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A library is the best possible imitation, by human beings, of
a divine mind . . . we have invented libraries because we know
that we do not have divine powers, but we try to do our best to
imitate them.

Umberto Eco

Consequently, simply asking questions about the future of

libraries, let alone working to transform them for the digital age,

almost inevitably evokes anguished, poignant, and even hostile
responses filled with nostalgia for a near-mythical institution.

Anonymous

So what, exactly, do you people do here?

Traci Aquara
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Introduction

There are a number of challenges to lifelong learning that confront
library staff today. Library staff continue to endure staff shortages,
depleted or eliminated budget lines for continuous education, longer
library operating hours, increased workloads, more demands by the
public, scheduled and unscheduled technology upgrades, and simply
the widespread atmosphere in libraries today of relentless change.

Still, any challenge can be surmounted if there is an understand-
able and clearly communicated discussion and suggested solution in
order to overcome the obstacles. So, what better rationale for being
engaged in a program of lifelong learning than with the goal of sub-
stantially and continually upgrading one’s skills in order to remain
actively engaged in the workplace?

Technology has impacted libraries to the point where many of to-
day’s students view the library as more than a convenient place to
study; it is a necessary tool in their arsenal of other learning tools in or-
der to ensure success. Students accept multitasking as the norm. They
enter the library, not only seeking a quiet refuge to study using their
wireless laptops, but during a study session may also utilize a full range
of technological communication devices to complete their study ses-
sion, including speaking on their cell phones, listening to their MP3
players, and instant messaging their friends at 100 words per minute.
With all that activity occurring concurrently, they may still walk up to
the reference desk to have their reference question answered. Is the li-
brary staff ready to attend to this student in the same vein in which
they work? Are they engaged in this perpetual flow as the student? In
order to be engaged in lifelong learning, one must first be engaged in
the workplace itself, and one must remain engaged. A higher level of
engagement in the workplace can be an outcome of lifelong learning.
Library staff must then be proactive in seeking out opportunities for
engagement, not only with their customers, but also within themselves.

The Challenges to Library Learning: Solutions for Librarians



2 THE CHALLENGES TO LIBRARY LEARNING

There is risk in administrators providing leadership to staff who
have not remained engaged in the workplace, and thus have their
visions for service fall on deaf ears. Individuals can exist on a level of
apathy or exhibit a laissez faire attitude that can be demonstrated as an
unwillingness to learn something, anything new. Can such indiffer-
ence be countered with an inclusive program of continuous learning
that seeks to fully engage all staff? If offered, will staff avail them-
selves of the learning opportunities?

There is a dual responsibility inherent in adult education. There is
the responsibility of the library administrator to make available learn-
ing opportunities that are not only continuous, but are also both gen-
eral and job specific. However, there is also the responsibility of the
library staff, recognizing the value of continuous education, to take
advantage of these offerings.

What are the rewards? These can be many, both financial and non-
financial. The financial benefits may be seen in salary increases that
may accompany increased knowledge-based skills. More often, how-
ever, the rewards are those that benefit the employee, if not monetarily,
at least psychologically and practically. One’s self-confidence can al-
ways benefit from the recognition of support from one’s superiors
and/or the profession itself.

What value-added strategies can be employed by managers to create
a system of nonmonetary rewards in order to support lifelong learning
in libraries and, therefore, increased staff engagement? If so, what are
the proper rewards to the successful completion of a course, a work-
shop, a Webinar, or in its extreme, an advanced or additional degree?

This book strives to delineate and define certain challenges that im-
pede lifelong learning for library staff today. There are also sugges-
tions offered, where possible, to meet and/or defeat those challenges
while empowering the individual adult learner to benefit from a goal-
oriented approach to learning that goes beyond the “what’s in it for me”
scenario. After all, what could be more rewarding than overcoming a
challenge and succeeding in meeting a goal one has set for oneself.

The sustainability of continuing education and training lies in the
concept that learning is not an isolated experience, but that it is viewed
as an integral part of every staff members’ responsibility.

To support this commitment, the library must seek to create a
“blended learning” program for staff and a fully interactive presence
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that would fill the need to transform the library learning culture into a
“Community of Learning.” A portion of this book concentrates on the
creation and philosophy of this Community of Learning concept
wherein the focus is jointly placed on both the institution and the indi-
vidual to actively perform in an atmosphere of continuous learning.
The goal of the program was to make available numerous learning
opportunities for library staff in order to remain engaged and well
trained.

The concept of the continuous learning program for library staff
being developed in order to provide lifelong learning opportunities
for library staff is becoming standard practice in many libraries and
library-support organizations, such as library consortia or library co-
operatives. In fact, today, the primary service deliverable in many li-
brary cooperatives is continuing education. There is recognition of
this by state libraries around the country resulting in annual Library
Services and Technology Act (LSTA) grant funding for either compet-
itive or noncompetitive continuing education programs.

If adult learning offers anything, it is a reiteration of the can do phi-
losophy that excited us so much as students in our grade-school days.
Such enthusiasm for learning is a light that should never be dimmed.
In the workplace, however, it must be a cooperative venture between
employer and employee to make it successful. A learning system, once
in place, must be supported by the library and maintained by an intel-
lectually engaged staff. After all, one must never lose one’s intellec-
tual curiosity. In retaining that curiosity, the library learner may well
enhance his or her engagement in the workplace. Study, itself, in the
form of lifelong learning, should afford the learner engagement enough
in the workplace. However, does it, and what are the challenges to the
process? In this work, I respond to this question with several solutions.






Chapter 1

The Rules of Engagement

The Challenge—Overcoming Staff Disengagement

At some point, every employee must ask himself or herself whether
he or she is simply busy or actively engaged. The online environment
has placed so many distractions in our path to productivity that it is
easier now than ever to succumb to distractions throughout the work-
day. All of us will readily admit to being busy in the workplace, but is
there something within us where the spark of curiosity and the need
for continuous learning still burns? Although the issues of recruitment
and retention are certainly linked to staff engagement, what about the
strategy of continuous learning as a means to achieve a level of staff
engagement as well? Is the connection between being actively engaged
on the job and engaged in continuous learning connected so that should
a program of continuous learning made available to staff, would that
alone be enough to keep employees actively engaged?

Studies have indicated that only one-quarter of the workforce is
actively engaged in the workplace. There has even been a best seller
in France titled, Bonjour Paresse, a work whose title literally trans-
lates as “Hello Laziness,” the subtitle of which reads “The Art and the
Importance of Doing the Least Possible in the Workplace.” The
author is Corinne Maier, who has become a popular figure almost
overnight by encouraging the country’s workers to adopt her strategy
of “active disengagement” and “premeditated idleness” to escape the
daily grind. As cynical as this approach may be, there is a reason why
it has become the best seller that it has. The book has touched a nerve,
and as frightening as it may be to managers and administrators, given

The Challenges to Library Learning: Solutions for Librarians



6 THE CHALLENGES TO LIBRARY LEARNING

the numbers of employees entering the ranks of the disengaged, the
issue must be addressed.

In Italy, there has even been a “conference of the lazy,” which may
or may not be different from active disengagement. The conference
held workshops addressing both sides of the issue, from the manage-
ment as well as the employee perspective. So, what is going on here?
Has the time come for a reevaluation of the workforce in every orga-
nization in order to determine not necessarily the level of engage-
ment, but the level of disengagement? When the bottom line reflects
this trend in the corporate sector, actions can be taken. When it occurs
in the nonprofit or public sector, what can be done? What actions are
practicable?

If large numbers of employees, many of whom are seated in front
of their workstations for most of everyday, are surfing the Web, shop-
ping, organizing their vacation plans, logging onto the personal video
Web sites, chatting, and the like, what steps can be taken to curtail
these activities and reengage them in the work of the organization?
Does disengagement in the workplace lead to engaging in these activ-
ities out of boredom, lack of direction, lax or little management over-
sight, then, there are obviously greater issues that need to be addressed
within the organization.

If the level of disengagement is as widespread as is reported, then
the effect can certainly be felt on the bottom line. If there was any
question as to whether or not there is a bottom line, make no mistake
about it—there is a bottom line in every library’s budget. It may not
be visible to those who entered library work expecting it to be the
model of the “service” industry, where the only real bottom line has
more to do with issues unrelated to finance, but more related to ser-
vice. However, there is very much a bottom line. Just ask any library
director, board trustee, or CFO.

In fact, a Gallup study reveals that “the ratio of engaged to disen-
gaged workers drives the financial outcomes of any organization. More
than 42 independent Gallup studies indicate that only one in four em-
ployees is engaged at work. A full 75 percent of the workforce of
most companies is not fully engaged on the job.”!

One in four! What ought to be management’s response to this as-
tonishing figure: to throw up one’s collective hands? Or is it time to
examine measures that must be taken to reengage these employees,
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and if so, to what level can they be brought back? What are some sug-
gested strategies related to lifelong learning in libraries that can serve
to narrow this engagement gap and breathe life into library employ-
ees whose sense of engagement has waned? How can managers help
their library staff remain actively engaged in the workplace and con-
tinue to learn, not only through guidance and motivation, but also
through a learning program of self-directed initiatives.

One response could be “incentives.” In libraries, the program of re-
wards for staff has not been as robust as it could be. Often, of course,
this may have less to do with the will to do so than with limited fund-
ing. This is always an issue, and library administrators spend a great
deal of time seeking a balance between salaries and service with the
limited funds available. However, this decision can also be made us-
ing the rationale that since the staff is the library’s most-valued re-
source, there must be a greater effort to augment their knowledge
base and skill level on the job. Perhaps libraries must begin to offer
greater rewards for those who exhibit and succeed in active engage-
ment in the program of lifelong learning. Rewards can easily be of-
fered for the completion of courses or workshops available through
an annual staff training program.

If lifelong learning is promoted and supported as a value-added in-
centive, the program can serve as a positive response and reinforce-
ment to staff that have become disengaged. A comprehensive blended
learning program, offering a wide variety of training workshops, tuto-
rials, and classes can conceivably serve as a spark of inspiration for those
staff seeking greater fulfillment on the job. Then, upon completion of
this added incentive and armed with their new skills, employees can
find renewed meaning in their present positions and perhaps even
strive for higher or more diverse positions in their organization.

There is a great deal of commonality between employees in the
private sector and those who work in our libraries. In many staff satis-
faction surveys, response data indicates that financial rewards do not
tend to be the primary drivers behind satisfaction and engagement in
the workplace. There are a number of other factors identified by re-
spondents as more important than salary that determine employee
fulfillment in the workplace. Benefits, flex-time, childcare, supervisor
respect, and, of course, educational opportunities (certificate, non-
degree, degree, and continuing education) have all been identified as
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greater determining factors in job satisfaction than salary. Realisti-
cally, given the annual increases in employee health insurance, about
the only benefit the annual single-digit salary increase is likely to
cover is the double-digit health insurance increase.

The supervisor’s attitude and knowledge about learning has a tre-
mendous impact on the development of employees. Also, the creation
of the workplace as a learning place is a strategy that may be success-
fully employed, that is creating an environment where the climate of
continuous learning is not only developed, but wherein the learning is
tagged to upgrading skills to remain at the same (or hopefully higher)
level than the library patron, with the goal of providing an enhanced
level of customer service. Building the knowledge base of the em-
ployee is empowering and can provide the employee with a greater
level of confidence through shared awareness and practice.

Thomas D. Fisher, writing in Self-Directedness in the Workplace:
A Re-Examination, also suggests turning the workplace into a class-
room. Fisher writes of the “learning contract” where both the man-
ager and the employee understand the shared responsibility of the
learning experience in the workplace. This can be accomplished with
the creation of a “field of practice” developed by library managers with
the goal of providing a place and time for staff to learn in a quiet, pri-
vate environment without interruption. If each “field of practice” can
be developed and supported, then, learning objectives and expectations
can be specifically and personally designed for each individual em-
ployee. This can be done at the annual and/or semiannual staff perfor-
mance evaluation meeting. The staffer can discuss and understand
the expectations, and the manager can indicate that accomplishments
and that which has not be accomplished will be further discussed with
the employee at the six-month and annual performance evaluation
meeting with the employee. What is even more important in this sce-
nario is the employee’s opportunity to indicate not only what has
been accomplished in his or her “field of practice” during the first and
second performance evaluations, but also what has not been accom-
plished. This discussion during the performance evaluation is very
important because it provides the employee with the platform to work
with the manager to either redesign expectations or realign them to
meet the appropriate set of goals expectations. It then becomes the
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responsibility of the learner to use the opportunity that he or she has
been given for learning.

Given the nature of staffing in libraries, it is often difficult to create
such a concept. Due to the usual issue of short staffing and/or tight
budgets, this may only be possible where there is agreement by the
employee that the “field of practice” can only be established after the
employee leaves the workplace and returns home. If this is the case,
there may be an opportunity to offer the employee a financial or other
tangible incentive to complete this training at home. Still, if it is pos-
sible to create this in the workplace and provide time and space for it
to happen, there can be greater buy-in by the employee, resulting in an
enhanced level of loyalty and trust between employee and employer.

While engaged in learning using this strategy, a bond between em-
ployer and employee can develop through a trust that can be built
through the employer who trusts that the employee will become en-
gaged in learning and that the employee will be granted the time and
place in which to indulge in this practice. The self-directed nature of
this method of learning falls to the learner, and on the other hand, if
the learner chooses not to take the time, and not learn, the “learning
contract” within the field of practice has been violated and the learner’s
disengagement has won the day.

Rather than individual learning, the library may seek to create a
group learning environment. Should the learner feel that he or she
would be more productive in a group learning environment, Fisher
suggests the establishment of what he terms, “study circles.” In such
an environment, the level of engagement may be heightened through
the support mechanism within the group learning structure. Employees
engaged in study circles may find greater rewards than learning on
their own simply because most of us have come through the standard
practice of classroom education and many are used to the concept of a
“study circle.” In such an atmosphere, there is often greater pressure
to succeed, especially when all members of the circle are required to
produce in order to succeed. If the level of engagement among mem-
bers starts to dissipate, it is up to the study circle’s members to ener-
gize the group. How do study circles (i.e., learning teams) support
learning in this environment?

According to the Virtual Teacher Center in the United Kingdom,
“[t]he team approach provides safety for participants so that they feel
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comfortable sharing ideas. It also encourages better situational analy-
sis and provides for opportunities to generate new and innovative
ideas. Workload can be shared thereby enabling a complex task to be
completed more efficiently.”

Mary Grassinger, project manager for SMDC Health Systems,
emphasizes that to retain a sense of engagement means to uphold a
positive attitude in the workplace.

Managing disengaged employees is a chore that requires an infi-
nite amount of work that may yield little or no results. Managing en-
gaged employees, however, can be an absolute joy and a pleasure.
The shared sense of excitement and experience can fuel the individ-
ual and the team to greater and more prolonged successes. Using the
suggestions in this chapter can assist the manager in properly leading
their staff into reigniting their engagement.

If, as an individual, one feels a sense of disengagement, one must
ask whether the problem lies within one’s self, the organization, or
both. We can seek to initiate change in ourselves. Regarding change in
the workplace, however, one may have little or no power to effect such
change. If one does, however, each individual must strive to contrib-
ute in order to add value to the workplace. If not, and the workplace
environment is such that full engagement is either discouraged or ig-
nored, then one must take responsibility for one’s own success or lack
thereof.

Likewise, it is the responsibility of the organization to establish the
concept of employee engagement as the centerpiece of a positive and
productive workplace environment. Iain Parsons of Best Companies
suggests that “employee engagement needed to be part of the mix all
the way through.” He also said, “Organisations that take the time, will
undoubtedly improve workplace engagement, and resultantly the
motivation and performance of their people. There had to be a focus
on developing individuals and establishing clear communication
flows.”

Parsons touches on the most important element in organizations
for those who wish to be successful in engaging their employees, that
of “communication.” However, for successful communication to be
present, there must be a willingness by both the organization and the
employee to communicate clearly.
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The classic communications model indicates that the following
components must be in place for successful communication to occur.
These components are

 the sender

 the message
 the channel
« the receiver
o feedback

e context.

If any one of these components is disturbed by what has become an
environment described in a report issued by the American Society for
Training and Development (ASTD) as “disruptive change,” several
of those components can become corrupted and successful commu-
nication cannot be achieved.

The challenge to lifelong learning for library staff discussed in this
chapter is lack of employee engagement. Because we currently spend
70 to 80 percent of our workday communicating, whether it is virtual,
face to face, writing, faxing, e-mail, and the like, by percentage, it is
the one most important aspect of our workplace engagements that
both the organization and the individual must become experts in to be
successful.

In conclusion, the library must first recognize the level of engage-
ment of its employees; if that analysis yields information resulting in
an unsatisfactory result, then, that must be communicated to the em-
ployees along with a designated plan to address the issue. The plan
must include a program of lifelong learning opportunities, a field of
practice, recognition and rewards for success, positive impact on the
annual personnel review, and constant communication between the
library and the staff including all of the components of the communi-
cation loop.






Chapter 2

E-Learning for Library Staff

The Challenge—Accepting E-Learning
As a Routine Learning Model

When the mission statement of The Boston Center for Adult Edu-
cation was developed in 1933, the aim was to create an environment
where “small groups of men and women would meet together in
living room settings to learn, discuss, and create for the sheer plea-
sure of doing so.”! Surprising as it may appear to those who have not
indulged in the e-learning arena is that a similar environment can also
be created despite the physical presence of either the instructor or the
class.

When adult students enter the online learning environment, many
are not exactly certain what to expect. In a comprehensive “blended
learning” program where e-learning is incorporated into a fully func-
tional package of live instruction, teleconferences, Web delivery of
content, and the like, the opportunity to learn in this “anywhere, any-
time” environment can become an attractive and valued learning tool.
However, it can also present certain challenges unique to the online
learning environment.

It is quite clear that all libraries are increasing their dependency
upon technology as a means by which the communication of infor-
mation and the importance of information literacy is transferred to its
users. Some library staff continue to experience an increased level of
anxiety because of the constant changes and added pressures that
come along with such dependency. This is often attributable to per-
ception that the public has yet to fully comprehend that there are nu-
merous and valid information resources that are nontechnologically

The Challenges to Library Learning: Solutions for Librarians
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driven. There is a public expectation of a high level of technical ex-
pertise among library staff. However, it is equally clear that the public
has not accepted the notion that there remain other avenues of ap-
proach when seeking information. That has certainly been a chal-
lenge to the reference librarian, who, when conducting the reference
interview with a patron expects his or her suggested resource to be an
electronic one, may still receive an answer using a better and more
trusted print resource. The librarian may even have to explain why the
resource being suggested is a print one. Thus, the public expectations
and the realities must indeed be balanced with the librarian serving as
the trusted and respected guide through the abundance of reference
resources that are available to the public, whether electronic or print.
As much as there has been written about how the reference interview
was going to be conducted in the Internet age, and how the electronic
resources would replace print ones, that simply has not happened and
many of the tools librarians use remain the same. For the librarian,
there is much more to be aware of regarding the number of tools avail-
able in each format. We have added more to the librarian’s toolkit. We
have not reduced it.

With a national increase in library visits, it becomes incumbent
upon library staff to participate in continuous education and learning
in order to keep pace with the public’s use of their libraries. Return-
ing tens of thousands of search results from an Internet search is as
useless as not finding anything at all and librarians can, and do, pro-
vide this expert guidance to provide and properly manage the infor-
mation search. However, the question remains, “How does today’s
librarian find time to access continuing education when there is so
much more to do?”

According to the American Library Association,

While communities across the country plan their annual celebra-
tion of National Library Week [April 18-24], public library vis-
its have reached an all-time high. In the past decade, visits have
more than doubled to almost 1.2 billion, and a record-setting 1.79
billion items were borrowed from libraries in one year alone.’

This picture has placed an enormous amount of pressure on library
staff to satisfy their institution’s training and education requirements
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wherever and whenever they can. While e-learning may not be their
first choice to satisfy that need, it may well be their only choice.

If, that is so, and e-learning is a librarian’s only training choice, there
are challenges to be met, not the least of which is technofear or the sim-
ple inability to physically connect with a human learning source. To
that end, the UCLA extension program offers a somewhat Kafka-
esque scenario regarding the very real fear of the adult learner enter-
ing the often baffling world of e-learning environment on his or her
first day:

There’s a large corkboard on one wall and across the room is a
row of twenty or so lockers, each with a person’s name on it.
Each locker has sort of a mail-slot large enough to deposit notes
or similar items. On the corkboard is a friendly note to the class
from your instructor along with a copy of her lecture. Your in-
structor invites you all to come back within the next few days
and pin onto the board any questions or comments you have
about the lecture, the class, or anything related to the class.?

This scenario, while ostensibly extreme, can be very real to those
entering the realm of e-learning. After all, the contact appears in the
omnipresence of e-mail or chat and the materials for the training are all
available online. There is no personal collegiality with classmates,
except through virtual means and here only written contact with the
instructor, or at worst, there is no instructor at all and the material is
simply established as a series of online lessons to which one must in-
teract through a series of click-through modules. It appears cold and
impersonal. However, in reality, there is actually greater and more
sustained connection by the e-learning student than the traditional
classroom student.

In an e-learning environment, students may find that there is an
expectation that, because there is no direct synchronous encounter
between student and instructor, that the assignments will be uncom-
plicated and less demanding. The challenge in this case is to create an
understanding in the student that, because there is no physical mani-
festation of an instructor to lead or guide the class, there is no disci-
pline involved in taking the class, nor little demanded of them to
complete it.
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In order to avoid such a perception, it is imperative that students in
an online environment understand at the outset that this observation
is entirely incorrect. E-learning must be viewed as a visible and con-
stant presence so that the students grasp the concept that the expecta-
tions of them completing their work, as self-motivated individuals, are
just as important as if there was an instructor standing before them.
The student must also appreciate that in the system of asynchronous
e-learning, the student must assume responsibility for his or her own
interaction with expected course activities. The course syllabus and
schedule are very structured in terms of timelines, deadlines, partici-
pation, and attendance. If the learner’s tendency is to procrastinate, or
if the learner is not self-motivated, then this is not the appropriate
learning platform for him or her. Finally, if the learner simply does
not have the time to devote to the online course, which will inevitably
require multiple postings each week to satisfy the participation re-
quirement, then this is definitely not the appropriate learning plat-
form for him or her.

Attendance and active participation is even more of a challenge in
the online environment than it is in the traditional classroom simply
because in the former, there will be students who are uncomfortable
not only with the course content and its required assignments, but with
the online technology itself. This may pose an additional challenge
for the instructor, for it may compound a student’s unwillingness to
participate appropriately. The students may think of themselves as less
qualified to learn in such an environment because of their lack of tech-
nical expertise, and they may fear that this inadequacy may hamper
their progress. This could pose an additional challenge simply because
of the enormity of the time expenditure that may be necessary for in-
dividual students to become experienced with the technology aspects
of the course, to then finally become comfortable enough with the en-
vironment so that they may function adequately. So, it becomes the
added responsibility of the e-learning courseware to be as intuitive
and user-friendly as possible so as not to turn off perspective students.

While it is the task of the provider’s information technology support
department to serve as a resource for questions regarding technological
support, the student library learner’s first contact when a course be-
gins is the training coordinator or human capacity development spe-
cialist in his or her own library. The role of that individual is to
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provide guidance for the course and/or workshop opportunities that
are available to the library learner. If the “live” classroom training is
not an acceptable option, e-learning may indeed be the choice for that
person.

Once engaged in the e-learning course and/or workshop module, it
is the duty of the instructor to provide guidance to students who are
having difficulties with the technological aspects of the course, but
there may be little more than a help desk to assist students, offering
support, but little in the way of individual instruction. Questions that
may appear to have obvious answers to the fully trained instructor may
not be as obvious to students. So, such actions as posting messages
with attachments, understanding when to use a threaded message as
opposed to a stand-alone message must be explained.

For library learners with limited computer skills, they may require
additional guidance regarding the e-learning modules in which they are
expected to work. For example, if a student understands that Microsoft
Word and Microsoft Excel is preinstalled on his or her computer, he
or she may not be aware that Microsoft PowerPoint is installed as
well, and never would have learned to use it unless required to do so.
So, if a course or workshop assignment requires PowerPoint, they may
ask where they can purchase such a software product, not knowing that
they already have it with them. So, in addition to instructing students
in the content of the training course, there may well be a considerable
effort involved in being comfortable with the technology as well.

Often, in the online setting, courses may be compressed into as few
as four or five modules. Unlike the traditional classroom where there
may be a single class meeting for several hours, the online classroom
requires the student’s presence more often so that completion is achieved
in a reasonable amount of time. There is also often the expectation
that, in certain courses and or workshops, because there is no instruc-
tor monitoring the student’s progress (since the course or workshop
may be completely self-guided), that one does not have to expend a
substantial effort into completing the assignments in as timely a man-
ner as the traditional classroom student, then he or she may wish to
reconsider their choice, and return to the traditional instructor-led
classroom.

Active participation in an online course may also be defined much
differently from that of the traditional classroom student. For example,
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participation in an online course is not simply a student’s cursory on-
line posting of a greeting to one’s classmates, or a discussion about
the weather in his or her location. In addition to completing the as-
signments, the student must read, analyze, and respond to the ques-
tions and comments posed by the course syllabus, and, if possible,
interact with the allied chat rooms associated with each particular
module of learning in a mediated chat room setting. In other words,
students are expected to do more than just submit their assignments;
they must enthusiastically participate in the coursework and in the
chat rooms in order to fully receive the value of the course.

An additional challenge to communication and, thus, to learning as
well in the e-learning environment can be the concept of proper online
etiquette, or “netiquette.” According to author Virginia Shea, there are
ten basic rules of netiquette:

Rule 1: Remember the human.

Rule 2: Adhere to the same standards of behavior online that
you follow in real life.

Rule 3: Know where you are in cyberspace.

Rule 4: Respect other people’s time and bandwidth.

Rule 5: Make yourself look good online.

Rule 6: Share expert knowledge.

Rule 7: Help keep flame wars under control.

Rule 8: Respect other people’s privacy.

Rule 9: Don’t abuse your power.

Rule 10: Be forgiving of other people’s mistakes.*

Adult learners often have a great deal of “real world” knowledge.
Such a wealth of experience is a great benefit to the staffer participat-
ing in e-learning to offer in their selected courses. Students come from
an array of backgrounds, and often enter class equipped with a com-
plete toolkit of experience learned in the workplace. Such experience
can serve to greatly benefit them as they may often be able to readily
relate “real world” experiences into all activities and discussions.

Although e-learning as a concept may be considered by the library
as areplacement for traditional classroom education and training, the
statistics have not supported it. It is the rare institution where greater
than 30 percent of the staff participate in online learning. That figure
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may not rise in the foreseeable future as the popularity of the
“blended” learning model, involving a planned combination of ap-
proaches has taken hold as the preferable method of providing staff
with lifelong learning opportunities.

When adult students enter the online learning environment, many
of them expect a similar setting. Unfortunately, the truth can appear
very different from the expectation. Depending on the vendor selected
by the library and the online learning system (OLS) selected, learning
platforms may be very different in look and feel and functionality.
Therefore, often, the training coordinator can serve as the primary
guide to direct the library learner in understanding how to success-
fully negotiate the OLS that has been selected. Even if there is a self-
guided training module that can serve to teach the library learner how
to negotiate the OLS, depending on one’s own learning style, it may
be more beneficial to be “walked” through the system by a “live”
trainer.

In addition, if an individual arrives with the expectation that there
1s less work in the online environment, and that one does not have to
expend a significant effort into completing the assignments, then he
or she may wish to reconsider his or her method of study. The fact is,
there is a great deal more work and interaction among the students in
the online environment than there is in the classroom setting. After
all, when students attend class in a classroom setting, they will gener-
ally attend a single evening each week. However, in the online learn-
ing environment, where student interaction may be required as many
as four or five days each week, the continuous learning environment
of such a class may simply prove too difficult for some students to
handle, especially if that student has not been in a classroom for some
time in recent years.

Though the content of an online course may be enough to dissuade
the student to continue, especially if that student has not written much
in recent years and finds himself or herself in a situation where writ-
ing is the primary method of communication, it may simply be the
technology that blocks the learning process.

It has been said that when the economy goes south, registrations in
higher education go north. If that is the case, then the number of stu-
dents entering the higher education online environment will lead to a
flood, not only of inexperienced students, but also of inexperienced
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computer users. For the online facilitator, such a double-edged level
of inexperience can be a deadly combination, both for facilitator and
student. The facilitator ends up expending almost as much effort in
working with the student in learning how to technically negotiate the
online environment as one does working with the student to properly
prepare his or her assignments.

In a white paper written by the OCLC E-Learning Task Force, the
need for e-learning opportunities in libraries was expressed:

The Task Force also voiced a significant need for better and more
focused training—for librarians, for faculty and for students.
The challenge of establishing relevant, yet scalable training is
not new to librarians and there is now the possibility of embed-
ding training support within the learning management system as
a part of the learning activity. The idea of “just enough-just-in-
time-just-for-me” was seen as a desirable objective.

This leads to a challenge for the library training and development
program design team. Because the fragile financial nature of libraries
today dictates that staffing levels in many libraries are likely to con-
tinue to remain flat or even decrease over time, it is still reasonable to
expect that 70 percent of training continues to occur outside of the li-
brary using the standard instructor-led classroom model. However,
the approximately 30 percent of those who embrace e-learning will
do so out of necessity as much as desire. This level of engagement in
e-learning (30 percent) has not varied much in the last decade in the
workplace, and it may take a generational shift to increase this
percentage.

Finally, in order for staff to be successful, e-learning must be easily
accessible, comprehensive, applicable, and meaningful. If these fac-
tors are in place, the library can then move forward with this compo-
nent of the blended library learning program for its staff.



Chapter 3

Developing a Personal Learning Plan

The Challenge—Creating and Maintaining
a Realistic and Practical Learning Plan

What Is a Personal Learning Plan (PLP)?

The PLP is a means by which each employee can establish his or
her own realistic roadmap to success as a learner. Certainly, the key
word in this challenge is “realistic.” Creating a pie-in-the-sky scenario
can be a recipe for disappointment. Creating the PLP should be an an-
nual event for each and every library learner.

At the start of each year, the learner establishes, along with his or
her supervisor, a goal-oriented structure to continuous learning that is
predictable, manageable, and outcome-based. That is, each individ-
ual must develop this plan with the intention of completing all that he
or she sets out to do. Intentions can be derailed, given the workloads
of most of us; however, if the PLP is linked as a human resources func-
tion to the annual performance review, there will be additional incen-
tive, both philosophically and monetarily to complete one.

The PLP is a practical plan to help establish the parameters of
learning for the entire year. The concept of the PLP should be imple-
mented at the organizational level for all employees working in the li-
brary. Therefore, a template must be developed by the organization
with an eye toward personalization by each employee. Although the
focus in the PLP is on the word “personal,” the other two terms in this
concept—-learning” and “plan”—carry equal weight and validity.

If the goal of an organization is to create a continuous learning en-
vironment in the workplace (workplace as learning place), wherein
the mission of the library itself serves as the driver for staff learning
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must be developed, then this awareness can become a guiding princi-
ple for the organization and a touchstone for both the library and its
employees.

Basic Steps for Preparing Your Learning Plan

In preparing the learning plan, there are a number of activities, sug-
gested by author Hal Macomber,' one should complete or accomplish
in order to be successful. Starting with the individual’s goals within
the structure of the organizational goals, each employee should be
encouraged to reach these goals with the expectation that the comple-
tion of continuous education established at the beginning of the year
will be an important element under consideration during one’s annual
performance evaluation. Once the template has been established or-
ganizationally, then it becomes the responsibility of every employee
to adhere to it in order to work one’s way through to the plan’s com-
pletion. However, it then becomes the responsibility of the organiza-
tion to develop and utilize the appropriate assessment tool in order to
properly and fairly assess the success of the individual. A number of
tools have been developed for this use.

A particular effective assessment tool can be one that considers
one’s goals and individual priorities for the year in consideration of
(1) institutional, (2) professional, and, of course, (3) personal develop-
ment. In order to indicate a comprehensive and well-developed struc-
ture, descriptions of how the goals will be achieved and measured
should also be included in the PLP.

The SMART Model

The SMART PLP model can offer an effective and flexible means
of implementing the PLP. The acronym, SMART, is defined as spe-
cific, measurable, achievable, relevant, and timed.2 Although to some,
this method may appear overly structured, this template offers flexibil-
ity and creativity for the learner because it allows the learner to care-
fully consider each step in the model and plot the strategy he or she
will find it best to employ based on one’s particular skill level.

Specific

Provide enough detail so that there is no indecision as to what ex-
actly you should be doing when the time comes to do it.
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Measurable

Your goal should be such that when you are through you have
some tangible evidence of completion.

Acceptable

Your goal should be set by you rather than by someone else. You
know best your strengths and weaknesses, and you can use this infor-
mation to maximize your chances of success.

Relevant

Do not plan to do things that you are unlikely to follow through.
Give yourself some flexibility.

Timed

Say when you plan to work at your goal, for example, between 4
and 5 p.m. Anything that will take you more that two hours to com-
plete, break into smaller, more manageable chunks.

Your PLP

The following information is designed to help you define, plan,
implement, and document your learning. By preparing a learning plan,
you develop a systematic approach to learning a skill or competency.
The following questions will help you identify the key components of
your learning plan, and the chart is a tool to “map” and document
your plan.

1. Topic or area of learning. What skill, competency, or area of
knowledge do you want to develop?
Example A: I want to improve my ability to evaluate staff
work performance.
Example B: I want to become more proficient with using
desktop applications.
2. Current level of skill or competency. What are your current
skills in this area?
Example A: I know how to identify strengths and weaknesses
in staff performance and I generally know how staff members
might improve their competencies.
Example B: I know how to use word processing programs.
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3. Need. What gaps or areas for improvement do you see?

Example A: Our current approach to performance appraisal
does not foster effective and meaningful communication be-
tween the supervisor and the staff about work performance.
Example B: I do not know how to create spreadsheets.

4. Learning goal. Based on the need(s) you have identified above,

what do you hope to accomplish as a result of your learning ac-
tivity? (Be as specific as possible about what you will be able to
do after completing your learning activity. When stating your
goal, avoid terms that can be vague such as “understand,” “know,”
and “learn.” Use action verbs to describe your goal and focus on
the results of your learning.)

Example A: I will identify at least four new approaches for

conducting performance appraisals. I will also assess which

approach would work best in our library.

Example B: I will create a spreadsheet for monitoring our de-

partment’s budget.

5. Strategies and resources. What strategies and resources can be

used to meet your learning goal? Which strategies and resources
are the best matches for what you want to learn? (Be creative in
thinking about possible learning strategies and resources. It is
often helpful to brainstorm possible strategies and resources
with colleagues.)
Example A: Conduct a literature review to identify new mod-
els and approaches for performance appraisal. Interview five
managers in other libraries who have similar responsibilities
to learn about different performance appraisal strategies and
methods.
Example B: Complete an online tutorial on creating spread-
sheets. Practice creating sample spreadsheets for one hour
each week for four weeks.

6. Time frame. When will you begin and finish your learning activity?

Example A: Complete the literature review during July 2007.
Conduct interviews during August 2007. Meet with other su-
pervisors and staff in our library to evaluate the different ap-
proaches and models during September 2007. Recommend a
different approach for performance appraisals in October
2007.
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Example B: Complete the tutorial during July 2007 and prac-
tice new skills during August 2007. Transfer monthly budget
reports from paper format to electronic format in September
2007.

7. Evidence of learning. How will you know when you have
reached your learning goal? (Describe what you—and perhaps
others—will observe.)

Example A: I will prepare a report and recommendation
about a revised or new approach for conducting performance
appraisals.

Example B: The department’s monthly budget reports will be
maintained and produced electronically.

A Personal Commitment to Learning

Clearly, a fundamental condition of a successful PLP requires that
the individual views his or her commitment to the program. This re-
quires a personal vision that stretches out long after a single year has
passed. It is recommended that one prepare one’s PLP in the manner
of a “living” document wherein the ability to revise and update it be-
comes a guiding force in its validity. There are hundreds of examples
of the PLP template available on the Web. Although the data elements
included may slightly differ from those designed by the library for its
employees, this form can be used by the employee as a personal and
flexible document that may be consulted throughout the year and up-
dated, as necessary, to meet the goals of each individual’s PLP.

In many examples of the PLP, the form is divided into three dis-
tinct sections. The results of each area of lifelong learning will affect
the individual, the organization, and one’s colleagues, supervisors,
and staff. The first section of the PLP will often indicate the manner
in which the employee’s learning will impact the institutional and de-
partmental goals. The second section will address one’s professional
development goals (it is in this section where the courses, workshops,
e-learning opportunities, Webinars, podcasts, certifications, and the
like participated in by the employee will all be documented. Finally,
in section three, one’s “personal development” is acknowledged and
documented where one’s personal goals and expectations will be
documented.
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This manner of self-assessment provides a clearly understood road-
map to the attainment of success in continuous education. A significant
ingredient in each section of this document is the “measurement”
component wherein it is expected that each employee is able to indi-
cate his or her own measure of success. Communication with one’s
supervisor is critical in measuring the success of lifelong learning
because there may be areas where measurement of success may be
assessed at a different level by the employee than by one’s supervisor.
It also serves as a discussion document for managers and staff to meet
periodically in order to check up on the progress of the staffer. Inclu-
sive discussion may alleviate any disconnects.

The PLP serves as an extremely empowering individual document
for each employee that, once implemented, will set the foundation for
the lifelong learning for each employee in manageable, realistic,
organized, and measurable portions.



Chapter 4

The Substitute Librarian—
Providing a Mechanism
for the Library Learner to Learn

The Challenge—Creating a Flexible
Alternative Staffing Model

Although the substitute teacher and the adjunct professor have
become fixtures in our education system, the concept of the substitute
librarian has not been readily embraced as a solution to libraries expe-
riencing short staffing issues. While not a particularly new concept,
substitute librarians have been used as temporary employees to fill in
when permanent staff are on leave from their libraries for health, ma-
ternal, vacation, personal, or other reasons.

Although not as acute as the level of job loss in many industries in
the private sector, libraries too have been presented with cuts or, often,
level funding, either freezing current positions or no longer filling the
positions of those who have resigned or retired. Still, according to
The Hay Group, “Given the number of jobs that have been eliminated
in the past five years without a commensurate reduction in work, the
expectations of those remaining are such that it is difficult for these
roles to be successful.”! The environment in libraries where this has
occurred has not only limited the training opportunities for remaining
staff, but also made the option of training nearly impossible.

Library administrators must seek creative solutions if they are to
provide continuous training to staff under such circumstances. One sug-
gestion is to create the “substitute” role so that permanent employees
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may be temporarily replaced so they may attend outside training when
necessary.

The following is an example of a substitute librarian’s job descrip-
tion illustrating the job characteristics and the job requirements of an
individual being sought to fill such a position for the Montana State
Library.

Job Characteristics

Work with the public and other staff members.

Perform the list of duties for all staff members.

Dress in a professional manner.

Keep busy doing jobs from the list of everyday duties.
Follow the regular policies and procedures of the library.

Job Requirements

Knowledge: A working knowledge of library principles, organiza-
tion, operation, and procedures.

Skills and abilities: Circulation of books, library equipment, commu-
nication skills, work well with others, work on your own, and carry
on tasks without being told.

If the library has adopted the concept of lifelong learning for its staff
but often finds it difficult to send staff members to off-site instructor-
led training sessions, one possible approach is to hire part-time staff
on a “substitute” basis to rely on when permanent staff is assigned to
attend training classes. This chapter examines the concept of “The
Substitute Librarian” and some of the wider implications of imple-
menting such a process.

However, let us leave the world of libraries for a moment, but not
the world of lifelong learning, by applying a simple baseball scenario
to serve as a metaphor for this concept.

You are the manager of a baseball team playing in the league cham-
pionship playoff series. The winner of this game will go to the World
Series if you win. Your team is down by one run. There is a runner at
third base and it is two-out. The inning is, of course, the bottom of the
ninth. The pitcher has been brilliant through nine innings, but finally
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appears to be tiring. Your next scheduled batter is a player who is not
known as a clutch hitter, therefore, not particularly a threat. However,
in professional baseball, the game can turn on anyone’s momentary
stroke of genius (note Bucky Dent in 1978 and Aaron Boone in 2003).
Still, as a responsible manager, you must assign a pinch hitter to bat
for the scheduled batter. You have two choices for pinch hitter. One is
a solid, reliable player who was once a great one but who has fallen
into a slump and does not play everyday anymore. The other is a power
hitter who strikes out as much as he hits home runs. One could poten-
tially tie the game with a hit, and the other can win the game with a
home run. Either of them can fall victim to whatever strength the
pitcher can summon to get through this game and strike out and your
team goes home until next season. Who do you put in as the pinch
hitter?

Well, while you are left to ponder what you would do in such cir-
cumstances, let us return to the concept of the substitute library staff
member—the pinch hitter, if you will—and the many possibilities
there may be to implement such a concept in your library.

As a library manager, facing the issue of lack of adequate staff to
fill your full-time ranks of employees, where will you find additional
professional staff to fill in so permanent staff can attend training?
Where will these part-timers come from? Here are some suggestions:

Recent graduates seeking their MLS or recent MLS graduates
seeking a second degree who do not wish to work or cannot
work full-time

Single parents (who cannot work full-time)

School Media Specialists who may not work evenings or week-
ends

Full-time MLS staff working at other libraries seeking supple-
mentary income.

What about paraprofessionals and/or support staff? These em-
ployees must also attend training to sharpen or upgrade their skills.
Who can pinch hit for them? How about:

Single parents
Parents seeking a second income with flexible hours
People with public service skills
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People willing to work nights and weekends

People willing to work only mornings

People willing to work only afternoons

Teachers (especially in summer)

MLS or other graduate students

Undergraduate students

People willing to work on short notice

Actors and other disciplines with flexible and/or short notice
availability

People seeking a part-time job with benefits.

Flexibility is clearly the key word in seeking out these part-time
staffers. Not only for the individuals, but for the library as well. These
substitutes must not be seen only as personnel who remain on-call in
case of emergencies. Such schemes have been attempted before and
abandoned because the substitutes were only relied upon in emergency
situations. The concept in this case is very different. Training must be
an established part of everyone’s job description and seen as a contin-
uous process, thus the need for continuous substitutes replacing staff
at training becomes a standard operating procedure in the day-to-day
operations of the library. Continuous training is a key word in this in-
stance, not only for permanent staff, but also for substitutes.

Cross-Training of Substitutes

In order for substitute staff to “hit the ground running,” so to speak,
training must be available immediately for potential substitutes. How-
ever, not only training for the jobs that they will substitute, but also
for those they might substitute in the future. Therefore, cross-training
is imperative for substitute staff. Cross-trained staff can be an extremely
valuable staffing component of the library.

Cross-training achieves the following objectives:

Prevents stagnation

Offers a learning and professional development opportunity
Rejuvenates all departments

Improves understanding of the different departments

Leads to better coordination and teamwork

Erases differences, enmity, and unhealthy competition



The Substitute Librarian 31

Increases knowledge, know-how, skills, and work performance
Improves overall motivation
Leads to the sharing of organizational goals and objectives.?

“Today, most organizations [including libraries] are complex mosa-
ics representing dynamic combinations of operating and support func-
tions, business units and alliances.””*

Cross-training may take anywhere from a few hours to a few days to
even a few weeks, depending on the level of cross-training expected by
the library. For example, if the substitute is a reference librarian hired
to fill in for other reference librarians, the training will be minimal.
However, if the substitute holds an MLS and has worked in several
areas of the library, these staffers may be able to serve as generalists
and fill in at any of the necessary MLS positions that are open. These
cross-trained staffers can easily move between departments to fill in
whatever role may be necessary to fill in times of permanent staff out-
age because of outside training.

There is an additional benefit of having substitute staff float be-
tween departments. Such generalists may also serve to highlight the
reliance that one department of the library shares with another. These
employees may move between the departments, and in a subtle man-
ner serve to increase the library’s overall morale. Permanent staff who
may not have thought much about the reliance that one department has
upon another, and the nature of what those dependencies mean for the
library as a cohesive entity may begin to understand the interrelated
nature of each department and its inclusive relationship to the library.
There is a great shared sense of mission and the individual’s place
within the organization does not need to be singularly and strictly
defined.

Budget Implications of Hiring Substitutes

There is, of course, a budgetary implication in creating the substi-
tute role. However, if finances necessary to support this concept are
measured against the value received by having a well-trained staff,
the cost/benefit of doing so may be advantageous.

In times of short staffing in libraries, a constant since this writer has
been a librarian (more than two decades), it becomes imperative to
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review strategies for maximizing the full-time staff. In order to accom-
plish this, an annual review of all staff positions must be conducted. By
conducting such an “environmental” scan of the staff positions, the li-
brary will readily uncover training practices not addressed, and per-
haps a large number of staff who received no training whatsoever.
Inconsistencies in the staff skills may also be uncovered. In which
case, it is wise for the library administration to take a step back and
explore alternatives to lack of proper training. Reviewing and improv-
ing library structure and the design of individual jobs can increase
staff motivation.

It is often assumed that because the library appears fully staffed on
paper all of its people are in place all of the time. This, of course, is
never the case. It is often speculated that, in the library, there is any-
where between a 17 to 20 percent outage on any one day because of
illness, vacation, personal days, emergencies, and, of course, training
days. These numbers, of course, are not much different in the private
sector. Therefore, the obvious need for staff redundancy ought to be
uppermost in the minds of administrators who expect to provide the
best customer service using staff who have not been to training re-
fresher courses, and who are overworked because of long hours and
short staff issues.

Although previous suggestions regarding who might be included
in the pool of potential substitutes included a number of people who
will, undoubtedly, not be conversant in the language of libraries as
well as the processes and policies designed to dictate the procedures
of the workflow, it would certainly benefit the library to hire those who
are already knowledgeable. These individuals would require less train-
ing and many of them could hit the ground running, so to speak, on
their first day of work, rather than have to attend rigorous and/or lengthy
training sessions prior to facing the public. There is always a certain
level of training required for new employees, but if these “new” em-
ployees are conversant in the lingua franca of libraries, there will cer-
tainly be less training necessary at the outset for them. Also, there is
great currency in having a set of guidelines, rules, and procedures for
each department. In having these fully documented, there will already
be a volume (perhaps several) of material to support the substitute, and
to which he or she may refer in questions of procedure, especially where
there is a technological process that must be employed. Therefore,
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technology training is especially important when there is a special-
ized system in place. Though the substitute may have understood a
system like the one he or she will be working with, it is imperative to
understand the exact system with which he or she will be working. In
technology training, quite often, there are no shortcuts. Specific pro-
cedures must be learned and understood. If such training procedures
can be replicated in a Web-based environment, then the procedural
components may be mixed with the practical elements when the sub-
stitute is actually assigned to a service location in the library. There are
often many useful online help tools available to support user training.
These may be employed to offer an extra level of comfort for new
employees.

The Positive Impact of a Graying Profession

There has been a great deal written about the “graying” of the li-
brary workforce. Most of what has been written has been done with a
vision of a stark “doom and gloom” scenario. Will potential substi-
tutes be enticed to return to the workplace from the ranks of retirees
holding an MLS expected to retire as the baby boomers reach retire-
ment age? Is this a viable option? How many employees will want to
return to the workplace after having spent a lifetime of service? Per-
haps more than retiring professionals from other professions might
consider.

As an example, in 2002, the Institute of Museum and Library Ser-
vices (IMLS) awarded a two-year grant to the Chicago Library System,
a library consortium, an $80,000 grant to train twenty-four librarians
nearing retirement to become “consultant-coaches” to forty-eight li-
brary staff most likely to move into management and specialized po-
sitions. The project was also designed to create a Web-based learning
resource to support coaching and staff retention efforts in the library
profession.

Also, many librarians are more than willing to serve on commit-
tees in the professional library associations for some time after they
have retired. Still others begin a successful, if only part-time, consult-
ing practice upon retirement. So, many of us appear to keep a hand in
the profession, even though we have “officially” retired. This is good
news for library systems all across the country that are expected to
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experience a 30 to 40 percent loss of their professional and leadership
staff in the next five years. In terms of succession training of younger
staff for positions of authority in libraries upon the retirement of so
many, we can look forward to a reasonably smooth transition if these
“retired” librarians return to the workplace as part-time mentors,
coaches, consultants, and substitute librarians. The other side of this
argument, of course, is that the profession must actively continue to
recruit new holders of the MLS if this scenario is to be successful.



Chapter 5

Marketing Your Library Learning
Program to Staff

The Challenge—Creating an Interesting, Relevant,
and Continuous Internal Marketing Program That Delivers

No successful service can continue to appeal to its audience without
the continuous reinvention and refining of that service and the equally
continuous input of its users. In supporting the concept of “workplace
as learning place,” it is necessary to market continuing education and
training to library staff not only at the roll out phase but in an ongoing
manner throughout the year, not only to those who have already bought
in to the program but also to those who have either excused them-
selves from the program or have not seen fit to previously investigate
its intellectual and practical significance. It is often wrongly assumed
that there is no need to market a program to library staff already ac-
tively involved in it. Internal marketing just by virtue of its existence
should be enough of a tool to drive the marketing initiative. Unfortu-
nately, that is usually not the case. Those who make such assumptions
are often surprised when staff usage of the program drops or when in-
structor-led classes are only sporadically attended. As anyone work-
ing in a library today can attest to, library staff have so much on their
plates these days that it is often quite a burden to take part in the li-
brary learning program, no matter how comprehensive it may be.

Although word of mouth is often the best and least expensive
device in the marketer’s toolkit, the benefits of the library learning
program may not have been sufficiently promoted amongst the li-
brary staff. Conversely, knowing the reasons for lack of participation
in the program are often as important to training administrators as is
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information about those who are involved in it. Even the most vigor-
ous campaign, if improperly targeted, will meet with a stony silence
and expire if the program has not been continually marketing using a
variety of methods. If library learning has not been viewed as merely
a “frill” and it has finally been embraced both by library management
and library staff, it is imperative that the training administrators per-
form a number of ongoing tasks to keep interest and excitement high
through a regular schedule of marketing campaigns to reinvigorate
the program.

Since most training administrators have not generally received for-
mal education in marketing, it would benefit individuals to perform a
self-check of marketing competencies in order to acquaint themselves
with the skills necessary to roll out and sustain a successful library
learning marketing campaign. Also, such a self-check is valuable in
terms of uncovering any additional formal training required by the
training administrator.

According to authors Sophie Oberstein and Jan Alleman, there are
fourteen marketing competencies with which one ought to be familiar
prior to embarking an active marketing process for learning. These are

Relationship building
Comprehension of organizational and individual behavior
Knowledge of your audience
Knowledge of your topic or field
Creativity

Intellectual versatility
Cost-benefit analysis

Trends and data analysis
Questioning technique

Project planning

Maintenance evaluation

Written and verbal presentation
Graphic design

Computer proficiency.!

In order to reinforce these competencies through a recommended
and accepted strategy, the training administrator may wish to employ
a commonly referred to Instructional Systems Design (ISD) model
known as ADDIE.
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The acronym, ADDIE, represents these five components:

e Analyze

e Design

* Development
* Implementation
 Evaluation.

Analyze phase—instructional problem clarified, goals and objec-
tives are established, and the learning environment and learner
characteristics identified.

Design phase—instructional strategies are designed and media
choices are made.

Develop phase—materials are produced according to decisions
made during the design phase.

Implement phase—testing of prototypes [with targeted audi-
ence], putting the [service] in full production, and training
learners and instructors on how to use (it).

Evaluation phase consists of two parts. Formative evaluation is
present in each stage. Summative evaluation—tests for criterion-
related referenced items—providing opportunities for feedback
from users.>

As one of more than 100 recommended ISDs, the ADDIE model
can be used for the creation of the entire training program, rather than
using it to concentrate solely on the marketing of that program. In a
sense, though, the reinvention of the entire program, over the course
of time, is very much the point of utilizing an inclusive process such
as this. When simplified for use as the underpinning for marketing
the library learning program, the framework of ADDIE provides the
program administrator with a solid foundation wherein the entire train-
ing program’s creation, implementation, and marketing are all based
on the same unified model. This approach provides an important level
of consistency across the entire spectrum of the education and train-
ing program. These components, if employed properly and reliably,
can impart a level of interaction with library staff so that one does not
implement a learning program in a void.
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It should be noted that the utilization of the ADDIE model has, at
times, provoked an adverse effect among training program designers.
Some have suggested that the process is an extremely cumbersome
and rigid approach to systems design. However, when employed as the
engine driving the marketing of a library learning program, this frame-
work allows for the logical process from which to proceed toward a
stated goal of providing the staff with a program in which they have
been a part of that design approach.

It is already difficult enough to bring people to the table in agree-
ment over what serves as a measurable, sustainable model of a learn-
ing program. But, by using the components of ADDIE, it becomes
clearer to administrators that those who are using the training pro-
gram believe in its worth, thereby providing a justification regarding
an education and training program’s sustainability.

(A)nalyze in Preparation for Marketing
the Staff Training Program

This is the first step in this process and it is imperative, not only to
uncover the actual need, rather than the perceived need, but also to
begin to generate interest and excitement in the training program in
those who will participate in it. By conducting the needs assessment
for training issues, it is wise to consider not only those areas of con-
cern regarding training program content, but other logistical matters
as well. As described in the next chapter’s case study, the Southeast
Florida Library Information Network (SEFLIN) employs a “blended
learning” solution to its more than 3,000 staff working in its member
libraries. In order to assess the level of need for its upcoming year’s
program, it is essential to uncover what the needs are, directly from the
staff participating in the program. They will be the stakeholders in the
program and their voice ought to speak loudly in this process. There-
fore, a short, simple, but effective needs assessment survey based on
the SEFLIN “blended learning” model may be distributed to staff in
order to collect important needs data (see Exhibit 5.1).

From this survey, the data collected will be used to create programs
based directly on staff needs. Also, logistical items such as the time
of day, the location, and the delivery methods for the workshops, tu-
torials, and courses most requested will be closely analyzed in order



Marketing Your Library Learning Program to Staff 39

EXHIBIT 5.1 Needs assessment survey

1. What delivery method(s) would you most preferto use? (check all
that apply)

0 Web based (online)

O Instructor led

[ Teleconference

[0 VHS video

O Streaming media (online)

2. What times of the day are better for you to participate in classes,
workshops, or tutorials? (check only one)

LI A.M. (mornings)
1 PM. (afternoons)
] Full day (morning and afternoon)

3. | am interested in attending classes, workshops, or tutorials for
career advancement or professional enhancement.

O No
[ Yes (If “yes,” please suggest topics of interest.)

4. | am willing to attend classes, workshops, or tutorials at the fol-
lowing locations (check all that apply)

1 A library in my county

[ A teleconference site in my county

[0 A CompUSA training lab in my county

I A library, teleconference site, or lab outside my county

5. At the library | work in, | have access to a library staff computer
that | can use to take online classes, workshops, or tutorials.

1 No
[ Yes

6. At work, | have time to take online classes, workshops, or
tutorials.

] No
[ Yes

7.1 would like further training in computer skills.

[J No
[1 Yes (If “yes,’ list those skills)

(continued)
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(continued)

8. Are there challenges that will make it difficult for you to participate
in classes, workshops, or tutorials?

1 No
[0 Yes (If “yes,” please list those challenges)

9. What staff development or training classes, workshops, or tutori-
als would be most helpful for you in the coming year? (please list
below)

10. My position is

Administrator

Librarian

Library Assistant

Clerical

Information Technology (or Systems)

Public Relations

Accountant

Graduate Intern

Other (LTA, Admin Assistant, Library Specialist, etc.)

OoooOooOonono

to assure maximum participation by library staff. Clearly, if the logis-
tical information returned indicates the most preferred times of day
and locations of instructor-led training classes and the program ad-
ministrators ignore this information, they will be providing training in
a vacuum and the instructors will be working in mostly empty rooms.
Library administrators must be responsive to the travel and sched-
uling issues of the library staff. If a considerable number of staff ex-
presses their concern that they cannot attend training for a particular
reason (short staffing, scheduling problems, travel issues, etc.), the
program administrators must be cognizant of such information. Per-
haps a response to such issues would be to offer more Web-based
training where participants can access training online, or through in-
creased use of teleconferencing, where many people can visit a single
location and view a program at the same time. Even a videotape course
may be suggested so that an individual or a group may receive training
through this very traditional method. The point is that the “blended
learning” solution offers numerous methods for staff to access training,
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and in so doing, interest in the program and program usage can re-
main reinvigorated.

While the “E” in ADDIE stands for “evaluation,” this has more to
do with the evaluation of the content than it does with the needs as-
sessment or “analysis.” Therefore, the results of this survey ought to
be promoted to staff and used very much as a marketing tool so that
when the program is developed for the coming year, the stakeholders
really feel as though they have played a valuable part in the creation
of that program, because they have!

(D)esign the Marketing Program

In a similar manner to the building of a successful overall “blended
learning” program where a number of various methods are employed
to deliver course content to library staff, the marketing for the learn-
ing program must likewise employ a plethora of strategies and tools
to be effective.

According to author Teresa Davenport, there are four distinct ele-
ments to set in place prior to deciding which tools are necessary to
employ as marketing items targeted to staff engaged in the training
program. These are

Product—determining just what programs are required.

Price—marketing’s role to promote the cost-effectiveness of the
program, both in terms of its benefits to the organization and its
production cost.

Place—programs need to be easily accessible to learners.

Promotion of communication—the major tools you will use.’

One must have developed a budget for marketing so that the items
necessary to create as marketing tools may be purchased. As has been
mentioned earlier, within the library, the best marketing tool is word
of mouth. The program’s best salespeople are those who are using it
extensively and are pleased with its outcomes for them personally. If
they have received any incentives upon completion of any of their
training, then their positive response to the training program will be
even greater. Therefore, within the marketing budget it is wise to plan
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for some incentives or rewards to present to those who have success-
fully completed training modules. Even if the incentives are limited
to framed certificates of completion and acknowledgment of an indi-
vidual’s success is noted in one’s personnel folder that is the kind of
incentive that can be translated into rewards down the line. Here are
some practical suggestions for marketing during the design phase.

Use the library’s e-mail or intranet system to promote the library
learning program.

You can use the e-mail or the intranet (if there is one in place) to
publicize specific courses, new courses, offer useful tips and helpful
suggestions for incorporating learning into employees’ personal de-
velopment. Regular promotion to staff regarding new and exciting
learning program offerings may encourage those who have not par-
ticipated in the program to consider it.

Printed materials (handouts, brochures, information cards, plac-
ards, stickers, etc.) are still very effective. Flyers and newsletters may
be a consideration.

The best approach, especially in marketing a blended learning
program, is to design and send out marketing materials in as many
methods as possible. Since there will be a considerable number of
employees who respond better to more traditional marketing materials,
such as handouts or printed newsletters, this may be a more effective
means of increasing usage in the learning program rather than strictly
to e-communication.

Work with your learning vendors.

For obvious reasons, it is in their best interest to work with you to
assist in providing support with internal marketing. Furthermore,
they may have already designed marketing materials that you can
either adapt or directly distribute to staff touting the benefits of the
learning program or elements of it.

Three critical elements in the design of the overall program will in-
clude budget, timeline, and staff available to produce the materials
and promote the program. As is often the case, even in larger library
systems, the program administrator is a single individual, and if for-
tunate, may be assigned an assistant. Where there are less than the de-
sired availability of resources, it is imperative that the training program
administrator is creative in developing multiple pathways to learning
including partnering with other libraries for better costs, grant funding
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of training programs, and developing many in-house opportunities
using the expertise within the library system itself to provide numer-
ous training opportunities for staff:

Ask a staff member to share information about a professional
program attended or schedule a discussion about a hot topic.

Establish reciprocal agreements with neighboring libraries to
share trainers. Send staff to each other’s programs.

Volunteer to host a workshop.

Consider adapting staff development materials from other pro-
grams for use in your library. LAMA maintains a clearing-
house of staff development materials, programs, and policies
(http://www.ala.org/lama/committees/hrs/information.html).
There may be trainers available for free through your city,
county, or other parent institution (community college, uni-
versity, corporation.)

Train someone on your staff to be a trainer.*

(D)evelopment of the Marketing Program Materials

According to Teresa Davenport, “Once you have determined what
the marketing mix of your promotions will be, you can begin produc-
ing the actual materials.*

In developing marketing materials such as a brochure, it becomes
obvious that a great many other materials may be designed using the
copy created for that brochure. Also, the look and feel of the brochure
can be replicated in other handouts, banners, posters, and giveaways,
as well as the ability to send it out as an electronic marketing tool.
Therefore, when the marketing budget has been finalized and the pro-
gram administrator knows the three elements mentioned previously
(budget, timeline, and staff), the organization for the design is in place
and the creation of the materials can begin.

Since we are assuming that the program administrator has either
limited or no marketing training, there are a number of cogent sug-
gestions to consider when sitting down to create marketing copy for
the brochure and allied marketing materials. Oberstein and Alleman
suggest the following:

Be truthful
Know your audience
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Be culturally relevant
Variety is the key

Make marketing positive
Require a response

Stress benefits, not features
Support with statistics

Have themes

Have something new to offer
Pique their interest

Write simply

Use the active voice

Pilot your copy (with others prior to finalizing).®

To sum this section, therefore, as you prepare the marketing mate-
rials you must present the library learning program as relevant to the
staff, and by touting its many benefits, it becomes much more of an
easy sell.

(I)mplementation of the Marketing Program

You must introduce the new learning program to the library (the
launch) to promote it and register initial users (internal marketing) to
develop ways to maintain and increase usage over time (maintenance
marketing). Use the following techniques to increase excitement of
the program during and after its implementation phase.

Program administrators hold a learning “rollout event.”

A special event or series of events may be held to introduce staff to
the library learning program. The participants may receive small pre-
miums (mouse pads, key chains, bags, writing tablets, pens, etc.) and
obtain information about the program. A mix of presentation activities
may be held including hands-on demos of the program’s e-courses, a
slideshow demonstrating the benefits of participating in the program
including descriptions of the recognition and rewards one may re-
ceive, and time for attendees to meet with the program administrators
to ask questions.

Incorporate online courses into employee development, core com-
petencies, and performance improvement plans.

Incorporating learning into one of these processes can be helpful.
This can be decided at the administrative level and discussed with the
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employees during their annual performance review conferences. There
will be greater success of the learning program if learning benchmarks
are built into these monitored processes.

Provide incentive lunches during a workshop.

Managers, supervisors, and training administrators may be invited
for a meeting on how to incorporate learning into their own develop-
ment plans, and how they can use it in employee development and
performance improvement. Show the attendees how learning can be
integrated into developing, coaching, and mentoring activities.

Include a learning options discussion and a program overview into
your new employee orientation program.

At the very least, give new employees an overview of your organi-
zation’s learning philosophy, the options available, and how to sign
up and get started.

There must be help available.

If staff have questions or difficulties (registering for a course, for-
gotten password, etc.), make it easy for them to get answers. The link
on the library learning Web page must be prominently displayed and
the help must be responsive in their replies.

Hold an annual awards ceremony.

Though a series of standard recognition methods (plaques, certifi-
cates, newsletter mentions, etc.) may be employed to recognize excel-
lence in utilization of the learning program, the library might consider
holding an annual awards ceremony where invited guests would be on
hand to honor those who have demonstrated excellence in the program.

(E)valuation of the Marketing Program

The program administrator must regularly encourage feedback from
those active stakeholders in the program through program evaluations
or program segment evaluations (in order to analyze certain areas of
a blended learning program employing several methods of content
delivery) in order to understand the strengths and weaknesses of the
library learning program. Those evaluations can be formal evaluations
or simple phone calls to random employees once they have completed
the course. Survey employees to find out what topics interest them,
and consider ways to incorporate those interests into your program
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offerings. If you work in a larger library, seek out additional feedback
from all departments.

Of course, the evaluations will return results that can be used for
tweaking the campaign for the following year; therefore, the usage
statistics can and should be used as marketing tools in and of them-
selves. These statistics can lend relevancy and stature to the program,
thus helping to build its audience. You will also learn how partici-
pants learn, thus allowing the program administrator to add or delete
appropriate program content, as is necessary.

A 2001 study of e-learning, titled, “If They Build It, Will They
Come?” produced by the American Society for Training and Devel-
opment (ASTD) and The MASIE Center revealed three critical suc-
cess factors in determining whether an employee will or will not accept
and participate in a work-related e-learning course. (But these findings
can just as easily apply to traditional methods of workplace related
learning.) These include

Internal marketing—Employees respond better to learning when
it is promoted well in advance, and they feel prepared.

Support—Employees value and respond to learning when they
feel they have the necessary technical, subject matter, and
managerial support.

Incentives—Employees respond to learning when they can clearly
see the value of what they will learn.”

In the end, the purpose of the evaluation, whether it is accomplished
through the use of surveys, questionnaires, interviews, focus groups,
or one-to-one exchanges, should all seek the findings that lead to the
measurable outcome of the “effectiveness” of the library learning
program.

Once you have evaluated the effectiveness of your marketing
strategy . . . this will be your moment of truth because it allows
you to make decisions regarding future efforts, programs and
how to market new and current programs. You will also have a
better knowledge base of who your audience is and why they
attend training and learning programs.®



Chapter 6

The Community of Learning
Program for Library Staff:
The SEFLIN Case Study

The Challenge—Creating a Successful Blended
Learning Program for a Large Staff Working
in Many South Florida Libraries

A commitment to continuing education and professional devel-
opment for library staff is a commitment to the future of librar-
ies. Continuous learning is critical to renewing the expertise and
skills needed to teach and assist the public in navigating the elec-
tronic resources of the information age. The need for this educa-
tion grows exponentially as the shortage of trained library staff
becomes more acute; we must retrain experienced librarians and
provide education for those non-librarians who come to work
with us. We need to recruit and build for the future of libraries.

Quote attributed to Miriam Pollack
of Miriam Pollack Associates

Lifelong learning in libraries requires that the learning experience
be built into the job description of each and every staff member. Learn-
ing benchmarks must be established within those job descriptions
through “core competencies” and a review of those benchmarks must
be accomplished annually so that the knowledge gained from one’s
engagement in the program of lifelong learning in libraries is main-
tained. The sustainability of continuing education and training lies in
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the concept that learning is not an isolated experience, but that it be
viewed as an integral part of every staff member’s responsibility.

To support this commitment, Southeast Florida Library Informa-
tion Network (SEFLIN) sought to create a Web site to fill the need to
transform the library learning culture in Southeast Florida libraries
into a “Community of Learning.” SEFLIN no longer viewed continu-
ing education as simply a series of workshops or programs, but a fully
integrated lifelong learning experience built into the library culture. It
was necessary that the concept of “workplace as learning place” must
take hold of the library and its philosophy infused into each and every
staff member working and learning in that library.

There was recognition that, as the consortium’s most valuable de-
liverable, learning had to become an essential element of each person’s
daily work. The environment of each library must support learning for
it to be successful. It must be a valued part of what people do. It must
be a fruitful activity. Building a learning culture means overcoming
the perception that learning and work are different.

It is with this concept in mind that the SEFLIN set out to create a
Web site in order to foster the concept of not simply a compilation or
courses taken haphazardly, without any goal in mind, but to include
all courses, workshops, tutorials, conferences, and institutes as an in-
tegrated system of learning whereby any staff member working in a
SEFLIN member library would be able to participate in this Commu-
nity of Learning Program (CLP).

The goal of the CLP Web site was to emphasize the importance of
a blended learning approach to continuing education for library staff
and the interdependence of its parts, in other words, to create a sys-
tems rather than a single approach to learning. SEFLIN sought to pro-
vide tools to help staff members explore the learning needs of their
organizations as well as their own learning needs and to help individ-
ual members create their own learning journeys and the best ways to
meet those needs. The SEFLIN CLP Web site would assist members
in finding a variety of learning resources. Their choices depend on
content, learning style, available technology, time, and funding.

In order to lay the groundwork for this project, it was necessary to
create a “functional outline” so that there could be a roadmap created
to include all of the components of the Web site. In conjunction with the
Web developer such a document would be created with two distinct
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elements: the functional requirements (these “are presented in sce-
narios that depict an operational system from the perspective of its
end users. Included are one or more examples of all system features
and an enumeration of all the specific requirements associated with
these features”)! and the nonfunctional requirements (“these aspects
include system performance, costs, and such general system charac-
teristics as reliability, security, and portability. The non-functional re-
quirements also address aspects of the system development process
and operational personnel”).?

According to the Division of Library and Information Services
statewide plan titled Gateway to Information through Florida Librar-
ies, 2003-2007, “There was general recognition that continuing edu-
cation (CE) at all levels of the organization, at all types of libraries,
and with multiple partners, will be essential over the next five years.”
In order to fulfill this essential need and to support the plan’s goal, “li-
braria4ns are well positioned for leadership in the twenty-first cen-
tury.”

The statewide plan goes on to state that “Cooperatives have played
and will continue to play an important, indeed central, continuing ed-
ucation role.”” In direct response to this need, SEFLIN, the largest
multitype library consortium in Florida, serving 26 libraries in 350 ser-
vice locations and with more than 3,000 library staff has identified that
thousands of Southeast Florida library staff require improved knowl-
edge, skills, and proficiencies in basic and advanced computer appli-
cations, management, library services, and leadership. As stated in
Goal 3, Outcome 2.1 of the Gateway to Information through Florida
Libraries Outcomes Plan, 2003-2007, SEFLIN plans to continue to
serve as a partner with the Division of Library and Information Ser-
vices to “Partner with libraries and multitype library cooperatives to
develop leadership program” and Outcome 2.2—“Work with multi-
type library cooperatives to coordinate training for library staff.”

Library staff must work and be successful in rapidly changing en-
vironments. To be successful, library staff must be able to take full
advantage of the wealth of education and training delivered through a
variety of technology-based methods. SEFLIN’s unequivocal response
to this critical need has been to effectively and efficiently plan, imple-
ment, and evaluate the CLP with its aim to provide improved library
staff knowledge and skills.
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The goal of CLP is to create and sustain a national model that can
be replicated in libraries, regardless of size or location. Through the
concept of a blended learning program, libraries can review the CLP
and create a menu of learning opportunities wherein selected training
methods may be employed based upon library size, budget, technol-
ogy available, and willingness of participants to become engaged in
the program.

The SEFLIN CLP supports library staff being trained to be success-
ful in twenty-first-century libraries. To that end, the CLP includes
three active components:

1. The “blended learning” component supports the CLP by provid-
ing library staff with learning opportunities through a multitude of
delivery mechanisms including instructor-led, Web-based, streaming
media and video, and satellite teleconferences. The CLP has demon-
strated an innovative technology-based continuing education and
training program for library staff by providing an accessible and flexi-
ble program of hands-on learning. The “blended learning” opportunity
for library staff offers a full program of hundreds of courses delivered
live and online, available seven days a week, twenty-four hours a day.

All training in the blended learning opportunities component of
the CLP is based on needs identified in SEFLIN’s “Needs Assess-
ment” surveys conducted by SEFLIN annually, and followed up with
evaluation surveys, focus groups, and formal discussions held during
each subsequent year of the CLP. The results of these surveys and other
survey methods have demonstrated the value of the program in im-
proving library services through enhancing staff skills and ensuring a
flow of detailed informational data supporting the CLP. In the most
recent data collected, 85 percent of the respondents reported engage-
ment in the CLP for the purposes of career advancement or profes-
sional enhancement.

In seeking additional methods for library staff to access courses,
workshops, and tutorial offerings, SEFLIN has developed a fully real-
ized continuous education program consisting of a number of blended
learning tools, many delivered through technology. Programs offered
in the CLP take into account the individual learning styles of employ-
ees, the limitations of library training budgets, challenges of managing
time away from the workplace, and the large geographic area occu-
pied by member libraries.
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The concept behind the SEFLIN blended learning model is to create
a learning program, format it into modules, and provide the best medium
to deliver those modules to the learner. SEFLIN has progressed since
the program began in 2000, and today the various media employed
include the following:

Traditional instructor-led classroom in training lab settings and
instructor-led technology-assisted formats (the presenter uses
PowerPoint or Internet support).

Performance support tools (more than 1,000 of the most popular
information technology reference books available online to
all staff).

Web-based training (technology training and university level
training on library issues).

Video teletraining (VHS videos of previously presented work-
shops and seminars).

Teleconferences (satellite-delivered workshops and seminars
on library issues presented by professionals in the field).

2. The second component of the CLP is active participation by li-
brary staff in a regional professional conference. Travel to national
conferences for many library staff members is often out of the ques-
tion. Only a very small number of Southeast Florida library staff is
able to participate in state and national conferences owing to the ex-
pense of registration and travel costs. A high quality regional profes-
sional conference is an essential continuing education opportunity
for library staff.

Professional library conferences offer excellent continuing educa-
tion programs providing library staff with numerous learning oppor-
tunities during a single day. Therefore, under the CLP, SEFLIN plans,
implements, and evaluates a professional conference of interest to li-
brary staff working in SEFLIN member libraries. The goal of this con-
ference is to provide a regional conference emphasizing national issues
of local importance to participants. The theme of this regional confer-
ence ranges from technology to reference to library support staff issues
to international library issues that affect libraries throughout Southeast
Florida. This daylong event offers 160-200 library staff currently
working in libraries in the region, the opportunity to attend a series of
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workshops, lectures, demonstrations, hands-on review of new prod-
ucts and services, and visit an exhibits area. It serves as another in-
valuable deliverable to the library learner.

The target outcomes of an annual SEFLIN-sponsored regional con-
ference on e-reference for example would be:

To support librarians’ understanding of new technologies.
To increase librarians’ knowledge of technology used in librar-
ies to better serve and train the public.

To provide a venue where professionals can network, and thus
better communicate with each other on technology issues.
To better cooperate with each other in a partnering environment
within a multitype library consortium where technology is a

vital issue.

3. The third component of the CLP is to provide a leadership insti-
tute that supports the Gateway to Information through Florida Librar-
ies’ plan to ensure that “librarians are well positioned for leadership
in the twenty-first century.” SEFLIN has a history of presenting suc-
cessful regional institutes for middle managers and senior leaders
through previous institutes, held in 2000 and 2002. SEFLIN annually
plans, implements, and evaluates an Institute for Library Leaders.
The goal of such an institute is to enhance the leadership knowledge
and skills of 30-40 professional librarians working in middle man-
agement and senior leadership positions in SEFLIN member libraries.
Participation in the two-day Institute provides participants an oppor-
tunity to be better prepared to contribute to the vitality, growth, and
success of the library profession.

The training sessions focus on developing an understanding of lead-
ership. Participants have the opportunity to explore management is-
sues associated with the rapidly changing environment that libraries
find themselves in. An intensive learning community will be estab-
lished through which individuals and groups can discover and explore
insights about themselves and about the organizations and groups
they work with.

Competencies gained or enhanced by this Institute include

» awareness of self as a leader and manager
* ability to work effectively in groups
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* ability to communicate effectively

* ability to creatively solve problems

e awareness of personal communication and leadership style

» knowledge of influencing skills

* understanding of the dynamics of the changing environment.

An additional intention and focus of the Institute for Library Lead-
ers is to refresh and renew participants by encouraging the sharing of
insights, personal reflection, and having fun. The Institute includes
lectures as well as experiential learning exercises.

Three Components Leading to the CLP Web Site

Through focus groups, committee discussions, and board meetings,
it became apparent that there was a need for a CLP Web site where all
of the lifelong learning components of the CLP may be viewed, re-
trieved, and utilized in a single accessible location. As a response,
SEFLIN created the CLP Web site. This Web site has been built into
the very successful MyLibraryService.org Web site as a component
of the “Services for Libraries and Library Staff” section of that site.

The Web site provides tools to help members explore the learning
needs of their organizations as well as their own learning needs. The
CLP Web site helps individuals create their own learning journeys and
the best ways to meet their needs. The SEFLIN CLP assists members
in finding a variety of resources. Their choices depend on content,
learning style, available technology, time, and funding. The SEFLIN
Community of Learning is organized so that individuals can find a va-
riety of learning resources easily at one site.

The SEFLIN CLP Web site was organized so that individuals could
find a variety of learning resources easily at one site. The Web site pro-
vides various approaches to the concept of lifelong learning. We ask
users to begin with the consideration of individual courses, workshops,
and tutorials, or groupings of these offerings in the form of “training
tracks.” Wherever possible, CLP offerings should be linked to the li-
brary’s “core competencies” for library staff. Core competencies have
been defined as, “skills present or creatable upon which the organiza-
tion bases its operations and services and from which it creates its
preferred future. Upon careful analysis, core competencies serve to
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synthesize one’s skills and knowledge, and define one’s performance
requirements.”

As the Web site evolves into an even greater and more powerful tool
for staff working in SEFLIN member libraries, there will be further en-
hancements necessary to support new applications built for the site.
Also, in working with the Web developers for the Web site, SEFLIN
is able to create within the application, stand-alone modules, such as
a calendaring function that can be replicated in future projects and/or
for other libraries.

The CLP Web site has been operational since January 2004 and
hundreds of staff working in SEFLIN member libraries have registered
to participate in its courses, workshops, tutorials, and informational
offerings. The Web site may be viewed at http://www.seflin.org/clp/
index.cfm?

Conducting a Manager’s Survey on Education
and Training of Library Learners

Visible and sustainable support from library managers and admin-
istrators is critical for a library learner to succeed in a climate of con-
tinuous change. It is imperative that the training and development of
library staff be viewed as a kind of long-term and continuous human
capital improvement plan. Encouragement in the form of a comprehen-
sible internal mechanism of processes and procedures is established and
maintained to nourish the program. Also, if library managers and ad-
ministrators themselves demonstrate a level of fluidity and flexibility
and become active participants in the program, there is greater likeli-
hood of success. This is a challenging task. It requires managers to

Educate (staff) on the (learning) community and the value it
brings to their job and the (library).

Define learning parameters by setting specific learning plans
that provide each associate with specific time to learn, goals
for each learning time, and rewards for accomplishing de-
fined goals.

Coach and follow up on each associate’s learning plan; ensuring
that each learner is achieving the plans set in learning plans
and following through with defined consequences for non-
performance.
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Recognize and reward each associate’s accomplishments through
recognition and motivational rewards.

Support and manage ongoing integration of topics and tech-
niques learned into the (staff’s) daily work.®

Quite simply, most library managers “want assurance that the in-
vestment in training has a positive impact on the organization. They
are not asking for astronomical return on investment. They are not
asking for a 100-page research report. They simply want to know that
the training organization has control over its costs and an eye to the
bottom line.””” Make no mistake about it, those who suggest that there
is no bottom line in libraries have never managed a budget that, in
some libraries, can be as complicated as that found in any corporate
CFO’s office. Therefore, it is vital that libraries justify training dollars,
as they must any other line item, and have the data to support their
justification. Frequent target surveys and questionnaires provide li-
braries with those tools.

Prior to employing those tools, however, the library must ascertain
how to measure the success of those dollars spent on staff training.
Typically, there are two types of costs: direct, which are defined as
costs that can be specifically identified with a particular project or
program, and indirect, which are defined as costs that are incurred by
an organization for common or joint objectives and that, therefore,
cannot be identified specifically with a particular project or program.
Staff training can be applied against both direct and indirect costs.
Let us take a look at what the library’s expected outcomes seeks to
gain by providing continuous training to its staff.

Good training aligns the varying aspects of a business and gives its
employees the skills and capabilities required to bring about a change
and its benefits. To maximize the benefits of training expenditures, a
customized program should take into account the objectives of a
change project, the people involved and their needs, and relevant time
frames. Content rather than the method of delivery should be the top
focus ... Tom O’Toole of Beechworth Bakery in Canberra, Australia,
when asked what happens if you train your people and they leave, an-
swered, “What happens if you don’t train them and they stay?” In order
to respond to this question, a library manager’s survey was developed,
planned, and implemented.
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One of the key ingredients in planning the CLP Web site was to un-
derstand the needs of the managers and their expectations regarding
staff engagement in the CLP. To this end, a survey was designed to ac-
complish this information-gathering process as well as to fulfill one of
the stated goals of the SEFLIN three-year strategic plan wherein library
managers would be surveyed to understand the learning environment
for staff working in their libraries and to highlight the strengths and
weaknesses of the various levels of support. The template for this survey,
entitled, “Training and Development Programs Assessment Survey
for Managers” was designed by the Jack Phillips Center for Research.
The results of this survey are available at http://www.seflin.org/clp/
index.cfm?fuseaction=pages.TA Assessment Survey.

The survey was administered to the training administrators who
serve as the information liaisons between the SEFLIN CLP and the
staff working in their libraries. In order to review the training climate
in each library, which, more often than not, determines the success or
failure of any staff training program, this survey was designed to reveal
specific strengths and weaknesses of the training support infrastruc-
ture, both practically and philosophically within each respondent’s li-
brary. With this intent, this survey is to serve as a tool with which to
perform an overall “environmental scan” of each library’s training
conditions to assist SEFLIN in providing a future CLP framework
that is properly aligned with the needs of its member libraries. There
was an overall response from eighteen of twenty-six libraries surveyed,
a 69 percent response.

Scalability

Although SEFLIN planned its education and training program for
a large consortium, this program is scalable to smaller library sys-
tems or even individual libraries. The scalability of a blended learn-
ing program is evident in its affordability. This program provides a
menu-driven approach that can offer staff a variety of training tools. It
is an approach that presents flexibility for libraries, which can add or
subtract courses from the training menu, creating an individually de-
signed learning program model. This is different from a traditional
training program that solely relies on either permanent staff or hires
presenters to train a group of staff in a specific area.
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Sustainability

SEFLIN has steadily maintained that 5 percent of an annual salary
budget line is the benchmark figure that should be used to support a
modern library’s training and development needs. As libraries experi-
ence formidable challenges in staffing, there must be some premium
that libraries offer their staff, so to retain skilled employees.

An extended program of continuous staff training is critical to the
success of a library in providing quality services to users. SEFLIN
member libraries, whose staff have benefited from the LSTA-funded
Technology Training Program for Southeast Florida Library Staff,
and now the CLP, are recognizing the essential importance of training
in improving staff performance and to recruiting and retaining staff.
In some cases, the continuous training and development of library
staff is being supported with local library funds. However, regional,
state, and national support for training of library staff is indispensable
considering the overwhelming number of library staff needing all
types of training and the high rate of technological change.

The SEFLIN vision for a properly sustainable level of financial sup-
port lay in the understanding by the administrations of its member li-
braries of the extraordinary value of continuous training. SEFLIN will
continue to emphasize the importance of continuous training to its
member libraries and will provide significant information regarding
usage statistics and measurable outcomes in order to highlight the
success of training in advancing the development of library staff and
services. As implied in the statewide plan, Gateway to Information
through Florida Libraries, financial support for a successful twenty-
first-century continuing education and training program must be a
shared responsibility between local libraries, regional cooperatives,
and the Division of Library and Information Services. SEFLIN mem-
ber libraries have demonstrated impressive matching support for the
CLP. More than $380,000 in local equivalent staff time has been pro-
vided through library staff participation in CLP courses, workshops,
and tutorials. SEFLIN has demonstrated and will continue to seek
partnerships with its member libraries and the Division of Library and
Information Services, as stated in Goal 3, Outcome 2.1 of the Gate-
way to Information through Florida Libraries Outcomes Plan, 2003-
2007—Partner with libraries and multitype library cooperatives to
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develop leadership program”—and Outcome 2.2— “Work with multi-
type library cooperatives to coordinate training for library staff to
support a sustainable continuing education and training program for
Southeast Florida library staft.”

SEFLIN member libraries currently employ more than 3,000 staff.
The contributions by SEFLIN members may also be described in
terms of the cost to SEFLIN member libraries in staff compensation
for staff participating in SEFLIN sponsored continuing education and
training. For example, in FY2002/2003, 2,582 library staff attended
SEFLIN continuing education and training events. The local library
“cost” or “match” for this continuing education and training program
is valued at approximately $387,300 in local library salary/benefits
(2,582 staff x $150 a day for salary/benefits).

In an article titled, “Cooperative Library Services in Southeast
Florida: A Staff Perspective” written by Maris Hayashi, the benefits
of this blended learning program for Southeast Florida library staff
may be summarized as follows: “Collaborative relationships between
library cooperatives and member libraries exist primarily to benefit
library patrons and community users. Important relationships between
cooperatives and their members’ employees also exist, yet this aspect
is rarely identified and discussed. Cooperatives provide the resources
and services to staff that are necessary for the establishment and con-
tinuance of lifelong learning. Staff take the skills and knowledge they
acquire and learn, and put them to use when providing high quality
service to their library patrons.”®



Chapter 7

Teaching and Measuring Information
Literacy Training

The Challenge—Librarians Must Be Trained
to Teach Information Literacy to Students
in Collaboration with Educators

The American Library Association Presidential Committee on In-
formation Literacy has indicated that “No other change in American
society has offered greater challenges than the emergence of the In-
formation Age.”! In order to support this assertion, there clearly must
be a mechanism in place to support the creation and implementation
of information literacy education. The report goes on to define infor-
mation literacy as follows: “Information Literacy is a set of abilities
requiring individuals to ‘recognize when information is needed and
have the ability to locate, evaluate, and use effectively the needed in-
formation.””? In order to achieve success in the teaching and learning
or information literacy strategies, librarians must receive comprehen-
sive training in the proper manner in which to provide this set of tools
to students. The success of this training can be strengthened through
a collaborative effort between librarians and educators.

This report and standard practice since the report was written has
placed librarians squarely in the forefront of developing and imple-
menting information literacy training for students. Increasingly, how-
ever, librarians are collaborating with faculty on a much larger scale
in order to create information literacy training that is adaptable to all.
The committee examined the environment during the late 1980s and
examined the issues facing students, educators, and librarians. Their

The Challenges to Library Learning: Solutions for Librarians

59



60 THE CHALLENGES TO LIBRARY LEARNING

goal was to recommend a number of long-term, workable solutions to
what was then, as now, viewed as a growing national issue. Since that
report was published, there have been innumerable efforts on behalf
of librarians and educators to address the issue and develop workable
solutions.

Author Diane Zabel reminds readers that the issue has been dis-
cussed over the course of nearly three decades. Zabel informs us that
“[t]he volume of publishing related to information literacy and library
instruction is staggering.”* By indicating that there is equal validity in
both of these informational deliverables, it is clear that librarians have
an extremely important role to play in developing information liter-
acy programs in an academic setting.

In all three articles, the reader will find references to information
literacy as a priority for the concept of “lifelong learning.” In a peer-
reviewed article written by Thomas P. Mackey and Trudi E. Jacobson,
the ALA Report is referenced specifically. In the article, the authors
indicate that “The American Library Association’s Presidential Com-
mittee on Information Literacy (1989) created an expansive frame-
work for understanding IL as a process of ‘lifelong learning’** Thus,
the argument for information literacy education serving as more than
a single course of instruction is supported by the concept of lifelong
learning. For years, library instruction served as a baseline training
model to teach the basics of information literacy concepts to students.
However, in the past several years, the library instruction model has
developed into a comprehensive and continuous information literacy
learning model because librarians and educators have come to agree
that skills gained through “lifelong learning” are those that students
take along with them into the “real world” environment.

That being the case, the ALA Committee Report goes on to take
a particularly egalitarian view of information literacy. By linking in-
formation literacy instruction to one’s economic position in society,
the report highlights the consequences for many in society should they
not receive adequate information literacy instruction indicating that
“[m]inority and at-risk students, illiterate adults, people with English
as a second language, and economically disadvantaged people are
among those most likely to lack access to the information that can im-
prove their situations.”> Likewise, author Christine Bruce also sug-
gests that information literacy has its potentially negative economic
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effects should it not be made available to specific individuals when
she writes, “IL is generally seen as pivotal to the pursuit of lifelong
learning, and central to achieving both personal empowerment and
economic development.”®

Finally, in the third article reviewed for this essay, Diane Zabel
tackles the issue from the partnership aspect wherein she counsels
that librarians and faculty collaborate to create information literacy in-
struction that is practical and noninvasive. Even she indicates an eco-
nomic impact of such instruction when she writes about the issue of
students, who are already having a difficult time paying for higher
education tuition and fees, having to pay additional fees to complete a
“credit course” in information literacy when she writes, ‘“There is likely
to be increased backlash over the spiraling cost of higher education™’

Zabel concentrates less on the economic impact of information lit-
eracy instruction and more on the importance of the collaboration
between faculty and librarians in developing and implementing infor-
mation literacy education in the education environment. Likewise,
the ALA Presidential Committee concludes its report with a number of
recommendations, one of which indicates, “A portion of the practicum
or teaching experience of beginning teachers should be spent with li-
brary media specialists.”® The thrust of this collaboration is also at the
heart of the article by Mackey and Jacobson where they examine the
concept of “library as classroom.” This model places the librarians
in the position of teachers and links them squarely with the faculty,
thus creating the building blocks for this collaboration or “teaching
alliances.”

All the articles reviewed examine the need for continuous and
highly developed information literacy education programs. While the
economic impacts of not doing so are discussed, and the concept of
“technology literacy” is reported by Christine Bruce as a component
of information literacy as a whole, there is more than enough evi-
dence in all these articles to support the concept of information liter-
acy education as necessary to lifelong learning. Information literacy
education has, in many ways, changed the nature of work librarians
do and this collaborative effort with faculty will continue to bring the
two professions together. Relevant continuous collaboration between
librarians and educators will continue to produce the most successful
programs.
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For years, there was an ongoing discussion between the faculty and
librarians regarding the “ownership” and “control” of information re-
sources. It appeared that this was less necessary when the Internet
made its resources available to all. It appeared that librarians would
be needed less, and there would be an even greater disconnect be-
tween librarians and faculty. In truth, however, librarians are needed
more now than ever because of this explosion of resources. Librari-
ans serve as the gatekeepers to wending one’s way through the maze
of information resources. This change has required greater collabora-
tion with faculty and on many campuses that collaboration has led to
a very different model of library, the Learning Commons, a model
wherein it is a place where the concept of “one-stop shopping” and
information for all is offered.

The Learning Commons brings with it a very different model of
service. [tis a model wherein the role of librarian is even closer to that
of the faculty because there is a considerable “teaching” component
inherent in it. This model will undoubtedly, and is already, changing
the manner by which college campus librarians work, but it will also
support greater collaboration between the librarians and the faculty
through a shared process.

After all, in order teach information literacy, the librarian must at-
tend continuous education workshops, seminars, courses, and the
like on the latest techniques, not only in teaching this skill, but also in
being able to refer to the latest research in the field for the most effec-
tive resources to accomplish this mission.

In 2001, the Central Florida Library Cooperative’s (Training) Pro-
ject provided training throughout the eleven county region of Brevard,
Flagler, Indian River, Lake, Okeechobee, Orange, Osceola, Seminole,
St. Lucie, Sumter, and Volusia. The cooperative looked at the change
in library staff’s knowledge of technology and their increase in abil-
ity to serve library patrons. They surveyed participants, asking ques-
tions (regarding) the changes that occurred due to the training. Over
80 percent of respondents indicated increase in knowledge of specific
technology and ability to provide assistance to patrons. This informa-
tion got to the change in knowledge, skills, behavior, or condition of
participants with little more effort than gathering information such as
number of participants and comfort of the chairs.
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How Can Librarians Measure the Success
of Our Teaching?

One of the difficulties in measuring the success of teaching infor-
mation literacy is how far can measurement go to attain the informa-
tion regarding the success that training has had on library staff? Can
this challenge be overcome with the proper approach to outcomes
measurement?

According to Calhoun Wick and Roy Pollock of the Fort Hill Com-
pany in Wilmington, Delaware, we have entered a rather schizophrenic
period for the in-depth measurement of the effect that library learning
has on the patrons it serves since it now appears that “traditional mea-
sures of reaction—number of courses taught and participant counts—
are no longer sufficient. More and more, training budgets are linked
to learning analytics and outcomes assessment.””

Wick and Pollack also write, “We [trainers] are not in the business
of providing classes, learning tools, or even the learning itself. We are
in the business of facilitating improved business performance.”'? If
this is the case, then training the staff has gone from providing chunks
or knowledge, or just-in-time, or anywhere-anytime information to
them in any one of a number of different learning methods, not to in-
crease their own learning, skills and/or knowledge, but simply to pro-
vide a better product (in the case of libraries, information is that
product) in the most fastidious and comprehensive manner possible.

We have gone from training staff to providing a service to allow the
organization to serve its public in a more effective manner. So, does
this philosophy get at the crux of how the success of the service deliv-
ery to the public has been successful in their lives? If it does, then, the
shift in training philosophy as an effective delivery tool has worked,
but, still, as an effective results tool, has it been an equal success?

Is it possible to employ the standard use of outcomes measurement
in order to arrive at the answers to these questions? Traditionally,

outcome-based evaluation may be defined as a systematic way
to assess the extent to which a program has achieved its in-
tended results (and poses the following overall questions):

How has my program made a difference?
How are the lives of the program participants better as a result
of my program?”!!
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Moreover, one must be fully acquainted with the steps in the pro-
cess of creating an outcome-based evaluation measurement process
for properly creating, analyzing, and reporting on the results of the
program.

The following may serve as a basic set of procedures to follow and
work to be accomplished in order to arrive at desired results-sets:

Establish overall evaluation goals for a context (i.e., purpose)

Identify key dimensions to the context that inform evaluation
design

Identify and secure resources needed to conduct evaluation

Develop evaluation plan including timeline

Design draft evaluation instruments

Pre-test draft evaluation instruments

Finalize draft evaluation instruments

Collect data

Code data

Analyze data

Confirm data analysis with intercoder reliability testing and/or
member checking where appropriate

Write up findings

Incorporate your findings on outcomes in reports for different
audiences, newsletters, public presentations, and so on.!?

To successfully compete for public or private funds, libraries must
develop evaluation practices that provide a compelling picture
of the impact of their services. Outcome-based evaluation is an
effective way to tell the stories and convey the impact that will
convince funders and other stakeholders that libraries make a
difference. It is also a planning tool that can help libraries in-
crease their effectiveness in achieving results. Outcome-Based
Evaluation (OBE) is a systematic method of assessing the extent
to which a program has achieved its intended result.'?

Perhaps one rather obvious, but nonetheless visible means of an-
swering these questions is through outcomes-based evaluation. Can
this measurement strategy be employed to assess if a library staff
member attained knowledge through the library learning program that
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has led to patrons enjoying better lives because of the information im-
parted to them? Can results be as evident as, for example, the patron
who has gained information provided by a well-trained library staffer
on subjects such as

* Jobs

 Literacy

e Immigrant outreach

* Community referral information
» Higher education.

The best means in which to collect this information is, obviously,
to ask. As long as patrons recognize that collecting follow-up data is
not an intrusion into their private lives, and that the information, once
collected, will be reported anonymously, there should be some suc-
cess in this data collection process. Developing the proper data col-
lection tool is the most significant aspect of design in order to collect
the best data possible. In order to accomplish this task, libraries may
wish to create the data collection tool in-house or, should resources
be available, contract the work out to a consultant. Either way, the
design of the tool is critical, and the targeted distribution is also criti-
cal. Therefore, significant planning and development must go into the
design of the data collection tool to collect the results that will provide
the most accurate follow-up data available. The outcomes sought
must provide the library with the data that can be used to measure the
success of teaching such an important skill as information literacy
to the public. Data collected will prove critical in maintaining and
sustaining this extremely important librarian-delivered teaching com-
ponent.

While it is clear that OBE is not a panacea for measuring all library
programs and services, it is a process that may be employed to mea-
sure the success of librarians teaching information literacy. Much of
the measurement data will be more anecdotal than statistical and the
library may wish to employ focus-groups, surveys, and one-to-one
patron/librarian interviews to gather this data. Using the ACRL Infor-
mation Literacy Competency Standards for Higher Education will
dictate the parameters of the skills that need to be measured and will
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indicate the expected outcomes and indicators of success defining the
information literate patron. These are present as follows:
A person who is information literate is able to:

* Determine the extent of the information needed

» Access the needed information effectively and efficiently

* Evaluate information and its sources critically

» Incorporate selected information into one’s knowledge base

e Use information effectively to accomplish a specific purpose

* Understand the economic, legal and social issues surrounding
the use of information

* Access and use information ethically and legally.'*

The solution for assessing these measures of success may indeed
be outcomes-based evaluation. In assessing the skills of the patrons
who have gone through the learning experience, librarians can ascer-
tain whether or not their training program has benefited themselves
as well as their patrons.



Appendix

PowerPoint Presentation
on Design and Implementation
of a Training Program for Library Staff

This PowerPoint presentation is based on material appearing in the author’s
previous works, published by The Haworth Press, Inc., The Practical Library
Manager (2003) and The Practical Library Trainer (2004).
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Self-Directedness in the Workplace: A
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Community of Learning, 48

THE CHALLENGES TO LIBRARY LEARNING

Southeast Florida Library Information
Network (SEFLIN)
(continued)

Community of Learning Program
(CLP)
blended learning component,
50-51
functional outline, 48—49
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leadership institute, 52-53
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53-54
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51-52
response to statewide plan, 49
scalability, 56
sustainability, 57-58
Web site, 48
needs assessment survey, 39—40
Web site, 54, 56
Web site concept, 48
Study circles, 9
Substitute librarian
baseball team scenario, 28-29
budget implications, 31-33
challenge, 27
cross-training, 30-31
finding additional staff, 29-30
generalists, 31
graying of workforce, 33-34
job characteristics, 28
job requirements, 28-30
roles of, 27-28
training, 32-33

Summative evaluation, 37

Sustainability of SEFLIN program,
57-58

Teaching alliances, 61
Team approach to work, 9-10
Technofear, 15
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communication devices, 1
for learning. See E-learning
multitasking, 1
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