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Library support employees are expected to
meet both organizational and personal develop-
ment goals as outlined ‘in job descriptions and
performance evaluations. Constantly changing
societal trends and technological development
have seriously affected support employees’ abili-
ties to keep their knowledge, skills, and attitudes
current with the demands of the work environ-
ment. Thus, the work plan has become an impor-
tant mechanism for communicating the library
manager’s expectations of support staff, and the
performance indicators which will be used in
evaluating them. The work plan defines for sup-
port employees the specific criteria that are
viewed by the library as essential to its operational
effectiveness. The work plan for support staff is
an essential component of staff development and
continuing education, and is the major method of
conducting needs assessment for these activities.

A work plan is a process in which employees,
with the assistance of their supervisors, determine
individual goals and critical activities for a speci-
fied period of time. Individual work plans are
determined within the context of organizational
goals and working unit objectives. An important
part of the work planning process consists of iden-
tifying evaluative criteria for critical work activi-
ties and in developing potential strategies for
improvement of work performance and profes-
sional growth.

Historically, the work plan has focused exclu-
sively on goal-oriented activities which occur dur-
ing a specific time frame. The work plan usually
consists of four basic components: 1. determining
organizational and work unit goals, 2. identifying
activities, special projects, and assignments
which will meet individual goals, 3. determining
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performance expectations and performance
indicators, and indicating the methods used to
collect data, 4. providing a method of performance
appraisal by establishing and defining levels of
performance, developing a rating scale, rating
objectives, and summarizing accomplishments.

What is usually lacking in the work planning
process is the assessment of employee needs for
staff development and continuing education with-
in the context of work performance, career plan-
ning, and long term institutional effectiveness.
Conceptually, the term “staff development” is open
to many definitions and a variety of interpreta-
tions. For the purpose of this article, staff develop-
ment is defined as any systematic attempt to
direct standard practices of support personnel
toward a clearly identified set of activities asso-
ciated with an organization’s goals and objectives.
Continuing education is defined as any systematic
attempt to address the learning needs of the indi-
vidual library employee.!

Staff development and continuing education
are the responsibility of both the individual em-
ployee and the employer.? Successful staff devel-
opment programs generally are comprised of
three distinct instructional design components:
needs assessment, development, and evaluation.’
Needs assessment is considered to be the primary
component of a staff development program. It is
defined by Geri McArdie as “a series of activities
conducted to identify problems or other issues in
the work place, and to determine whether training
is an appropriate intervention to meet the organi-
zational needs identified.”*

Needs assessments can be conducted by for-
mal data collection methods such as survey
instruments or by informal means such as indi-
vidual discussions and conferences with staff.
However, once this process has been completed, it
must be determined if the need is a learning or
non-learning one. Larry Davis defines a learning
need as a requirement that can be taught to an



individual. A need that can be solved in some way
other than by learning is considered a non-
learning need.’ For example, a specified need for
acquiring a CD-ROM player would not qualify as a
learning need. However, learning how to conduct
a CD-ROM database search would qualify as a
learning need.

All learning needs should be prioritized and
instructional objectives developed for each. At
this time the objectives and methods of assessing
or evaluating the learning outcome should be
specified. This should assure that measurement
outcomes are both provided for, and equated to
their objectives. As objectives are developed, it is
important that they reflect and are consistent
with the objectives that have been outlined in the
employee’s work plan.

Once objectives are determined, strategies for
organizing and presenting instruction must be
defined. The planner of staff development has a
variety of strategies from which to choose. Indi-
vidualized, one-on-one consultation with an em-

ployee is one format that can be successful be-
cause it addresses the specific needs or problems
identified by the employee or supervisor. An
example of this activity might relate to a support
employee who is assigned to overseeing the opera-
tion and use of a new photocopier. Step-by-step
operating instructions, related directly to the
employee’s requirements, can be provided without
interrupting routines of other staff members who
do not share the need for this instruction.

Another successful presentation format for
staff development is the workshop. This strategy
might include large group, small group, and/or
individualized instruction. Within these broad
choices, a variety of modes of presentation is
available. Large group presentations might involve
such choices as lectures or large-screen video
presentations. Small group presentation strategies
might consist of group discussions and simula-
tions. Both strategies could also include individ-
ualized instruction using programmed textbooks
or computer-assisted learning.
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Once the instruction has been completed, it
must be evaluated using the assessment methods
that have been defined during the development of
the instructional objectives. An important element
to include is feedback to both staff participants
and the staff development designer. Some pro-
vision should be made for the employee either to
retake or receive other instruction if the individual
is not successful in meeting the objectives. This
feedback is also important as performance
appraisals are evaluated. In addition to the impor-
tance of feedback to the employee, such feedback
should also provide information to the instruc-
tional designer as to the success of the staff
development activities.

A conceptual model that illustrates the work
plan’s role in needs assessment, staff development
and continuing education is presented as Figure
1. The needs assessment phase shows that needs
may be defined by the individual staff member or
the library organization. The program objectives
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phase indicates the part of the process relating to
defining and stating objectives. The presentation
phase illustrates methods of grouping instruction
as well as examples of modes of content delivery.
The evaluation phase indicates the assessment of
the learning process. A feedback loop extends
from the evaluation phase to 1. presentation, 2.
program objectives, 3. needs assessment, and 4.
the work plan. The feedback element provides the
staff developer and the library organization with
a means of assessing strengths and weaknesses of
each phase of the work planning process.
Examples of how needs assessment for staff
development and continuing education are
derived from a work plan are presented as Figures
2-A through 2-D. An example is provided for each
phase of the work planning process. The examples
begin with the needs assessment phase and end
with the evaluation phase. These examples were
taken from the work performance planning pro-
cess in the Children’s Services Department of the



FIGURE 2-C
Component Three of the
Work Plan Process
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Cumberland County Public Library and Informa-
tion Center. A full description of the work plan is
presented in the article, “Training for Children’s
Services” by Gail Terwilliger, in this issue.

The integration of all aspects of staff develop-
ment into work planning enables library managers
to focus on effective use of support employees in
the context of the total human resource plan for
the library. Library managers or supervisors must
understand that staff development and contin-
uing education programs are an essential com-
ponent of the work planning process. These activ-
ities should be planned using needs assessments,
sound instructional design elements, effective
bresentations, and proper evaluations. A human
resources development program for library sup-
port staff which includes a work planning process

FIGURE 2-D
Component Four of the
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