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I. Evaluation Summary

Background

In 2017, the Guam Public Library System (GPLS} undertook the evaluation of its Five-Year Library Services
and Technology Act (LSTA) Plan for the 2013-2017 implementation period. The Institute of Museum and
Library Services {IMLS) is the federal agency responsible for implementing the LSTA, which distributes
federal funds to each of the United States and territories. The IMLS’ authorizing legislation requires LSTA
fund recipients to conduct an independent evaluation of each five-year plan period for programs funded.

The GPLS is the State Library Administrative Agency (SLAA} that manages Guam'’s LSTA Program. GPLS
also serves as the sole public library system of Guam. GPLS has one main library and five library branches,
and serves a population of a little over 160,000. Federal LSTA funds are used to pay for staff salaries,
staff continuing education, library materials, and software and technology. The position of Territorial
Librarian / Library Director has been vacant since 2006; the library reports directly to the President of
the Department of Chamorro Affairs.

GPLS engaged Joyce Chapman, an independent consultant, to conduct the 2013-2017 five-year plan
evaluation. This evaluation was conducted in accordance with guidelines distributed by the IMLS to
GPLS. The guidelines provide a reporting framework for each SLAA to follow, which includes questions
related to retrospective assessments, process assessments, and methodology.

Retrospective questions
Retrospective question A-1 asks the extent to which five-year plan activities made progress towards goals.

Goa! #1: Improve library services to patrons by providing GPLS employees adequate training in the field of
library operations, procedures, and digital technology.

GPLS’ ability to provide staff with adequate training opportunities was obstructed by a lack of funding,
the high cost of in-person training based on the island’s remote geographic location, and time zone
differences that preclude staff from participating in virtually all webinars taught in continental US time
zones. This is not a new challenge for GPLS but it is one that continues to frustrate continuing education
goals. GPLS was able to send one staff member each year (2013-2016) to training at the Hawaii Library
for the Blind and Physically Handicapped {LBPH). Participants shared the knowledge gained with other
staff upon their return. Only a handful of additional off-island continuing education opportunities could
be funded. While GPLS explored options for bringing trainers to Guam, funds were not sufficient, The
library was unable to gather the data necessary to accurately assess outcome targets, such as whether
or not staff gained knowledge and skills from continuing education and applied them to public services.

Goal #2: Improve children's literacy programs and services to children under the age of five (5) years.

GPLS successfully retained the Program Coordinator |, who implements literacy programs for young
children, collaborates with CBOs to implement community-based literacy programs, and who
implemented several new literacy programs in the past few years. The new programs served many low-
income children as intended. The library well exceeded its outcome target of receiving a 35% satisfaction
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rating from patrons on the 2013 patron survey, though satisfaction on the survey was not directly linked
to the goal of improving children’s literacy programs and services.

The library experienced some difficulty collaborating with CBOs on marketing efforts. While GPLS
pursued these partnerships, no CBOs were able to provide ongoing free services. A second area that
proved problematic included output targets attempting to measure rates of increase of dissemination
of information about library services and materials. No data was collected that would allow for the
evaluation of these output targets. Outcome targets were also problematic, as two of the outcome
targets in this goal were not measurable. These targets relate to efforts to increase use by families of
diverse background and need - data that libraries do not track — and increase use by children under five.
Children under five are not cardholders at GPLS and patron records do not include information about
family members’ ages. Surrogate date used to represent “usage” in this case included attendance at
Toddler Time and circulation of board books.

Goal #3: The Guam Public Library System will ensure equitable access to information resources and library
services for individuals with disabilities.

GPLS made excellent progress towards goal three over the past five years. The library successfully
collaborated with CBOs to serve populations with disabilities, and all staff were trained - either via in-
persan training in Hawaii or via second-hand training on Guam by first-hand trainees — on the resources
and services GPLS offers special needs populations, and how to best serve these populations. The
materials and equipment available to special needs populations grew over the course of the five years,
as did the number of registered special needs borrowers. Special needs populations have all essential
equipment necessary to access library services. The only area of goal three that proved challenging was
a resource alignment meant to be conducted by 2014, GPLS did not have the funds necessary to perform
a resource alignment.

Goal #4: Enable the Guam Public Library System and Bookmobile to acquire updated technology to ensure
that GPLS provides programs and services that promote lifelong learning and support the development of
21% century skills.

While the bookmobile broke down early in the five-year cycle, mobile services were successfully
continued via the library’s truck and van. GPLS was also successful in upgrading its technology, though
not all upgrades were completed with LSTA funds. The Horizon Database System was upgraded twice
and staff were trained on the upgrades, the library collaborated with government agencies, and GPLS
reviewed its Internet Use Policy. The library was not able to develop or offer basic computer skills classes
due to staff shortages. For this reason, output and outcome targets related to computer skills programs
were also not able to be completed. The data necessary to evaluate some output and outcome targets
was not tracked, making these difficult to evaluate.

Additional retrospective questions

Question A-2 asks the extent to which funds were spent on the Measuring Success focal areas.! Funds
were spent in direct relation to the majarity of the focal areas, but were not spent in direct relation to
the areas of human services, civic engagement, and economic and employment development. Goals 2

1 See a list of the Measuring Success Focal Areas in Appendix A

2|Page



and 4 achieved results related to Lifelong Learning, including increasing general knowledge and skills.
Goal 2 focused on information literacy programs and services for children, while goal 4 focused on
technology updates that promoted and supported lifelong learning and skill building. Goals did not relate
to formal education of patrons. Geal 3 and 4 achieved results related to Information Access. Goal 3
focused on providing access for patrons with disabilities, and goal 4 focused on keeping technology up-
to-date to ensure patrons can efficiently discover materials and that staff are trained to assist them, as
well as to allow patrons to discover information from anywhere, and receive information about
programs and services on the library’s website. Significant LSTA funds went towards improving
Institutional Capacity. The salary of the Program Coordinator | is paid from LSTA funds (part of goal 2),
as is the majority of funding for staff continuing education. For goal 4, a significant portion of the library’s
technological infrastructure comes from LSTA monies.

Question A-3 asks SLAAs to identify areas that were of substantial focus during the five-year plan. For
GPLS, ethnic/minority populations, people living under the poverty level, children under five, school-
aged children, and services to individuals with disabilities were all focal areas supported by 10% or more
of LSTA funding. Ninety-three percent of the population served by GPLS is considered ethnic or minority
populations, and 23% percentage of the legal service population area live below the poverty line. The
majority of the general services and programs serve these groups. The library concentrates much of its
programming efforts on children under five and school-aged children, and spent much of its continuing
education budget training staff to work with individuals with disabilities.

Process questions

B-1 asks how libraries have used data from State Program Reports (SPRs) to guide activities included in
the five-year plan. To date, GPLS has not used either the old or the new SPR to guide activities inciuded
in the five-year plan.

B-2 asks whether changes were made to the five-year plan. While no changes were made over the course
of the period, there were two small errors discovered in the plan during the evaluation process. Due to
a typographical error, the words “information about” were left out of the three related output targets
under goal 2. These targets were meant to refer to dissemination of information, not of actual materials.
Additionally, a duplicate outcome from goal 2 was accidentally inserted under goal 3. For the purposes
of this evaluation, the duplicate outcome target was not evaluated again under goal 3.

B-3 asks how libraries have shared data from SPRs. At this point in time GPLS has not shared data from
the old or new SPR, or shared data from other evaluation resources.

Methodology

C-1 addresses the selection of an independent evaluator. GPLS selected the evaluator from a listing that
was provided to them; selection was additionally based on input from colleagues who recommended
the chosen consultant.

C-2 explores evaluation methods. The evaluation process relied on interviews with staff, existing
administrative documents, and existing data that had been collected over the course of the five-year
period. Existing data included results from the 2013 patron survey, financial records, circulation
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statistics, computer and wifi usage statistics, program delivery and participation statistics, bookmobile
stop data, reports authored by staff who participated in continuing education activities, and collections
data. Other administrative records reviewed included records on collaborative programs with CBOs, the
Internet Use Policy, travel records, the organizational chart, the current five-year plan, and the standard
operating procedure for LBPH.

In order to undertake the document review process, the evaluator identified relevant administrative
records and requested them from the GPLS. During preliminary interviews with staff, the evaluator
identified further documents that would be required, and these were delivered by staff in a timely
manner. The evaluator reviewed documents and analyzed data to determine the extent to which
program targets, target outputs, and target outcomes had been met. Analysis of documents and data
was augmented by interviews with staff via Skype.

C-3 describes stakeholder engagement. The evaluator worked directly with six stakeholders from the
GPLS. Stakeholders worked as a group to meet numerous times with the evaluator via Skype over a
three-month period and to gather and deliver data and documents required for the evaluation. The staff
members involved other staff at the library in processing, producing, and delivering data and documents
to the evaluator. However, the evaluator did not have direct contact with staff other than these six. Due
to the nature of the goals and programs in GPLS’ five-year plan, there was no need to involve
stakeholders beyond library staff in the evaluation process.

C-4 explains how the evaluation report will be shared. Upon final approval by the IMLS, the report will
be shared with GPLS’ library board and department head, Mr. Johnny G. Sablan, President of the
Department of Chamorro Affairs. The report will also be distributed by staff as directed by the library
board; i.e., if the board would like the report to be published to the library website, they will do so.
Moreover, the report will be used by GPLS as a tool to assist in the drafting of the next five-year plan.

Lessons learned & recommendations

Developing the programs: In the 2013-2017 five-year plan, some programs did not directly relate to
their parent goal. In the 2018-2022 plan, only programs that directly relate to the higher-level goal
should be included. Enough detail should be provided to clarify how a program relates to a parent goal.
A few programs in the 2013-2017 five-year plan were unnecessary because the program already existed
at the time the plan was written. If a program goal has already been met, there is no need to include it
as a future program unless the program is an ongoing need that will require time or money.

Setting output and outcome targets: In the 2013-2017 five-year plan, not all items listed as outputs and
outcomes actually are. An output tells the measurable story of what an organization does or produces
— these are countable targets. Outputs are direct products of program activities, usually measured in
terms of work accomplished. An outcome measures benefit or change - change in attitudes, behavior,
knowledge, skills, or an improved condition or state — for a given population. Outcome data is used as
proof of impact. In the next five-year plan, each output and outcome should fit the definition as such.

At the beginning of the five-year plan, staff may not have fully understood how to collect data for
required outcome-based assessment. Outcomes were not evaluated using pre and post data, and for
many outcomes, no data was collected to use in evaluation other than anecdotal evidence. While it is
time-consuming to evaluate outcomes, this can serve as a reminder that outcomes must be carefully
designed and that data collection cannot wait until the end of a program. Outcomes typically require
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data collection near the beginning of a goal's implementation to set the baseline, as well as data
collection after implementation to measure change.

Some output and outcome targets in the current five-year plan were not realistically measurable,
specifically those requiring the library to acquire data on users race, ethnicity, income level, and age. In
writing the next five-year plan, the library should include only targets for which data can be collected.

Laying the ground for 2018-2022 evaluation: At the beginning of the next five-year period, staff might
consider mapping out ali data collection that must be undertaken to complete evaluation of the new
plan. Set up ways to track the data needed from day one. Much of the data needed in 2022 - in particular
measurement of outcome baseline data - cannot be acquired retrospectively.

Clarifying terminology: When developing goals, programs, outputs, or outcomes, be sure to define
terms that could have broad interpretation. While the meaning of terms used in the five-year plan may
seem clear at the time of its writing to each individual involved, the current evaluation effort found that
participants were unsure how the authors of the plan meant some terms to be defined. Institutional
memory cannot be relied upon to interpret original intent, as the same staff members may not be
present for the duration of implementation or the evaluation.

ll. Body of the report

Background

The GPLS is the state agency that manages Guam'’s LSTA Program and; GPLS also serves as the only public
library system of Guam. Serving a diverse population of a little over 160,000, GPLS has one main library
and five library branches. Federal LSTA funds are used for a variety of purposes, including the support
of one staff member’s salary, continuing education and training for staff members, and for purchasing
library materials, software, and technology. At GPLS the position of Territorial Librarian / Library Director
has been vacant since 2006; the library instead reports directly to the President, Department of
Chamorro Affairs. The library currently has 18 vacant positions out of a passible 41 positions, or 44% of
possible positions.

GPLS contacted the independent evaluator in lune 2016 and contracted with her in October 2016 to
evaluate the GPLS LSTA five-year plan. The intended audience for this evaluation process and report is
GPLS staff and the IMLS. GPLS staff will use the evaluation process to improve library services to the
Guam community and adjust their administrative operations to allow for better data-based decision
making. The IMLS will use the evaluation report as a summative assessment of GPLS's IMLS-funded
activities. As a small Pacific island territory, Guam has a different needs and experiences different
circumstances from SLAAs in the continental United States. This evaluation has taken these
circumstances into account,

Guam

Guam is an unincorporated territory of the United States consisting of a single island in the western
Pacific Ocean. In 2015, the government of Guam estimates the population to be 161,785. According to
the 2010 Census, 50% of Guam is native Hawaiian and Other Pacific Islander (76% of this population, or
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37% of the whole population, is ethnically Chamorro), 32% Asian, and 7% is white. Fifty-six percent of
the population over five years old speaks a language other than English at home; 44% speak English at
home.

Guam is part of the U.S. Census Bureau’s Island Areas alongside the US Virgin Islands, American Samoa,
and the Northern Mariana Islands. While Guam has been included in the US decennial census since
1920,% unlike the 50 continental states, there is no ongoing American Community Survey data collection
to provide information on Guam'’s population between the 2010 and 2020 decennial census. The
majority of information available about the demographics of Guam is therefore the same as that found
in the 2012 LSTA five-year plan evaluation.

While the unemployment rate is estimated to be only 8.9% as of 2013,% 23% of the population was
estimated to live below the poverty line as of the last estimate in 2001 and in 2009, 30% percent of
households earned less than $30,000 a year.’ in 2010, 79% of adults age 18 years and older held a high
school diploma and 21% held a bachelor's degree or higher.® Guam's population includes over 8,000 US
veterans representing 7.9% of the 18+ year old civilian population.” Internet access is available, although
not as widespread as in the continental U.S. Because Guam sits at the intersection of several major
undersea telecommunications cables, the island has prices that are only slightly higher than the
continental United States.®

Retrospective questions
A-1. To what extent did your five-year plan activities make progress towards each goal? Where
progress was not achieved as anticipated, discuss what factors contributed.

Table 1 shows GPLS’ four goals and the LSTA priorities to which they relate. Below, each goal is explored
in-depth and the degree to which programs, outputs, and outcomes were met is analyzed and discussed.

Table 1. Five-year plon goals and related LSTA priorities

Goal LSTA Priorities
Goal #1: Improve library services to patrons by providing GPLS employees | #1, #3A
adequate training in the field of library operations, procedures, and
digital technology.

Goal #2: Improve children’s literacy programs and services to children #
under the age of five years.
Goal #3: The GPLS will ensure equitable access to information resources #4, #5, #6
and library services for individuals with disabilities.

2httgs:[[www.census.gcov[histc)m[www[grograms{geogragh){[island areas.html

3https: /fwww.cia.gov/library/publications/the-warld-factbook/geos/ga.html

“lhid.

*https://www.peaceguam.org/sites/default/files/2010 CensusGuamProfile.pdf

Sibid.
’http:;’fblogs.:ensus.gov{2016f[]5502,-_'thousands—uf-u-s-veterans-call-the-is!and-areas-home{

*http://www.slate.com/blogs/future tense/2012/05/24finternet access and cgst_in american samoa northern
marianas_islands_guam .htm!
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Goal #4: Enable the GPLS and bookmobile to acquire updated technology | #1, #7
to ensure that FPLS provides programs and services that promote lifelong
learning and support the development of 21* century skills,

Goal #1: Improve library services to patrons by providing GPLS employees adequate training in the field of
library operations, procedures, and digital technology.

This goal addresses LSTA priority #1: expand services for learning and access to information and
educational resources in a variety of formats, in all types of libraries, for individuals of all ages in order
to support such individuals' needs for education, lifelong learning, workforce development, and digital
literacy skills. It also addresses LSTA priority #3: provide training and professional development,
including continuing education, to enhance the skills of the current library workforce and leadership,
and advance the delivery of library and information services.

Unknown status/Did

Programs not complete

Somewhat complete Complete

Relevant training opportunities for all GPLS staff
will be researched and selected. Contracting
trainer(s) for on-site professional development
will be explored. Funding will be sought if off
island travel is the only means to gain the
desired knowledge and skills. GPLS will identify X
training to keep staff current with the latest
21st century operational procedures, programs,
services, and procedures through
communication with IMLS and public library
networks. Timeframe: 2013-2017

The GPLS will support one GPLS staff member
to attend the arientation and training at the
Hawaii Library for the Blind and Physically
Handicapped. GPLS will ensure that the
procedures and practices are adopted and X
other library staff will be trained to ensure
appropriate staffs are knowledgeable about
LBPH services and aware of NLS guidelines and
policies. Timeframe: 2013-2014

The GPLS staff receiving NLS training will
develop and implement a Standard Operation X
Procedures {SOP). Timeframe; 2013-2015
Library supervisory staff will conduct follow up
assessment to ensure LBPH service
improvements are taking place. Timeframe:
2013-2017

The Program Coordinator | will continue to
coordinate and work ciosely with GPLS
personnel tasked with the researching of

training opportunities identified by the GPLS X
tibrary Technician Supervisor and Project

Director. Timeframe: 2013-2017

The Program Coordinator | will monitor, X

manage, report on, and disseminate
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information about all current LSTA funded
programs to the GPLS Library Technician
Supervisor and GPLS Project Director.
Timeframe: 2013-2017

GPLS will coliaborate with CBOs to identify and
participate in training opportunities that will
improve the operations and services of GPLS.
Timeframe: 2013-2017

GPLS will collaborate with CBOs to develop
outreach programs for Guam's special needs X
populations. Timeframe: 2013-2017

GPLS will provide Bookmobile and children's
literacy programs ta the community
{preschoolers, elementary, middle, and all
school-aged children). Timeframe: 2013-2017

Unknown status/Did

Output Targets nat complete

Somewhat complete Complete

Management team will review and revise
existing training opportunities by 2013 in order
to provide staff with relevant and up-to-date
best practices.

New farmal annual training opportunities will
be provided for GPLS staff to improve services
that better the operations and procedures of
GPLS to the public by 2014.

Unknown status/Did

Outcome Targets not complete

Somewhat complete Complete

GPLS staff will demonstrate the knowledge and
skills obtained from trainings, workshops, and
conferences and apply these skills to improve
public services.

GPLS staff will be able to provide management
with support by procuring adequate equipment,
supplies and services, to effectively function
efficiently with its office, financial, personnel, X
grant writing, and grants management,
including the support of all divisions within the
Guam Public Library System.

Programs

Relevant training opportunities for all GPLS staff will be researched and selected. Contracting trainer(s) for
on-site professional development will be explored. Funding will be sought if off island travel is the only
means to gain the desired knowledge and skills. GPLS will identify training to keep staff current with the
latest 21" century operational procedures, programs, services, and procedures through communication
with IMLS and public library networks. Timeframe: 2013-2017

The management team researched and selected training opportunities for staff on a continuous basis
and used information about training opportunities from the IMLS and public library networks, such as
the Pacific Islands Association of Libraries, Archives, and Museum (PIALA). Three staff members were
sent to Hawaii in consecutive years (2013-2015) to participate in LBPH training, one staff member
attended the 2014 State Data Coordinators conference in Kentucky, one went to the 2013 PIALA

BlPage



conference “Our Libraries, Archives & Museums: Bridging Our Past with Our Future in Saipan in July
2013, and one staff member went to a workshop for the federal depository in 2016.

GPLS’ focus must remain on in-person training despite geographical constraints, due to the difference
in time zones between Guam and the continental United States. Virtually all webinars or online
trainings originating on the continental United States take place in the middle of the night on Guam.
Additionally, if there is a cost involved in registering for a webinar, processing time for a purchase order
takes anywhere from one to two months on Guam, precluding even those staff who would be willing
to get up at 2:00 am for a webinar from registering in a timely fashion.

The GPLS will support one GPLS staff member to attend the orientation and training at the Howaii Library
for the Blind and Physically Handicapped. GPLS will ensure that the procedures and practices are adopted
and other library staff will be trained to ensure appropriate staffs are knowledgeable about LBPH services
and aware of National Library Service (NLS) guidelines and policies. Timeframe: 2013-2014

GPLS sent three staff members to complete this training over the five-year period. Teresita Kennimer
was trained in 2013, Rodney Taitague in 2014, and Darleen Manglona in 2016. Each staff member
wrote a reflective piece of their experience and prepared presentations for the rest of the staff to
share the knowledge they had learned.

The GPLS staff receiving NLS training will develop and implement o Standard Operation Procedures {SOP).
Timefrome: 2013-2015

An SOP for services to the blind and physically handicapped was already in place prior to the current
five-year plan; NLS training therefore served to enhance the SOP rather than as a blueprint to develop
an SOP. After each staff member was trained off-island, new procedures were added to the existing
SOP.

Library supervisory staff will conduct follow up assessment to ensure LBPH service improvements are
taking place. Timeframe: 2013-2017

An incomplete mark in this instance does not indicate that LBPH service improvements did not take
place, but rather that library staff did not perform formal follow up assessment. Assessment would
have entailed collecting data to definitely answer the gquestion of whether or not service
improvements took place, most likely in the form of pre and post data collection (outcome-based
assessment). Staff anecdotally believe that service improvements occurred.

The Program Coordinator | will continue to coordinate and work closely with GPLS personnel tasked with

the researching of training opportunities identified by the GPLS Library Technician Supervisor and Project
Director. Timeframe: 2013-2017

The Program Coordinator | conducts monthly meetings with other supervisors responsible for
overseeing continuing education to discuss, research, and select training opportunities for staff.

The Program Coordinator | will monitor, manage, report on, and disseminate information about all current
LSTA funded programs to the GPLS Library Technician Supervisor and GPLS Project Director. Timeframe:
2013-2017
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The Program Coordinator | conducts monthly meetings with the Library Technician Supervisor and
GPLS Project Director, and shares information about current LSTA programs.

GPLS will collaborate with CBOs to identify and participate in training opportunities that will improve the
operations and services of GPLS. Timeframe: 2013-2017

GPLS collaborated with 24 CBOs during the five-year period. The collaboration with Guam'’s
Department of Integrated Services for Individuals with Disabilities (DISID) resulted in GPLS staff
receiving workshops in customer service training for extending services to persons with disabilities.
The Center for Excellence in Developmental Disabilities Education, Research, and Services (CEDDERS)
also provided yearly workshops on disseminating information on products on assistive technology to
GPLS staff who serve individuals with disabilities.

GPLS will collaborate with CBOs to develop outreach programs for Guam's special needs populations.
Timeframe: 2013-2017

Five of GPLS’ collaborations worked to develop outreach programs for special needs populations. This
work included a collaboration with DISID to disseminate and share information the library has to offer
for individuals that are disabled, visually impaired or blind with the agency for clients they assist and
serve. DISIS also conducted a training for all GPLS employees on best practices for customer service.
Also included were a collaboration with the Department of Labor to schedule outreach presentations
at the library for individuals looking for employment and for the homeless; a collaboration with the
U.S. Citizenship and Immigration Services to coordinate outreach presentation at the library for
individuals needing information and assistance in obtaining U.S. citizen status; a collaboration with
CEDDERS on disseminating information on assistive technology; and collaboration with the
Department of Education and Special Education Department in conducting outreach programs at
designated school for the deaf and hard of hearing children.

GPLS will provide Bookmabile and children's literacy programs to the community (preschoolers,
elementary, middle, and all school-aged children). Timeframe: 2013-2017

While the GPLS bookmobile broke down in December 2013, GPLS has continued to fulfill this program.
Library staff have used the library pickup truck and van to provide mobile services to schools and rural
counties where there are no branch libraries. Repairs to the bookmobile are prohibitively expensive
and will not be possible without special funding. The mobile services make 25 stops per week, Monday
through Friday.

Output targets
Management team will review and revise existing training opportunities by 2013 in order to provide staff
with relevant and up-to-date best practices.

While a written set of best practices was not produced, the management team reviews and revises
information on training opportunities each month. Funding and Guam’s remote geography is a serious
obstacle to bringing trainers onsite or sending staff offsite. The management team has determined
that best practice would be to bring trainers to Guam for onsite training for many staff members, but
this has proven to be financially unviable.

New formal annual training opportunities will be provided for GPLS staff to improve services that better
the operations and procedures of GPLS to the public by 2014.
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GPLS provided a new, formal training opportunity for one staff member each year to travel to Hawaii
and be trained by the LBPH on resources and best practices for working with blind and physically
handicapped patrons. This began in 2013.

Outcome targets
GPLS staff will demonstrate the knowledge and skills obtained from trainings, workshops, and conferences
ond apply these skills to improve public services.

An incomplete mark in this instance does not indicate that staff necessarily failed to apply skills
learned to improving public service; but rather GPLS did not collect the data necessary to evaluate
measurable improvement of public services based on the training. Staff report that everyone who
attended the LBPH trainings in Hawaii has implemented what they learned in their day-to-day work
and shared their knowledge with fellow staff. Each wrote a brief reflective piece upon their return
about what they learned and how they would implement it in their work.

GPLS stoff will be able to provide management with support by procuring adequate equipment, supplies
and services, to effectively function efficiently with its office, financial, personnel, grant writing, and grants
management, including the support of all divisions within the Guam Public Library System.

The Administrative Support Unit within GPLS solicited quotes from vendors for the best prices on all
supplies, equipment, and services, as required by the Guam General Services Agency, allowing GPLS
to continue effective functions at the lowest cost possible. This, however, is not a true outcome as it
does not measure a change, and is out of place in this section of the five-year plan as it does not
concern continuing education.

Goal #2: Improve children's literacy programs and services to children under the age of five years.

This goal addresses LSTA priority #1: expand services for learning and access to information and
educational resources in a variety of formats, in all types of libraries, for individuals of all ages in order
to support such individuals' needs for education, lifelong fearning, workforce development, and digital
literacy skills.

Unknown status/Did

AL not complete

Somewhat complete Complete

GPLS will retain current Program Coordinator |
to ensure continuity in sustaining, developing X
and implementing literacy programs.

GPLS will collaborate with CBOs to implement
community based literacy programs.

The Project Director and key GPLS staff will
collaborate with CBOs to establish different
marketing ideas and strategies to better
promote all services and special events that the
Guam Public Library System has to offer its
community.

GPLS will implement a new literacy program for
low-income housing areas throughout the X
geographically remote areas on Guam.
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GPLS will collaborate with CBOs to promote
literacy in low-income housing areas and X
remote areas on Guam.

Unknown status/Did

- )
Pt arscts not complete

Somewhat complete Complete

Increase the disseminaticn of information
about library services and materials by the X
community by 10% by September 2013.
Increase the dissemination of information
about library services through print and

electronic resources to the community by 25% 2
by September 2015.

Increase the dissemination of information

about library services and materials by the X

community by 50% by September 2017.
Develop and sustain one new literacy program
targeting individuals or families of diverse
background or need by September 2014; a total
of two new island-wide literacy programs
targeting individuals or families of diverse
background or need, including those under the
age of five {5) years, will be developed and
sustained by GPLS.

Unknown status/Did

Outcome Targets not complete

Somewhat complete Complete

Increase patron usage representing families of

diverse background or need. .
Increase patron usage of children under the age X
of five (5} years.

Increase the usage of library services and

materials by the community by X

September 2015.

35% of patrons surveyed in May 2015 and 50%
surveyed in May 2017 will rate the satisfaction
level with their GPLS experience as good or
excellent.

Programs

GPLS will retain current Program Coordinator | to ensure continuity in sustaining, developing and
implementing literacy programs.

This position was retained and worked on implementing literacy programs for children. Existing
literacy programs - such as Toddler Story Time — were continued, and two additional literacy
programs were initiated: an after-school drop-in program and a bilingual literacy program.

GPLS will collaborate with CBOs to implement community based literacy programs.

? Due to a typographical error in the five-year plan, the words “information about” were left out of the three
related output targets in this section. This goal was meant to refer to dissemination of information, not of actual
materials.
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GPLS collaborated with 24 CBOs during the five-year period, several of which related to community
literacy programs. A collaboration with the Guam Department of Education worked on literacy with
children with autism. Other CBOs with which the library partnered for literacy collaborations included
University of Guam, Guam Community College, several local high schools, Guam International Reading
Association, the Pacific Island Bilingual Bicultural Association, and Guam Animals in Need.

The Project Director and key GPLS staff will collaborate with CBOs to establish different marketing ideas
and strategies to better promote all services and special events that the Guam Public Library System has
to offer its community.

The library explored the option of working with various CBOs on marketing, but none of the C80s
were able to offer free marketing assistance and there was not sufficient funding to pay for the
services. The library collaborated with PBS several times during the evaluation period to have free
announcements made.

GPLS will implement a new literacy program for low-income housing areas throughout the geographically
remote areas on Guam.

The entire island of Guam is considered by the library to be a low-income housing area; as such, no
new literacy programs were developed targeted at specific low-income communities among the
general population. The library implemented a new afterschool literacy program, the goal of which is
to bring low-income children without computers or internet at home to the library. A private bus picks
up children from their respective schools and brings them to the library.

GPLS will collaborate with CBOs to promote literacy in low-income housing areas and remote areas on
Guam.

The Bilingual Literacy through the Community {BLTTC) program began during this five-year period.
The program is a collaboration with the schools specializing in assisting children with hearing
disabilities and children in Head Start. Children are picked up by private bus at their school and
brought to the library for reading programs, singing, and arts and crafts.

Output targets

Increase the dissemination of information about library services and materials by the community by 10%
by September 2013.

While staff believe that they have completed this target, no data was collected initially as a baseline
or at later points that would allow staff to measure completion of this target. Much of the library’s
advertising was moved online to the website at the beginning of the five-year period, as the website,
alongside Public Service Announcements (PSAs), is one of the only free marketing options. This has
allowed the library to easily release new information and updates in a banner across the homepage;
however, the current and former rate of such information dissemination is unknown.

Increase the dissemination of information about library services through print and electronic resources to
the community by 25% by September 2015.

See above,

Increase the dissemination of library services and materials by the community by 50% by September 2017.

See above,
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Develop and sustain one new literacy program targeting individuals or families of diverse background or
need by September 2014; a total of two new island-wide literacy programs targeting individuals or families
of diverse background or need, including those under the age of five (5) years, will be developed and
sustained by GPLS.

Both the BLTTC and After School program meet this criteria. The After School Program, discussed
above, was developed in September 2013 and met the first timeline goal of the target. BLTTC began
in February 2015, and over half the 18 children in the BLTTC program are under five years of age.

Outcome targets
Increase patron usage representing families of diverse background or need.

Tracking people by factors that indicate diversity {race, ethnicity, income-level, etc.) is almost
impossible to do in a library setting, and GPLS was not able to gather data that would provide for this
kind of analysis. Libraries do not track such information about patrons in patron records, and it is
dangerous to make assumptions about patrons from visual cues alone. While the library has not kept
statistics on usage or attendance by families of diverse background, they have seen an anecdotal
increase in diversity in Toddler Program attendance, which now often includes a number of Japanese,
Karean, US military, and Chinese families.

Increase patron usage of children under the age of five (5) years.

The five-year plan does not define “usage,” making it difficult to meet this goal. Children under five
also do not have their own library cards, making their usage of materials impossible to track. This
outcome target has been evaluated using attendance records at Toddler Time, a program targeted
specifically to children under five, and the circulation of board books. Over the five-year period,
circulation of board books increased substantially. In 2013 there was virtually none (3 circulations)
and by 2016 there were 224 circulations. Overall attendance at Toddler Time actually decreased
substantially over the five years due to the fact that the local daycare stopped its regular attendance.

Increase the usage of library services and materials by the community by September 2015.

While the plan does not provide a narrow definition of “usage,” data was analyzed from gate counts,
public computer usage, program attendance, and general circulation as a proxy for this value. Program
attendance remained steady from 2013 to 2015, and computer usage was similar in 2015 compared to
2013. Total circulation and gate counts fell from 2013 to 2015, though circulation of materials to the
blind and physically handicapped and board books increased during this time.

35% of patrons surveyed in May 2015 and 50% surveyed in May 2017 will rate the satisfaction level with
their GPLS experience as good or excellent.

GPLS exceeded their goal of 35% “good” or “excellent” satisfaction in the May 2015 survey: 95% of
respondents rated the library overall as “good” or “excellent.” The May 2017 survey results have not yet
been collected, so could not be included in this report.

Goal #3: The Guam Public Library System will ensure equitable access to information resources and library
services for individuals with disabilities.
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This goal addresses LSTA priority #4: Developing public and private partnerships with other agencies and
community-based organizations (CBOs); LSTA priority #5: targeting library services to individuals of
diverse geographic, cultural, and socioeconomic backgrounds to individuals with disabilities, and to
individuals with limited functional literacy or informational skills; and LSTA priority #6: targeting library
and information services to persons having difficulty using a library and to underserved urban and rural
communities, including children (from birth through age 17) from families with incomes below the
poverty line.

Programs L e Did Somewhat complete Completa
not complete
GPLS will collaborate with CBQs. X
Output Targets Unknown status/Did Somewhat complete Complete

not complete

GPLS will conduct a thorough resource
alignment by 2014 to identify what resources
and services are currently available to the X
special needs population and which ones
should be added.

All staff will be trained on the resources and
services that GPLS has to offer to the special
neads population as well as ways to best serve
them.

Unknown status/Did

Outcome Targets®®
not complete

Somewhat complete Complete

Special needs population will have more
resources available to them,

Special needs population will be better
informed of the available resources.

Special needs population to be provided with
essential library materials and equipment to X
access library services by 2014,

X

X

Programs
GPLS will collaborate with CBOs.

GPLS successfully collaborated with two dozen CBOs during the five-year period. Some collaborations
serving populations with disabilities include working with the DISID, the Special Education
Department, and the Karidat Adult Group Home.

Output targets
GPLS will conduct a thorough resource alignment by 2014 to identify what resources and services are
currently available to the special needs population and which ones should be added.

This goal could not be met. While the library has a staff member who is in charge of staying abreast
of changes in assistive technologies and brings any new workflows and products to the attention of
the management team to determine what actions should be taken, the library was not able to conduct
a thorough resource alignment by 2014. When the five-year plan was first prepared, they hoped to
receive more money than they did.

12 A duplicate outcome from goal #2 was accidentally inserted under goal #3 in the five-year plan. It has been
removed and was not evaluated under goal #3 in this document, as it was already addressed in goal 42.
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All staff will be trained on the resources and services that GPLS has to offer to the special needs population
as well as ways to best serve them,

Staff members who were trained off-island in services for special needs populations in 2013, 2014,
and 2016 returned to Guam and trained all other staff members in what they had learned.

Outcome targets
Special needs population will have more resources available to them.

This target was met. From 2012 to 2016, the number of available Digital Talking Books increased 388%
(1,633 to 7,973), the number of available Braille magazines increased 1,333% (from 9 to 129}, and the
count of equipment and accessories increased 8% (from 133 to 143).

Special needs population will be better informed of the available resources.

While this target could have been worded more precisely, one sign of a better-informed public is an
increase in the number of registered special needs borrowers. Over the time period in question, this
group increased from 20 to 54 (a 170% increase). Circulation was also higher in two of the three years
for which there is data, including the most recent two years — circulation of Talking Books increased
from 325 in 2013 to 442 in 2016 (36%). While the number of messages received about the program
through various channels did rise from 2013-2015, it fell again in 2016.

Special needs population will be provided with essential library materials and equipment to access library
services by 2014.

This outcome is not worded clearly, and the purpose is unclear to staff. The library already possessed
essential library materials and equipment needed by special needs populations to access library
services prior to the start of the five-year plan. A Teletypewriter phone (TTY) — previously unavailable
to patrons — was purchased and put in place in December 2013. A Braille keyboard was purchased in
FY2015. These new resources augmented the existing resources.

Goal #4; Enable GPLS and Bookmobile to acquire updated technology to ensure that GPLS provides programs
and services that promote lifelong learning and support the development of 21* century skills.

This goal addresses LSTA priority #1 Expanding services for learning and access to information and
educational resources in a variety of formats, in all types of libraries, for individuals of all ages in order
to support such individuals' needs for education, life-long learning, workforce development, and digital
literacy skills; and LSTA priority #7: developing library services that provide all users access to
information through local, State, regional, national, and international collaborations and networks.

Unknown status/Did

s
prosram not complete

Somewhat complete Complete

The Project Director will coordinate and meet
with personnel from the Department of
Administration's (DOA) Data Processing Division
to request an infarmation technology
assessment and recommendations for

GPLS technology upgrades.
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GPLS will continue to find ways to upgrade its
technology program as part of improving library X
services to patrons.

The Horizon Database System will be upgraded
with the |atest software application.

GPLS will provide continued training for staff on
the use of new equipment, software, and X
cataloging procedures.

GPLS will develop a basic computer skills class

for the elderly. .
GPLS will collaborate with CBOs and X
government agencies.

GPLS will review and revise Internet Use X

Policies, as necessary.

Unknown status/Did

GRS not complete

Somewhat complete Complete

The Guam Public Library System {GPLS} website
and its anline catalog will be accessible from
any home that has internet connectivity by
2013.

Public courses in basic computer literacy and
use of internet will be designed and provided by X
2013-2017.

By 2013, 75% of all outreach and advertising
will occur over the website.

All GPLS staff will be trained on Horizen
Database System upgrades by X
2014-2015,

Unknown status/Did

Outcome Targets not complete

Somewhat complete Complete

The community that partakes in any of the
infarmative computer trainings

will have a better understanding and basic
knowledge of the new technology.

The Guam Public Library System employees will
be more knowledgeable with the new X
equipment and software upgrades.

GPLS staff will be able to better assist patrons

—— . = X
with circulation and reference services.
Patrons will have more interest in using the free
internet and computer services GPLS has to X
offer.
Programs

The Project Director will coordinate and meet with personnel from the Department of Administration's
(DOA) Data Processing Division to request an information technology assessment and recommendations
for GPLS technology upgrades.

In December 2014, GPLS published an Information Technology Assessment report to meet this
program goal. This 16-page report was prepared in consultation with DOA personnel. [t reviews all
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existing technology in the libraries as well as guidelines for its use, and provides a set of
recommendations for improvements.

GPLS will continue to find ways to upgrade its technology program as part of improving library services to
patrons.

The library was able to upgrade its technology program, but did not use LSTA funds for all of it. With
LSTA funds, GPLS purchased computers for the public, including 10 desktop computers {$8,760}, 15
laptop computers ($12,255), as well as $12,599.80 of software and $19,263.89 of technology - such
as office scanners, computer mouse for children, wireless routers, and barcode scanners. In addition,
GPLS applied for and received a Competitive Grant for the Pacific territories out of Hawaii in FY2015
for $36,000. With the grant, the library was able to upgrade 80% of its computers with up-to-date
Microsoft operating systems.

The Horizon Database System will be upgraded with the latest software application.

The Horizon Database System was upgraded twice in the five-year period with the latest software
applications: once in January 2015 and again in December 2016.

GPLS will provide continued training for staff on the use of new equipment, software, and cataloging
procedures.

While LSTA funds did not stretch far enough to cover this in the current five-year period, the library
used a different funding source to bring in a Horizon trainer who trained the majority of staff on new
Horizon Database updates in 2017,

GPLS will develop a basic computer skills class for the elderly.

While GPLS did develop a training class for senior citizens including a training packet and PowerPoint
presentation, they were unable to offer it. While GPLS has a technician who previously led computer
training for patrons, staffing shortages during this five-year period caused the technician to be unable
to perform work outside his regular duties, including providing computer training for the public.

GPLS will collabarate with CBOs and government agencies.

One of the most important government agency collaborations over the five-year period was with the
Department of Education. The library disseminated information to all the public schools through the
Director’s office regarding programs and events, and worked with the Special Education Department
to reach learners with special needs, in turn providing outreach programs at the school for the deaf
and hard of hearing. However, this collaboration is not related to the intent of goal #4. The one
collaboration that did relate to goal #4 was with the technology review performed every S-year period
with the DOA Data Processing Division, which was addressed in program #1.

GPLS will review and revise Internet Use Policies, as necessary.

GPLS’ public library board establishes the Internet Use Policy. The policy was reviewed during the five-
year period, and was found to require no revision.

Output targets
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The Guam Public Library System (GPLS) website and its online catalog will be accessible from any home
that has internet connectivity by 2013,

Library staff are unsure of why this target was included in the five-year plan, as GPLS already had a
website and online catalog accessible online at the beginning of the period. This target has been met.

Public courses in basic computer literacy and use of internet will be designed and provided by 2013-2017.

The library was unable to complete this program goal. As discussed above, while there was a library
technician who led computer training for patrons during the past five-year plan, staffing shortages
during this five-year period caused the technician to be unable to continue this work.

By 2013, 75% of all outreach and advertising will occur over the website.

While GPLS does not have data or records to allow for evaluation of this output target, anecdotally
the library believes it has met the goal. Due to insufficient funding, the library made the decision to
move advertising to the website near the beginning of the five-year cycle. While the library still does
some advertising through PSAs, the majority of advertising and outreach goes through the webpage.

All GPLS staff will be trained on Horizon Database System upgrades by 2014-2015.

The library was able to fund not just one, but two Horizon Database System upgrades during the five-
year period. The majority of library staff were trained in January 2017 by a Horizon trainer who came
to Guam - this training was not funded by LSTA monies.

Outcome targets

The community that partakes in any of the informative computer trainings will have a better
understanding and basic knowledge of the new technology.

Because no computer trainings were offered to the public, this outcome target was not possible.

The Guam Public Library System employees will be more knowledgeable with the new equipment and
software upgrades.

No data was tracked that would provide a method to evaluate this outcome target. Five staff members
did submit training reports after the January 2017 Horizon update and training. Based on subjective
statements in the reports, staff felt that the training was worthwhile and increased their knowledge,
despite frustrations around a lack of hands-on training (there were no computers available for staff
to follow along) and the fact that some staff did not have access to the modules covered by large
portions of the training.

GPLS staff will be able to better assist patrons with circulation and reference services.

No pre or post data was collected that would provide a method to evaluate this outcome target. In
January 2017, staff received official training on Horizon upgrades from an onsite trainer. According to
anecdotal evidence from training reports, staff believe that they are now better prepared to work
with Horizon aspects of circulation and reference; however, the evaluator was unable to assess
whether staff’s ability to better assist patrons with circulation and reference services has measurably
improved.
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Patrons will have more interest in using the free internet and computer services GPLS has to offer.

No data was tracked that would provide a method to evaluate shifts in patron interest. However, wifi
and computer usage statistics were available, and were analyzed to assess the usage rates as a proxy
for interest. An analysis of wifi usage rates shows an increase from FY2015 to FY2016 of 14%. An
analysis of use of the library’s public access computers does not show a clear pattern of increasing
interest and engagement on the part of users, but trends are obscured by a complete closure of the
main library for a 10-month renovation. These 10 months were evenly split between FY2015 and
FY2016. While usage rose 25% from FY2013 to FY2014, rates understandably fell by 58% from FY2014
to FY2015, the year the main library first closed for renovations. However, usage rates fell even further
the following year, despite the fact that the library was closed an equal portion of the year and the
number of available computers remaining steady at pre-closure rates after the library reopened. On
a month-by-month basis, usage was anywhere from one-half to one-third as much in the same month
of FY2016 as it had been before closure in FY2015.

Table 2. Changes in public cormputer usage rates by fiscal year

2013 2014 2015 2016
Computer usage 29861 39842 25219 11621
% increase 25% -58% -117%

A-2. To what extent did your five-year plan activities achieve results that address national priorities
associated with the Measuring Success focal areas and their corresponding intents?

Lifelong learning: Goals 2 and 4 achieved results related to increasing general knowledge and skills. Goal
2 focused on information literacy programs and services for chiidren, including the development of new
literacy programs and collaboration with CBOs. Goal 4 focused on technology updates that promoted
and supported lifelong learning and skill building, including purchasing essential equipment for the
public to access the Internet and collaborating with the Special Education Department to provide
services and programs to children with special needs. Goals this cycle did not relate to formal education
of patrons.

Information Access: Goal 3 and 4 achieved results related to increasing ability to discover, obtain, use,
information resources. Goal 3 focused on providing access for patrons with disabilities, and goal 4
focused on keeping technology up-to-date to ensure that patrons can efficiently discover materials, and
that staff are trained to assist them in doing so. Additionally these updates allow patrons to discover
information from anywhere, and receive information about programs and services on the library’s
website,

Institutional Capacity: Significant LSTA funds went towards improving institutional capacity. The salary
of the Program Coordinator | is paid from LSTA funds (part of goal 2), as is the majority of funding for

11 FY2015 is the earliest date for which wifi usage is available.
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staff continuing education. For goal 4, a significant portion of the library’s technological infrastructure
comes from LSTA monies.

Economic and employment development, human services, and civic engagement: Funds were not
spent in direct relation to these national priorities.

A-3, Did any of the following groups represent a substantial focus for your five-year plan activities?

Library workforce (current and future)
¥ Individuals living below the poverty line
Individuals that are unemployed/underemployed
v Ethnic or minority populations
Immigrants/refugees
v"  Individuals with disabilities
Individuals with limited functional literacy or information skills
Families
v Children {0-5)
v School-aged youth (age 6-17)

The special circumstances of a small territorial library such as GPLS mean that all LSTA funds are spent
on basic materials, software and technology, staff, and continuing education for staff. However, 93% of
the population served by GPLS is United States ethnic or minority populations, and 23% percentage of
the legal service population area live below the poverty line. While GPLS does not have funds to provide
sub-grants to low-income and ethnic minority populations, the majority of the general services and
programs serve these groups. The library alse concentrates almost all of its programming efforts on
young and school-aged children, and spends the majority of its continuing education budget training
staff to work with individuals with disabilities. The Program Coordinator | — whose salary is paid with
LSTA funds -- manages all GPLS programs, including 30% of time on programs for children under five and
another 30% of programs with school-aged youth. During the past five years, GPLS has additionally spent
significant LSTA funds on materials, technology, and staff training for service to individuals with
disabilities.

Process questions

B-1. How have you used data from the old and new State Program Report and elsewhere to guide
activities included in the Five-year plan?

GPLS reports that they have not used data from either the old or the new State Program Report to guide
activities included in the five-year plan.

B-2. Specify any changes you made to the five-year plan, and why this occurred

While no changes were made to the five-year plan over the course of the five years, there were two
small errors discovered in the plan during the evaluation process. Due to a typographical error, the
words “information about” were left out of the three related output targets under goal 2. These targets
were meant to refer to dissemination of information, not of actual materials. Additionally duplicate
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cutcome from goal 2 was accidentally inserted under goal 3 in the Five-year plan. For the purposes of
this evaluation, it was not evaluated again under goal 3.

B-3. How and with whom have you shared data from the old and new SPR and from other evaluation
resources?

GPLS has not shared data from the old or new SPR or from other evaluation resources with anyone.

Methodology

C-1. Identify how you implemented an independent evaluation using the criteria described in
“Selection of Evaluators.”

GPLS hired an independent evaluator from off-island because no one on-island currently has the proper
training or has previously prepared an Evaluation Report. GPLS selected the evaluator from a listing that
was provided to them; selection was additionally based on input from colleagues who recommended
the chasen consultant.

C-2. Describe the types of statistical and qualitative methods (including administrative records) used
in conducting the Five-Year Evaluation. Assess their validity and reliability.

The evaluation process relied on interviews with staff, existing administrative documents, and existing
data that had been collected over the course of the five-year period. Existing data included results from
the 2013 patron survey, financial records, circulation statistics, computer and wifi usage statistics,
program delivery and participation statistics, bookmabile stop data, reports authored by staff who
participated in continuing education activities, and collections data. Other administrative records
reviewed included records on collaborative programs with CBOs, the Internet Use Policy, travel records,
the organizational chart, the five-year plan, and the standard operating procedure for the LBPH.

In order to undertake the document review process, the evaluator identified relevant administrative
records and requested them from the GPLS. During preliminary interviews with staff, the evaluator
identified further documents that would be required, and these were delivered by staff in a timely
manner. The evaluator reviewed documents and analyzed data to determine the extent to which
program targets, target outputs, and target outcomes had been met. Analysis of documents and data
was augmented by interviews with staff via Skype.

While some data that would have been ideal for analyzing whether target outcomes and outputs were
met was not available, the data that was available was reliable and valid.

C-3. Describe the stakeholders involved in the various stages of the evaluation and how you engaged
them.

The evaluator worked directly with six stakeholders from the GPLS. Stakeholders worked as a group to
meet numerous times with the evaluator via Skype over a three-month period and to gather and deliver
data and documents required for the evaluation. GPLS staff interviewed for this evaluation include:

e Aflague, Frankie: program Coordinator |
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e Aflague, June: Administrative Assistant

e Kennimer, Teresita: Library Technician Supervisor
e Morales, Rowena: Clerk Typist Il

e Stanley, Sandra: Administrative Officer

* Tenorio, Bonnie: Secretary Typist |

These six staff members involved other staff at the library in processing, producing, and delivering data
and documents to the evaluator. However, the evaluator did not have direct contact with staff other
than the six above. Due to the nature of the goals and programs in GPLS' five-year plan, there was no
need to involve stakeholders beyond library staff in the evaluation process.

C-4. Discuss how you will share the key findings and recommendations with others.

Upon final approval by the IMLS, the report will be shared with GPLS’ library board and Mr. Johnny G.
Sablan, President, Department of Chamorro Affairs. The report will also be distributed by staff as
directed by the library board; i.e., if the board would like the report to be published to the library
website, they will do so. Moreover, the report will be used by GPLS as a tool to assist in the drafting of
the next five-year plan.

Ill. Lessons learned and recommendations

Developing the programs

In the 2013-2017 five-year plan, some programs did not relate clearly to their parent goal. In the 2018-
2022 plan, programs should each relate to the higher-level goal. Enough detail should be provided in the
wording of the program to make clear how it relates to the goal. Examples of programs in the current
plan that created confusion include:

e Goal #1 (staff continuing education), program #8: GPLS will collaborate with CBOs to develop
outreach programs for Guam'’s special needs populations.

* Goal #1(staff continuing education), program #3: GPLS will provide Bookmaobile and children's
literacy programs to the community (preschoolers, elementary, middle, and all school-aged
children).

* Goal #1 (staff continuing education), outcome #1: GPLS staff will be able to provide management
with support by procuring adequate equipment, supplies and services, to effectively function
efficiently with its office, financial, personnel, grant writing, and grants management, including
the support of all divisions within the Guam Public Library System.

A few programs in the 2013-2017 five-year plan were unnecessary because the program already existed
at the time the plan was written. If a program goal has already been met, there is no need to include it
as a future program unless the program is an ongoing need that will require time or money. An example
of such a program in the current plan is:
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e Goal #1, program #3: The GPLS staff receiving NLS training will develop and implement a Standard
Operating Procedure (SOP}.

In this case, a SOP had already been developed and implemented.

In the 2018-2022 five-year plan, word each program so that it clearly refates to its parent goal. In some
cases, programs were completed according to their exact wording, but not in a way that related to the
higher-level goal. For example:

e Goal #1, program #9: “GPLS will provide Bookmobile and children's literacy programs to the
community (preschoolers, elementary, middle, and all school-aged children).” Goal #1 is about CE
for library staff. While GPLS completed this goal as worded, the work did not relate to goal #1.

Setting output and outcome targets

An output tells the measurable story of what your organization does or produces ~ these are countable
targets such as the number of computers purchased or number of programs taught. Outputs are direct
products of program activities, usually measured in terms of work accomplished.? An outcome
measures benefit or change — change in attitudes, behavior, knowledge, skills, or an improved condition
or state — for individuals or populations during or after participation in your libraries programming or
using your services. Outcome data is used as proof of effectiveness or impact,

In the 2013-2017 five-year plan, not all items listed as outputs and outcomes actually are. Qutput targets
that are not actually countable targets include goal #1 (both), goal #3 (both), and the first two outputs
of goal #4. In total, these represent 45% of all output targets in the plan. For example, there is no
countable component to goal #1 output #1: “Management team will review and revise existing training
opportunities by 2013 in order to provide staff with relevant and up-to-date best practices.” Compare
this to goal #4 output #3: "By 2013, 75% of all outreach and advertising will occur over the website,”
which can be concretely measured. In the next five-year plan, be sure that each output is indeed an
output and not a target that would be better positioned as a program.

There were also some outcomes in the 2013-2017 five-year plan that were not truly outcomes. For
example, goal #3 outcome #3: “Special needs population to be provided with essential library materials
and equipment to access library services by 2014” does not measure a change in skill level, knowledge,
attitude, etc., on the part of patrons. While it was successfully completed, it is not a true outcome.

It is particularly difficult to gather the data necessary to evaluate outcomes. Doing so always requires at
least two points of data collection: before and after. There is no way to measure a change other than to
have both baseline data collected prior to the experience {*before” or “pre” data), and data collected
after the experience (“after” or “post” data). During the authoring of the 2013-2017 five-year plan, staff
may not have fully understood how to set up data collection for outcome-based assessment, Nane of
the outcomes written into the plan were evaluated using before and after data, and for a majority of
outcomes there was no data at all to use in evaluation other than anecdotal evidence. For example, goal
#4 outcome #2: “The Guam Public Library System employees will be more knowledgeable with the new
equipment and software upgrades” is a correctly formed outcome target, to assess it the library would
have ideally collected data from staff members who underwent training before the training and after

Zhttp://publiclibrariesonline.org/2014/12 finputs-putputs-and-outcomes-gh-my/
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the training. This data would have likely taken the form of a questionnaire or observed test given twice
to each person. The responses would have then been compared and improvement — representing
increased knowledge — measured. While it is time-consuming to evaluate outcomes for exactly this
reason, this can serve as a reminder that outcomes must be carefully designed and used sparingly, and
that data collection cannot wait until the end of a program. Outcomes usually require data collection
near the beginning of a goal’'s implementation to set the baseline, as well as data collection after
implementation.

Some output and outcome targets in the current five-year plan were not realistically measurable. One
example from the current plan is goal #2, outcome #1: “Increase patron usage representing families of
diverse background or need.” Public libraries typically have no way to track usage by ethnicity, age,
income-level, or other aspects of diversity — such data is not collected about individuals by libraries, and
attempting to do so could be intimidating or intrusive to patrons. In writing the next five-year plan, try
to include only targets for which data could possibly be collected.

Laying the ground for 2018-2022 evaluation

At the beginning of the new five-year period, staff should understand all evaluation that must be
undertaken by 2022. Set up ways to track the data needed from day one. Much of the data needed in
2022 - in particular measurement of outcome baseline data — cannot be acquired retrospectively.

Clarifying terminoclogy

While the meaning of terms used in the five-year plan may seem clear at the time of its writing to each
individual involved, it is possible that different stakeholders will interpret the meaning behind undefined
or vague terminoclogy differently. Additionally, the same staff members may not be present over the
course of the next five years during implementation and evaluation. There were several times during
interviews with staff in this evaluation cycle when it became clear that the group was unsure how the
authors of the five-year plan had meant for certain terms to be defined, and it was therefore difficult to
know how to measure them or whether goals involving these terms were completed.

When developing goals, programs, outputs, or outcomes, be sure to define terms that could have broad
interpretation. For example under goal #2, outcomes #1 and #2 refer to “usage” but do not clarify
whether usage is scoped to include circulation, facility usage, computer usage, gate counts for physical
building usage, program attendance, or other indicators of usage.
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V. Appendices

Appendix A. LSTA purposes and priorities & Measuring Success Focal Areas
According to the IMLS website," the LSTA Purposes and Priorities for Grants to States program are as
follows. Note that numbering of Purposes and Priorities has been added by the author for clarity’s sake
in referencing Purposes and Priorities throughout the body of the report.

Overall Purposes of LSTA

1. Enhance coordination among federal programs that relate to library and information services;

2. Promote continuous improvement in library services in all types of libraries in order to better
serve the people of the United States;

3. Facilitate access to resources in all types of libraries for the purpose of cultivating an educated
and informed citizenry;

4. Encourage resource sharing among all types of libraries for the purpose of achieving economical
and efficient delivery of library services to the public;

5. Promote literacy, education, and lifelong learning and to enhance and expand the services and
resources provided by libraries, including those services and resources relating to workforce
development, 21st century skills, and digital literacy skills;

6. Enhance the skills of the current library workforce and to recruit future professionals to the field
of library and information services;

7. Ensure the preservation of knowledge and library collections in ail formats and to enable libraries
to serve their communities during disasters;

8. Enhance the role of libraries within the information infrastructure of the United States in order to
support research, education, and innovation; and

9. Promote library services that provide users with access to information through national, state,
local, regional, and international collaborations and networks.

LSTA-specified Grants to States Priorities

1. Expand services for learning and access to information and educational resources in a variety of
formats, in all types of libraries, for individuals of all ages in order to support such individuals'
needs for education, lifelong learning, workforce development, and digital literacy skills;

2. Establish or enhance electronic and other linkages and improved coordination among and
between libraries and entities for the purpose of improving the quality of and access to library
and infermation services;

3. Provide training and professional development, including continuing education, to enhance the
skills of the current library workforce and leadership, and advance the delivery of library and
information services;

4. Enhance efforts to recruit future professionals to the field of library and information services;

5. develop public and private partnerships with other agencies and community-based organizations;

6. Target library services to individuals of diverse geographic, cultural, and socioeconomic
backgrounds, and to individuals with limited functional literacy or information skills;

7. Target library and information services to persons having difficulty using a library and to
underserved urban and rural communities, including children ({from birth through age 17) from

“Shttps://www.imls.gov/grants/grants-state/purposes-and-priorities-Ista
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families with incomes below the poverty line (as defined by the Office of Management and Budget
and revised annually in accordance with section 9902(2) of title 42) applicable to a family of the
size involved;

8. develop library services that provide all users access to information through local, state, regional,
national, and international collaborations and networks; and

9. carry out other activities consistent with the purposes set forth in section 9121, as described in
the SLAA's plan

Measuring Success Focal Areas
s Lifelong learning
a. Improve users’ formal education
b. Improve users’ general knowledge and skills
s |nformation access
a. Improve users’ ability to discover information resources
b. Improve users’ ability to obtain and/or use information resources
s |nstitutional capacity
a. Improve the library workforce
b. Improve the library’s physical and technological infrastructure
¢. Improve library operations
* Economic & employment development
a. Improve users’ ability to use resources and apply information for employment support
b. Improve users’ ability to use and apply business resources
* Human services
a. Improve users’ ability to apply information that furthers their personal, family, or
household finances
b. Improve users’ ability to apply information that furthers their personal or family health
or wellness
c. Improve users’ ability to apply information that furthers their parenting and family skills
e Civil engagement
a. Improve users’ ability to participate in their community
b. Improve users’ ability to participate in community conversations around topics of
concern
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Appendix B. Abbreviations and acronyms

BLTTC Bilingual Literacy through the Community

CE Continuing Education

CEDDERS Center for Excellence in Developmental Disabilities Education, Research & Services
CBO Community Based Organization

DISID Department of Integrated Services for Individuals with Disabilities
DOA Department of Administration

GPLS Guam Public Library System

IMLS Institute for Museum and Library Services

LBPH Library for the Blind and Physically Handicapped

LSTA Library Services and Technology Act

NLS National Library Service (for the Blind and Physically Handicapped)
PIALA Pacific Islands Association of Libraries, Archives, and Museums
PSA Public Service Announcement

sSbC State Data Coordinator

SLAA State Library Administrative Agency

50P Standard Operating Procedure

TTY Teletypewriter phone
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Appendix C. Documents and data reviewed
e (Customer survey
o Survey tool
o Results of 2013 survey
e LSTA expenditures and annual awards
o Including total awards
o Award funds spend by category such as equipment, technology, materials, etc.
* Narrative of collaborations with Community Based Organizations
s Organizational chart
e Standard Operating Procedure for Services for the Blind
¢ |nternet Usage Policy
¢ Computer and wifi usage data, 2013-2016
e Program attendance data by branch, program, and age group
* Training reports completed by all staff who participated in continuing education
* Bookmobile outreach schedules
s Circulation data
o Board book circulation logs, 2013-2016
o General circulation logs, 2013-2016
o LBPH circulation and collection counts, 2012-2016
® Gate count data
e GPLS 2014 Information Technology Assessment report
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Appendix D. Patron survey (2013)
Guam Public Library System

General Survey Questionnaire

Please take 2 moment to answer this anonymous survey about the library. All questions are
optional.

Section 1: Please check one answer for each of the following:

1. How would you rate each of the following library services?

Don't
Poor  know/Not
applicable

.,.,
=
5

Excellent Good

Customer service

Collection (books, DVDs, music,
newspapers, etc.)

Programs (classes, story times, etc.)

Online services (website, catalog,
research databases, etc.)

Library policies
Computers and printers
Internet access
Facilities

Hours of operation

Overall, how would you rate the
library?
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Section 2: We value your opinions. Please answer the following questions:

2. What do you value most about the library?

3. How could the library or its services be improved, if at all?
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