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General Description
Alamosa is a small, rural community in Southern Colorado.  Projections from the 1990 census estimate the current population of the county to be at 15, 703 and the city itself at 8,775.  Although, 2,500 of this is the student population at Adams State College in Alamosa.  Not as affluent as metropolitan areas, the per capita income of Alamosa is $16,364 compared to Denver's $32,167.  Census data reveals the major work force to be in the areas of educational services, followed by retail trade; agriculture, forestry & fisheries; health services; construction; and public administration, which is where the library services fall.  Alamosa residents have three main venues of access to the Internet:  the two service providers Amigo.net and Fone.net and the local bulletin board system El Telar.
Patrons
Southern Peaks Public Library serves over 8,000 patrons of nine different types:  Alamosa County adults (4,948), Alamosa County minors (2,175), reciprocal patrons from neighboring county libraries (916), organizational patrons (27), temporary card holders (82), staff members (11), other libraries as interlibrary loan patrons (50), Colorado library card holders (35), and Spanish speaking (19) (Note:  this is not a true reflection of the Spanish speaking patrons since this is a new patron type).  Of the card holders, 5,292 have not renewed their cards within a year.  Analysis of a recent marketing survey and circulation statistics reveals that patrons are most interested in recreational reading at all age levels, audio materials, and domestic hobbies such as cooking, gardening, and crafts.  An analysis of reference questions reveals 5% to be related to genealogy and local history inquiries, and the count from the genealogy room reflects an average 39 recorded patron visits per month.  A review of annual data shows patrons requests for interlibrary loan materials to be around 800 for the past year, reflecting about a 150% growth each year for the three previous years.  The general circulation growth is about 6,000 additional checkouts every year.
Staff
Southern Peaks Public Library's staff consists of four full-time employees and five part-time employees.  The Library Director is the manager of the library and supervises all the other employees, some more directly than others.  Her major tasks are related to budget, public relations, scheduling, and being a liaison between staff and the Board of Trustees.  The Children's Director is in charge of all children's programming, including summer reading, regular story hours, and special events.  The Information Assistant tallies and logs daily statistics, manages fine notices, and balances the ledger.  The Supervisor of Technical Services handles adult materials acquisition, cataloging, discards, repair, and other tasks related to collection development.  She will also be the web page designer and webmistress for the library.  The part-time employees consists of two pages who shelve and help with circulation and reference duties, the Genealogy Clerk, the Interlibrary Loan Clerk, and the Technical Assistant who works under the Supervisor of Technical Services.  The staff provides 57 hours of service to the public weekly, with an additional 13-16 hours closed hours service every week.

Needs Assessment Plan
Background
Libraries have always had the goal of meeting the needs of their patrons.  Now that the electronic information age is here, the interaction between library and user becomes less personalized, but at the same time more vital.  Discovering user needs and meeting them becomes a less well-defined task, complicated by raised expectations and lowered resources.  Communicating with patrons via the Internet and the on-line library web site is a relatively new field, particularly in the realm of rural public libraries.  Most of the reported studies available so far fall in two areas: the design of the on-line web page, and discovering and meeting the user’s needs in an academic library.  Small public libraries must guess unless they conduct a needs assessment of their own users.
Study Focus
Alamosa’s Southern Peaks Public Library (SPPL) in southwestern Colorado serves a widespread rural community with a typical array of library needs. The library’s umbrella group, Southwest Regional Library Service System (SWRLSS), recently decided that each of its member libraries will maintain a local page on its regional web site. Each library can choose to design its own page or can have a generic one provided for it. SPPL’s small staff is committed to developing a web site that meets the needs of their community but is still maintainable, given the staff’s limited time and resources. The library would also like to find new ways to partner with the public schools in the area, not only to encourage reading but also to increase student involvement with the library and their community. The web site designer needs to know what these parameters imply for the design and maintenance plan.  
The goal of this study is to produce the information necessary to design a web site for SPPL that is time- and cost-effective for the staff to implement and maintain while meeting the patrons’ needs for online information services and involving the community more with the library. Development of this web site should be an evolutionary process, with remedial evaluation performed during the first six months and periodic checkups thereafter to ensure that it continues to meet the needs of both staff and patrons.
System Description
The Supervisor of Technical Services will be responsible for the initial design of the web space and all maintenance thereafter.  She will not, however, be solely responsible for the content.  The other staff members will provide content for the web site that is both pertinent to their departments and similar to their usual produced materials, such as flyers, calendars, press releases, etc.  The Board of Trustees will do final approval for the content on the web site for the initial version.  The Library Director will approve content for every month thereafter.
The budget and technical equipment for this project has already been determined and requested and/or acquired.  The Supervisor of Technical Services will be responsible for all technical issues related to this project and has acquired most of the skills needed to accomplish the design.  What she still lacks, she has made arrangements to learn.
Because the library staff will have to maintain and update this web site once it is produced, this study includes an assessment of their needs. The junction of what the staff is able to maintain with what the community needs and wants will provide the blueprint for the development of this web site.

Assessment of Staff Needs
Survey of Staff
This is an intervention aimed at the Level 2 (service providers) needs and involves conducting a survey to determine the current level of staff technology skill, attitude, and aptitude and to allow staff input in determining the components or features of the web site.  Two weeks before the facilitated discussion group, each staff member will be given the questions as shown in Appendix 2.  They will be asked to answer these in as much detail as possible and return them to the Needs Assessment facilitator in one week to allow the sufficient time in the second week to analyze the data.  Because the size of the staff is relatively small, this survey could, alternately, be done on an interview basis, based on the preference of each individual.
The NA facilitator will use the narrative qualitative data gathered from the surveys along with staff job descriptions to come up with initial recommendations and criteria for use in part two of the assessment.
Assessment -- Forced Field Analysis Process
	This portion of the assessment takes place in the form of a facilitated staff group discussion, during a regular staff meeting time of approximately one and one half-hours.  
·	(5 min.)  The NA facilitator would present the overall goal (desired state of affairs) as an outgrowth of the problem statement and give recommendations as an outgrowth of the user and staff surveys.
·	(20 min.)  Set goals for implementation of the program.  These would be done by the group and come from Step 1.  Writing these on an overhead as the session progresses would keep them available for review as necessary.
·	(15 min.)  Perform a success analysis, stressing the need for alternative ways to reach the objective or back-up systems to accomplish the goal.
·	(10 min.)  Identify two-three main UEs (undesirable events)
·	(20 min.)  Brainstorm with group to gather data of operational and organizational factors and concerns that have a bearing on the UEs. These should be written on newsprint and posted for the entire group to view during the next step.
·	(20 min.)  Construct a Fault Tree by beginning with the undesirable event and working backward, identifying those factors or events that would cause it.  These can be generated from the success analysis or by systematically looking at possible input, processing, and output failures.
Using both a survey of the staff and a group discussion will involve them in the design process and encourage ownership of the program.   Applying Forced Field Analysis will attempt to identify those forces and staff related issues that would oppose the success of the goal.  Overall, achievement of this goal will ultimately benefit and identify ways of ensuring the satisfaction of patron needs (Level 1).

Patron Needs Assessment
Community Survey

This portion of the assessment targets Level 1, the Service Receivers, defined here as the library patrons and school students. Because long-term staff support is key to the success of this web page, we suggest using the previously discussed, facilitated staff activity as an ad hoc focus group. As such, its purpose will be to generate the initial list of services that could be offered on the web site. Since staff members who are directly involved with each service will be producing this list after considering the follow-up work and time necessary to maintain the services, not only will it indicate which items can probably be maintained, but it should help ensure long-term staff support for the project. This initial list of possible services will then be used to generate a survey instrument to be administered to the library’s patrons.  
Surveys have been used frequently in libraries over the years as a way of including more user input in the library’s planning process. A relatively new version of this method is the on-line survey, designed to reach more people with less expense and in shorter time than by traditional mail. We hope it will also give us a higher return rate, and plan to offer an incentive (entry into a drawing for a free book) to help ensure this. The short, four- or five- question survey form will ask patrons to rank the possible services as to their relative importance. The method of assigning a number to each item should quickly yield a clear overall ranking for the services listed. More general questions about the general type of library use and present in-person library use versus predicted on-line usage will help indicate the likelihood of user demand increasing or shifting significantly with Internet access to services. Brief demographic statistics will indicate whether or not the sample matches the library patron profile. To reach users within the library, the same survey can be administered in person, with the additional question of whether they now have or are planning to acquire access to the Internet. 
All of the survey results can be displayed as percentages. We will be working with one of the three Internet servers in the area, Amigo.net, which will attach the library survey to another questionnaire, about Internet use in the region, that is being published soon.  Amigo.net will record returns of the on-line survey.  Raw data will be coded, entered, and tabulated for analysis in chart form. (See Appendix 1) 
Partnering with Schools
One part of the new web site that has already been determined will be a Children’s Page, which will include at the very minimum such features as a calendar of upcoming activities and information about new acquisitions.  We think that there are many other possibilities, particularly in the area of increased involvement of middle and high school students and teachers.  To identify some of the ways for these older students to participate in the web page, library staff members will conduct interviews with several of the teachers and library media specialists in area schools.  Teachers will be encouraged to brainstorm ideas with their students.  Everyone’s involvement is key to the success of these programs, whatever they eventually are.  As an example, it has previously been suggested that middle school students might be recruited to write reviews of books for younger patrons, to be featured on this page.  Not only would this reinforce the student’s language class work, but it would provide an opportunity to build involvement and support among this segment of our audience.  Staff will also be looking for possible ways to build a bridge to the high school student population.  The most likely target would be a tie-in with the new DEAR (Drop Everything and Read) program.  We expect these interviews and brainstorm sessions to result in several new ideas and suggestions for projects, which can then be discussed, developed, and tested over time.  Summaries of the interviews will be distributed to the library staff members most directly involved, who will discuss the results and conduct follow-up interviews as needed. 

Remedial Evaluation
This initial web site should be considered as a prototype.  The ultimate evaluation of such a program can only be carried out with the system actually in operation.  After a six-month trial period, we recommend that the web site be reevaluated from the viewpoints of all parties.  During the trial period, staff members involved in services provided on the site should keep detailed, accurate logs of their activities and the amount of time spent.  Assessments of usage patterns and time will be good indications of the site’s effectiveness, and adjustments can be made as required.  As mentioned before, several different programs can be given trial runs on the children’s page, using school partners.  Effectiveness of this program can be assessed through feedback from the teachers, librarians, and student participants, obtained in interviews.  Parents and young patrons should be interviewed or surveyed to determine the usage and relative popularity of the various features.
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Internet sites consulted as examples of library features:

Mesa county --http://www.colosys.net/mcpld

 Idaho Springs -- http://pw2.netcom.com/~ispl/welcome.html

Louisville -- http://bcn.boulder.co.us/library/louisville/center.html


Appendix 1. On-line and printed (in-house) survey instrument.

1. Southern Peaks Public Library is planning a web site. How do you feel the content of the web site would affect your library habits?
(Please mark one)
___ I would be more likely to visit the library based on what was at a Web site.
___ I would be less likely to visit the library based on what was at a Web site.
___ A Web site would make no difference in my current use of the library.

2. The Web site would most likely link to other resources on the
Internet. What sort of content would you like to see in these links?
(Please mark one)
___ I would like good reference sources of information.
___ I would enjoy recreational sites.
___ I do not prefer one type of site more than another.
___ I would not be likely to use the links offered at the library Web site.

3. The library page might include the following features. Please rank
them in order of importance to you as follows: 
Label the feature of most importance with a  1. 
Label the feature of second importance with a  2, and so on,
giving the feature of least importance a  6. 
Please use each number only once.
___ Online interlibrary loan requests
___ Material renewal requests form
___ Genealogy question submission form
___ Material reserve request form
___ Library news and calendar of events
___ Other (please specify) __________________________

4. For our information, please indicate your home zip code and age bracket.
zip code [________]
under 10 ___ 11-18 ___ 19-25 ___ 26-39 ___ 40-59 ___ 60-75 ___ over 76 ___

4a. (in-house only) I have access to the Internet. yes____   no____
(if no) I plan to acquire access to the Internet soon. yes____   no____  


	If you wish to enter the prize drawing for a free book from Southern Peaks Public Library, please complete the following information.  This information will be kept confidential and will not be correlated with your survey responses.
Name [___________________________]	Phone number [________________________]
Address [___________________________]	City, State, Zip [________________________]

Thank you for your time!

Appendix 2.   Staff Survey -- Technology and Web Page Services.
1.	What is your current level of computer, Internet, technology skills?
2.	Would you pursue technology training if given the opportunity; and if so, what kind(s) of training would interest you?
3.	What kinds of patron services do you think should/could be offered on our library's web site?
4.	How do you think the addition of a library web site will affect your job?
5.	Please give any other comments related to Internet, technology, web page, etc. you wish to express.



