 as the library directors considered 
WorldCat® Local an opportunity to introduce a 
discovery tool without a long-term commitment. 
An implementation support group was formed at 
College Park to continue working with OCLC on 
functional problems and to provide information 
on the configuration and branding of WorldCat® 
Local to other USMAI libraries. Each library made 
its own decision on the implementation and use of 
the new discovery tool. The degree of interest in 
WorldCat® Local varied greatly among the institu-
tions: College Park provided sustained support for 
implementation; other institutions added a link to 
WorldCat® Local but did not actively promote it; 
and some libraries that served special populations 
such as the health professions or distance education 
students, decided that WorldCat® Local had little 
value for its community and did not implement it. 
The adoption across the majority of institutions 
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