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Executive Summary

The Sandy Public Library of Sandy, Oregon serves 21,000 patrons living in and around Sandy.  Recent changes brought about by state measures allocating library money to a general fund have seriously damaged the library’s operating budget causing a loss of library staff and a reduction of library service hours.  In addition, rapid changes in technology have advanced to the point where many long-employed staff members do not have the skills needed to help patrons at an acceptable level.  Change is needed to help the Sandy staff rise to the challenges of budget limitations and the changing face of library service today.  

After identifying and consulting with stakeholders, an analysis of the internal and external influences providing challenges and opportunities for the Sandy Library revealed strategic change would be beneficial for the survival of the library.  To meet the challenges the staff needs to work more efficiently, being able to work within every facet of the library service areas and to attain skills within those areas including advanced database and Internet search skills and advanced software skills including but not limited to mastering the MS Office package.
The management of Sandy Library proposes a six-week training program for the staff members.  Although much of the training in Microsoft Office, Internet searching, and navigation of the city’s Web site will occur for the staff in an independent online environment, the introductory workshop will take place in small group sessions where a trainer will lead the groups through the online instructional venue.  The staff will then design their own training schedules and learn independently over a six week period.  Surveys of the staff experience and a formal evaluation of the effects of training will be conducted in the weeks following with plans to modify and enhance future training experiences.   
Managerial Tool Set


Problems and Tasks Addressed
Sandy Public Library, located in Sandy, Oregon, is a small library serving a patron base of approximately 21,000. It is a member of the 13 member library consortium: Library Information Network of Clackamas County (LINCC). Approximately one third of Sandy library patrons live in the city, with two thirds living outside the city limits.
Since 1977, funding for the library has largely been provided through serial Clackamas County Library Levies. Member libraries developed a formula for distributing the collected funds. The current distribution method is based on a combination of circulation activity and the population of the service area.  This formula has served Sandy Library very well in the past; the library has been able to operate on these funds without any supplement from the city - building and accounting services excluded.

In 1997, Oregon State tax limitation measures rolled the designated library levy money into the county general fund, so the county commissioners can now use it as they see fit. Over the past five years, the county has appropriated some of this “library money” for other county services, namely public safety. In November 2004, an additional county-wide operating levy to support all of the LINCC member libraries failed. The failure has impacted LINCC member libraries in various ways. At Sandy Public Library, the levy would have allowed for increased staffing levels as well an increase to the materials budget. As a result of the failure, two retiring employees’ positions were eliminated, and service hours were cut by twenty-five percent. The city has stepped forward and will supplement the library budget with an additional $240,000 for the 2005-2007 biennium only. 

Management has observed that some staff members are lacking the skills necessary to provide quality service to library patrons.  Staff often seeks help with computer application problems and with Internet searching, which compromises patron satisfaction levels. With decreased hours of operation and fewer staff, management has determined that all staff must work effectively in all areas of library service and that additional technology training would be a major component of a larger strategic plan to improve services and ideally to secure the library’s position in the community.
Like all public libraries, Sandy Library exists in competitive times.  In the age of Google it is difficult for some people to understand how the library can serve them when they perceive their information skills to be adequate or perhaps even beyond that of library staff.  In this light, many people do not know about the array of services the library performs or that the skill of the staff is exceptional.  The staff at Sandy Library must perform services at least as well or better than the available alternatives, which include private home computer use, and position themselves as an attractive service in arenas beyond information access.  If this is not achieved, low quality (and quantity) patron services could further weaken the library’s position during budget consideration and possibly threaten what is an indispensable community resource.  For these reasons, training and re-training the staff is a critical step in securing the library’s position.  Several service areas have been targeted due to their frequent patron usage:  advanced reference work using the Internet, familiarity with government websites, and advanced software use including Microsoft Office Resume Wizard. 

An additional benefit of re-training, as a result of the intellectual challenges inherent in skill enhancement, will be to give the staff a new purpose in a time when budget cuts can foster feelings of uncertainty, stagnation, and low morale. 
Components and Features (Appendices A through J)

The components of the Sandy Library strategic change tool set at this time are composed of practical applications to evaluate needs, to plan, and to implement the staff re-training project.  The tool set components include:

· Stakeholder Identification

· Focus Group Discussion Form

· Staff Survey and Analysis

· SWOT and TOWS Analysis

· Training Plan Hierarchy

· Training Module

· Objective Identification

· Motivation Analysis

· Job Enrichment Evaluation

· Training Review 

The main feature of the tool set is its training program which included a group instruction workshop and, to allow for optimum flexibility and efficiency, a six-week independent study period which will be described in detail further in this paper.
Stakeholders (Appendix A)
On the website, New Pathways to Planning (NPP), a library management site, http://skyways.lib.ks.us/pathway/stakehld.html, several tools are offered to aid in the identification of stakeholders.
Using these guidelines, five stakeholders have been identified at Sandy Library:  patrons, city council, library staff, Friends of Sandy Library, and the library board. Each of these groups is involved with the library, and input from these groups will be valuable to the planning process at the library. 

Library Patrons

Mori Lou Higa-Moore reported in 2002 that focus group discussions to determine library patron satisfaction are a well established practice. She used them to help in the strategic planning process at a library at the University of Texas Medical School. This example will be followed at Sandy Library.  The suggested interview questions are found in the toolkit description. In addition to supplying valuable data, this method will involve staff members, offering them opportunities to contribute to the planning process. 
City Council

According to NPP, stakeholders should be identified and included who are “in a position to take action on library issues,” have “power to make decisions,” and can “influence decision makers.” The Sandy City Council is therefore an essential stakeholder.  The council is in the practice of developing long-range goals for every department in the city.  At this time the council is not available to do more strategic planning with the library, however, the council has given their support for these goals established by library management:
· Maintain excellent service practices, in spite of decreased hours and funding levels.

· Establish Internet and software program training classes to increase technology confidence in the library staff so that service to patrons will be more consistent.

· Continue the development of programs for children.

Library Staff

It is essential to include the staff as stakeholders in the plan.  As NPP points out, staff will take some of the burden off the library manager, their motives may be less suspect than those of the library manager, their involvement will provide practical leadership development, and employees are, after all, stakeholders themselves. In an initial step to involve the staff, they were asked to answer an online survey (http://www.surveymonkey.com/s.asp?u=143411074940) to assess their own goals and visions of their jobs’ future.  The data collected from the survey will help to develop a training plan for the library.
Friends of Sandy Library

This group of volunteers is active and supportive of programs and acquisition of materials at the library.  NPP suggests that groups such as this make beneficial stakeholders as they express support and “understand the mission of the library.”  Friends of Sandy Library have volunteered manpower to assist the library in its day-to-day work, and they supply many dollars for the library through the sale of used books. They will be consulted for their views of the future of the library through a focus group discussion.
Library Board

The library board is especially interested in helping the library to seek out and secure stable funding for future years, and according to NPP “would most likely be nominated as those who have a stake in library plans, services and/or policies” thus making it an ideal plan stakeholder. With this in mind, the chairman facilitated a discussion and walked the board through the SWOT analysis to aid in the goal setting procedure. Other steps in the strategic planning process will be carried out at future meetings. 
Internal and External Analyses (Appendices B through E)
Focus Group Discussion (Appendix B)
The primary purpose of the focus group discussions will be to gather information about what our patrons feel they will need in library and information services over the next five years. We will follow Higa-Moore’s (2002) example and use a purposive sampling strategy. As she points out, library users will offer valuable insight into patron future needs.
Library Staff Survey: Summary and Analysis (Appendix C)

Staff Survey Analysis:
Most of the questions in the staff survey are open ended. For this reason, a subjective analysis was applied to the first three questions. These questions ask each employee about her impressions of her job, the type of person it takes to do her job, and how she fulfills the library’s mission. The director scored each answer against how much it agrees with her answer about each employee. A lower score indicates more agreement, and a higher score indicates less agreement with the director’s vision of that job. The data is displayed on Table 1.

Full agreement   1  2  3  4  5  No agreement

	
	#1
	#2
	#3
	Total

	Subject
	
	
	
	

	1
	4
	2
	2
	8

	2
	1
	2
	2
	5

	3
	3
	3
	2
	8

	4
	1
	1
	1
	3

	5
	1
	1
	1
	3

	6
	1
	1
	1
	3


Table 1. Agreement with Director on questions 1-3

In an ideal situation, management and staff will be in full agreement about job expectations. If this is not the case, this analysis will help locate areas where better communication is needed - an important aspect of staff training.


Question Six asked staff to indicate which computer and other library skills they felt they would like to improve. This particular part of the survey is weak. Some of the employees did not 
	
	Word
	Resume
	Reference
	Internet
	Computer

 tech.
	Other

	Subject
	
	
	
	
	
	

	1
	x
	x
	x
	X
	x
	x-cataloging, purchasing

	2
	
	
	
	
	
	x-publisher

	3
	
	
	
	
	x
	

	4
	
	
	
	
	
	x-advanced computer tech.

	5
	
	
	
	
	
	

	6
	
	
	
	
	
	x-Marc records


complete this portion of the survey, but of the 11 responses that were collected, nine of them indicate a need for enhanced computer skills. At this time, training in cataloging, purchasing, and MARC records will not be offered. The data collected is shown in Table 2. 
Table 2.
Question 6: Areas where training is needed
Question Seven asks individuals to report how they feel they learn best. Knowing how employees learn is important in planning an effective, and efficient, training program.  Most of the staff members (57%) feel they learn best in one-on-one situations and in independent study, directly using the applications. About twenty-five percent of the staff chose group instruction and independent study using handouts. Only fourteen percent selected online instruction as a favored way to learn. 

Job Enrichment Evaluation  (Appendix I)

Sandy library is facing budgetary constraints until more stable funding is secured. Management would like to offer job enrichment to empower and motivate staff. In the current situation of budget limitations, Sandy library is not able to offer monetary rewards, so management is left with enriching jobs by vertically loading them. This practice empowers employees by making their jobs more interesting and challenging (Dessler, 2002, p. 306).   Data evaluating staff readiness for job enrichment appears in Table 3.
	Employee / Job Title
	Job Enrichment 

Evaluation Score

	1 / Clerk
	2.3

	2 / Assistant
	2.0

	3 / Ref. Librarian
	2.2

	4 / Cataloging Assistant
	2.5

	5 / Children’s program
	1.8

	6 / Clerk
	2.6

	7 / Assistant
	2.4


Table 3. Job Enrichment Evaluation: Sandy Library Staff
Using a tool (Appendix I) presented in the Dessler text, Theodore T. Herbert’s Organizational Behavior: Readings and Cases (1976), management assessed each employee against several statements, scoring one through five, based on where s/he fell within a continuum. 
The scores were added and then divided by the number of questions to give the average score. According to Dessler, a rating of 1.0-1.9 indicates that a job is a prime candidate for enrichment and has a high expected return on investment. A rating of 2.0-3.9 indicates that a job can be enriched but may have a marginal return on investment. A high rating of 4.0-5.0 is indicative of jobs that cannot be enriched at this time.

Dessler’s scale indicates that employee #5 would be a good candidate for job enrichment. For the other staff, job enrichment would offer a marginal return on the investment. However, noting that the scores are on the low end of the scale, management may do well to enrich jobs in light of the inability to offer monetary rewards. 

SWOT Analysis and TOWS Matrix (Appendices D & E)

In the first step of planning with the library board, a SWOT analysis was conducted using Gary Dessler’s suggested design (2004, p. 126).  The information collected with the board was placed into a TOWS matrix (Dessler, 2004, p. 128) which allowed management to see how the library’s strengths and opportunities can be used to overcome its weaknesses and threats. 


In every quadrant of the TOWS matrix, some form of staff training is present. This supports our decision to concentrate on training in this managerial toolset for Sandy Library. 
Assessing Performance-Motivation Problems (Appendix H)


The task of motivating the staff to buy in to the training program has been delegated to the Library Assistant. Assessing performance-motivation problems is a tool that can be used in the performance of this task. It is a basic flow chart, which makes it easy to decide on a direction to take considering how each question can be answered in regard to each employee’s motivation and skill level. 
Training
Specific Purposes

The specific purposes of our training goals are to
1. Increase staff skill level and confidence in the use of

· software such as MS Word in general and the Resume Wizard in particular;

· the Internet, particularly to develop advanced search skills using the public web browser, Google, and the city’s website.
The goal is for staff to attain a level of proficiency needed to be able to offer patron services that meet or exceed those of competing agencies and to serve as trainers to the patrons themselves. 
2. Prepare staff for the changing world of technology as the library continues to evolve as a technology center of the city, and specifically in the new technology training that will be necessary when staff begin using a new database within the next two years.
3. Enable staff to self-train and encourage open communication so that employee’s motivation to learn is enhanced.
Training will be accomplished mostly through independent study, so provisions must be made to ensure that this process is efficient and that management is able to control and track its progress.

Training Plan Hierarchy (Appendix F)

Along with the Goals and Objectives worksheet that follows, the Training Plan Hierarchy is another tool to help in implementing the plan by assigning responsibilities. By listing the responsibilities in an hierarchical fashion, it is easy to see that every task is covered and to see the logical person who should be assigned for each task.


After the manager has set up the hierarchy and decided on task assignments, each individual may find it helpful to plan out his or her own responsibilities in more detail. 

Goals and Objectives worksheet (Appendix G)


Next, after management has made assignments, we suggest the use of a tool found on the New Pathways to Planning website called The Goals and Objectives Worksheet. One worksheet can be used for each of the assigned tasks and can be used by upper and middle management as well as front line staff. It is designed to help plan each task step by step, calculating the amount of time it will take, and who will be available for support and/or evaluation. 


“Training all library staff in MS Word, Internet Basics, and [navigation of the] City Website” is a goal of management at Sandy Library. The steps to get to the implementation phase are filled out as an example on the form in the appendix. This training has been done at the library, but the tool was not used for planning. If it had been used, the last-minute rush to get everything done would have been avoided.
Annual Goals and Training Review (Appendix J)

The City of Sandy has an established annual review policy. It is less formal than many performance reviews, but it works well with Sandy Library’s small staff. At these meetings, each employee discusses the previous year’s goals with his or her supervisor and sets new goals for the upcoming year. At this time the supervisor can give feedback and offer ongoing support for the job the employee has done. 


In this tool set, additional questions have been included in the evaluation about the training that all staff will be doing. As the training is self-paced, these reviews should occur more often than once a year. The answers to the questions will give management an idea of how each employee is progressing and identify any problems that he or she is having either with the skills or the learning environment. Knowing of problems early on will give management opportunities to correct or prepare additional training.
Instructional Design

One of the survey questions in the internal assessment portion of this tool set asked the staff to indicate how they feel they learn best: 1) one-on-one, 2) group instruction, 3) independent study using handouts, 4) independent study online, or 5) independent study exploring applications first-hand. The majority indicated a preference for one-on-one instruction and independent study exploring applications first-hand. 

Online independent study would have been the least costly option for training and is preferred by library management. In addition to cost savings, independent study online is attractive because it is readily available and flexible.  However, part of the training process is ensuring that one’s team is motivated and well led (HRTools.com). Forcing staff into independent online training without guidance, rather than easing them into the venue, could degrade morale and reduce the likelihood of staff buy-in. 

Management elected to develop a website specifically designed for independent study, http://www.ci.sandy.or.us/library/training, which offers tutorials in the targeted training areas. The site includes modules on Microsoft Word, resume building, Internet training, and navigating the city’s web site. These modules can be completed with online independent study, but due to overwhelming staff preference for one-on-one instruction, the established training sites will be initially used interactively between each staff member or, more realistically, small groups of staff members and a designated trainer.
The goal of the initial training will be to make the staff more comfortable with an online learning environment. In the first half of the initial training workshop the instructor will give a PowerPoint presentation, http://www.ci.sandy.or.us/library/training/Sandy%20Library%20Staff%20Training_files/frame.htm,  to familiarize the staff with the library’s training site and resources. In the second half of the workshop, each staff member will get hands-on experience by going to a computer and working within the training site. The instructor will lead the staff through one online tutorial to learn an aspect of Microsoft Word. While the staff works through the tutorial, the instructor will work individually with staff members. After the staff completes the module, the group will discuss their experiences and difficulties.  The trainer will encourage staff to offer insights and advice to each other during this discussion to foster future cooperative learning.
Implementation

At the close of the initial workshop, the staff will be given a handout on which the remaining modules are listed. Each staff member will choose the modules he or she will do each week over a period of six weeks. Staff will be given time while at work to complete the training. Midway through, at the three-week mark, a staff meeting will be held to gather feedback from the staff on how the training is going, to determine whether the pace is adequate, and to give the staff an opportunity to ask questions and make suggestions. 

Evaluation

At the end of the six week period, staff will be given a follow-up survey as a method for the staff to evaluate their own learning. A formal qualitative and quantitative performance evaluation, described above, will then be implemented to determine the effectiveness of the training package. These findings will enable the director to modify and improve the training program.
Technology
Staff members have the use of laptop computers for training purposes which have access to subscription databases, the Internet, and Microsoft Office.  In addition, for group training purposes, the City owns an LCD projector.
Users  
We have prepared this toolset to be used mainly by management at Sandy Library. Some components are used by the library board, and by other staff members to help plan their individual assignments. It is designed to be used in a step-by-step fashion through the planning and implementation phases of a training program. 
Comparison between tools


Before beginning this project, Sandy library had not done strategic planning since 1997. At that time, the planning was done to develop a mission statement and identify strengths, weaknesses, threats, and opportunities, but planning stopped at that point and no goals were established.  Though the staff and volunteers received training, it was a rather haphazard process. It was done as needs arose, without assessments or surveys to determine an action plan. After a general training session, no plans were made for follow-up training to keep the staff abreast of the latest changes in technology and computer applications.


In contrast, now that some strategic plans have been designed, staff training is more efficiently and effectively planned and easier to track and control. By no means is this strategic planning complete. It is outside the scope of this project to complete a plan for accomplishing all of the library’s goals. However, it is a good beginning. This project helps the library organization begin the process of gathering information from its stakeholders, through SWOT analysis and TOWS matrix, and by focus group interviews with library patrons and, later, the Friends.


We have learned through the use of this tool set, rather than leave staff training to chance, training must be configured to fit within the larger framework of the library’s mission and goals in order to move the library toward those goals. Training is not an entity that stands on its own. Rather, it is an important component in accomplishing the library’s overall strategic plan. 


The development of this tool set has taught us the importance of planning. To go for eight years without further planning is not beneficial. Enormous changes have taken place in library services from 1997 to 2005, and the pace of change will not slow nor necessarily continue with predictable results. Sandy Public Library will make use of this tool set in the coming months to complete and update its overall strategic plan and to revise plans on a yearly basis. 
The Ten-Week Group Process

Group Forming

Ten weeks is, of course, not a great deal of time to accomplish most projects of this nature, so the Sandy Public Library team needed to get started right away.  The group formed, in many ways, much as most groups form.  Beth Scarth, Lauren Corder, and Melissa Thompson came together as Group Four through passing familiarity with each other by virtue of being in the first year cadre, and through proximity; they were simply sitting close to each other during the residency lectures.  

The group began the process immediately by discussing the project in the hallways during class breaks, putting forth initial ideas about what each thought might make this project most meaningful.  Melissa had interest in her museum’s education department creating a more explicit set of performance, evaluation, and follow-up guidelines.  Beth felt her library staff could benefit from a tool set that would focus on strategic change in the form of developing a training program with subsequent guidelines on performance expectations, evaluation, and follow-up training.  Lauren, as a self-employed person with no staff, felt that either one of the other’s situations sounded interesting and would willingly participate in either project. 
Group storming

Although there were some e-mail exchanges in the days after residency to confirm project focus, it was rather easily finalized in the hallways during breaks that Beth’s idea was the most appropriate for the team’s purposes.  Since Beth is currently managing a library, the group felt she could benefit most from the group’s efforts, and by working with a library, the group knew they could best meet their own course learning objectives.
Group Norming and Performing

There was some lack of clarity that plagued the group early on that actually continued well into the Performing stage of the process.  The group had some difficulty visualizing how the tool set would be used, what precisely would go into it and how it would be decided, and what the ultimate goal of the tool set was.  This was compounded by the realities of implementing such a tool set in the real organization within the ten week project period, which Beth felt could not happen in any meaningful way, especially since her staff is overworked as it is.  These apprehensions possibly interfered with the timely establishment of both project Norming and Performing, primarily in deciding what roles each of us would play in the development of this tool set and in the development of a timeline.  

Outside of academic confusion, the realities of life also established themselves as barriers to what the group would have liked to have been a much quicker entry into the Performing stage of the project.  Beth was expecting the birth of her first grandchild in Mississippi, and while she did an exemplary job of keeping in touch, certainly some of her focus was temporarily redirected.  Soon after Beth’s arrival in Mississippi, Lauren had a family emergency in Texas requiring her to travel there. Again, Lauren did an exceptional job of maintaining contact, but due to the nature of her family situation and due to her lack of access to high-speed internet, progress was slowed temporarily.  While Melissa did not experience life events out of the normal, being a mother to a toddler has its own set of demands that are not conducive to consistent performance. 

  Within the first two weeks Beth was the first to find and deliver a set of interesting and helpful Web sites devoted to both general management needs dealing with training and performance evaluation and also, specifically, staff training and evaluation strategies for library managers.  In response to this large amount of information pouring in from Beth and from e-mail among the group, sometime in the third week Lauren created a private Catalyst forum for Group Four.  The forum gave the team some structure and a place to put ideas, resources, and meeting minutes so that the team could access the same materials and be able to track progress. Between the successful searches for pertinent information on the Web and the Dessler text readings, the group realized that they had great access to the theories, practices, and assessment tools they needed to structure a strategic change plan for the Sandy Library.  The text brought focus to the project as the group read and mentally applied the material therein to their task at hand.  Although some of the same doubts and confusions lingered, the group started to feel more grounded when they discovered that material exists that is designed specifically for their needs.  The thing left to do then was to decide how to apply this newly found information.
While it might be assumed that Performing began with the submission of their first group assignment, the Initial Project Idea Presentation, it is safe to write that this was still well within the Norming phase of the group’s process.  Although the group met the basic requirements of the slide presentation, and had certainly passed well out of the Storming phase, there were still the aforementioned issues to resolve.  Compounding the lack of certainty as to the practical application of this project was the suggestion that the group needed to identify real-world stakeholders in the project and to develop metrics by which the project’s progress and outcomes could be measured.  Initially, Beth was reluctant to bring her staff into the project as stakeholders, fearing this would add an extra burden to their overextended work day.  Some discussion took place suggesting that Beth find one trusted staff member in a senior position with whom to discuss the project and get feedback regarding its use in the library.  Beth felt she could do this and immediately identified her Reference Librarian as a major stakeholder.  After some additional thought on the matter, Beth realized there were many stakeholders she could approach for feedback on the proposed strategy or simply name as interested parties for future reference when the strategy would be implemented.  This list includes the Library Board, the City of Sandy, staff, patrons, Friends, and Volunteers.  The mention of metrics presented the team with their first conceptual stumbling block, having not yet considered this nor read anything about metrics regarding strategic change.  The group soon realized, however, that metrics were not unlike any other measurement or evaluation tool they had used in the past and soon started finding appropriate metric frameworks within which to design evaluation tools, such as the staff surveys.
Already facing the Update Presentation, the group still felt as though they were struggling to enter the Performing stage on the process.  The group held an online meeting prior to the Presentation due date and, for the first time, grave doubts and uncertainties were brought out into the open.  One of the major concerns shared by Lauren and Melissa was that Beth would end up with the lion’s share of responsibilities since the Sandy Library is her organization and she understands best her needs, resources, and staff.  Beth outlined her thoughts on this and reminded the others that this was mentioned in the assignment description as a likely event and also reminded Melissa and Lauren that they not only had given valuable feedback to Beth and conducted helpful research, they had also enthusiastically agreed to do a good deal of  the writing.   In addition, Melissa poured over the project requirements trying to find out if the team’s progress thus far was meeting criteria.  Her most pressing concern was the application of this tool set in the real world and the evaluation of the tool set within the Ten Week Process.  Melissa eventually found a sentence that addressed this issue suggesting an in-depth comparison between the tool set and the organization’s current methods would be acceptable should the organization be unable or unwilling to participate.  With the notion of creating a tool set for later use by Beth, and of writing a paper comparing the current organization with Beth’s vision, the group felt as though they could enter the Performing stage.  The slide Update Presentation marked a turning point in the group’s progress.  

At this point, the group felt that the Performing phase began. Beth posted matrices to the group forum using evaluative tools from the Dessler text. Lauren summarized the contents of the updated slide presentation and posted it and Beth’s matrices within a draft framework for the group’s final paper. Melissa then began evaluating the Ten Week Group Process to include in the paper. Meanwhile, Beth developed a survey for her staff that would help the group to determine the staff’s perceived training needs.
Major Insights


It was interesting for the group during the course of the ten weeks to read the Dessler text and to find so many relevant and applicable ideas and tools.  As Beth phrased it during one of the group’s meetings, certain chapters really “spoke to” different members of the group, and they were each able to bring something to the project by applying what they had read to what they had planned.  Some of the material gave the group new ideas but some material reinforced what the members already knew they needed to do to create and implement the tool set.  Perhaps the most satisfying outcome of this was discovering that they each had more knowledge about the process of management than they suspected ten weeks ago.

Conceptually and logistically, this project was a rather difficult process for the team members.  The team foundered for a while, feeling as though the precise purpose and execution of the tool set was unclear to them. They struggled to come to terms with new concepts, to develop efficient team communication methods, and to decide upon task responsibilities.  This surely could have resulted in the dissolution of team goodwill.  Yet through understanding, candor, and devotion to the project the team succeeded and did so amicably.

In Hindsight

Since there was so much uncertainty expressed by each member of the group to varying degrees, and since some of the hesitancy in entering the performing stage was surely caused by this, if they had it do to again, the group would seek counsel from the instructor sooner in the process and if need be, more frequently as well.  There is nothing to be done about life events, but these extra challenges could have been ameliorated by the group’s securing a deeper understanding of a number of the assignment criteria sooner than they did. There was also some thought by at least one member that it would have been possibly more interesting to develop a tool set that could have been tested during the quarter itself, but in retrospect, even if that had been planned, situations established themselves which might have made that impossible. 
Final Remarks


While this tool set represents largely the training portion of a larger strategy, management at Sandy Public Library feels that this is an excellent start on a program of strategic change that has been long overdue in a climate of fast-paced changes in the role of libraries and librarians driven by shifts in technology, politics, and the economy.  While Sandy and other libraries have little to no control or influence over these shifts, they can strengthen their position and patron service base by recognizing and evaluating their place in this environment and planning accordingly, beginning with increasing staff technology skills.




Appendix C

Sandy Library Staff Survey 

1. 
What is your job at the library? Please include your given title and a brief job description. Please comment about whether you believe it sufficiently describes the job you do.

2.
In your own words, describe the type of person and the skills needed to perform your job.

3. 
Sandy Library Mission Statement: "To provide, from a variety of formats and through helpful staff, entertainment and educational materials and services for the enjoyment, as well as growth of an individual or group and to maximize circulation through publicity and promotions." How do you feel you personally help to fulfill the Sandy Library Mission?

4. 
Please describe in detail the most satisfying thing and the least satisfying thing about your job.

5. 
Describe a situation in which you felt lacking in skills to do adequately the task required at the time.

6. 
In what areas would you like to receive more training? Choose as many as apply. (available online)
7. 
Which of these environments best describes how you like to learn? Choose as many as apply. (available online)
8. 
Below is a list of different patron groups in our community (available online). Please select groups that you believe are NOT being adequately served by our library.

9. 
If you could change anything about the library or your job, what would it be?

10. 
Reflecting briefly on the future of the library in Sandy, and on your answers to number 8, what do you see as your role in promoting the library in our community?



Appendix G

Objectives Worksheet 
Objective 1:  Train Staff in using MS Word, Internet, City Website

Action Steps:  

1.  Assess needs from Staff Survey

· Completion Date:  February 15
· Person Responsible:  Beth
· Evaluation Plan:  Consult with George
2.   Research existing training tutorials

· Completion Date:  April 4
· Person Responsible:  Beth
· Evaluation Plan:  Test with Kathy
3.   Create self-training website / training presentation

· Completion Date:  May 1
· Person Responsible:  Beth
· Evaluation Plan:  Test with Kathy
4.   Hire substitutes for training day / Reserve council chambers

· Completion Date:  May 8
· Person Responsible:  Penny
· Evaluation Plan:  OK with Beth
5.   Set up laptop computers, projectors, screen

· Training Day:    May 15
· Person Responsible  Beth
· Evaluation Plan:  Staff
(Worksheet 6C-1 http://skyways.lib.ks.us/pathway/wksht6c1.html )


	1. Quality is attributable to the   worker
	1  2  3  4  5  
	Quality is not controllable by the worker

	2.  Flexibility is a major contributor to the job efficiency
	1  2  3  4  5  
	Flexibility is NOT a major consideration

	3. The job requires the coordination of tasks or activities among several workers
	1  2  3  4  5  
	The job is performed by one worker acting independently of others

	4. The benefits of job enrichment will compensate for the efficiencies of task specialization
	1  2  3  4  5  
	Job enrichment will eliminate substantial efficiencies realized from specialization

	5. Changes in job content would not necessitate a large investment in equipment and technology
	1  2  3  4  5
	The huge investment in equipment and technology overrides all other considerations

	6. Due to the employee’s personality, job satisfaction can be expected to increase productivity
	1  2  3  4  5  
	Job satisfaction is unlikely to significantly affect productivity
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Library Stakeholders





Appendix B





Patron Focus Group Discussion





Date:         /           /





Group Members:





Summary of Feedback:





Questions:


1. How do you use the library?


2. How do you see your information needs changing?


3. What will you need from the library in the next five years?


4. What are your frustrations in using the library?


5. Do you have any other advice for us?








Strengths





Childrens’ Program


Good Staff


Supportive Volunteers


Location


Growing Collection


Service Hours





Weaknesses





Community Organization Outreach


Unstable Funding


Staff Overworked


Technology Challenges


Space Challenges


Older Building








Threats





Further Money Cuts


Network Instability


Cost Increases


CIPA


Patriot Act








Opportunities





New Computer System


Relationship with Starseed Foundation


New County Commissioners


Police Relocation


Strategic Plan
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SWOT Analysis








WO


Opportunities for outreach to 


teach new system


Police relocation will help space 


challenges and offer chance to 


update building


New computer system offers 


opportunity for more training: 


efficiency will aid overworked staff


Strategic planning will develop new 


vision 


New commissioners possible new 


funding options


 











WT


Less money, so must increase 


efficiency


Community outreach opportunities 


in looking for donations and 


support


More training needed for efficiency 


and to  compensate for network  instabilities


Technology challenges and new 


laws support that more training is 


needed








SO


Training:  employees and volunteers 


to learn new system


Expansion possibilities / larger 


collection


Strategic planning: further program 


development


Opportunities to learn more about 


county processes, develop 


Starseed’s support of children’s 


programs








ST


Training; Make staff aware of cost 


issues


Maintain  volunteer base


Develop programs for after-school


with volunteer support to encourage 


patron usage


Opportunity to focus attention on 


legal issues, CIPA, Patriot act, and 


thus more of the “big picture”





Opportunities


1. New Computer System        


2. New Commissioners


3. Relationship w/Starseed


4. Police Dept. Relocation


5. Strategic Plan





Threats


1. Further Cuts


2. Cost Increases


3. Network Instabilities


4. CIPA


5. USA PATRIOT Act
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TOWS Matrix





Strengths


1. Children’s Program


2. Good Staff


3. Supportive Volunteers


4. Location


5. Growing Collection	


6. Service Hours





Weaknesses


1. Unstable Funding


2. Community Outreach


3. Staff Overworked


4. Technology Challenges


5. Space Challenges


6. Older Building





Director’s Assignments:





Establish training curriculum for all staff


Maintain communication with library board and volunteer processes to gather planning information


Evaluate training and efficiency increases


Re-evaluate job descriptions and offer job enrichment if needed





Library Assistant’s Assignments:





Prepare training schedule and handouts


Help to implement schedule


Monitor staff workflow to make training time possible 


Motivate staff to buy in to training plan











Library Clerk’s Assignments:





Complete all staff training


Stay aware of the planning process with other staff, library board, volunteers, and patrons


Monitor self for areas of weakness and communicate needs to supervisors
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Training Plan Hierarchy








Does the employee know what the goals are and that they are not being met?





Set Goals





Could the employee do the job if she wanted to?





Due to lack of aptitude?





Transfer, dismiss, change job





Due to lack of training?





Provide training and make sure employee knows what to do








Is the employee motivated to do the job?





Apply motivation techniques:





Set Goals


Use recognition


Use positive reinforcement


Use behavior management


Empower employees


Enrich jobs





Yes





No
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Performance-Motivation Assessment





Appendix I





Job Enrichment Evaluation





Appendix J





Annual Goals and Training Review





Training update





Review Training notebook.





What have you learned?





What problems have you had?





Any suggestions for improvements to training plan?





Set Goals for upcoming year:





Review goals from last year:





Date:         /            /


Employee:


Job Title:
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