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A Focus on Staff Development
1is issue of the OLA Quarterly examines the topic
of staff development. Its basic premise is that by
emphasizing systematic and diverse staff devel-
opment activities, a library may have a direct impact
on the quality of service it offers its customers.

In the past, staff development tended to be task-ori-
ented, focusing on “how"” something was done rather
than “why.” Recently libraries have made significant
changes in the ways information is accessed, requir-
ing parallel changes in the ways in which we provide
services. As a result, an expanded approach to train-
ing and staff development has evolved. More than ever,
those of us who work in and love libraries need 10
convey to our customers the ways in which libraries
of all types enrich the quality of life in our society.
Library staff at all levels must be prepared to exercise
judgment and initiative, use creative approaches to
solving problems, and “sell” the mission of the library
both on the job and in the community.

The methods used to provide continuing education
and training for library statf are as varied as the people
who provide them. At McMinnville Public Library, staff
development occurs in many forms. Twice a year we
close the library for “staff development days” featur-
ing such topics as team-building via the Myers-Briggs
Personality Type Inventory, strategic planning exercises,
technology development, and stress management. All
staff members are also encouraged to attend at least
one external workshop or conference annually.

Staff development occurs less formally in the course
of our daily work. A copy of an interesting article about
quality library service will be circulated to employees
who are then asked to formulate and share a personal
opinion. Staff at all levels are involved in the analysis
of policies and procedures, strategic planning,
mentoring, and program development. Sometimes we
do something just to have fun and boost morale, or to
make the library more visible. In all of these exer-
cises, the emphasis is on finding ways in which we, as
a staff, can find joy and excitement in our work and
share that joy with the public.

Each of the authors sharing their thoughts about staff
development in this issue of the Quarterly has a dif-
ferent perspective. This diversity is not only appropri-
ate, but vital 1o the concept that is the foundation of
all staff development. The extent to which each mem-
ber of a library staff is encouraged to develop his/her
full potential as an employee and as a human being is
a strong reflection of the value that library will pro-
vide to its users and the community it serves.

Anne Van Sickle, Guest Editor
McMinnville Public Library
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Capturing the
Teachable Moment:

In-House Staff Development
by Connie J. Bennett

Director,
Silver Falls Library District, Silverton

o seize the “teachable moment” in on-the-job

training, like grasping a carousel's brass ring,

brings a sense of triumph and the delightful eu-
phoria of accomplishment. But such an achievement
is not merely serendipity. A library can improve the
odds for multiple in-house staff development successes
by intentionally constructing an organization and cul-
ture that support effective methods of adult education.!
What do [ mean by the “teachable moment?” I mean
the moment when required information is provided
to an employee precisely when it is needed to accom-
plish a job task. The children’s librarian who urgently
needs a colorful flier—tomorrow—is highly motivated
to try a new computer graphics package. If the library
can seize this opportunity and provide a trainer—which
in a small library usually means a more knowledge-
able colleague—the results are remarkably effective,

Funding training in smaller public libraries is espe-
cially challenging. But sparse dollars can be stretched
by the thoughtful design of an in-house training plan
which minimizes the costs of travel, release time, and
tuition. Such a strategy can, often in only moments,
convey information that is timely, focused, personal-
ized, and in context. Thirty minutes of collaborative
work producing a flier with the new graphics pro-
gram can be a far more effective learning experience
than a day long workshop off-site two months later.

The first step to capturing the “teachable moment”
concept for your library is to create an environment
that will encourage employees to search for new ideas
and solutions. Adult learners tend to avoid activities
that they believe will result in failure. Therefore, ques-
tions should be encouraged. It needs to be okay in
your library not to know something. The deeper un-
derstanding that comes with questioning and discuss-
ing the underlying concepts of the library’s mission,
circulation policies, or Internet access procedures en-
courages the employee to align with the library’s goals.
This employee is then better prepared not only to
explain these policies to the public, but to make in-
formed exceptions in appropriate situations.

A second step is to define clear training objectives.
Adults want to know what they will be expected to

learn in order to be successful. One way the Silver
Falls Library District clarifies job expectations is by
using individualized job standards, which each new
employee receives within their first few weeks on the
job. We also provide each new employee with a train-
ing plan which lists the specific skills they will be
expected to master during the probationary period.
An ideal opportunity for in-house training occurs when
you hire a new employee. Our training plan is de-
signed to sustain initial motivation by providing a chal-
lenging list of skills, each broken down into achiev-
able elements. Employees are given the responsibility
for their learning and performance. Addressing job
standards as the initial step of the performance evalu-
ation process creates a clear connection between train-
ing achievements and tangible rewards.

On-the-job training is an ideal way to provide oppor-
tunities to rehearse the skills necessary for job mas-
tery. Knowing that the best learning occurs in a social
context similar to that in which the skills and knowl-
edge will be used, professional trainers and educa-
tion facilities spend considerable money and effort
trying to simulate what you have already—your work
site. Studies suggest that new material is forgotten at a
remarkable rate without immediate practice. Provid-
ing training when an employee’s need for a new skill
is imminent, so that practice occurs within the pro-
cess, is crucial to defining the “teachable moment.”

The trainer/coworker plays an integral part in this pro-
cess as well. The trainer must analyze the task, con-
sider pace and learning style in presenting informa-
tion, and provide specific feedback to the students to
guide them toward mastery. The trainer must also rec-
ognize that the adult learner brings many life experi-
ences into the workplace which should be acknowl-
edged, tapped and used. An additional advantage of
cooperative study with a respected peer is that the
achievement level of the trainer is also raised during
the process. Such training, particularly across depart-
ments within a library, can enhance respect, build the
work team, and improve understanding of the whole
organization, in addition to the more direct goals of
easing scheduling conflicts and improving public ser-
vice. Studies show cooperative learning promotes
positive feelings of personal worth and positive atti-
tudes toward the skills being taught.

Learning is a process in which students take informa-
tion, interpret it, connect it to what they already know,
and if necessary, reorganize their view of the func-
tionality of the work environment. An accurate men-
tal model develops from the way events flow on-the-
job, how devices function and can malfunction, and
serves as the map to guide personal action when prob-
lems are encountered. By using the concept of the
“teachable moment,” staff in even a small public li-
brary can move toward the ideal of excellence.

'A good summary of adult training research can be found at

wrew nprde navy. mil wworks/'cover.bim. References o research men-
tioned in that article are cited bere.
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The LINCC

Conference:

Continuing Education in
Clackamas County

by Joanna Rood

Director, Library Information Network
of Clackamas County

ontinuing education for library support staff and

librarians has been a priority in Clackamas

County since the early 1980s. Budgets were very
tight in those days and many public libraries realized
that they could not afford to send many of their staff
to the Oregon Library Association conferences, but
the need for ongoing staff education was there. We
are proud of the fact that in the year 2000 we will be
holding the 20th annual Clackamas continuing educa-
tion conference!

In May of 1980 the first Clackamas County continuing
education conference was held at the West Linn Inn
with between 75 and 100 people attending. The con-
ference was intended to be a one day, affordable con-
tinuing education opportunity for support staff of pub-
lic and school libraries in Clackamas County. By the
fifth annual conference in 1984, concerns arose in
program evaluations about the “record number of folks
attending from out of region” (mostly from Washing-
ton County). Organizers discussed whether non-
Clackamas County libraries should be charged a higher
rate to attend, but this step has never been taken.

In fiscal year 1984-85 Clackamas County hired a con-
tract “Network Coordinator” to manage various tasks
for the cooperative Network. Among the coordinator’s
responsibilities was the organization and administra-
tion of the annual conference. The growing confer-
ence moved to the Monarch Motor Hotel that year
and remained there until the political involvement of
its owner in causes unfriendly to public employees
made the hotel an unpopular choice. In 1995 the con-
ference moved to the Wilsonville Holiday Inn. Under
the management of the Network Coordinator, atten-
dance grew to about 300 as libraries from throughout
the state began to send their employees.

In 1989, Clackamas County separated the Library Net-
work functions from the Clackamas County Library
and created two separate departments. The Library
Network department took over the centralized auto-
mation, cataloging and courier functions that served
the city and county-managed public libraries in the
county, and also took over the management of the
annual conference in 1990. Official support and rec-

ognition for the Clackamas Conference has been in-
cluded as part of the approved mission statement and
plan for the Network department since the mid-1990s.

In 1997 the conference had to be cancelled, a casualty
of Measure 47 and budget cuts. At that same time the
new, and excellent, annual Support Staff Division Con-
ference emerged, setting up yet another regional con-
tinuing education program.

The tips below describe some of the most important
things we have learned over the last ten years. Please
feel free to contact LINCC at 503-723-4888 and we
will gladly share our experiences. The gratitude we
have received from staff over the years has been very
rewarding and more than makes up for the stress of
planning a “party” for 250 to 300 people every year.

What we have learned

Decide who your audience is and stick to it.

From the beginning, our audience has been the sup-
port staff and librarians who work in public libraries
in Clackamas County. This has not included library
directors, although they are welcome to attend. In the
early years we tried to plan programs for school li-
brarians, but have dropped them as interest and at-
tendance has decreased over the years. We once got
into trouble with a program when we put in too many
“planning” oriented programs that were seen as more
suitable for decision-makers or library directors.

Attract a good volunteer committee from different
libraries and make program development their mission.
On one or two occasions when support staff at the
Network office were in short supply, volunteer
library staff have assisted with brochure design
and preparation, local arrangements, and regis-
tration, and have done a wonderful job. But we
recommend that if staffing permits, it is much
more efficient for the sponsor to handle these
administrative details. It is also easier to attract
a volunteer committee if members know that all
they will have to do is devise program ideas and
find speakers—and that LINCC will handle the
rest of the details! It is important that a few
new people serve on the program committee
each year so that fresh ideas are contributed.
Staff who are enrolled in the Emporia MLS pro-
gram have been a good source of new ideas and
speakers for us in recent years.

Ensure that at least one member of the program commit-
tee is from the support staff you are programming for.
Enough said.

Don’'t expect staff to get real training from workshops
—just overviews.

One of the hardest lessons we learned is that it is
quite difficult to teach a room full of people specific
database searching techniques or to give them real
training on any topic.

See LINCC Conference page 19
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The Library of the

21st Century:

Creative Approaches to Staffing
and Organization

by Larry R. Oberg

University Librarian,
Mark O. Hatfield Library,
Willamette University, Salem

n this brief article 1 recount a couple of hopefully
amusing, perhaps even bittersweet, anecdotes from
my past life as a library assistant; trace a brief his-
tory of support staff in American libraries; and com-
ment on our changing organizational structures and the
roles of both support staff and librarians. My conclu-
sion includes a few suggestions for how we can con-
struct continuing education programs that will contrib-
ute to the success of all staff in the library of tomorrow.

The Past as Prelude

My first post-high school job in the early 1960s was a
support staff position in the cataloging department of
a state library somewhere to the south of Oregon. In
those days, the work that a member of the support
staff might be allowed to do was limited and repeti-
tive. It would have been quite uncommon, for ex-
ample, that I or any of my peers would have been
given the time or money required to attend a library
conference or even a job-related workshop.

To be fair, a few hand-selected members of the support
staff were occasionally sent across town for some form
of “training.” You may or may not remember that in those
days we “educated” librarians and “trained” support staff.
Librarians attended conferences and, upon their return,
passed along to the support staff any information deemed
relevant. Plainly put, our organizational and behavioral
patterns trivialized support staff and the roles they played.

In college libraries in those days—and I'm sorry to
say that this practice still occurs in some schools—
there was an implicit understanding that no member
of the support staff, no matter how long or how hard
he or she worked, would ever make a salary higher
than that of the lowest paid librarian. Support staff
positions were not considered by administrators or
personnel officers to be career positions. They were
jobs, and jobs were something you worked at until
you got a better one, got a profession, or no longer
needed to supplement your spouse’s income.

While working at that state library—and it was no better
or worse than any other library of the period—I came

to know that something was wrong, but never felt
that there was anything I could do about it. Until, that
is, I met a young librarian, a newly minted MLS from
UC-Berkeley, with whom I found common cause. She
and I took to spending our coffee breaks together.
Until, that is, someone pointed out that there was an
administrative memo posted in the staff lounge that
stated that librarians and support staff were not per-
mitted to take their breaks at the same table.

I'm not making this up, these things actually happened!

Of course, she and I protested that memo, but to no
avail. How long it remained posted and whether or
not it was ever really enforced, I have no idea. None-
theless, it symbolized the attitudes and prejudices of
the period. Even though we did not succeed in get-
ting the memo taken down and the policy rescinded,
our protest was a bonding experience and we mar-
ried a few months later. Thus, all was not lost.

Two other anecdotes illustrate our historic insensitiv-
ity as a profession. For many years, in liberal arts col-
leges at least, library support staff positions were rou-
tinely awarded to the spouses of new faculty and ad-
ministrative hires as a perquisite of the position. Re-
gardless of the competencies of the individuals in-
volved, noncompetitive hiring practices further
trivialized the importance of support staff,

Librarians have a long history of filling support staff
positions with candidates whose qualifications exceed
what we require in our position advertisements. We
often employ individuals with graduate or even ter-
minal library school degrees. And we do not shy away
from assigning them tasks that are in accord with their
educational level, but not necessarily with their writ-
ten position descriptions.

Now, these stories from yesterday’s libraries and my
own personal experiences of the period are not, I trust,
merely self-indulgence, although they are fun to tell!
They serve to emphasize that, indeed, things have
changed since that by now rather distant time.

In many libraries today, paraprofessionals work at ref-
erence desks, do original cataloging and perform a
variety of systems tasks. This is work that they would
not necessarily have been allowed to perform in the
past. In other libraries however, competent, willing and
hard-working folk are still held back from performing
these same tasks, often for no reasons other than that
to do so would pose a threat to the librarians and the
library administration. This results in an uneven pat-
tern of task assignment in libraries around the country
and an equally uneven pattern of support staff com-
pensation and continuing education opportunities,

The Emergence of Dichotomized

Staffing Models

Personnel problems, of course, are not new to our
libraries. How we deploy and utilize staff, how we
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distinguish between the roles and status of librarians
and support staff, and how librarians and support staff
interact with each other have all been difficult and
divisive issues within the profession for most of this
century. These are nagging concerns that remain largely
unresolved today. Our historic inability as a profes-
sion to come to grips with such issues as terminal
degree and certification requirements, not to mention
who it is that we are and what it is that we ought to
be doing, remain with us today. And they pose ever
greater problems as we attempt to secure our niche in
the new information environment.

As early as 1923, Charles C. Williamson challenged the
profession to distinguish clearly and unambiguously
between what he referred to as professional and non-
professional tasks. His ambitious publication, Train-
ing for Library Service, is commonly referred to as the
Williamson Report. Williamson’s caveat was heeded
and in 1927 the American Library Association (ALA)
released another report entitled A Proposed Classifica-
tion and Compensation Plan for Library Positions. This
document marked the beginning of a long series of
efforts to separate library tasks into two discrete streams:
tasks deemed appropriate for “professionals™ and tasks
deemed appropriate for “nonprofessionals.” The aim,
of course, was to eliminate overlap and ensure that
the two groups were not performing the same tasks.

In 1939, the ALA released a classification and pay plan
for public libraries that advocated a three-tiered ap-
proach to staffing. The three classification levels the
plan proposed were called professional, subprofes-
sional, and clerical. By 1970, the ALA Council had
approved something now known as the Library Edu-
cation and Personnel Utilization document, generally
referred to as LEPU. LEPU is still in effect today and
was revised only a few years ago. This policy docu-
ment proposes formal educational requirements for
all library staff and three distinct levels of employ-
ment for support personnel: library associates, library
technical assistants, and clerks.

Meanwhile, it has become clear that the task list ap-
proach 1o work assignments, at best an idealistic ef-
fort to create unambiguous staffing categories, has
failed to gain any significant degree of acceptance at
the grass roots level. The idea that one can draw up
one list of tasks appropriate to support staff and an-
other appropriate to librarians no longer works in a
world that has changed dramatically from what it was
only a short while ago.

Change as a Way of Life

The changes that have occurred over the past few
decades have created a dramatic redistribution of the
library workload. This redistribution, in turn, has cre-
ated a distinctly new category of library employee
whom we generally refer to as the paraprofessional. It
is not uncommon today for paraprofessionals to per-
form many of the tasks that were once performed
exclusively by librarians. And paraprofessionals in-

creasingly are assigned new tasks that have been ne-
cessitated by automation and change in the organiza-
tional structure of the workplace.

In my 1992 survey of the role, status, and working
conditions of support staff, I found that few traditional
or newly created tasks were still off limits to parapro-
fessionals. Today, paraprofessionals commonly admin-
ister such major functional areas within our libraries
as circulation, interlibrary lending, acquisitions, and
cataloging. They work more hours at our reference
and information desks and have assumed greater re-
sponsibility in our systems departments as well.

Paraprofessionals have had a particularly dramatic
impact upon technical services. In the historically brief
period since the advent of OCLC some thirty years
ago, they have come to dominate this workforce. For
example, I found that 92 percent of the large research
libraries in the United States assign copy cataloging
responsibilities to paraprofessionals. Over 30 percent
assign original cataloging responsibilities, including
classification and subject analysis, as well. In a 1997
follow-up, Mohr and Schuneman demonstrate that the
use of paraprofessionals in cataloging departments
nationally has grown considerably since my earlier
survey results were reported.

It seems likely that a similar increase in the utilization
of support staff is going to occur in public services as
well. For example, a growing movement toward tiered,
or differentiated, reference and a past record of suc-
cessful performance at reference and information desks
is ensuring paraprofessionals a larger role in the di-
rect provision of information to our patrons.

By now, most of us who work in libraries accept the
need for, or at least the inevitability of, change, al-
though we differ considerably on how rapid and how
profound we believe that change should be. Some of
us have adopted an evolutionary approach that pre-
sumes the basic soundness of our current policies,
practices, and structures. Others actively encourage a
radical rethinking of our basic assumptions and pro-
cesses. This latter group—to which I belong—believes
that if we are to remain viable players in an increas-
ingly volatile information environment, we must cre-
ate new services, new collections, new organizational
structures, new information access tools, and new re-
lationships, not only amongst ourselves, but with our
allies and competitors alike.

The Library Staff of the Future

In the library of the next millennium we will retain
and expand many of our traditional core activities,
even as we creale new services and new roles for all
staff. It is clear that we will continue to select, pur-
chase, organize, preserve and provide access to infor-
mation resources in print and electronic formats. The
rapid expansion of what someone has called “dema-
terialized” publications will require close attention as
we access, filter, archive and attempt to preserve them.
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In the new academic library world, increased empha-
sis will be placed upon teaching the fundamental struc-
ture of information, how to evaluate sources and re-
sources critically, and the retrieval techniques neces-
sary to navigate the considerably enlarged resource
base we now make available.

Our libraries will be staffed by creative, flexible, increas-
ingly specialized staff, individuals who are comfortable
living with ambiguity and committed to experimenta-
tion, collaboration, and the accelerated development of
new services. Less emphasis will be placed upon spe-
cific skills—what the old task lists emphasized—and more
emphasis will be placed upon personal traits. Roy Tennant
suggests that we would be well advised “to choose staff
who can evolve as the needs of the organization change.”
Here is Tennant's list of traits that he feels are better
indicators of success than, for example, the number of
application skills an individual might list on a vita:

e The capacity to learn constantly and quickly

e Flexibility

*  An innate skepticism

* A propensity to take risks

= An abiding public service perspective

*  The capacity and desire to work independently

Increasingly, librarians will be preoccupied with the
creation of new services and the design and develop-
ment of the tools needed to access electronic and
networked information effectively. These tools include
web pages, workstations, and intuitive, even didactic,
interfaces that highlight the structure of information
and aid patrons in developing a clear conceptual model
of the types of resources available.

We will need to learn to deal effectively with polar-
ized public perceptions. In the short run, at least, we
will see an “either-or” world composed of traditional-
ists who view web surfing as an adolescent waste of
time, and radicals who view the traditional library as a
marginalized warehouse filled with obsolete and in-
creasingly irrelevant information.

Academic librarians, 1 believe, will abandon their tra-
ditionally passive public service stance and spend more
time outside the library, working with faculty, research-
ers, and their computing center colleagues on web-
based services and the integration of technology into
the classroom. They also will design new instructional
programs and teach more classes, often in collabora-
tion with the faculty and the academic computing cen-
ter staff. A major challenge will be the successful inte-
gration of computer technology and electronic re-
sources with the traditional print formats.

As we have seen, tasks traditionally associated with
librarians are being performed increasingly by sup-
port staff. This trend will only accelerate. As librarians
turn their attention to the design, the evaluation, and
the teaching of new resources and services, support
staff will become increasingly accountable for service
delivery, or in other words, for the day-to-day opera-
tion of the library. They will also assume complex
tasks and fill key positions newly demanded by auto-
mation and the reconfiguration of library services.

New Roles for Support Staff

Although the position descriptions of support staff have
changed radically in years past, it is only relatively
recently that, as a profession, we have begun to take
an interest in ensuring that their status, compensa-
tion, and preparation are in accord with the level of
work they perform. Carla Stoffle, of the University of
Arizona, believes that librarians must place an even
higher value on the contribution of support staff, ex-
amining their ideas and suggestions on an equal basis
with those of librarians. She feels that libraries should
move away from staffs that perform narrow tasks within
tightly defined job descriptions, and toward staffs em-
powered to make decisions about the work they do
and how they do it in ways that, in her words, “result
in delighted customers.”

Of course, we all know from experience that the ex-
isting library culture can be quite resistant to change.
The norms and values that form the culture of a given
library vary widely and create differing, often contra-
dictory, perspectives. Change is resisted by some and
welcomed by others. Given the new roles and respon-
sibilities being assumed by paraprofessionals and sup-
port staff generally, staff training and continuing edu-
cation take on an ever-greater importance. All staff
have a right to expect to receive the preparation that
will ensure their success in the new roles that they are
being assigned.

It is critical, I think, that continuing education efforts
for support staff receive explicit administrative sup-
port if they are to be successful. Continuing educa-
tion must be expected and supported, and positive
incentives—linking continuing education to merit and
promotion, for example—must be offered. The key
to developing effective continuing education pro-
grams is, in fact, top-down support, but it is also
critical that support staff make their own needs
known. They must take the initiative to seek out
appropriate continuing education opportunities and
justify their participation.

All support staff need to develop solid technological,
management and communication skills. Appropriate in-
volvement in consortia and professional associations at
the local, regional and even the national level should be
encouraged and funded. Developing excellent continu-
ing education programs is an essential first step toward
greater support staff involvement and contribution.

See 21st Century page 19
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Support Staff
Professional
Development:

Issues for the
Coming Millennium

by Donetta Sheffold
Valley Library, Oregon State University

any positive changes have taken place for li-

brary support staff here in Oregon during the

past five to seven years. Support staff have
earned their own division in the Oregon Library Asso-
ciation. The Support Staff Division (SSD) sponsors an
annual conference and other continuing education op-
portunities, and also provides scholarships so that sup-
port staff may attend the annual SSD conference or
other library conferences and training. Often the larg-
est obstacle support staff encounter is the fact that they
are not librarians, For many years there was no real
presence of support staff in the Oregon Library Asso-
ciation, no feeling that they belonged, or for that mat-
ter that they were included. Sometimes the biggest ob-
stacles stem from exclusion rather than inclusion.

When I was asked to write an article for the OLA Quar-
terly my first inclination was to say, “Sorry, 1 can't do
that—I don't have time, my writing skills aren’t good
enough, and what do I have to say that people would
want to hear?” 1 did the same thing to myself that
hundreds of support staff do every time they hear the
words “professional development.” They immediately
exclude themselves from the conversation because they
are not librarians; everyone knows that librarians are
the professionals who receive the development op-
portunities. For many people, the experience of pro-
fessional development is similar to the old adage, “the
rich get richer.” Think about that for a moment—how
the majority of professional development funding of-
ten goes to the librarians. In academic libraries, the
librarians need professional development for “promo-
tion and tenure.” In public libraries, the librarians are
the people who are the most visible in the community
and need to keep up on what is happening in the
library field.

In libraries all across Oregon and the United States,
professional development of any kind is one of the
first items to be cut as budgets are reduced. And typi-
cally the funding allocated for support staff develop-
ment is cut before reducing funding for librarian de-

velopment. Have you ever thought, as I have, that
although support staff are the least able to pick up
their own tab for professional development, they are
usually the first to have their funding cut? Aside from
the issue of receiving less funding, support staff of-
ten are the ones selected to make sure the library is
staffed while others are out of the library attending
meetings, workshops, seminars and conferences.
(Please note: this is a major reason the Support Staff
Division elects to hold their conference in July rather
than at the OLA Annual Conference. Many support
staff would be unable to attend in April.) Possibly
one of the most difficult issues to address is provid-
ing development training to support staff in the face
of the multitude of levels of experience and expecta-
tions represented throughout the support staff com-
munity. It occurs to me that while support staff have
a vast range of educational levels (high school through
college and beyond) which makes development train-
ing a special challenge, librarians have a common
ground, the MLS.

A wide range of responsibility levels, as well as skill
levels, exists in support staff throughout the various
types of libraries. Some support staff work in extremely
small libraries where staff consists of only one or two
people. 1 realize this scenario creates a special situa-
tion for librarians as well but it seems it is usually the
support staff who suffer from the inability to “get away”
for professional activities. I also realize that within the
last five years the situation has improved in many li-
braries throughout Oregon. The Oregon Library
Association’s Support Staff Division continues to pro-
vide an annual conference where all those who work
in libraries are welcome!

What Support Staff Can Do

1. Take the initiative by requesting professional de-
velopment, and when you do be prepared to provide
your administrator with an explanation of how it will
help you and others.

2. Apply for grants and scholarships to assist with the
costs of professional development opportunities, es-
pecially if your library budget doesn’t provide staff
development funds.

3. Talk with others about development opportunities
and expand your horizon regarding how to get things
done. There may be only one pot of gold but there
are several different paths to find it.

4. Be interested in library-wide topics as well as your
own field of expertise.

5. Care about your entire library and staff.

6. If you are not interested in getting more training
and networking with others, do not feel slighted be-
cause someone else does. Harboring ill will doesn’t
do you, your peers, or your library any good.

See Professional Development page 20

WiNTER 2000 7



Unlocking Potential

Staff Development

at Deschutes Public
Library District

by Michael Gaston

Library Director,
Deschutes Public Library District

f you can imagine it, you can do it. That old axiom

takes on a new meaning in this sea of changing

technology that we call the information age. But
the rapid gains in technological capability will have
no direct benefit to our clients at Deschutes Public
Library unless we have the vision to perceive the pos-
sibilities and opportunities made available by light-
ning fast bandwidth and CPUs.

In a nutshell, we perceive that the key to library evolu-
tion, in this period of rapid change, is staff development.

Staff Development Goals

The purpose of our staff development program is to
unlock the potential of our employees, and then fo-
cus all that energy and creativity upon the mission,
goals, and objectives of our library system. To that
end, we are seeking to develop a corporate culture
with the following characteristics:

e Each staff member understands and “owns” the
mission, goals, objectives, and structure of the
library system.

= Each staff member has mastered the knowledge,
skills, and techniques relevant to his/her area of
responsibility.

e Each staff member understands the significance
and importance of his/her duties in the context
of the “bigger picture.”

e Each professional and management level staff
member is aware of regional and national devel-
opments relevant to his/her assigned duties, and
is engaged in an ongoing review of local opera-
tions.

e Each staff member actively shares information with
fellow employees.

Getting There

The Deschutes Public Library System has only just
begun to develop the comprehensive staff develop-
ment system that will be necessary to achieve the type
of program described above. Our first steps include
the following strategies:

1. Hire good staff. We shoot for the best. We look for
candidates for professional positions who have dem-
onstrated an ability to innovate, and who have been
community/professional leaders. We offer a competi-
tive salary, and we make a commitment to support
professional involvement.

2. Supervise/evaluate in context of the mission, goals,
and objectives. Every department is developing goals
and objectives in the context of our mission. Each
department manager will meet with individual staff
members to develop personal goals that fit within this
structure. Biweekly meetings will be held with indi-
vidual staff members to track progress.

3. Reduce bureaucracy. We are working to eliminate
unnecessary rules. We want to create a more relaxed
environment that conveys that performance is the bot-
tom line,

4. Encourage peer contacts by management and pro-
fessional staff. Management and professional staff are
encouraged to “get out of the building.” Staff are en-
couraged to join committees, visit similar systems, and
attend conferences. Each management and professional
staff member is assigned a personal travel budget.

5. Encourage department level training. Each depart-
ment is assigned a budget for training, which can be
used for internal or external workshops.

6. Encourage communication across department
boundaries. Every staff member has an email address,
and every department is in the process of developing
new applications on our Intranet. Every employee at-
tends the annual “Staff Day” team building and train-
ing program. Ongoing internal training is designed 1o
cut across departments and branches.

See Unlocking Potential page 20

Bob McWhorter, Network Administrator.
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The Learning Systems
Approach to Staff
Development and

Training at
Multnomah County
Library

by Janet Kinney
Learning Systems Manager,
Multnomah County Library

ultnomah County Library, with a history that
Mre:u‘hcs back to 1864, consists of a central li-

brary, 14 branch libraries and a collection of
almost 2 million books and other library materials. As
Oregon’s largest public library, we serve over one-fifth
of the state’s population. Today our staff numbers 301
full-time, 201 part-time and 128 on-call employees.

The library has a long tradition of supporting staff
training and development. In early 1998, the library
had many elements of a “learning infrastructure” in
place. The system had technology trainers who of-
fered formal and informal instruction on technology
topics; several committees were responsible for pre-
senting training (the Reference Committee, for ex-
ample); Multnomah County offered classes for staff;
and outside vendors provided network training. Staff
also participated as presenters and attendees at local,
regional and national conferences and workshops, and
supported each other through on-the-job training. But
it was never enough, and with all of the changes hap-
pening in our work environment the challenges of
keeping up to date were daunting.

One such change in our environment was the pas-
sage of a $37 million levy in 1997 and the funding of
an extensive program of branch renovation. This new
funding dramatically increased the number of public
service hours and the number of public access com-
puters and staff computer work stations. Public ser-
vices hours increased 64 percent, including open hours
every Sunday at Central and all branch libraries, and
the computer count went from 604 to 1,008.

To help cope with this change, library management
and staff identified training as one of the top organi-
zational priorities and began to establish a more so-

phisticated, integrated approach to staff training and
development. In early 1998, we decided to create the
Learning Systems group to strengthen the learning
environment and to help develop the processes and
tools that would be required to distribute training and
development throughout the library, and integrate
learning into all library initiatives.

The Library, as a unit of county government, had also
begun to integrate a quality program known as RE-
SULTS (Reaching Excellent Service Using Leadership
and Team Strategies) and was participating in the Or-
egon Quality Assessment process. A quality improve-
ment council had been formed and the organization
was beginning to move toward team-based initiatives,

The theoretical background supporting this decision
was the work on learning organizations and chaos
theory. For a useful mediagraphy on learning organi-
zations see: www.albany.edu/~k17686/learnorg.html.
For information on Dr. Peter Senge's work see:
www.fieldbook.com, and for a quick overview of the
publication Why Learning Organizations? see:
world.std.com/~lo/WhyLO .html.

This article reports on some of the first year's activities
as we began implementation of the learning systems
approach. Although these activities have been devel-
oped in the context of a large metropolitan library, we
think the approach and some of the specific activities
could be beneficial to libraries of all sizes and types.

The New MCL Approach

The learning systems approach was formally begun
in July of 1998 and is just now beginning to emerge.
This new kind of thinking and acting requires risk-
taking and patience. It requires dialogue and discus-
sion; revision and redesign.

Management

One of the first steps was to hire a Learning Systems
Manager at the senior management level. This posi-
tion was created to provide a “choreographer” to help
direct the many already existing training activities to-
ward the accomplishment of broader organizational
initiatives, to help identify and fill in any missing pieces
in the system’s infrastructure, to reallocate resources
as needed, and to help pace and prioritize the many
training opportunities available to staff.

Staffing

Decisions regarding staffing have proven to be among
the most difficult. The vision is to have a small num-
ber of positions allocated to learning systems, and to
integrate learning and teaching into virtually every job
description. Within this vision, learning systems staff
are the coordinators and communicators, while staff
from throughout the system are called on to help cre-
ate curriculum and deliver the training.

In the first year the Learning Systems staff included a
full time senior manager, a supervisor (expanded from
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510 1 FTE), a senior support staff (expanded from .5
to 1 FTE) and a trainer at the Librarian II level (de-
creased from 2 FTE to .5). In addition, over 100 staff
participated in the direct delivery of staff training dur-
ing the year.

We are currently reviewing the level of staff assigned
to the group. Consideration is being given to estab-
lishing an adult learning specialist position to bring
more expertise to curriculum development and de-
sign. The definition of this role will be a high priority
in the next year.

Central Library Director Cindy Gibbon, reacting to staff
comments during new staft orientation,

Budget

A first-year imperative was to begin to assess the bud-
get implications of distributed training. Each depart-
ment has begun to analyze the cost of staff time spent
developing, delivering and taking training as well as
out-of-pocket expenses such as registration and travel
costs. The Learning Systems budget included funds
for unexpected training opportunities and team travel.
Data collected this year will be used to improve our
budgeting methods and to establish annual goals ex-
pressed as a percentage of total personnel budget.

Communication

Trying to keep everyone informed about the new learn-
ing approach presents a real challenge. An already
existing intranet site and newsletter have been ex-
panded to include broad coverage of learning oppor-
tunities. The Learning Center is the intranet site that
attempts to provide one-stop access to a wide variety
of learning related resources including lists of classes
for staff, classes for the public, conference and work-
shop information and registration, independent learn-
ing resources (online tutorials, online learning oppor-
tunities), and professional development links.

Learning Systems also publishes the Learning Link, a

newsletter of learning opportunities for MCL staff

members. Published about every six weeks, this online
newsletter announces forthcoming classes, features a

popular column by the NT Server Manager, and gen-
erally tries 1o keep staff informed.

Individual Learning Plans

With so much going on in the organization, we needed
to focus on the individual and his/her own learning
needs. Adopting the “individual development plan-
ning” model often cited in human resources litera-
ture, we are deploying Individual Learning Plans (ILPs)
for all staff. Prototyped by supervisors, managers and
by staff at three branches, the ILP is now being rolled
out to all staff, The ILP includes a self-assessment tool
that allows staff members the opportunity to examine
their own training/learning needs and to decide how
to integrate this learning into day-to-day responsibili-
ties. This emphasis on the responsibility of the indi-
vidual to take charge of their own learning is an im-
portant component of learning organization approach.

Currently over 150 staff have begun to develop ILPs.
The deployment of the plans is being staggered to
help the system develop the capacity to provide the
type of training and development activities that staff
identify during this process.

New Staff Survival Training

On July 1, 1998, the MCL libraries increased public
service hours by 60 percent. This called for a bold
approach to training the new pages, clerks and library
assistants that were being hired in large numbers.

Small group activities are a key component to staff
learning sessions.

Circulation Staff

We calculated that approximately 40 new circulation
employees would have to be trained and ready to
take their places at circulation desks throughout the
system on July 1. Traditionally, such training would
take place in each library or section one-on-one be-
tween the supervisor and the new employee. To inte-
grate the large number of new staff, we needed a dif-
ferent approach.

In a bold new initiative, six clerks who had demon-
strated the skills to be good trainers (and knew how
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to figure out the details to accomplish this) were se-
lected from various branches to create a peer-based
training program. As described by the supervisor who
helped put this program together: “Some came will-
ingly, some not so willingly; some had concrete ideas
of how this could be accomplished; some didn't have
a clue. Their charge was short: *Go forth... train these
new clerks not to work at the branch they are as-
signed to, but to work for Multnomah County Library.™

This team created a five-day program that addressed
various learning styles and used a variety of training
techniques, including lectures and hands-on experi-
ences. This intensive training was supplemented by
updated training manuals and the establishment of a
mentor program. The mentors developed a time line
and checklist of tasks to be learned over the first three
months of employment.

The program has been very successful and very well
received by both trainees and supervisors. It has also
established the precedent for peer-based training.
Unfortunately, we seriously underestimated the num-
ber of people who would need the training. The origi-
nal program, or a condensed version, has now been
presented to over 185 people, including new clerks,
library assistants, librarians, supervisors and on-call
staff. The training is now being offered once a month
and all new circulation staff must take this training
before being assigned to a branch or section.

Library Assistants

The library assistant curriculum was prepared
collaboratively by over 25 library staff members and
delivered in an intensive two-week time frame. The
training included an overview of the library system, basic
reference skills training, technology training (including
equipment troubleshooting), introduction to the Library's
online catalog Dyna, and an introduction to Multnomah
County Library’s electronic reference environment. This
last component has proven to be the most challenging,
as its complex and ever-changing, ever updated nature
requires ongoing retraining of library staff,

Although the course was very intense and only covered
the materials at an introductory level, course evalua-
tions were generally very favorable and supervisors re-
ported a high level of performance from the new staff.
The course has been offered four times in the past 13
months to 89 reference staff. Incorporating the “Plan,
Do, Check, Act” model of quality improvement, many
adaptations and modifications have been incorporated
into this model of quality improvement.

We have now packaged the core curriculum that was
established for the group presentations so that indi-
viduals or small groups can do most of their learning
in a self-directed format. The Library does not expect
to be hiring enough LA's at any one time to make it
economical to offer the two-week classroom model
of training, so we are now moving to individualized
learning modules.

New Staff Orientation

Having the opportunity to welcome over 150 new staff
members and to help many existing staff prepare for
promotions and new assignments in the organization
is an enviable situation, but it also presented a chal-
lenge to provide adequate learning in a timely man-
ner. Beyond the specific skills training offered by the
“survival training” described above, we have revised
and refreshed two in-service programs that had long
been offered at Multnomah County Library.

All new staff are now invited to attend a four-hour
welcome and orientation hosted by the Library’s man-
agement team. This session outlines the mission of
the Library, its history, and gives insight into current
programs and initiatives. The orientation includes small
group discussions with the executive team and repre-
sentatives from the library's Quality Council.

Deputy Director Ruth Metz, architect of Learning
Systems structure,

Intellectual Freedom Training

The Intellectual Freedom course covers the basics of
the importance of free and open access to ideas and
the role of the public library. In recent years this has
become the forum for training new staff to interact in
a positive way with the community and the media on
such topics as internet filtering, censorship, and the
public library’s concern for the safety of children. Train-
ers from all areas of library service, from youth ser-
vices to materials selectors to associate directors, take
part in directing this training. This course is required
for all new staff and all employees are encouraged to
take this class at least once every three years.

Technology Training

When MCL first implemented the Microsoft Office Suite
(1996 1o 1997), a full-time staff member was assigned
to technology training. Multnomah County contracted
with an outside vendor to provide a series of classes
on Word, Access, Excel, PowerPoint, and the NT envi-
ronment. We also purchased online tutorials and made
them available for individualized training.
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These classes are still available to all staff, but they
are generally all-day sessions that are difficult to sched-
ule and sometimes too general to be helpful. We are
now looking for shorter classes and desktop tutorials
that can be customized for library purposes.

In the meantime, an important part of our technology
training approach is the TechnoMentors. This group
was developed when staff computers were first up-
graded with email capabilities. The need for training
was urgent and widespread. A staff member from each
branch and section was selected to learn the software
and became responsible for teaching others in their
work group. The roles and responsibilities of
TechnoMentors continue to evolve, but they are key to
the continuing learning that occurs as new staff join a
work group and as technology tools are deployed.

System Initiatives
Beyond survival training, orientation, and technology
training, Multnomah County Library has several sys-
tem initiatives that include staff learning objectives,
and we have begun to develop training programs to
address these issues.

Ellen Fader, Youth Service Coordinator, leads a
staff discussion.

The first example is called “Everyone Serves Youth”
and was launched in March of this year. This compre-
hensive curriculum provides staff with the informa-
tion and skills necessary to serve all young library
users at an excellent level of service.

The curriculum consists of six half-day workshops. The
introductory workshop has two versions, one for refer-
ence staff and one for all other library staff. This course
examines the Library’s services to youth from prebirth
through high school age, exploring stages of youth be-
havior and giving staff the opportunity to explore suc-
cessful approaches to helping kids in library situations.
This introductory course is now required for all new
staff and strongly recommended for continuing staff.

Other courses cover reference services, reader advi-
sory topics, and a course on working with the very
young child. These courses are optional but highly

recommended. As each course is scheduled twice a
year, staff are able to include these sessions as learn-
ing objectives in their individual learning plans.

The process developed to put this curriculum together
was an important learning experience for the organi-
zation. The Learning Systems Manager and the Youth
Services Coordinator met to outline the breadth and
scope of the curriculum. A youth services librarian
was selected to be the project manager. Then teams
of youth services librarians and library assistants were
created to develop and deliver the individual courses.
This was a significant allocation of time and energy.
The teams had relatively short deadlines and for many
staff this was a new way of working together. The
teams were asked to evaluate their process as well as
its product. These evaluations indicate that while work-
ing in teams can be challenging and even difficult, the
results are worth it. Evaluations by the attendees indi-
cate that the new approach resulted in excellent learn-
ing opportunities.

A second example of a system initiative is the “Branch
Staff Readiness” program. As we plan for each branch
renovation, we also plan a staff readiness program.
Beginning with the development of an individual learn-
ing plan, staff members of a branch about to be reno-
vated identify what they would like to learn before
the branch reopens. This process is still under devel-
opment, but some examples of learning activities in-
clude branch reference staff working at Central Li-
brary; circulation and page staff taking computer
classes and working in branches that already have the
new electronic capabilities in place; and branch lead-
ers taking on special system-wide projects to develop
project management skills.

About one month before the scheduled reopening,
the staff comes together for a one day workshop on
team building and communication. During this day
together, the staff writes the branch mission, estab-
lishes ground rules for working together, and does
several team exercises to increase communication.

About 10 days before the branch reopens, the staff
begins an intensive period of training combined with
the physical work of getting a branch ready for the
public. This training gives staff the opportunity to gain
some comfort with the electronic resources that will
be available in the branch, as well as providing some
practice time using library computer applications.
Throughout this time, the staff is using team building
skills and establishing working relationships that will
help them deliver outstanding public service.

So far, 78 staff have participated in these training pro-
grams. Each branch staff member has made very use-
ful suggestions for continuously improving the qual-
ity and quantity of this training. The best improve-
ment so far is the addition of a brunch—prepared by
the staff of the most recently renovated branch for the
weary staff of the about-to-be reopened branch!
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A third system initiative is to be responsive to learn-
ing opportunities as they arise. The budget for confer-
ence and travel has been significantly increased and
targeted to fund team attendance at workshops or con-
ferences on strategic topics. As part of this conference
travel, each team is charged to return to the library
and apply the new learning. As a result of this initia-
tive, three staff members from different areas of the
library attended a national conference on adaptive
technology in Bloomington, Minnesota; four circula-
tion staff members attended the circulation conference
at the University of Wisconsin; and three people at-
tended the Internet Librarian '98 Conference in
Monterey, California. They brought back many excit-
ing ideas that are now being incorporated into the
operations of the library,

Staff Day

Multnomah County Library sponsored its seventh all-
day staff in-service day this year. This event features a
variety of classes and workshops and the chance for
all staff to be together. A staff team representing a
variety of job classifications and locations plans and
produces the day’s events. This year's theme Back to
the Basics emphasized books and reading. The event
was highlighted by the annual State of the Library
address by library director Ginnie Cooper, and included
44 break-out sessions which included sessions on book
making, author presentations, a slide show on canoe-
ing, and a session on “Everything You Didn’t Want to
Know About Menopause.”

Results

Our measures for success are primarily anecdotal but
we are working on data gathering methodologies.
Every training session includes written evaluation and
feedback mechanisms and this information is an im-
portant part of our improvement process.

We have also been tracking the public’s response. The
patron feedback mechanism in our library is known
as “Ginnie Coupons.” We encourage the public to send
comments or suggestions on coupons that are avail-
able at all public service points. Coupons that include
an address receive a written response from Library
Director Ginnie Cooper. We have tracked the number
and type of concerns while we have been incorporat-
ing this large number of new staff and were happy to
find no significant increase in the number of com-
plaints. And we were pleased by the number of com-
pliments about great public service that we received
from the public.

There are also downsides to any new program, and
here are a few we experienced. This approach takes
considerable time and energy. It is not a quick fix. It
is difficult and challenging to be continually adapting
and retraining. It is difficult to keep everyone informed.
It is very hard to incorporate this much staft develop-
ment into work schedules, and hard to incorporate
new learning into day-to-day work. Dilbert cartoons
often appear on staff bulletin boards, and it some-

times feels like we are caught in jargon and the man-
agement theme of the day.

Next Steps

The activities outlined here are only representative of
the learning that is going on at Multnomah County
Library. Every day, teams and committees meet and
work to solve issues and complete projects. Staff help
cach other learn new skills by coaching and in over-
the-shoulder training. Often these “just in time” learn-
ing opportunities are the most helpful way to assimi-
late new skills. We continue to work on developing
team skills and implementing performance planning
for all staff.

We also have several additional system initiatives that
need curriculum development including reference,
circulation, question handling for everyone and lead-
ership development. We need to continue to fine tune
and improve on programs in place and we need to
continue talking about what works and what doesn’t.

The learning organization literature emphasizes the
amount of time, energy and resources it really takes
to make change permanent. We are finding this to be
true. But, we believe the challenge of providing ex-
cellent public service in an evolving information envi-
ronment requires us to create a workplace that dedi-
cates the required resources to staff development and
training and learning. M

Many people helped in the preparation of this article. Much of the
theoretical thinking about the learning systems approach is being

done by Deputy Director Ruth Metz. The Learning Systems staff’

has included Jane Mackinnon, Marilyn Shayegi, Lise Brackbill,
Serena Gomez, Eva Miller, and Patricia Welch. Sharon Klemp
and Jan Thenell assisted in compiling and editing.

Deputy Director Jeanne Goodrich
presenting on intellectual freedom issues.
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Staff Development Day

by Anne Billeter
Jackson County Library System

Aday to love, a day to hate; a day to prepare for;
a day to relax, listen, and visit; a day to learn.

or many years Staff Development Day, or SDD,

has meant many things to many people in Jack-

son County. For a library system with 15 branch
libraries, a staff of 100, a cadre of substitutes, and a
flourish of volunteers, SDD has provided the oppor-
tunity to bring everyone together, to provide work-
shop opportunities for a great many staff members
simultaneously, and to develop a sense of vision, pur-
pose, and pride.

Prior to 1985 we enjoyed cooperative Staff Develop-
ment Days with the Josephine County Library System.
The synergy of meeting counterparts from another li-
brary system, of taking workshops from and present-
ing workshops to non-Jackson County staff, created
an energy and excitement that is still remembered.
Those SDDs were discontinued when budgets were
severely cut due to a reduction in county revenue.

When the first of four Jackson County Library System
serial levies began in 1985, planning for staff develop-
ment was an integral part of the new era. Two days
per year were designated as SDDs, with the entire
library system closed for staff training. Planning for
the next SDD began as soon as the previous one was
over. October and May, and Wednesdays, were se-
lected for a great many, often interactive, reasons, with
the least inconvenience to library patrons as the ma-
jor consideration. A committee was formed to plan
each SDD. Sometimes people were appointed to the
committee, sometimes they volunteered, and some-
times they were urged. During the first years an effort
was made to include representatives of all types of
services and locations. For example, it was believed
that Medford and Ashland should always be repre-
sented, that at least one if not two Branch Supervisors
should be on the committee, and that Circulation,
Reference, Children’s Services, Young Adult Services,
and the Processing Center should all have representa-
tives. Over the years the size of the committee was
reduced, with the understanding that the first two
meetings, where the concept for the next SDD was
developed, would be open to any who wished to at-
tend or to send suggestions to the committee. Com-
mittee members generally were expected to serve for
two SDDs, although some continued for many more.

Four goals were developed for Staff Development Day:
1. To develop a common purpose or vision regarding
our work

2. To provide social interaction so we can get to know
one another better

3. To instill a sense of pride and inspiration
4. To provide an opportunity for learning

Each SDD was given a name that suggested a theme
for the day. Some examples are:

All in the Family

Building a Bridge

It’s Still Changing

Greater Expectations

Back to Books

Libraries for Lifelong Learning

Book Love

The Tough Stuff

Spring Festival of Learning

Jackson County: Building the Future Together

For many years SDD was eight hours long, beginning
at 8 a.m. and ending at 5 p.m. In later years, this was
reduced to six or six and one half hours. There were
many reasons for the reduction, including: eight hours
of staff training was exhausting—it was especially hard
on the committee, who had to arrive at least an hour
;arly in order to do setup, and stay after to do take-
down; and it was hard on workshop presenters, who
had to squeeze their workshop setup into a very full
day of activities in which they were expected to par-
ticipate. In addition, many of the staff are part-time,
with commitments which conflicted with their required
attendance at this full eight hour day.

The schedule for the day has varied considerably over
the years, with each committee trying to respond to
suggestions and reactions to previous SDDs. There
were usually from one to three workshop sessions,
several speakers or panel presentations, an update from
the Library Director, and door prizes (donated by gen-
erous staff members). Several times we included brain-
storming sessions.

There have been some notable deviations. One SDD
was devoted to learning about Jackson County gov-
ernment. The day included a tour of the departments
housed in the courthouse, presentations to the whole
group by department directors from outlying depart-
ments, and a large packet of handouts from the de-
partments. We devoted another SDD to an “Open
Space” format: A whole group meeting at the begin-
ning of the day created the list of issues to be dis-
cussed. Each issue was then addressed by a small group
of those interested in the issue. The immediate result
was a 41 page document including the recorder’s notes
for each of the discussion groups. The long range re-
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sults were many, including the development of a vi-
sion statement, the availability of Spanish language
brush-up classes, more emphasis on recycling, distri-
bution of the weekly staff newsletter by mail to sub-
stitutes, and many more.

There have also been some days that required flex-
ibility to make last minute changes. One of the most
successful days was Caroline B. Cooney’s last minute
availability as a speaker. She more than achieved our
objectives: she talked about books (she fired up many
to read the books), she gave us the sense of being a
unified group of people with a common vision, she
entertained, she enthralled.

There have been many high points: when Kitty Griffiths
shared with us her feelings and experiences with her
outreach patrons; when Anne Guevara and Walt Wright
booktalked us into an immediate need to read those
books and find out what happened; when Jim
Scheppke gave us a vision of public library service to
children in the twenty-first century; when Mari Brabbin
showed us that change, both good and bad, is some-
thing we can prepare for; the naming of our Employee
of the Year; the skit in which a real Medford police
officer discovered part way through the skit that he
was the bad guy (as directed by the script, he asked
who had checked out a library book).

There have been some low points: the poorly lighted,
acoustically and chair-challenged church basement
where we held one SDD is a notable one. However
the most notable low point may well be the SDD we
didn't have. When we were automating our catalog
and circulation system, closing a branch at a time in
order to barcode all of the books, planning to close
the Medford Headquarters Library for a week for
barcoding in the spring, we all agreed that it was too
much: too much for the library patrons to have the
library closed ANOTHER day, too much for the staff
to have to prepare and attend the usual spring SDD,
so we canceled it. Tt was a good decision, for all of
the above reasons. It was a bad decision, we discov-
cred, because by the next fall SDD we had many
morale problems, a sense of division into splinter
groups, an “us versus them” frame of mind. The con-
sensus of the management team was that NOT having
the spring SDD had fragmented the staff, had in some
non-measurable way lost us our sense of common
vision, purpose, and pride. We promised ourselves to
schedule two SDDs a yvear. The loss, we felt, was more
than the gain. That worked for many years, but not
forever. Nothing does.

SDD waxed, and now it has waned. Faced with the
massive training requirements of migration {rom a
homegrown automated system to Polaris and with the
intensive planning and preparation for rebuilding 15
library buildings, we agreed to cancel the fall, 1999
SDD, and to decide later whether or not to have one
in spring, 2000,

Although many Jackson County Library staff members
consider Staff Development Day and staff training to
be synonymous, they are not. SDD has always been
only one of many ways in which JCLS staff receive
training. Many staff members attend state and national
conferences, some are presenters at state and regional
conferences and workshops, and many staff members
attend in-house training opportunities.

The strength of Staff Development Day is the impact
of seeing all 150 of us together in one room, and of
realizing we are all working together for the same
goal: to provide the best possible library service to
the people of Jackson County.

The challenge of Staff Development Day is to achieve
the goals of SDD for every single one of the 150 people
who attend.

Anne Billeter is the Collection Development Manager of Jack-
son County Library System. She served on the SDD Committee
for many years, while wearing her “staff development” hat.

Common Ground Rules
for Open Space
Discussion Groups

The Law of Two Feet
An open space meeting has four guidelines:
1. Whoever comes are the right people.

2.  Whatever happens is the only thing
that could have.

3. Whenever it starts is the right time.
Creativity and innovation never run
by the clock.

4,  When it’s over, it's over.

The one overarching law, the Law of Two
Feet: If at any time during our time to-
gether you are neither learning nor con-
tributing, use them to go elsewhere.
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Continuing Education
Stakeholders Meeting
Report

by Mary Ginnane

Oregon State Library
Chair, OLA Continuing Education Committee

n October 21, 1999, representatives of over 28

library education providers, library organiza-

tions, and Oregon Library Association units
participated in the OLA Continuing Education
Committee’s meeting of library continuing education
stakeholders. The goal of the meeting was to estab-
lish dialogue between the OLA Continuing Education
Committee and the education provider community for
planning and communication purposes. After a key-
note address by Dr. Gary Jensen, Director of the West-
ern Oregon University library and past president of
the Oregon Library Association, the agenda included
the following planning activities:

1) reports from each organization about what works
in providing library educational opportunities;

2) brainstorming about the challenges in providing
continuing education;

3) developing solutions for the association and the
CE committee, for libraries, and for education provid-
ers; and

4) prioritizing the solutions.

What Works

More than an hour was spent hearing reports about
what works in providing library continuing education.
Patterns were noticeable in the reports. Highlights and
recommendations included:

e Vendors providing functionality training

e Opportunity for development through commit-
tee work

e Opening up of in-house training to other libraries
e Electronic advertising reaches people

e Geography makes a difference in opportunities;
advantage of being local to certain areas/groups

Success with taking training to established groups
as a method of delivery

Improvement over last 15 years: there is now an
MLS program; many groups sponsor education
opportunities

Some libraries budgeting for staff development

Cultivate local talent for teaching CE workshops
(peer teachers)

Consortium cooperation provides development
opportunities through CE components and shared
funding

CE supported through the association annual con-
ference and committee structure: committee work

and workshops sponsored by committees

Regional association’s meetings are a development
opportunity with guest speakers

Scholarship program for support staff
Focus on direct service in training topics

Try for geographic equity by holding workshops
at least once a year in Central Oregon, Coast, etc.

Low cost, one-day conference for support staff
provides alternative to OLA conference attendance

Focus on varying levels of expertise

Mix focus on practical with vision/principles edu-
cation

Internet-based distance learning advantages are:
flexibility, cost-effectiveness, and access even for
rural libraries

Oregon good at year-round training, gives all staff
opportunities to attend

Experience shows that continuing education needs
to be convenient, affordable, relevant, and to use
a variety of marketing techniques

MLS program means increasing demand for CE to
complement formal education, and provide net-
working for students

Teleconference downlinks are convenient

Committees plan specific, focused instruction for
members

Providing CE at local point of need
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= Right topic at right time

e Improved communication opportunities: electronic
mailing list, bi-monthly Hotline, CE web page

e CE driven by resource sharing in recent years

The Challenges

The challenges in providing library continuing educa-
tion were categorized under broad headings of tech-
nology, publicity, time, costs, geography, content, and
coordination of opportunities. A catch-all category for
other comments was also created. A sampling of chal-
lenges from this “other” category follows. The com-
plete listing of the challenges will be posted on the
Continuing Education page on the OLA web site.

e Securing informative, dynamic instructors

*  Determining the most appropriate structure and/
or format for a presentation

e  Finding locations to accommodate large groups
and multiple sessions

e Identifying local talent
= Repeat sessions/stagger so all staff can attend

* Finding locations to provide hands-on computer
training

* Leadership to inspire unmotivated staff to
want CE

*  Establish standards for effective CE
e Prioritize CE needs

e Follow-up for participants: reinforcement on
the job

e Folks working toward a degree program cannot
transfer the credits from institution to institution

e Accreditation from private providers

Prioritized Solutions

Ideas for solutions to the identified challenges were
individually developed by the participants. Similar ideas
were then clustered under broad headings of solu-
tions for OLA and the CE Committee, solutions for
libraries, and solutions for education providers. Par-
ticipants used the “dot prioritization method” to iden-
tify which solutions they thought were most impor-
tant to accomplish. The prioritized solutions list
follows. The number in brackets preceding each item
represents the number of dot votes that solution
received. The reference in parentheses following each
item represents which group should implement
the solution:

[23] Establish core competencies and CE standards,
and an educational program to support achievement;
communicate education needs to achieve competen-
cies to providers (OLA; libraries)

[19] Develop a “one stop shopping” web site for all
CE with links to online registration, and course de-
scriptions (OLA/CE Committee; education providers)

[15] Create and maintain a central calendar of CE Events
(OLA /CE Committee)

[14] Establish a speakers bureau and a local experts
database (OLA/CE Committee; libraries)

[13] Support CE through budget, time off, substitutes
etc. (libraries)

[13] Share resources: faculty, facilities, programs, mar-
keting, names of good presenters, and hot topics (edu-
cation providers)

[7] Structure advancement based on education; make
CE a job requirement (libraries)

[7] Consider “Summer Institutes” (week-long intensive
training (education providers)

[6] Develop structures for libraries to share cost and
planning efforts to benefit groups of libraries; com-
municate planned events (libraries)

[6] Develop sequences of CE programs which can be
repeated, including programs for library technicians
(education providers)

[5] Offer combination of workshops and distance edu-
cation; make commitment to distance education (edu-
cation providers)

[5] Exploit vendors (education providers)

[4] Take sessions to all parts of state (education pro-
viders)

[4] Create a liaison network for disseminating infor-
mation (OLA; education providers)

[4] Improve communication and publicity efforts (OLA
/CE Committee)

[3] Make sure technology allows cross-library sharing,
and receipt of education (libraries)

[3] Open MLS program classes for CE credit (educa-
tion providers)

[3] Convene a formal summit of educational institu-
tions to work out transfer of credit issues (education
providers)
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[2] Work with regional partners in Washington and
Idaho (OLA /CE Committee)

[2] Explore sources of grant funding to develop and
send workshops to each region (education providers)

[1] Hire a CE Coordinator (OLA /CE Committee)

[1] Plan in-service days and coordinate so others can
attend; close library to avoid conflicts (libraries)

[1] Look for diverse sources of CE beyond traditional
such as vendors, out-of-state, distance education (li
braries)

Next Steps

The participation of all who attended provided valu-
able perspectives and ideas to the OLA Continuing
Education Committee. The committee’s next steps in
clude sharing information from the CE stakeholders
meeting, gathering more input, deciding which ideas
for solutions are most achievable, and incorporating
the solutions into a plan of action. The Continuing
Education page of the OLA web site will contain the
full transcription of the information collected at the
meeting, and will be used to communicate action plans
and progress reports. The address is www.olaweb.org
con-ed.shtml.

We specialize in handling
titles published here.

> integrated information management

- personalized customer service.

Vaters Park Drive ® San Mateo, CA 94403-1100
-1505 » Fax (650) 572-0117

site: |1ttp:f,fr\\'\\'\\'.cl\sun,n'nm

Organizational Participants
in the CE Stakeholders Meeting

ALBANY PuBLIC LIBRARY
ASSOCIATION OF COLLEGE AND RESEARCH LIBRARIES
EASTERN OREGON LIBRARY ASSOCIATION

Emporia State UsIVERSITY, SCHOOL OF LIBRARY
AND INFORMATION MANAGEMENT

MaryLHURsT UNivErsITY, LIBRARY INFORMATION
MANAGEMENT PROGRAM

MurrNomas County LiBRary
NET AssETS
OCLC
Orpis
OREGON LIBRARY ASSOCIATION
OLA ContinuinGg Epvcarion COMMITTEE
OLA InrerecTusl Freenom COMMITTEE
OLA LiBrary InstrRUCTION ROUND TABLE
OLA Pusuc Lisrary Division
OLA PupLications COMMITTEE
OLA ReFerENCE ROUNDTABLE
OLA SupporT STAFF DIvision
OLA TecunicaL Services Rounp TabLe
OLA Vision 2010 CoMMITTEE
OReGON STATE LIBRARY
OreEGON UNIVERSITY SYSTEM
PoORTALS
Portiann CoMmmunimy COLLEGE
PorTianD STATE UNIVERSITY

PorTLAND STATE UNIVERSITY,
DEPARTMENT OF EDUcATION

Souraerny Orecon Lisrary FEDERATION
SPECIAL LIBRARIES ASSOCIATION

UNIVERSITY OF WASHINGTON,
SCHOOL OF LIBRARY AND INFORMATION SCIENCE

VarLey Ling
WasHinGToN County CooPERATIVE LIBRARY SERVICES

WESTERN OREGON UNIVERSITY,
ScHooL oF Epucanon

WESTERN OREGON UNIVERSITY,

Division oF EXTENDED AND SUMMER STUDIES

Thanks to Becky Beier, Oregon State Library,
Jor transcribing the meeting flipchart notes.
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LINCC Conference

(Continued from page 3)

The rooms are too large and the screens are too diffi-
cult to see from the back of the room. We now plan
our programs to be introductions to topics or over-
views, and there have been fewer complaints from
disappointed staff.

Minimize the administrative work by simplification.
At LINCC we have tried to simplify one or two things
cach year to reduce the amount of time spent on de-
tails. For example, we used to spend at least one Con-
ference Committee meeting every year trying to think
of a theme and catchy name for the conference, and
then we had to buy or beg a graphic design to repre-
sent the new theme. Last year we came up with the
theme LINCC io Learning and we liked it so much
that from now on we will stick to with it and call each
conference LINCC to Learning [YEAR/. We have found
that the “theme” really didn’t have much impact on
program development and a consistent name/design
will build name recognition over time.

A number of other details have been streamlined over
time: we have eliminated printed name-tags (folks who
want them can make up their own on site) and we
give a default (vegetarian) meal to those who don't
select a lunch choice to cut down on follow-up phone
calls, We don't track or enforce attendance at indi-
vidual sessions. We set up each room for 90 chairs
and let people decide on the spot which session to
attend. If a room is full, they can bring in another
chair, stand or attend a different session. We do ask
people to mark their workshop choices when they fill
out the registration card so we can plan for numbers
of handouts to copy—and we find that some speakers
really want to know how many folks they will be ad-
dressing—but we stress that these numbers are only
approximations.

21st Century
(Continued from page 6)

Set up a template for the program brochure and then
reuse it each year.

One of the significant overhead costs of the LINCC
conference has been the design, preparation and print-
ing of the program and registration card. This year we
created a standard template which we hope to be able
to reuse easily next year with minimal editing (facili-
tated by the decision to keep the same name/graphic
identity as mentioned above). We also decided to pho-
tocopy the registration card in-house and saved those
printing costs. Once we decided that black ink would
work for this card, the decision was easy.

Investigate new technologies for advertising
and registration.

This year for the first time we set up a link from the
LINCC web site to the conference program and regis-
tration card, and then advertised the link on LIBS-OR.
We are not yet able to take online registrations, but a
significant number of folks have printed out the form
from the web site and registered this way. It is our
hope that eventually this will allow us to print and
mail fewer registration forms.

Set up a sample budget using a spreadsheet program.
Last year we set up a sample budget for the confer-
ence with several variables allowing us to adjust each
variable and see how the outcome affected the price
of registration. We modeled auendance at 250 and
300 and then used several different registration fees
to see how much revenue would be raised at each
attendance level. We could then subtract different costs
for food (also set up as a variable) and other expenses
and thus determine the amount we could afford to
spend on speakers. We have learned to plan for the
smallest likely number of attendees in terms of rev-
enue, adjust the attendance fee to cover basic expenses,
and then manage speaker costs accordingly. [0

Finally, librarians and support staff alike will need to
demonstrate greater flexibility if we are to compete
successfully in today’s volatile information environ-
ment. To achieve flexibility, we must maximize cre-
ative potential. And this we do by jettisoning the rigid
hierarchical structures that defined our libraries in the
past and replacing them with structures that create
new opportunities for librarians and support staff to
work together collaboratively and responsibly.

By working together in an atmosphere of mutual re-
spect and trust librarians and support staft alike will

forge exciting new careers, build new models of in-
formation delivery, and ensure that the library contin-
ues to play a central role in the information environ-
ment of the next century.

An earlier version of this article appeared as Support
Staff in an Age of Change: The Challenges of Tomor-
row in the January/February 1999 issue of Library
Mosaics.
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Bend Public Library

Professional Development
(Continued from page 7)

What Librarians and Library Administrators
Can Do

1. Budget for support staff development.

2. Encourage and motivate your staff to expand their
professional views.

3. Provide new training opportunities for those who
are interested.

4. Assist support staff who want to participate in or-
ganizations like OLA/SSD.

5. Provide opportunities for support staff who have
attended professional development to “give back” to

Unlocking Potential

(Continued from page 8)

their peers through brown bag lunches or in other
creative ways.

6. Reward those who show initiative. Think about how
you treat staff who are challenging the boundaries of
support staff/librarians.

7. Evaluate how you recognize your staff—both
librarians and support staff.

8. Remember, support staff are professionals too!

It's Not Easy and It’s Not Cheap

“No pain, no gain” is another old axiom that seems
apropos to an aggressive staff development program.
To date, we have encountered the following challenges:

e Meetings, conferences, and field trips impact
scheduling, and can compete with direct service
to our clients. For instance, it's clear that we will
have 1o increase the budget for substitutes in the
reference department.

e Transitioning to a goal-directed organization that
encourages creativity and innovation can be dif-
ficult for some management styles. It's a lot easier
to just tell someone what to do!

e  Communication takes both time and commitment.
If You Can Imagine It, You Can Do It

We have all seen great library programs that lack ad-
equate funding, and we have seen well funded library

programs that are missing some critical ingredient.
Funding doesn’t seem to be the primary problem. I
am convinced that the critical component is an ongo-
ing commitment to development and innovation.

I am concerned that the library landscape is changing
much too rapidly for any library to simply embrace
yesterday’'s approach to our profession... or even
today’s approach. I believe that the institutions that
will do best in the coming years are those that seek
change, rather than those that react to change.

At Deschutes Public Library we are convinced that the
best method to anticipate and adapt to this changing
world of technology is through staff development. We
are convinced that, now more than ever, a library is
only as good as its staff.

Providing the necessary level of staff support is much
more than a fringe benefit, it is the heart of library
development in these turbulent times. 8
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