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Introduction
Over the past decade there has been an increased focus on redefining the roles of subject specialist liaison librarians.  Now there exists a wide body of literature related to the roles of subject specialists or liaisons, with many recent publications discussing contemporary needs.  In 2009 the Association of Research Libraries (ARL) published a Special Report on Liaison Librarian Roles that addressed the new emerging roles for liaison librarians and the developing strategies of institutions to support such programs (Hahn, 2009). In 2013, a new ARL report by Janice Jaguszewski and Karen Williams, New Roles for New Times: Transforming Liaison Roles in Research Libraries, noted further changes in the library environment, including shifts in student learning, technology and scholarly engagement, which contributes to further evolvement of the liaisons’ roles in order to meet the needs of users.  The focus has shifted from “what librarians do” to “what users do” (Jaguszewski & Williams, 2013).
At the same time that research libraries were redeveloping these programs, assessment was growing to become what is now a standard practice in higher education across all areas.  Consequently, it has become increasingly important for libraries to assess all their operations, including liaison work.  Assessing Liaison Librarians: Documenting Impact for Positive Change by Daniel Mack and Gary White (2014), examines how academic libraries evaluate their liaison activities and offers recommendations on how to document impact.  In 2015, Columbia University, Cornell University, and the University of Toronto partnered with ARL on a first of its kind library liaison institute where they discussed future models for structuring liaison work and measuring the impact of liaison activities in achieving institutional goals (Rockenbach, et al., 2015).  Evolution of Library Liaisons by Rebecca Miller and Lauren Pressley (2015) provides case studies of liaison programs from about 70 ARL member libraries.  A final example is "Transforming a Library: Strategies for Implementing a Liaison Program" by Yelena Luckert (2016), which provides practical advice for academic libraries.
Any significant shift in job expectations also requires that libraries address professional development/continuing education needs.  While there has been a great deal of literature regarding liaison librarianship, there has been less attention paid to professional development needs.  The reports listed above all discuss the need for transforming roles and expectations and there has been much discussion on this issue.  A recent article in Library Leadership & Management (Schoonver, Kinsley, & Colvin, 2018) discusses how one institution, Florida State University, developed a professional development program that grew out of its identification of core values and competencies for liaison librarians.  Library administrators there found that while liaisons feel comfortable with research and teaching activities, they felt less confident in engaging faculty members in the areas of scholarly communications and digital tools.  The authors discuss that the process of identifying core values and competencies was crucial in creating a strategic training program and was also beneficial in guiding practices in the intersection between liaison and functional specialists, another area of concern in research libraries.  Clearly, many if not most research libraries are examining their liaison programs and are engaging in additional professional development activities to support the transformation of activities.
	 
Organizational Matters
	The University of Maryland is a large public research university located in College Park, Maryland just a few miles outside of Washington, DC with a total enrollment of over 26,000 undergraduates and 10,000 graduate students and close to 100 undergraduate majors and over 200 graduate programs. The University Libraries at the University of Maryland consists of eight libraries, including McKeldin Library, the main library on campus.  The Libraries broadly support the research and teaching mission of the University and are ranked at 42 on the Association of Research Libraries’ 2015-2016 ranking of research libraries by expenditures with a budget of nearly $29 million.  
	With a knowledge of national trends in liaison librarianship discussed above, the library administration implemented an internal study to examine how librarians could best support researchers in an environment with rapidly changing technologies, pedagogies, and publishing models.  As part of this study, we were interested in exploring how to best support desired new activities as part of each liaison’s responsibilities as well as the development of an assessment program to evaluate liaison activities.   A liaison services task force (LSTF) was formed in 2012-2013 to examine how our liaison program could be revised to address contemporary needs in supporting faculty and student research and teaching and to develop a model of assessment that could be used to improve our liaison activities.   As part of their work, the members of the task force examined national trends, emerging literature, and models in place at peer institutions in addition to internal documents and data related to liaison activities.  The final report was approved by administration in 2013 and implementation began immediately.  One key component to our success was the integration of all liaisons and those engaged in supporting teaching and learning into a single department of Research and Learning.  

Annual Reviews to Identify Professional Development Needs
All of the LSTF recommendations were important.  However, we chose to start with the development of a new framework for annual reports for librarians.  We aimed to achieve full participation in the process of implementing the new annual review system by creating multiple opportunities for people to speak, make suggestions and voice opinions in private and in public forums.  The new guidelines went through multiple approval levels so everyone had a chance to speak up and make adjustments, and thus the final result received full buy-in and compliance from the administration and individual librarians. 
Annual review of faculty librarians is a very complex process that combines both annual review and merit assessments. As faculty we are required to have an elected committee that oversees the entire process to ensure compliance and equity, and involves carefully designed forms and guidelines. It starts with a librarian writing a self-assessment, and then meeting with supervisor to discuss the year in review, the high and low points, where improvements are needed and how to achieve them. Our annual review consists of three categories: librarianship, service, and scholarship.  Among them, the category of Librarianship is the most important, since it speaks directly to our jobs.  This category as pertaining to our subject librarians is broken into five areas as prescribed in the LSTF Report: Collections, Teaching, Research Assistance/Reference, Outreach, and Scholarly Communication/Data Research.  We combined Scholarly Communication and Data Research into one category for the time being since we felt that activities in these areas are still relatively low and uneven in comparison to other areas.   
There were several very important reasons for us to prioritize annual reviews as the first plan of action in the organizational change.  Assessment and accountability have become an integral part of academic life in the United States.  It has developed into a way for us to justify what we do, demonstrate the need for our collections, services and staff, and document value and participation in the campus strategic priorities.  Assessment can take many different forms and purposes.  We see annual reviews as an assessment tool to demonstrate the importance that librarians and our programs, individually and collectively, bring to the overall institutional goals. Self-assessment and supervisory oversight are equally important in our process, and since we employ both elements, there are multiple implications and uses of our annual assessment model.  At the same time, going through such an exercise on an annual basis helped all of our public services librarians in easing into their new roles as liaisons, and have cemented their professional identity after the settling down of organization.  It should be noted that our most recent hires were the biggest proponents of the implementation of the new assessment for librarians arguing these points. 
From the start, we viewed liaison annual assessment as a developmental tool for individuals, where the conversation between librarian and supervisor is an integral part of good performance.  The purpose and goals of assessment are aimed at fostering the individual’s professional growth, not punitive outcomes.  The assessment is a measurable indicator of an individual’s engagement with his or her work.  It is a series of benchmarking which among other things show the individualized need for improvement.  It helps us identify specific training needs for individuals as well as find common weaknesses of the entire department. It should be noted, that often it is individuals themselves who vocalize their lack of skill or new knowledge and the need for training as a part of their self-assessment process. 

The Need for CORE Competencies

After living with the new annual review system for the first year we came to the realization that not everyone had a common understanding of what our expectations should be, i.e. what set of skills was appropriate for our work across all disciplines and locations.   For example, what are subject librarians’ responsibilities towards bibliographic management software:  does each one of us offer services related to this and at what level, or do we choose one or two designated individuals and release others from this obligation?  On this issue alone, we had opinions ranging all along the spectrum. Thus in order to have a meaningful assessment and be able to identify what needs to be improved, we had to arrive at a common understanding of our CORE competencies, both subject, and skills-based, which incidentally was another of the LSTF Report’s recommendations. 
In late 2014, we developed CORE Competencies for Subject Specialist Liaison Librarians, both subject and skills-based, consisting of core competencies for each of the five areas identified in the LSTF.  We are using these CORE Competencies now as the baseline for all subject librarians, regardless of discipline or location.  As with all other big decisions, this was truly a communal effort.  We used a transparent process ensuring buy-in across the board, as we did with the annual reviews.  The CORE competencies became effective on January 1, 2015.  They are designed to be a self-motivating developmental tool for liaison librarians, guide their individual work, and provide a training framework based on individual needs, especially for new hires.   


Professional Development Program

A training and workforce development program was another of the LSTF recommendations, which also provided a detailed description of what it could entail.   We often refer to it as professional development.  For us, it encompasses all types of skills and competencies, including subject knowledge, non-subject based skills (like computer skills or understanding emerging pedagogies), and professional growth and development.  We live and operate in a constantly and rapidly changing environment.  In order to keep up with our users and be relevant to our communities, we have to be nimble and adaptable. This means that librarians have to be engaged in constant professional growth and learning opportunities to further their knowledge base and skill levels.  Thus, we see training as a lifelong endeavor, for both new and experienced librarians.    
Early on the department’s management group developed a comprehensive Orientation Checklist for the New Subject Specialists’ Liaison Librarians, which we use for all newly hired librarians in all units across the department.  It is the responsibility of direct supervisors to ensure that the newly hired librarians familiarize and gradually acquire an understanding of organizational intricacies, and engage them in meeting key individuals important to the successful performance of their job, in and outside the Libraries.  Since libraries in the United States use different systems (such as discovery) and processes (such as collection management policies), it is important to train all new hires regardless of their work longevity.  This Checklist helps supervisors and employees navigate through the complex organizational structure and the list of must learn skills and procedures for the first days, weeks and even months since their hire.  This eliminates much of supervisors’ frustrations in dealing with issues surrounding integration of new hires and gives the new employees a good start in their tenure with the Libraries.
Through the liaison librarians annual assessment process combined with the CORE competences expectations, we have been able to identify and correct instances of lack of skills.  Some are of isolated nature, and with those we deal on an individual basis, such as, for example, helping an individual in providing better reference service or if someone identifies a new development emerging in their discipline.  But sometimes it becomes apparent that there is a broader need for particular knowledge or skill for a select group or the entire staff of the department and those we address on a collective scale.  It is especially true with emerging skills and technologies, for example, in such areas as a systematic review, big data research, or emerging pedagogies. Our librarians are asking to have more opportunities to learn classroom management software (Canvas is broadly used by the University), be more proficient in bibliographic management software (like EndNote and Zotero), be trained in pedagogies and teaching assessment, and learn more about open access and data management. 
Our goal is to educate our librarians to make them more responsive and attuned to the needs of our academic environment, and by doing that improve our services and offer new ones.   These needs can be addressed through a variety of ways:  from informal one-time peer sessions to sending people to intensive training programs. What type of help and where to find it depends on the nature of the need, the number of people involved and the availability of the in-house resources to handle the training internally. 
 

Where Do We Get Training/Professional Development?


We provide many formal and informal opportunities to support subject librarians, to improve their skills and knowledge.  We do much of the training in-house.  Several times per year, the Libraries pay to bring in individuals with transcending ideas, who are experts in their fields and who can engage us on issues affecting academic libraries in the United States. Often these individuals talk about controversial ideas, and although these conversations can be very uncomfortable, they do their job by making us think and ponder.  Some recent topics of these forums included conversations about Open Educational Resources, future of research collections, how technology changes the way people think and seek information, and the future of library services in a competitive environment.  
One of the very popular ways for librarians to engage in training is through participating in professional webinars, alone or in a group.  Usually, these are run by library-related organizations, like the American Library Association (ALA) or the Association for College & Research Libraries (ACRL), and address very specific issues.  The Libraries pay for group webinars when there is a common interest, and it usually takes any person to express an interest and form such a group.  It should be noted that a number of our librarians have run such webinars for these organizations, and often their colleagues in the library attend them in support of the presenting librarians. 
On occasion, the administration of the department invites and pays for certain workshops to be held in the Libraries if we do not have in-house expertise.  It is extremely important for all liaison librarians to be good communicators inside and outside the Libraries in the rapidly changing and highly competitive environment. Even inside the library our colleagues in other departments do not always fully understand what we do and minimize our contributions.  Outside the library, we often have to deliver hard news, such as for example cancellations of materials, changes in our online systems, or allocation of spaces.  Although in a majority of cases the Libraries are doing it as a reaction to outside pressures, our users don’t often understand it and get very apprehensive and upset with these changes especially if they were poorly communicated.  To help our subject liaison librarians to deliver Libraries’ messages in and outside the Libraries, in January 2017, we had a half day Communications Workshop, run by a local comedy and improvisation group.  This workshop taught librarians to be less self-conscious and apprehensive in conversations, be more comfortable and skillful in developing elevator speeches, and thus more effective in articulating the Libraries’ messages, both positive and difficult, an important skill in today’s academic environment.  
We heavily draw on our internal expertise and most training we run on our own.  Very early on, the administration of the department noticed some divisions between employees of diverse generations, a common trait in many organizations today. It seemed that various career stages employees processed information differently, and had distinct work habits and attitudes toward the profession.  There was a disconnect in mentoring relationships that went both ways.  We noticed that newer employees often did not seek help from their senior colleagues in matters of librarianship.  At the same time, there was a shift in the profession where younger employees were more knowledgeable and skillful in the areas of technology and other emerging trends, yet their expertise was seldom transferred to more senior colleagues. Since we were setting up a new organizational structure, we were very concerned with building a coherent workforce environment. To this end, in 2015 the administration of the department developed and run a Multigenerational Workplace workshop to help people better understand the environment we work in, be more conscientious of different types of people and their needs, and leverage expectations in respect to colleagues.  Although we did not change the habits of how people work, we positively changed the dynamic of how people work with each other.                   
Among our regular tools, built into everyone’s workload, are the departmental monthly meetings, which we call Research & Learning Forums, attended by all subject librarians and frequented by folks outside the department.  These forums are informal and collegial, and very informative.  During these forums, librarians teach each other methods and tools, share their personal experiences, ask questions and give professional advice, thus providing much-needed job support for each other.   Conversations often lead to partnerships among librarians in developing new ideas, which often become very successful endeavors, copied by others within the department.  Often such experiments become publications for those who worked on them, allowing these experiences and lessons learned to be shared with the rest of the profession. 
At times the need for consistency in training is profound and at the core of the long-term strategic goals of the Libraries.  Such instances influence our new hiring decisions and push us to hire individuals that will help the rest of the organization  build upon existing skills.  For example, teaching information literacy is central to our mission as a library, in particular to the work of subject librarians.  Teaching methods, pedagogies, and tools are undergoing a consistent rapid and profound change and are very difficult to keep up with without an organizational structure to support this activity.  All librarians responsible for instructional activities need a systematic approach in developing and using new teaching models, pedagogies and educational software.  Our librarians realized that in order to have a strong instructional program, we needed to hire our own instructional librarian, knowledgeable and comfortable in emerging pedagogues and educational technology, to guide us through tools and methods that could be applied to specific individual needs.  It is far more effective and efficient to have an individual on staff whose job is to lead us in this area than to send all of our librarians to take various courses or have them struggle on their own. The push for this position came from librarians but was supported by the administration, resulting in a successful outcome.
We are engaged in a lot of peer training activities, both one-on-one and in groups, and rely on the train-the-trainer techniques. We have created an environment where folks are encouraged to ask questions and seek help without any negative repercussions. It has become our culture that people routinely ask for individual assistance from colleagues and supervisors alike. In the past couple of years, upon requests from our librarians, we began to look at training in a more systematic way and to take a more organizational approach to it.  To start, in 2017 we developed a Peer Teaching Observation Program (PTOP).  It is designed as a collaborative process, in which colleagues observe each other with the intention of sharing instructional experiences. PTOP is not intended to be punitive or judgmental, but a positive, productive, affirmative and learning experience for both observers and observees. In the fall of 2018, we initiated the UMD Libraries' Fearless Teaching Institute, a series of workshops, Journal Club meetings (where we collectively discuss scholarship in the field of librarianship), and professional development opportunities targeted at growing and improving teaching in the libraries. Individual events within this program are open to everyone.  However, to qualify for a certificate of completion, one needs to participate in five workshops, three professional development events, and a peer teaching observation, completed independently. For now, the certificate earns bragging rights and a better score for the annual review, but we are looking for other ways to recognize participants.  The goal is again to encourage an overall environment of learning and support. 
The University of Maryland is a very large research university with exceptional resources and many opportunities on campus developed by a multitude of different units to learn and improve the performance of individuals in various jobs and positions.  When possible, we partner with other campus groups in providing training on topics important to us.  We have an especially strong relationship with the University’s Teaching and Learning Transformation Center (TLTC), whose mission is to help university faculty improve their teaching, and this includes us, subject librarians. Our librarians routinely attend various TLTC workshops and participate in more involved TLTC programs, and at times we invite them to the Libraries to provide us with training specifically catered to us, for example, how to conduct an effective one-time short instructional sessions.   Similarly, our Division of Information Technology (DivIT) helps our librarians work with Canvas, and some of their system development decisions are directly influenced by our needs. 
     For subject librarians, a lot of learning also happens in their assigned departments and disciplines.  To keep current with their subject areas we strongly encourage librarians to attend lectures and conferences, take classes, participate in discussions, read academic literature in their disciplines, and even contribute to the scholarly discourse in their subject area.  Much of this does not require any payment, departments are always happy to see librarians at their functions, tuition is free for our employees at the University, and librarians can use our own library collections and services unlimitedly.  It is very encouraging that a number of our librarians have advanced disciplinary degrees or are enrolled in degree-granting programs at the Ph.D. level at the University.
The efforts we have described in this chapter to a great degree have to be self-directed by individuals. No orders from supervisors or administration will make people do what is prescribed without full buy-in and participation on their part.  Annual assessments and the list of CORE competencies help us identify needs and develop a plan of action, both in individual and collective cases.  But the true assessment of how well the training goes comes through our ability to improve our services and the increased morale of individual librarians.  The evidence to that comes from our last LibQual survey that was taken in 2017 by over 5,000 participants proportionally equally distributed among students, faculty, and staff and which showed an overwhelming user appreciation for our services and staff.  And also from the university-run internal employee survey where Libraries consistently come to the top in terms of employee satisfaction with their workplace. 

Administrative Support for Individuals

Since training is a part of our annual assessment process, it is important that this activity is supported administratively by the Libraries not only for group exercises we described above but also on an individual level.  As mentioned above, the University of Maryland librarians are given faculty status and have to go through a tenure-track system to achieve permanent employment.  Thus we are required to do research, participate in scholarly output, and engage in professional service including outside campus.  To this end, each of our librarians gets a stipend per year to fulfill these obligations.  Sometimes there are additional administrative funds available to supplement personal professional development funds, which is distributed on the first come first serve basis.  Librarians who do not have permanent status yet get a higher stipend than those who do, and they usually are a priority for additional administrative funds when those are available. We do it this way because permanency reviews rely heavily on a librarian’s activities in the areas of scholarship and service outside the institution.  
It is important to say that librarians have a lot of freedom in where and how they use their funds. Although supervisors and senior librarians provide a great deal of guidance to non-tenured individuals in deciding on their career choices (we have a well built in system of Professional Review Committees in the Libraries’ organizational structure to advice non-tenured faculty), professional development activities are usually chosen by individuals, dictated by one’s interest, time availability, job need and personal factors.  Most use them to go to conferences or take professional development programs, classes, webinars or workshops that they need, or to branch out into totally new territory, like teaching Study Abroad classes.  We see all of these activities as educational and as workforce development. 
In addition to personal choices, at times the Libraries send individuals for specialized training, conferences or meetings when the Libraries’ interests are at stake. In such cases, the Libraries will pay for the activity outside one’s personal funding.  These might include sending our staff to consortium meetings, leadership training, and training for very technical programs where we have no in-house expertise, such as visualization, geospatial techniques, or systematic reviews.  
There is an expectation that once a librarian undergoes training, they come back and teach others about this tool or method so that more of us become proficient.  As a result of our organizational choices and buy-in from the staff, we have created a learning organization with the emphasis on self-improvement, continued professional growth and lifelong learning.   Through it, our librarians have been able to develop new skills to mount new programs and services, many of which we think as innovative and exciting.  The administrative support allows us to learn from others but also to share our successes with the broader professional community through attending and presenting at national and international conferences and engaging in scholarly output.  
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Future Directions

Our library and librarians certainly do not work and live in isolation.  Many of our colleagues in other academic libraries in the United States are going through similar challenges as we are, such as budgetary constraints, increased emphasis on accountability, ever-changing technology and academic discourse, and an explosion of information.  To be more relevant to our campus communities and to stretch our budgets, collections, and expertise, Libraries are looking into various ways to cooperate and work together. Through consortiums and partnerships, we improve access to collections, digitize and preserve materials, develop new services and use technology.   
The University of Maryland is one of the fourteen members of the Big Ten Academic Alliance (BTAA).  BTAA is the nation’s preeminent model for effective collaboration among research universities. Through this alliance these world-class institutions have advanced their academic missions, generated unique opportunities for students and faculty, and served the common good by sharing expertise, leveraging campus resources, and collaborating on innovative programs. The library program is one of the strongest in this partnership and through it, the libraries have participated in many innovative practices including cooperative collection development and cataloging programs, interlibrary loan services, and Geoportal, BTAA’s integrated geospatial data resource.  
Inspired by these successes and seeing a true need for professional conversations among liaison librarians, this year we are in the developing stages of a new BTAA Liaison Institute.  Our goal is to establish a sustainable and accessible peer network of liaison librarians among our institutions who can share their expertise across the BTAA libraries and participate in joint training, partnerships and other opportunities.  The University of Maryland is leading this effort and is hosting the very first of these events on our campus in June 2019.  Our hope that this initial event will launch a systematic and self-containing program to help our subject librarians across all BTAA institutions leverage expertise and resources in developing and improving new and existing services.  
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