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Presenter Notes
Presentation Notes
Our presentation is Practical Tips for Training, Development, and Evaluation within Technical Services.

I am Matt Frizzell - Assessment Librarian at the Georgia Tech Library and will be presenting with Marlee Givens who is the Modern Languages Librarian & Library Learning Consultant at the Georgia Tech Library.  Marlee can’t be here today so her portion is a recording




Agenda 

• Assessment
• Service evaluation
• Training assessment
• Training design
• Training plans
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Presentation Notes
Our presentation agenda is as follows.

I will be covering the Assessment, Service Evaluation, and Training Assessment portions and Marlee will cover Training design and plans



Assessment
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So what does assessment mean in relation to library’s, technical services, and training.  

You have two kind of assessments measures,  direct and indirect :

Direct Include:
Grading with a scoring rubric
Training-embedded tests, assignments, projects
Managers performance evalution
Pre and post-tests
These are more product or performance driven

And Indirect measures which might include things like:
Employer or student engagement surveys
Graduate exit surveys
Departmental surveys
Focus groups
Which are all more implied results
You also have a number of different methodologies you can use with these measures some you maybe familiar with are: 
A/B Testing
Cost Effectiveness
Experimental Design




Assessing Library Services:

• Establishing clear, measurable expected 
outcomes 

• Ensuring sufficient opportunities, materials, 
and training to achieve those outcomes

• Systematically gathering, analyzing, and 
interpreting evidence 

• Using the resulting information to improve
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When assessing services there are things we need need to make sure and focus on

Establishing clear, measurable expected outcomes - So what is measured, how do we measure it, and when do we measure it, right?
Ensuring sufficient opportunities, materials, and training to achieve those outcomes - Do we have sufficient tools, software, or employees to meet the outcomes we are setting?  If not are those realistic outcomes?
Systematically gathering, analyzing, and interpreting evidence 
Using the resulting information to improve, which I will talk more on my last slide


From my experience here are some tips to consider,

Assessment makes people nervous.  A lot of times when assessing a service there will be pushback…whether that is political or professional.  No one wants to hear their service may not be meeting its outcomes.   Just plan for it that going into the assessment.  I try to make it clear that the goal is making the service better and successful
Also we have unconscious biases as librarians to make the assessment data reflect more of the good side of what we are doing.  i think this is natural and fine, we should be proud of the work we do.  It’s important work. But we need to see the whole picture, warts and all.  Right?  We don’t improve by ignoring the rough bits,  so I have to make a conscious effort to check myself and make sure I’m objective    
And lastly people talk a lot about creating a culture of assessment but what does that really look  like?  I think a good starting point is baking assessment into the workflow via checklists, audits, having assessment report outs at meetings, I also think from a supervisor standpoint we really need to emphasis that corrections or training, which result from assessing a service, isn’t a punishment.  It’s to help the employee and service succeed.



An Example: 
ILL

Scenario:  ILL keeps a list of 
resources which have been 
requested but the library 
actually owns.  A trend has 
been noticed that this is 
occurring more frequently with 
certain e-books.    
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Let’s look at how all of this works in practice.  Our example will be in ILL and the scenario is ILL keeps a list of resources which have been requested but the library actually owns.  A trend has been noticed that this is occurring more frequently with certain e-books.

So if this is a well understood issue which has occurred in the past then it might be clear why, and at what point, an intervention or training is required.  If that isn’t the case, it may make sense to take a more formative look from an assessment viewpoint, which may help us better understand where the issues are occurring and why. 

Looking at the data can often tell us a lot about employee and user behavior, so you can dig into the issue from a larger perspective and better understand what is occurring.

So in our example we have specific ebooks which are consistently being requested via my Library’s Interlibrary Loan Service.  We actually own these but users seem to be having trouble finding or accessing them.  As part of our regular assessment efforts the ILL Service owner looks at what types of resources are being requested and they have seen a large rise in digital books from a certain package of ours.  How do we figure out if this is a user issue, vendor issue, or technical services issue? 

Some basics questions the data will need to answer are
What platform or vendors are being used?  What portion of e-books holding and e-book usage do these vendors comprise?  What are the usage stats for this e-book and all e-books  
Who is doing the requesting and what type of resources are these? Text books, popular reading, 
Also what is the context for these statistics, this is super important,  did something happen to create a need, or increased need, for a service.  Did the library’s physical book move or go away?

Once you have all this data creating the bigger picture, then look at the specifics and figure out where exactly an issue is occurring? 

Do we need internal software or cataloging training? Are the vendor records bad and require extra work on our side?  Could the issue be due to the platform itself or the nature of online services, could the issue be that how we’ve traditionally done things doesn’t fit the changing way our users interact with our services?  Are our users used to browsing for physical books? But understanding this will help shape how or if we train staff





Is training 
necessary?

Motivation Environment Knowledge Skills
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So if all the evidence points to something we can correct within technical services we need to ask what problem we’re trying to solve, and determine if training is the solution to that problem.

Is the problem motivational? A theoretical question to ask is “Would employees be able to do what you need them to do if you gave them a million dollars?” Do they need to change their environment? Or do they lack skills or knowledge? Can the motivational issue be solved by training? 

Is there some environmental driver causing the problem? Is the problem cultural or organizational? Would training change the culture?

Is there a lack of knowledge? Are there instructions for doing the work? Can people follow the instructions, or do the instructions require training in order to follow them? 

Do people lack the skills to do the work? A skills gap can definitely be solved by training.




Was Training Successful?

• Learning Outcomes vs 
Assessment Outcomes

• Numbers Aren’t 
Everything

• Direct vs Indirect 
Measures

• Skills Inventory
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So  we decide that training may solve our issue but how we determine if the training was successful?

Marlee is going to talk about how to determine whether learning outcomes are met but from a service perspective was our outcome achieved?  Those are two very distinct things.  You can have a successful training and still not meet our outcome. Did our we help our users find the resources we own?  That is a question which will take time to find out,  It could be 6 months, or a year, until we have enough information to tell.  

If the problem isn’t resolved in a year was the training necessarily unsuccessful?  There  is a lot to consider besides the raw numbers?  

Did the training increase the library and employees skills inventory?  Do we have more confident and happier employees?  Does training help us retain employees?  I feel if you can answer yes to any of these I would call the training a success. 

Another aspect of training that I want to touch on is assessing the trainees comfort and satisfaction.  This is important because not only do we want happy co-workers but it directly affects how well we learn.  Many variables such as skill level, education, experience, and interests  will influence how satisfied a trainee is.  So it is entirely possible that you may have a training session where two individuals react very differently to the same content.  I would suggest surveys or debriefs after a training to record how they perceived it went.  This is an indirect measure we can use to look at how successful we are.









Continuous 
Improvement

Specify 
expected 
outcome

Identify 
appropriate 
measures 

(direct/indirect)

Establish 
acceptable 
targets for 

performance

Collect, 
analyze, 

review, and 
report results

Use results to 
improve 
outcome 

(continuous 
improvement 
action plan)
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An assessment tool, or methodology, which I think can be useful when thinking about training or improving our services is the Assessment Cycle on this slide.  

When you create SMART learning outcomes, which Marlee will be talking about here in a second, they should neatly fit this model as well bc they will be measurable and specific.  

So at the top of the slide you will need to specify the expected outcome, and in the case of training, that will be your learning outcome.  
Next identify how you will measure the outcome and what the target for those measurements are, 
Then you will collect and analyze the data to determine if you are meeting these goals, 
And the last element, which I think is the most important aspect of this graphic, and maybe assessment in general which often gets overlooked, is that the other steps are really diminished if you don’t incorporate what you learn into the next iteration of your training.

But the core idea is that training and improvement is continuous and never stops.  It’s a feedback loop and a process that doesn’t end after training is completed. 

And now I  hand it over to Malee to Training design and Plans






Training design

Presenter Notes
Presentation Notes
Once you have done your assessment and determined that there is a skills gap to address, you can start to design your training. This involves, first, breaking down your overall training goal into manageable steps, which you can use to write documentation, create learning outcomes for training, keep track of and assess the learning of your employees.



How adults learn

Learning must be 
relevant

Learning must tap into 
prior knowledge

Learning must be 
timely

Learning must be 
experiential
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Since you will be training adults, it is important to understand some principles of adult learning. There are many theories of adult learning out there, but they share many common elements.
For adults, the learning must be relevant – adults care about the “why,” or the “what’s in it for me” or WIIFM, in order to be motivated to learn.
Adults learn best when the instruction builds on their existing knowledge, whether that’s through recall activities, or inviting them to share their expertise during training.
Adult learning has the greatest impact when it occurs just in time. Adults are less likely to recall information from training sessions that are far removed from the moment they need the information.
Lastly, adults learn best through experience, so giving them an opportunity to practice what they’ve learned will strengthen their recall. Practice can happen during a training session or on-the-job.




Learning outcomes are SMART

SPECIFIC MEASURABLE ATTAINABLE RELEVANT TIME-BOUND

Presenter Notes
Presentation Notes
Matt mentioned the SMART principle for assessment. Learning outcomes should also be SMART.

S for Specific and M for Measurable: The learning outcome will tell the learner specifically what they will be asked to do, or specifically what they will get out of the training, and how they will be measured. It will also tell the trainer what to focus on in the instruction and how to determine if the learner has learned.
Specific and Measurable keep the learning focused on observable behaviors.
A for Attainable – the behavior should be something that someone can reasonably do following instruction.
R for Relevant – the behavior is related to the goals of the instruction and will help accomplish those goals.
T for Time-bound – the behavior can be accomplished within the time given. Often this is stated “by the end of the training” but it could be another specific amount of time.



Not SMART!

• The learner will understand cataloging
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Sometimes we start with an idea that is not SMART, such as “the learner will understand cataloging.” While our overarching desire may be that our employees understand cataloging, this outcome is not specific, measurable or time-bound.



    

KNOW

UNDERSTAND
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Most guidelines for learning outcomes will caution against using words like “know” or “understand” because they are not measurable. For training purposes you want to focus on things that can be measured, observed or assessed. Instead of "understand," use action verbs like "identify," "explain," or "describe."



What does success look like?

• The learner will understand cataloging
• How will I know that the learner understands cataloging?

Presenter Notes
Presentation Notes
One way to break down a larger goal into outcomes is to ask questions, such as “how will I know that the learner understands or knows something?”

Think about this for a minute. If you’re a cataloger, or you work with catalogers, or you supervise catalogers, how do you know that someone understands cataloging? What does successful cataloging look like? What do successful catalogers do?



What, specifically, does success look like?

• The learner will understand cataloging
• How will I know that the learner understands cataloging?

Can match an item to an OCLC record 
using matching guidelines

Can add Cutter number using Cutter 
table and shelflist

Using RDA, can transcribe an item title 
with correct capitalization and 
punctuation

Using LCGFT, can apply genre terms for 
feature film DVDs
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A successful cataloger, depending on their job description, may be able to (read phrases) do one or more of these things:
Match items to bibliographic records
Transcribe titles
Use Cutter tables to complete call numbers
Apply genre terms







Build a SMART learning outcome

• The learner will understand cataloging
• At the end of the training, the cataloger will use matching 

record documentation to select and export OCLC records
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Here we take an observable behavior of successful cataloging and turn it into a learning outcome that is specific (using documentation to select and export records), can be measured (we can observe someone doing this), is attainable with training, is relevant to the overall goal of understanding cataloging, and is bound within the time of the training endeavor.



Bloom’s verbs
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Bloom’s Taxonomy can help with writing learning outcomes. Bloom’s verbs are arranged according to the kind of task the learner is learning. Everything on this list is an observable behavior that can be assessed.



Standard work

• Use behaviors and 
conditions from your work 
instructions

• Tie training to standard 
work

• Backward design
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Ideally, training takes place within the same conditions as the actual work. For example, if the work requires internet access or access to a reference manual, include those in your learning outcomes and training materials. If you have written documentation (sometimes called standard work or standard operating procedures) you can refer to that in your training, or follow the method of backward design which involves starting at the end goal - what success looks like - and then designing training activities using your own procedures that will lead the learner toward success.



Training plans

This Photo by Unknown Author is licensed under CC BY-SA
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So far I’ve been talking about designing the training sessions. Now I want to talk about methods and tools for creating a training plan for your department. In the next few slides we will see examples of high level and individual training plans, using simple charts as well as project management technologies. 

https://www.flickr.com/photos/wikidave/7386337594
https://creativecommons.org/licenses/by-sa/3.0/


Training plan and timetable 
(overall)

Person A Person B Person C Changes in Production 

Cataloging ✔ ★

Acquisitions ✔ ✔

E-resources ✔

Repository ✔ ✔

Digitization ★ 02/01 02/01 Need 2 more people in March

Physical processing ✔

Turn Over 
Work performance

Needs more training 
in E-resources

Presenter Notes
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This is an example of a high-level training plan for an entire technical services department. This model is from the Training Within Industry methodology, or TWI, which is used at Toyota. This training plan and timetable shows the manager at a glance where the training needs are and the progress of individual employees toward meeting training goals. There is a column for notes on upcoming changes - for example, it looks like two more people are needed to do digitization work in March, and we can see that Person B and Person C have been identified to start training on that in February. It also shows which employees have reached a mastery level and are designated as trainers. The bottom row is for notes on individuals, such as Person B who has been identified for additional training on e-resources.

High level training plans help to illuminate training needs and gaps across units and allow the manager to plan for production changes and to proactively schedule resources.




Training plan and timetable 
(Specific area: Cataloging)

Monograph copy Serials copy DVD/media LHR maintenance Authority work
cataloging cataloging cataloging

Person A ● ⚪ ◻

Person B ⚪ ◻

Person C ● ● ●

Person D ⚪ ⚪

Presenter Notes
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Training plans at the departmental level look similar, but are composed of smaller focus areas within the individual department centering the distinct training needs within each area. In this example, the black dot identifies people who can train others on various cataloging functions. The open circle identifies people who have completed training. And the open square shows people who have been identified as needing training. A chart like this can correspond to the departmental chart on the previous slide, or it can be used on its own for a unit head or supervisor to keep track of staff in that unit.
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In this training plan example, instructors are using Trello, a project management tool, to break down departmental training components common in technical services into sets of basic and advanced skills. Trello allows the training manager to set a completion deadline for the training, apply tags or labels to each card present on the board, upload corresponding training documentation files for reference by the learner, and include checklists to verify competency completion. Clicking on a specific card, provides additional detail as shown in our next example.
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Here, instructors are using a trello card to break down cataloging into clearly defined steps. In this example, the training plan is task specific. The learner engages in focused training specific to each element of the task, and the trainer or the learner can mark off the task when competency is demonstrated.

There is a similar tool in Microsoft Teams, and there may be others out there.

Focused training on each step of the cataloging process provides the learner time for skill development contributing to higher retention of skills learned, increased competency, and improved experience for the user. 



Thank you!
Matt Frizzell

Marlee Givens
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Thank you for your attention. We have included a list of references with our slides, for more information.
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