
Introduction to CBAM 
 
The task of reference services is to connect users of the Library Learning Commons 

(LLC) with the information they need. One way of doing that is providing the information they 
seek through a method like the Reference Interview (Riedling and Houston, 2019). However, 
this is a somewhat hierarchical method. A different method - that involves increasing the 
information literacy of and collaboration with the users of the LLC, is to evolve their practice. 
This report will examine the use of the Concerns-Based Adoption Model (CBAM) to evolve 
the practice of two teachers in this educational program. 
 
 

Levels of Use of the Innovation 

Level of Use Behavioural Indicators 

VI. Renewal The user re-evaluates their use of the innovation to see if alternatives 
or major modifications are needed. 

V. Integration The user is combining their use of the innovation with that of their 
peers to create synergy 

IVB. Refinement  The user is increasingly comfortable with the innovation and has 
begun to modify its use to specific scenarios. 

IVA. Routine The use of the innovation has stabilised. The user is comfortable with 
its use but little thought is given to modification. 

III. Mechanical The user is using the innovation, but the focus is on the short-term 
day-to-day use with little time for reflection. 

II. Preparation The user is preparing to use the innovation 

I. Orientation The user is taking interest in the innovation and is in the early stages 
of acquiring information.  

0. Non-use The user has little or no interest in the innovation and is taking no 
action toward becoming involved. 

Figure 1: Levels of Use of an Innovation from Taking Charge of Change (Hord et al., 2014). 
 

The Concerns-Based Adoption Model is a framework to support people in changing 
their practice. The key for the adoption of innovation is the intended innovator (Oris, n.d.). 
Often teachers are taught how to perform a task while they still have significant questions 
and concerns about the process (Loucks-Horsley, 1996). “CBAM is a process providing 
individuals the opportunity to address their own needs and time frame” (Oris, n.d.) in order to 
increase the likelihood that a new task or process is adopted. The CBAM process is different 
from other models like the Substitution Augmentation Modification Redefinition (SAMR) 
Model. The SAMR focuses on functional change in the classroom (Technology is Learning, 
n.d.), but not on the role of the teacher. What’s important about the CBAM model is that it’s 
not just about providing information and skills about implementing a new technology or 
process, but instead includes emotional support during implementation. The two teachers 



involved in this report are Teacher A and Teacher B. These teachers are at two very different 
levels with regard to the effective use of reference materials. 
 

Stages of Concern 

Stage of 
Concern 

Focus Expression of Concern 

6. Refocusing Impact I have some ideas about something that would work 
even better. 

5. Collaboration Impact I am concerned about relating what I am doing with 
what other instructors are doing. 

4. Consequence Impact How is my use affecting kids? 

3. Management Task I seem to be spending all of my time getting material 
ready. 

2. Personal Self How will using it affect me? 

1.  Awareness Self I would like to know more about it. 

0. Unconcerned Self I am not concerned about the innovation. 

Figure 2: Stages of Concern from Taking Charge of Change (Hord et al., 2014). 
 

Supporting Teacher A 
 

Teacher A is a classroom teacher who specialises in the humanities at a senior level. 
They use basic reference materials that are available in the classroom, such as dictionaries 
and thesaurus. When further information is needed, such as when students are looking for 
information to complete projects, Teacher A directs their students to Google searches and 
Wikipedia. They are aware that there are reference resources available through the LLC 
website, but while they haven't made any steps to log in or otherwise access them, they 
have expressed interest in their use. According to the Concerns-Based Adoption Model, 
Teacher A is at the second level of use, which is “Orientation” (Huang, n.d.). Individuals at 
this level of use are still acquiring information about the process and are seeking information 
to get started on integrating reference resources in the classroom. Emotionally, Teacher A is 
at the “Awareness” Stage of Concern according to the CBAM model (Loucks-Horsley, 1996). 
Their concerns mostly involve themselves and thoughts about their ability to teach the use of 
reference materials. 
 
 



Teacher A 

Level of Use 

I. Orientation The user is taking interest in the innovation and is in the early stages of 
acquiring information.  

Stage of Concern 

1.  Awareness Interest in Self Expression: I would like to know more about it. 

Figure 3: The Level of Use and Stage of Concern for Teacher A. 
 
 

Teacher A requires direct information and training in order to increase their classroom 
use of reference resources. I would support them by providing: 

 
1.​ Encouragement. 

a.​ I would let this teacher know they are capable of using reference 
materials; and 

b.​ I would provide assistance to limit frustration. 
2.​ Teaching 

a.​ I would ask if they need help using reference resources;  
b.​ I would directly supply information on available services and how 

they’re used; and 
c.​ I would teach workshops and professional development sessions. 

3.​ Direction. 
a.​ I would direct this teacher towards reference materials, especially 

digital reference materials like EBSCOhost and GALE (found here); 
b.​ I would direct this teacher towards resources on using reference 

materials, such as online tutorials (like this); and 
c.​ I would direct this teacher towards workshops and professional 

development sessions. 
4.​ Monitoring. 

a.​ I would monitor this teacher’s progress as they progress towards full 
use of reference resources (approximately three years). 

 
The District Learning Commons (DLC) E-Resource List hosts digital reference resources 

such as EBSCOhost and GALE. Link. 
 

 
Supporting Teacher B 

 
Teacher B is a classroom teacher who specialises in intermediate science. They 

have become increasingly aware of the reference services available through the library and 
are increasingly incorporating their use in the classroom. Teacher B teaches basic 
information literacy as a unit in their courses. They collaborate with the school TLs, and 
schedule a time for their classes to visit the LLC and receive instruction about library 
services. The TL shows their students where to access various library resources and what 
digital resources are available through the District Learning Commons. Teacher B directs 

https://prin.ent.sirsidynix.net/client/en_US/dlc/?rm=E-RESOURCES+%28N0%7C%7C%7C1%7C%7C%7C1%7C%7C%7Ctrue&lang=EN
https://www.youtube.com/c/EBSCOSupportTutorials
https://prin.ent.sirsidynix.net/client/en_US/dlc/?rm=E-RESOURCES+%28N0%7C%7C%7C1%7C%7C%7C1%7C%7C%7Ctrue&lang=EN


students to the reference materials on the LLC webpage when students are involved in 
research. According to the Concerns-Based Adoption Model, Teacher B is at the fourth level 
of use, which is “Mechanical” (Huang, n.d.).  Individuals at this stage are focused on the 
immediate use of the library references. Emotionally, Teacher B is at the “Management” 
stage of Concern according to the CBAM model. Individuals at this stage of concern are 
often focussed on the task itself, rather than the results and impact of the activity 
(Loucks-Horsley, 1996).   
 
 

Teacher B 

Level of Use 

III. Mechanical The user is using the innovation, but the focus is on the short-term 
day-to-day use with little time for reflection. 

Stage of Concern 

3. Management Interest in Task Expression: I seem to be spending all of my 
time getting material ready. 

Figure 4: The Level of Use and Stage of Concern for Teacher B. 
 

Teacher B requires consultation and collaboration in order to increase the 
effectiveness of their use of reference resources. To move past purely mechanical work, and 
towards integration that increases the overall informational literacy of their students, I would 
support them by providing: 

 
1.​ Encouragement. 

a.​ I would congratulate this teacher on the progress that they’ve made; 
and 

b.​ I would reassure them that they can further increase the informational 
literacy of his students. 

2.​ Consultation. 
a.​ I would mentor them to see what they’re doing what assistance they 

still need; and 
b.​ I would direct them to valuable resources and give them suggestions 

on how to improve their practice. 
3.​ Collaboration. 

a.​ I would collaborate with this teacher “to infuse information literacy 
instruction in learning experiences” (CSL, 2020); 

b.​ I work with this teacher, perhaps with co-teaching or co-operative 
lesson planning, to improve their classroom integration of reference 
resources; and 

c.​ I would also seek to connect them to colleagues that have further 
implemented the use of research resources. 

4.​ Monitoring. 
a.​ I would continue to monitor this teacher’s progress as they progress 

towards full use of reference resources (approximately one to two 
years). 



 
 
 

Conclusion 
 

Teachers require more than just information in order to integrate new technologies 
and processes into their practice. The CBAM Model is a method that supports teachers, in 
both their emotional and intellectual needs, at various stages of their adoption of reference 
resources. Teacher A requires direct instruction and training in order to begin using Library 
Learning Centre reference resources in their classroom. However, even teachers that are 
initially doing well can benefit from assistance as they adapt to new processes. Teacher B 
also needs support so that their use of reference resources doesn’t remain focused on the 
mechanics of the process. Frustration and abandonment of innovation can occur at any 
stage of use within the CBAM model. Therefore, teachers need to be continuously supported 
as they progress through the process of increasing their reference resource use. With 
adequate assistance, both of these teachers can progress to the very last stages of use, 
where their use of reference resources is refined and innovative. 
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