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Section I:  Introduction and Overview
Introduction

The following report constitutes a summary of the preliminary findings, conclusions and recommendations for consideration by the TIF Library Working Group as part of the Needs Assessment Study of Texas Academic, Public and School Libraries as defined by the April 1, 2002, Project Plan.  The report is the work of the Needs Assessment Study Team, Texas Center for Digital Knowledge at the University of North Texas.  The team consultants acknowledge the preliminary nature of this report and expect to further refine the direction and content of these findings and recommendations, as the data from the questionnaires is analyzed.  Questionnaire data is still in the process of being coded and analyzed, as surveys are still being returned to the Center. 

Document and Background Information

The consultants reviewed three categories of background data. These are the TIF/KPMG library quality assurance documents, assessments of TIF tech training (AMIGOS), and published research reports on technology implementation in libraries.

TIF Quality Assurance Documents

The consultants identified and examined TIF evaluation materials produced by KPMG.  KPMG had a subcontract with TIF to produce a Quality Assurance Program.  The study consultants examined the available Quality Assurance Program Deliverable Reports for the library-related. The reports reviewed included the cycle questionnaires, the responses and the resulting summary reports for each of these cycles.  The consultants found that the results from the Quality Assurance Program were and are valuable to TIF in terms of assessing the extent of compliance by the grantees with the terms of the TIF grants.  The actual assessment information, however, is mostly concerned with deadlines and compliance matters and does not provide information related to the impact of TIF funds on library programs, user behavior, faculty instructional programs, or students’ learning abilities.  

AMIGOS Training Evaluation Documents

Documents available for review included the AMIGOS TIF Tech training evaluation form; responses to evaluation narrative questions in regard to future training requests from 7/00- 2/15/02; and the summary of AMIGOS training session evaluations for the period 8/00-2/02.

The AMIGOS evaluation material principally deals with presenter style and participant satisfaction with the presentations. 

Published Research, Documents, etc.

The consultants obtained and reviewed a number of studies and public research reports on technology implementation in educational institutions and public libraries. The most relevant reports to the current research include the following:  The EGS study, Texas School Libraries: Standards, Resources, Services and  Students’ Performance; the CORD and Concord Consortium report on a plan to implement more technology in Texas Education; Technology to Improve Texas Education (the TITE Report); the Urban Libraries Council study, The Impacts of the Internet on Public Library Us, (2002);  the reports to the Bill & Melinda Gates Foundation U.S. Library Program on the impacts of the Gates Grants (May 2001): and an article from Public Libraries, May/June 2002, summarizing the “Impact of External Technology Funding Programs for Public Libraries:  A Study of LSTA, E-Rate, Gates and Others” by Bertot, McClure and Ryan.  The consultants found that the discussion and findings in the published documents are generally consistent with the preliminary findings from this assessment.  

Summary of TIF Forum

 An open session was held on April 25, 2002, at the Texas Library Association to gather comments from the Texas library community about the effects of TIF grants on their institutions.  Approximately ninety members of the Texas library community signed in and attended the session.  The questions posed to the audience by the study team were as follows:

· How has TIF served your library? What benefits have you experienced?

· What are the most pressing and critical needs your library faces in the next 2-3 years in implementing public access to electronic information resources?

· Describe the type of TIF grant that would best serve your library in the next 2-3 years.

· Describe the training needs for libraries and library staff.

· Describe the training needs for users.

Summary of Focus Groups With the Representatives from Different Types of Libraries 

The study consultants plan to conduct a total of eight focus groups. Seven of these sessions have been conducted to day using telephone conference calls to connect the participants with the moderator.  Focus group sessions held between May 13 and May 27 include the following:

ESC Library Directors



5/13/02
   10

 2

 “Mixed” School Library Directors

5/13/02
   27

 6

Large School Districts Library Directors
5/22/02
   26

 4

Community Colleges Library Staff

5/22/02
   25

  7

Academic/Academic Medical Library Staff
5/23/02
   29

  7

Large/Suburban Public Library Staff

5/24/02
    53

11

Small School Libraries Staff 


5/28/02
   38

 5

Potential participants were identified from TIF grantee institution lists, from other databases available to the Study Team, and from personal interviews and contacts made by Team members.  Invitees with notified of focus group times by telephone and/or e-mail.

Focus groups participants were selected to represent all types of TIF library grantee institutions and all sizes. Representatives were sought in all areas of the state in order to ensure that the diversity of TIF grantees was well represented.  Most participants were either senior or mid-level library managers; a few participants were informants selected because of broad knowledge of their library constituencies.  There was good focus group participant coverage by library size, type, and region.

Transcripts of the focus groups were prepared and the summary of the key points is given in the Appendix.  A follow-up focus group form was sent to all participants as well as invitees who were unable to attend the focus groups. A separate Appendix will contain a summary of responses to the online focus follow-up forms. 

Survey Activities 

Questionnaires were prepared by the consultants with input from the LWG and mailed to school libraries, academic (including community college libraries), and public libraries during the period May 2-10, 2002.  The packets included a cover letter, a copy of the questionnaire, and a self-addressed envelope.  The questionnaires contain approximately 275 individual response items.  A number questions allow for open responses.  

The entire population of public and academic libraries were mailed surveys.  Unlike the public and academic libraries, the school survey was distributed to a randomized stratified sample of Texas schools.  Since according to the Texas Educational Agency there are 5,768 schools (of a total population of 7,467) that are eligible Texas Library Connection TLC)  members and therefore eligible to receive TIF funding.  

The sample size for the study was set at 600 schools.  A random number table was used to select the sample from the list of 5,768 TLC eligible schools.  After the sample was pulled, the sample was manually checked to ensure that the sample proportionately represented schools from the 20 Education Service Center Regions and also proportionately represented different types of schools (Elementary, Middle/Junior High, High, and Elementary/Secondary Schools).  Some charter and alternative schools also selected to receive surveys.  

In addition, 149 schools that are not TLC members but whose schools received TIF grants through the LB – 5 grant cycle received surveys.  As of May 24, 157 surveys had been completed and returned from the schools. 

Survey personnel used the Texas Library Connection and TEA listserv to encourage school librarians receiving the surveys to fill them out and to return them.  Survey personnel also e- mailed the Education Service Center Directors and urged them to contact schools in their area to download a survey and to fill it in and to fax it back.  In addition, a number of school librarians have voluntarily returned additional surveys that they had downloaded and completed. 

Section II:  Preliminary Findings from Focus Groups to Date
Technology Issues

Libraries have undeniably experienced significant improvements in equipment (hardware, PC’s, etc.) as a result of the receiving TIF grants.  These improvements have resulted in improved services to users in all types of libraries.  Some data is available to support this contention, such as reduction in interlibrary loan delivery times and reduction in staff required to staff interlibrary loan activities. 

The impact of TIF technology on libraries has resulted in different strategies at different libraries.   Focus group data suggests that if it were not for TIF, schools without automated systems might not have been able to implement online catalogs.  Schools have also been able to use TIF funds to network one or more schools into a shared automated system.  There are still, however, a significant number of schools without automated systems.  For instance Amarillo ISD has 17 schools without automated systems.  

Academic and public libraries have used TIF funds to enhance a variety of library services, including providing remote access to users, upgrading web sites and services, and some have begun digitizing local collections and resources. 

Demand for Internet use continues to grow in libraries.  Public librarians indicated during the focus groups that Internet use continues to grow at their libraries.  Examples of increased demand for and use of Internet in public libraries includes requests for e-mail account assistance and help with web searching from library users.

Some school librarians in the focus groups reported an increase in students use of the library during the past year.  Preliminary analysis of the school survey data appears to confirm that a number of school librarians have seen an increase of between 10-25% in attendance in the past year. (Statistics to be formally verified from survey data).  

Focus group respondents from academic/community college and school librarians indicate that bandwidth expansion is a key future priority.  Focus group respondents indicated that bandwidth is being consumed at such a rapid rate that some institutions are implementing “packet-shaping” technology to restrict or limit certain uses such as downloading MP 3 files.  Many TIF funded libraries say they will need help to both forecast and manage bandwidth effectively.

Respondents from all institutions generally agree that it will be necessary to continually add more technology to not only meet present needs but also to anticipate future needs such as video conferencing to support distance education.  Focus group participants from small, rural libraries also emphasized this need.  

Web sites and web services are rapidly becoming a critical component of the library’s service plan.  Librarians also acknowledge that adding web services will be central to the library’s ability to successfully market library services to the community.  Academic libraries report that web-based access tools are competing with or replacing library-finding tools such as Z39.50.  

Libraries continue to need assistance with training, with equipment, and with connectivity issues regardless of whether the equipment was funded by TIF or not. Public libraries, academic and community college, and school representatives all expressed the need, at varying levels, for better technical assistance.  For larger organizations, this need is for more advanced assistance such as help with security or forecasting bandwidth needs.  For smaller libraries with fewer staff and resources, there is a need for technical support and advice even at basic levels, such as “How do I help users understand how to use the PC and mouse.”  For public libraries, there is a clear need for strategies to help older patrons, new to computers and the Internet, learn how to use these resources.

One of the most challenging issues facing all types of libraries is the need to continually maintain, upgrade and replace TIF-fund technology resources in the face of limited or non-existent local funding.  This issue affects public, school, and academic institutions equally.

Focus group participants indicated that for many of their institutions TIF-funded equipment is generally treated differently by local institutions in terms of the commitment to upgrading and replacement. Funds are generally not readily available from local sources to sustain the bulk of the TIF funded equipment.  The significant investment TIF has made in equipment will not be sustainable if the local library grantees are unable to fund timely upgrades and replacement of this equipment

Librarians in the focus groups also reported the need for better physical facilities, more equipment, scanners, PC’s printers, presentation projectors, digital cameras, etc., as well as for training labs.  Obsolete wiring and electrical systems are also issues for a number of institutions.  A number of focus group participants indicated that the aging or inadequate technology infrastructure of their parent institutions also represents a barrier to providing services to users within the library. 

Content and Online Resources

All librarians and media specialists are uniform in their support for the TexShare/TLC databases as a key technology platform component.  Librarians referred to these resources as “amazing” and “wonderful.”  All focus group participants agree that the databases are the single most important result from TIF funding.  

Calculations by some institutions show that the provision of TexShare databases through shared statewide purchasing has resulted in millions of dollars of additional access to information that would otherwise not be available.  For example, Steven F. Austin University Library has calculated that they “saved” more than 1.6 million dollars through being part of the TexShare database program as opposed to the cost of buying their databases individually. 

The respondents support the continuing funding of the databases as a top priority for future TIF funding.

Adoption and Use of Content by Users

The TIF funded TexShare/TLC databases are being used by libraries to extend information access to more students and users.  Librarians in the focus groups said that tools that improve searching and simplified interfaces to online resources are high priority needs Academic libraries indicate the students are actively using these resources to support their information and research needs.

Institutions still face barriers in adoption and use of the TIF funded databases.  Adoption appears to be slowest overall for users of public libraries.  Some focus group participants indicated that the level of the public’s comfort with computing resources in general is probably lower than users in other environments.  .   

A number of academic librarians believe that students have generally been quick to embrace use of the TexShare databases once they discover these resources.  Academic librarians indicated that TexShare resources are being introduced to students through information literacy training.   

Faculty members at a number of academic institutions appear to be resistant to the adoption and use of the TexShare databases according to academic library focus group participants.  Many faculty members remain unaware of the extent and depth of TexShare databases.  Academic librarians indicated that in a number of cases faculty members tend to believe that Google is the best search engine for content retrieval and they believe that faculty members are missing out on the benefits of TexShare databases online content through their lack of knowledge. Academic  librarians indicated that the lack of knowledge on the part of their faculty has a direct impact on student use of TexShare resources, since many students take cues from faculty about where and what to research. 

Academic librarians also report that they face a barrier of trying to improve faculty adoption and use of these databases. The librarians believe that they lack sufficient credibility within their institutions to “instruct” faculty about the availability and application of TexShare resources to the faculty’s discipline area or research area. 

The greatest barrier or issue for students is the lack of critical analysis skills to determine what information is accurate or appropriate for their purposes.  Community college librarians and other librarians in rural areas find students in remote locations are using and benefiting from TexShare databases. They believe that the availability of these online resources has greatly enhanced rural student access to library resources. 

School librarians say that teachers need more instruction on relating TexShare information to instructional programs and librarians are working to help teachers integrate TLC database content into the instructional program.  Key barriers to this effort are the lack of support by instructional technology personnel who do not see librarians as team players; the lack of knowledge or skills on the part of the teachers to understand what is available from the TLC databases; and lack of library staff skills as to how to help teachers integrate online content into their instructional programs. Schools are examining how to effectively work with teachers and students to integrate content into the instructional process

In public libraries, the public remains unaware of the TexShare databases and need additional support to access computing and information resources in general.  Public library users need a wide array of help in using technology, ranging from help with mastering basic mouse skills, setting up e-mail accounts, and performing complex web or database searches. .  For example, public libraries express interest in creating resources for Spanish-speaking populations.

Access Issues 

Librarians, universally, would like to have a simple, single search interface for online content that would simplify public access and training.  Public librarians are struggling to integrate online resources either through a web site or web page.  Many libraries now have been able to provide access to most online resources from most personal computers, but some still maintain stand-alone stations for specific products and for the library OPAC.  

Aging and obsolete equipment present a significant barrier for a number of libraries.  Prompt problem solving and the ability to repair and replace equipment is important issue for librarians in all types of institutions.  Some school librarians indicated that they were without access for long periods of time due to equipment failures. School librarians as well as academic librarians express frustration over their inability or lack of training to identify or solve hardware problems. They complain of slow turn around time for equipment repair or replacement after problems have been identified.  Management and maintenance of technology involves not only the management of hardware and software associated with public or student computing, but also entails continuing the need to continually  update, replace and repair telecommunications components such as routers, hubs, etc. 

Remote access to databases has extended access to more users statewide. Remote access has become particularly important to institutions that serve students who live extended distances from their educational institutions.  Focus group participants repeatedly emphasized that TIF funding of equipment, connectivity and databases has greatly improved rural access to information in the state.

While many librarians believe that remote users should have the same quality of access as on-site users, remote access to databases is not yet trouble-free.  Participants and some users have reported difficulty in accessing TexShare databases remotely.  A number of issues continue to make remote access difficult including the complexities associated with proxy servers, slow Internet speeds, lack of readiness on the part of some users, and changes to vendor access codes.  A number of participants indicated that vendors of online resources make changes to products without notice to local libraries that confuse users and create barriers to access. Some focus group participants indicated that State Library has not provided, in their opinion, sufficient management and oversight of this issue.

Security, Filtering

The need for more information and understanding of security issues was cited by a number of participants as one of the areas where they felt their knowledge was insufficient.  Most agree this is an emerging and important issue for libraries.  For example, one school library indicated that their equipment was out of service for “months” as a result of a virus attack.

Public librarians also feel this is an issue for them and would like to see more information about developments in the area of security.  Focus group participants are looking to TIF for leadership in this area.

Local Operational Issues

All types of libraries say they are face a number of local issues.  These include keeping their libraries open a sufficient number of hours, having sufficient physical space for services, obtaining adequate technical support, and having sufficient staff to meet the service demands and expectations of their users.  School librarians, in particular, are very short-staffed and this presents a barrier to the operation of their libraries as well as presenting a significant barrier to their ability to obtain training. 

 School librarians do not feel they have access to sufficient technical assistance in many cases and do not always find that their IT support is adequate.  Public librarians say that their cities do not always provide sufficient IT support and the library is rarely a priority when information technology problems arise.  

Training for Librarians and Library Staff

All focus group participants indicated a need for more training of all kinds for themselves, their staff, and even for stakeholders and others in their institutions, including instructional technologists and school administrators.  Librarians generally felt that they would need training in new technology and in some cases refresher courses would be important.  

The variety of training topics that would benefit staff members is extensive; the main needs, however, continue to focus on enhancing staff members’ knowledge about all aspects of the databases funded by the state; skills in managing existing hardware, software and networks; skills that will assist staff to organize, manage and present local and external information sources in attractive and effective ways; training on product interfaces; automated library system training; web site development; digital reference training; and computer trouble-shooting.  

All librarians feel they need more training in how to teach and how to integrate content and information into the instructional process.  All librarians feel they need to have time to practice what they have learned and that point of need training is important. 

It is also important that training be closely linked to the time of need; training should be specific and targeted toward immediately useful and practical workplace skills. Training should be tiered into basic level, more advanced levels, and refreshers or updates. 

Significant barriers to training exist. These include conflicts between time for training and work performance, distance to travel for training, cost of training., availability of appropriate training topics, lack of time to take training, and lack of satisfaction with previous training experiences. All librarians indicated that their institutions did not necessarily support funding for training and were not generally sympathetic to training needs.

Librarians were in general agreement that non-traditional forms of training should be explored including distance learning, video conferencing, computer-based modules, etc., to supplement, and in some cases supplant, traditional training methods.  

Training for the Public, Students, Faculty

All librarians in all types of institutions are offering some kinds of training to their users.  The extent to which they are able to offer this training is determined by local conditions including scarcity of staffing time, physical facilities, lack of skills with the technology and teaching ability. 

Public librarians indicate that users in public libraries need training for computer basics, setting up e-mail accounts, and the use of the TexShare databases as well as Internet searching. Community college and academic librarians in the focus groups generally agreed that information literacy courses integrated with the curriculum are an important means of educating students about online content on library resources.

Librarians in schools and academic libraries indicated the need for not only basic training for students but also the ability to provide refresher or remedial courses for students who may have missed the basics. Librarians acknowledge that one-on-one training is the most effective type of training but that it is the most difficult to deliver.  Lack of staff to conduct training, lack of physical space, lack of training rooms, and lack of physical equipment are all barriers to the delivery of effective training. Public  libraries often do not have the equipment, staff, or space to offer public group training. Therefore public library staff must do repeated one-on-one training that is time consuming. 

Access, Promotion, and Use

Libraries appear to use training of users as the primarily method for marketing and promoting TexShare/TLC resources rather than using traditional marketing or information campaigns to introduce users to these new online resources. Librarians indicate that they need prepared lists of topics and other point-of-use demonstration materials to more effectively introduce TexShare/TLC databases to their users.

In the case of academic and school libraries that have received multiple TIF grants, the staff indicate that “silos” of TIF funding exist and that little interaction has occurred between and among different parts of the organization receiving grant funds.  Focus group participants felt more could be done to encourage grantee institutions to have different grantees within their organization communicate with one another to facilitate marketing and promotion.

Summary and Preliminary Conclusions 

The findings from this study leave no doubt that the TIF program has promoted rapid, in many cases, comprehensive change in libraries throughout the state.  The centerpiece of innovation has been the implementation of the TIF-supported TexShare/TLC online resources.  These online resources and the other technology resources provided through the TIF grant program have had the effect of promoting significant innovation in grantee libraries and their organizations.  

The rapid and comprehensive installation of TexShare/TLC online resources has accomplished the first step in the innovation/adoption process.  TIF funds have brought resources, notably TexShare/TLC resources to institutions and situations where these resources have not existed before.  School librarians, public librarians, and academic librarians consistently pointed out that TIF funds brought their library service “out of the dark ages.”  

A key issue for the next few years will be developing the next generation of TIF grants that focus more on sustaining the innovation already achieved within grantee organizations, rather than solely on promoting more innovation. A second overarching issue is the need for the TIF program to focus on how to deepen and broaden the utilization of the technology innovations provided through this program’s funding.  

A next phase must focus on two key goals: to help promote sustainability among local institutions, and to achieve greater awareness and use of TIF funded online resources by users.  There must be a concerted effort to ensure that users in all types of library learn about the availability and capability of the online resources. Until the public becomes much more aware of these resources, the innovation cycle remains incomplete. 

The importance of accessible, ongoing training cannot be overemphasized.  Sustained, effective, and comprehensive training for staff and users in all types of libraries will unlock the full benefit of the TIF funded resources. In addition, there is a diminishing, but still significant number of libraries, principally smaller school libraries and public libraries, that are not yet benefiting from the resources available from TIF grants. These libraries must be included.

Section III:  Preliminary Recommendations (5/26/02)

The summary of the basic recommendations proposed is as follows:


I.
Overall recommendations 


II. 
Content recommendations


III 
Technology platform (base) recommendations


IV. 
Training and support recommendation

V. Awareness and marketing recommendations

VI. Evaluation and outcomes recommendations 

The following is a summary of the more detailed recommendations that follow:  

· Protect the funding of TexShare/TLC databases for libraries.

· Create a vigorous public information program to inform Texas residents about the availability of high-quality, credible TIF-funded TexShare/TLC online resources.

· Define a workable strategy for the systematic replacement of technology equipment in order to keep the technology effective over time.  This will require a joint local/TIF initiative.

· Develop training approaches that take full advantage of the installed technology base and TIF’s investment in libraries to date. 

· Complete the build out of the statewide infrastructure to bring all libraries (including the presently unconnected libraries) connectivity.

I. Ensure that Texas libraries have the technology base, the content, and the skills needed to provide modern, sustainable, networked library services to all residents.   (Framing Questions 1, 3, 6, 9, 10)
· Changes in library infrastructure, information content, and staffing requirements have been so large and sweeping the time horizon for full integration will stretch at least another 10 years into the future. In order to sustain and equitably build out the statewide library network infrastructure that it has successfully funded to date, TIF should seek to extend its mandate beyond the initial ten-year legislative term. Without continuing support from TIF (or another similar state body) local libraries will not be able to maintain the significant, demonstrable improvements in public access to the Internet and access to a wide array of both state and locally funded electronic library resources. The basic networked services now enjoyed by residents almost universally across the state through public, school, academic, and health science libraries would degrade rapidly, especially in areas or localities where TIF was the catalyst for initial electronic library development.

· TIF should use more incentives and matching requirements to encourage local entities to assume funding responsibility for library technology services. There is evidence that TIF funded resources will not be maintained, kept up, nor replaced in tandem with locally funded resources.

· TIF, or another appropriate state body, must assume a continuing long term commitment to sharing with local entities the ongoing funding of equipment, connectivity, content, and training if the promise of better library service for all residents is to be realized.

· TIF should continue its efforts to reach as many state residents as possible by bringing connectivity, equipment, and electronic content to every part of the state.  In order to complete this library infrastructure build-out, TIF should focus some future funding on identifying and targeting specific library communities of need within the library environment. Thus TIF grants could be customized to more closely match local needs.

· All institutions that receive TIF funds from more than one grant program should be asked to ensure that personnel associated with the various TIF grants meet, talk, and actively collaborate in order to gain maximum benefit from the funding going to the local agency and to reduce redundancy, competition, and duplication of effort.

· TIF should give priority to library proposals that commit the grantee to implementing proven “best practices.”  TIF can assist grantees to replicate and adapt proven technology innovation strategies by making available on its web site a database of proven Texas-based best practices. The final report of this needs assessment will describe illustrative best practices identified within the state as well as external programs that show promise for TIF grantees. This database, to be useful, should be weeded and updated at least annually because programmatic successes age rapidly. Criteria for best practices should be adopted by the Library Working Group based on recommendations contained in the final report of the assessment project.

· TIF should reserve some funding for very specific, broadly applicable programs that will serve all or most TIF library grantees. Two specific areas identified in the assessment include (a) training and (b) assistance with security issues related to equipment and databases; a grant project with specified objectives that address these areas could dramatically improve the situation; therefore many libraries could benefit.

· Given the nature of TIF’s limited staffing, the most feasible way to serve the continuing needs of many grantees for advice, consultation, support, grant development assistance, maintenance, training, is through contracts or direct grants to larger TIF grantees to supply these services.

· TIF should collaborate more actively with other state entities that could have a leveraging effect on the grants the TIF provides. For example, TIF should recommend that school libraries and school library media specialists take an active partnership role in local school technology planning and implementation.  Likewise, a similar recommendation should apply to public and academic libraries in their respective technology planning environments.

· To be developed: Possible recommendation for further integration of TIF funding with other funding sources include E-rate, Gates, Tocker and LSTA.

II.  Ensure that Texas libraries can acquire, store, manage, and provide wide access to a broad array of high quality, credible, carefully selected and well organized electronic information resources, whether locally produced or sourced from external vendors.     (Framing Questions 1,2,4,9, 10)

· As a first priority, the funding for maintaining the foundation of TexShare and TLC databases must be secured for the future. The importance of these resources to Texas libraries is primary; in order to adequately serve library users, TIF must continue to fund these resources.

· TIF should identify the remaining problems associated providing remote access to TexShare and TLC databases and resolve them through collaboration with the managers of the programs, the Texas State Library and the Texas Education Agency.   Failure to resolve these problems will severely hamper their use outside the walls of libraries; eventually external use of these databases will dwarf in-house use, but only if remote access is reliable, easy, and well supported. It may be desirable to fund a short-term 24/7 toll-free remote access hotline to track down, isolate, and resolve remote access problems.

· TIF should coordinate the resolution of remote access problems with database training for library staff members who serve these library users so that users who do not physically come to libraries can receive the same standard of assistance and support that on site users receive. While training and support of library users in the library is fairly well understood, the process of assisting, training and supporting remote library customers needs careful attention if far flung library users are to receive high quality service.

III.  Define appropriate library technology platforms for all types of TIF libraries.    (Framing Questions 2, 4, 6, 12)
· TIF should help the various types of libraries define appropriate basic technology platforms. At a minimum, Texas libraries should offer library users the following:

· Commercially vended electronic library resources that are carefully chosen and available anytime and anywhere through the library.  Currently, the TexShare and TLC databases are seen as the minimum platform.

· An up-to-date integrated library system, either local and or shared, with cataloged library resources maintained in standard formats.

· A web portal that is an easy to use, one-stop electronic pathfinders that integrate externally acquired resources seamlessly with those of the local library collection, in all formats.*

* Note:  TIF should offer incentives for libraries to collaborate and share locally developed strategies that effectively organize and present electronic information resources to the end user. While no single “portal” can serve all libraries, the new standard of library access is a friendly, accessible, electronic front page that organizes and links to resources, whether TIF funded, sourced elsewhere, and/or locally created and maintained, giving the user the ability to find and request information easily and quickly from any workstation connected to the Internet. TIF should evaluate the outcomes of the ZLOT Library of Texas concept to determine how best to use the results of that project for the benefit of all libraries

· Library facilities that are equipped on-site with sufficiently up-to-date workstations and related infrastructure to be able to deliver full-text electronic information, including images and sound, locally or to remote sites.

· Speedy electronic delivery of library information resources at the library, to the home, office, school or other location of the user’s choice.

· TIF should establish a library grantee equipment replacement strategy.  While it is not feasible for the state to be responsible for all local equipment needs, TIF must play a key role in ensuring continued equitable access to electronic networked information.  For example every TIF grantee institution could apply for a non-competitive grant in the third year after they received a TIF grant to cover up to one-third of the replacement/enhancement cost of up to one-third of the TIF funded infrastructure.

· Given the rapidly expanding bandwidth requirements, particularly for academic and community college libraries, the TIF Library Working Group should convene a “Library Bandwidth Forecasting Summit” for the purpose of identifying and forecasting library bandwidth needs through 2008.  This will give the Library Working Group better information to give the TIF Board regarding bandwidth needs of the library community as part of the overall TIF planning for connectivity.  This could take the form of regional planning sessions and/or a teleconference to provide TIF libraries an input method and a worksheet to help them forecast bandwidth needs.

· TIF should create a special three-year grant program for the express purpose of connecting those library entities as yet unconnected. For example, this includes school libraries without computer equipment, an Internet connection, and/or TLC membership; unserved public libraries and branches; and a very limited number of unserved academic libraries. TIF should complete the unfinished statewide library infrastructure. 

· The three-year grant program could be managed in close collaboration with existing TIF grantees that may be in a position to assist those libraries that are not yet connected. This could be accomplished either by inviting unconnected libraries into collaboration or by managing their connectivity and service needs more directly.  For example, a community college might work with an unserved school library and/or public library in their regions, using a TIF “Final Push Challenge Grant. ”  As an incentive to perform this vital service, the assisting institution might receive priority for other TIF program grants and/or additional equipment, connectivity, or training.

· TIF should develop or acquire the capability to directly advise and assist TIF libraries with a wide array of technology related security issues to ensure the safety and viability of TIF’s investments in infrastructure. The ability of many TIF library grantees to adequately manage security issues shows signs of being outstripped by the pace of technological change.

· The Library Working Group, building on the data from the Needs Assessment Surveys, should communicate to TIF Board the emerging broadband needs in the library community through 2008. The penetration of this technology into libraries is uneven; grantees ability to deliver images and audio/video resources will not advance unless TIF assists libraries to adequately plan now about how build out this capability. Obviously library connectivity enhancements will depend in part on the speed of adoption of this technology in other TIF eligible entities and on the availability of local funding.

· In order to encourage cooperation among libraries, future grant guidelines should signal that TIF will favor collaborative proposals for purchase and management of shared integrated library systems. This will extend and enhance the continuing emphasis of TIF on cooperation among grantees.
IV. Support training of library staff and library users for maximum effective use of electronic information resources and equipment. (Framing Questions  3, 6, 7, 8, 9, 10, 11, 12, 13, 14, 15)
· TIF should rethink programs that provide training and support to TIF grantees. Preliminary study findings point to the need for major changes and improvements in TIF training programs for basic, advanced, and ongoing training focusing on a very broad array of training needs. Effective TIF training in the future should have these characteristics:

It should be targeted, practical and focused on actual library needs.

Important courses include, but are not limited to:

· Security issues

· Intellectual property issues for staff and for the public/students.

· Training on how to help the library user quickly learn to use library equipment, resources, and databases.

· Basic PC training and Basic Internet resources (not all libraries need this, but many do, especially those just now introducing electronic resources in their communities.)

· Training on how to use the databases and other electronic resources and how to integrate them into local efforts (examples. Colleges and schools: how to integrate database resources into curriculum and use databases to prepare for TAKS tests; public libraries: teaching users how to use TexShare databases or use library software to create a resume.)

· Training on information literacy concepts, especially evaluating the credibility and usefulness of electronic information from the Internet and other sources.

· Training on how to maintain and update library web sites and make them more user friendly.

· Train-the-trainers (both adult training concepts and content specific help)

· Training focusing on special user groups, especially seniors and ESL library users.

· It should be delivered in tiers and modules to cohorts that allow trainees to identify what training content and level is most appropriate for each person, and ideally to connect with other trainees at their level of skill, creating thereby TIF Library Learning Communities.

· TIF training should recognize at least these four tiers of training at least:

· Basic training in a specific concept, product, area

· Intermediate/advanced training after initial class or course

· “Refresher” or update training to help staff keep skills up-to-date

· TIF grant administration and policy (Filtering, copyright, technology planning and forecasting, etc.).

      Create and implement a variety of training formats.

· TIF should shift training largely to web-enabled classes that use local library labs and/or standalone computers to deliver content and practice;

· Audio conference calls plus a web presentation or web practice session can reach a wider audience of trainees, especially those for whom travel is barrier.

· At least some TIF web-based training modules should be available 24/7 where feasible.

        TIF should recognize various training cohorts to better structure training t targeted to      library needs. Initial cohorts include:

· School library media personnel (librarians and support staff)

· Academic, including community college and medical librarians and staff (administrators/managers; public service librarians; technical support librarians/staff; support and clerical staff who serve the public or interact with TIF funded databases.)

· Public librarians and staff (administrators/managers; public service librarians and support staff; branch personnel; technical support librarians and staff)

· Library stakeholders including trustees, Friends, donors, and city and county administrators who need to learn about TIF benefits to libraries

· Information technologists and instructional technologists with whom librarians should closely coordinate.

Many TIF libraries cannot do group staff or user training during library hours except one-on-one with a trainee because no local training classroom or training lab exists. TIF could address this training barrier in the following ways:

· Encourage and support the development of tutorials and web based training units that can be used by an individual library user with the advice and assistance of a staff member who understands the tutorial subject and has mastered the tutorial.

· Offer a grant cycle targeted toward libraries that need to do group or classroom training, but who lack the space, workstations, and other equipment needed to do so. Grants could be offered to equip these libraries with laptop labs on a cart that could be stored and used as needed. Successful models of this strategy are in operation in Texas now.

V.  Inform Texas residents about electronic databases in libraries and promote the widest possible use of these resources.  
· TIF Should identify a method to educate and inform Texas residents about the resources available to them through TexShare and TLC as soon as possible in order to make the valuable resources well known throughout the state.  TIF could piggyback market these resources to take advantage of the national ALA @ your library advertising campaign to promote and encourage use of TexShare and TLC.

VI.  Strengthen the TIF grant evaluation process and base future evaluations on user outcomes and performance measures.

· Continue the quality assurance evaluation of grantees and add additional questions for each grant cycle that assess outcomes beyond the deadline and compliance monitoring.

· Consistently map evaluation outcome questions across grant cycles for ease of comparison and data aggregation.

· The evaluation process itself should provide feedback to the Library Working Group to show that TIF’s investment in library technology is working to improve statewide access to electronic resources and is helping the state meet access, educational, and instructional goals.

· Strengthen the TIF technology training by basing future evaluations on library technology competencies and/or instructional objectives. For example, pre and post trainee testing could be implemented.

APPENDIX

TIF FOCUS GROUP SCHEDULE

(TO DATE)

May 27, 2002








Date

Invited
     Participated
#1
ESC Library Directors



5/13/02
   10

 2

#2
“Mixed” School Library Directors

5/13/02
   27

 6

#3
Large School Districts Library Directors
5/22/02
   26

 4

#4
Community Colleges Library Staff

5/22/02
   25

  7

#5
Academic/Academic Medical Library Staff
5/23/02
   29

  7

#6
Large/Suburban Public Library Staff

5/24/02
    53

11

#7
Small School Libraries Staff 


5/28/02
   38

  5



#8
Small/Rural Public Libraries


To be scheduled 6/04/02

MEETING NOTES

TIF Forum at TLA

April 25, 2002

TIF Needs Assessment Team

Facilitated by Lou Wetherbee

Question 1.  How has TIF served your library?

· Community College:  Equipment

· Public Library:  CNI grant:  comm. networking grants + 2 others; leveraged w/city; the city has been able to leverage the T-1 line & they (city) have networked all the city offices.

· Public Library:  2 TIF grants 100,000 – TIF Tech training helpful to start – 

level playing field; T1 line

· Medical Library:  Use for content.

· Public Library:  Leveraged capabilities with the Gates grant; went from 2 PC’s plus dial-up to 12 fast Internet connections.

· Large Public Library:  2 grants –  they have expanded public access capability at all branches and have been able to leverage county funds and buy databases and content (900,000 was used for databases).

· Urban ISD:  Received workstations, server, they have been allowed to replace 3.1 

· computers - machines in the school library.  Libraries are not “technology.”

· ESC:  They have 40 schools with small campuses - 5 computers – if they had not been able to access the TIF, the rural child would be in jeopardy.  Computers & automation & TLC.

· Public Library:  Two years ago they started up and they added 22 computers and a T1 line – they have office programs, the TexShare databases – use of the library by school children, public library.  They are conduit to bring money back into the community.  They are building a classroom with TIF funding to show users how to use. 

· Community College:  Community network grant.  Non-profit websites and Internet training

· Large Academic:  Build classrooms to teach Internet.

· Large Public:  They have bought day trips, they have 6 classes per month – now they use Laptops – wireless LAN.

· Public:  They have ½ million hits per year access from without the library.

· Urban ISD:  Teachers received laptops at ISD.

· Rural ISD:  Don’t know where hardware is going in schools but TLC database funds are wonderful – they can buy books with savings – training is wonderful. Databases and training.

Question 2.   What are the most pressing needs 2-3 years, to fully implement public access?

· Urban ISD:  Web access catalog w/ Z39.50

· Urban ISD:  They have a problem getting all the resources to the students – they need a single interface to multiple resources– “screen for every face”; wireless.

· Urban ISD:  Large school districts use all their money for infrastructure but they need things for libraries – automation systems.

· Urban ISD:  They get a lot of hardware & software – but they are now updating hardware and the schools are not going to provide upgrades, replacements; wireless is going to be a key issue.

· Large Public Library: Bandwidth growth is extreme – if you do not have the bandwidth and connections – things are degrading.  Need more bandwidth; telecom fees.
· Rural ISD:  IA school – not automated:  wants to be automated  – need automation!! Still

· Public Library:  They have 1 ISP in town – very limited and crisis at the basic curriculum level.  Urban ?? Expectations drive needs.  Needs to supplement poor schools; adults are not computer literate, no resources for adults.

· Public Library:  Not automated, slow, awkward & wants a grant from TIF.  Needs automation.

· County Library:  TIF grants have sustainability as an issue – but they have no way to do the sustainability upgrading hardware and connectivity; they are creating higher expectations among our public.

· Public Library:  Totally agree with previous comment; Critical – Can the TexShare databases be in the State Library budget – please let the public use the databases from home.

· Public Library:  They are automated, but TIF grants unavailable because of lack of electrical wiring; they cannot afford to have grounded electrical plugs.  They have not been able to go to the training classes because they could not add a training room.

· Rural ISD:  Experiencing great growth, automated but the server is degrading with growth.  Hardware cannot handle modern software.

· Charter School:  Wants a grant but does not have a library. 

· Urban Community College:  Wires and boxes are critical and are important tool; they have an ongoing need.  Repair and replacement is ongoing need.

Question 3.  Type of grant that would best serve your library in the next 2-3 years:

· School:  Longer hours for service; have no partner requirement; the partnership creates turmoil.  After hours access.

· Public Library:  Has a large building funded by a private donor; hardware needed.

· Medical:  Keep the grants non-competitive.

· Public Library:  Grants take staff time, do multi year grants – more years to spread out the work.

· Urban ISD:  They need specific grants from TLC & TIF, they need more, broader databases.

· Urban ISD:  78 campuses – the school districts need grants too – keep grants to schools for network connectivity.  Continue connectivity and TLC.

· State Agency:  14% of students does not have services of library – infrastructure is #1 or you can’t get to content.  17.1% of the school population economically disadvantaged, not receiving library services; 13% of these receive no library services; school libraries should serve school.

· Another comment: Schools infrastructure; databases.

· Public Library:  They were not eligible, guidelines should be less restrictive.  Open up grants so all can apply.

· Urban Community College:  Change match from cash to in-kind.  Make it a requirement to automate library.

· Academic grants greatly benefited academic libraries and the campuses.

· Academic Library:  Infrastructure grants are good.

Question 4.  What kinds of training needs are there for libraries and staff?

· Public Library:   Grant REQUIRES training.

· Public Library: Have cooperative, organized, frequent training; cooperative between Educational Service Center (ESCs) and Systems for training delivery.

· Public Library: Training leads to sustainability, and there is a link between the two.  External or internal training should be provided.

· Public Library:  Staff trainer

· School, TIF money should include money for hiring people.

· Schools:  Having release time & funds for a substitute – each principal decides who gets for training and support – put strings what training be.

· Public Library:  Use Tocker model for funding – they had to go through training – small.

· ISD:  TIF will pay for substitutes; every recipient feels that they need more training; wants more variety in training, more release time for training.

· County Library:  Training online for particular systems and would be helpful – patrons as well as staff; training needs are great; a lot need one on one training.

· Urban ISD:  Need training at point of need, District is undergoing

teacher training program for proficiency needs:  Gates have great tutorials.

· Rural ISD:  Training is required for TLC.

· Public Library:  Varieties of training available; online training.

· ISD:  Repeated training may be necessary; points of need training, convenience, online, establish standards.

Question 5.   What needs are ?? Patron training?

· Urban ISD:  Wants integrated searching capability; “Googleize”

· Rural Public Library:  Space and time issues; they have to do after hours; can’t do.

· County Library:  Get a training classroom?  But they lack (?) people who are qualified to teach; so go to the online tutorial.

· Community College:  Student retention; they can’t track how students are doing literately; retention.

· Urban Public Library:  Biggest problem is getting trainers, libraries too busy; Bush “No Child Left Behind” has federal $$ to open schools after hours.

· Public Library:  Shuts down library in order to train.

· Public Library:  After hours.

· Public Library:  Need trainers and can’t find them so prefers online modules.

· Community College:  Link training outcomes to library training.

· State Agency:  What resources are available, and where?

· Public Library:  Personnel costs for trainers.


