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Abstract
In 2014, the University of Maryland Libraries adopted a Subject Liaison Librarian model to proactively deliver a full range of services to its faculty and students and move the Libraries into the future.  Subject liaison librarians are Public Services librarians, responsible for developing and managing collections, reference, instruction and outreach in their assigned disciplines. They are required to be recognized specialists in their subject areas, and at the same time be professional librarians, skillful in library-related operations. 
Challenged by severe changes in the academic environment, rapidly changing technology, the proliferation of information, and consistently difficult budgets, subject liaison librarians must continually improve their skills and knowledge to keep current with the needs of the campus community, library profession, and their subject areas.  To this end, the University of Maryland Libraries developed a professional development program for their subject liaison librarians, which combines internal and external learning and training opportunities, both individual and group based. 
This paper will discuss the professional development program for subject liaison librarians at the University of Maryland Libraries.  Note: subject liaison librarians are being also referred to here as liaison librarians, or subject librarians. 
Introduction
In 2012, faced with changes in the environment and roles of public librarians, the Associate Dean for Public Services at the University of Maryland (UMD) Libraries convened a Liaison Services Task Force (LSTF) comprised of several faculty librarians in Public Services Division. The Task Force was appointed to develop a framework for subject liaison librarianship at the University of Maryland Libraries based on internal examinations, conversations with colleagues at other institutions and an extensive literature review.  The LSTF worked from October 2012 through June 2013.  The deliverable was the Liaison Librarian Task Force 2012 - 2013, The University of Maryland Libraries, Final Report[endnoteRef:1], which defined subject liaison librarianship at the UMD.   [1:  Luckert, Y., Mack, D., Baykoucheva, S., & Cossard, P. (2013). Liaison Librarian Task Force 2012 - 2013, University of Maryland Libraries, Final Report, 31 May 2013. College Park, MD: University of Maryland Libraries. Retrieved from http://drum.lib.umd.edu/handle/1903/17456
] 

The LSTF Report identified five core areas of liaison responsibilities (collection, reference, instruction, outreach, and scholarly communication/data research), and established best practices for each of these areas.  The Report also provided several key recommendations: 1) the creation of CORE competences for liaison librarians, both subject competences and soft skills; 2) the creation of assessment methods to evaluate the work of individual liaison librarians (vs liaison program); 3) a marketing and promotional plan to advertise liaison work on campus and within the Libraries; and 4) a training program to further develop the skills and competences of liaisons. 
The Report was widely and extensively circulated and discussed with all subject librarians, in their units and across the division.  The entire library staff expressed great interest in the report and its recommendations.  It was circulated even to the University administration where it was very well received.  In effect, the report became the framework for liaison librarianship at UMD.  
Organizational matters
Once the Report was completed, attention turned to implementation.  Implementation for us translated into changes in the way we defined ourselves, viewed our work priorities and core responsibilities, and collaborated.  To facilitate this change, the Public Services Division was reorganized to have all liaison librarians, about 25 people, in the same department, now called Research and Learning.  They cover all subject areas taught at the University.  Research and Learning department is divided into seven smaller administrative units based on function (such as Teaching and Learning Services, and Research Commons), or location or branch (for example, Art Library and STEM Library).  

The Research and Learning department is led by the Director of Research and Learning assisted by her management group, the Research and Learning Heads, comprised of all managers in the department who are either heads of branches or functions. Since all subject librarians are in a single department, regardless of geography or function, it provides for better administrative oversight. It also facilitates unity, cooperation, coordination, and commonalities across locations and purposes. The Research and Learning department went through vigorous unifying exercises to define our common mission, vision and goals.  We also developed our strategic plan, which is in full compliance with the strategic goals of the Libraries and the University, and is periodically under review. 

Annual reviews as a tool for identifying training
All of LSTF recommendations were important.  However, we chose to start with the development of the framework for annual reports for librarians. We believed that going through such exercise on an annual basis would help all of our public services librarians in easing into their new roles as liaisons.   We aimed to achieve full participation in the process of implementing the new 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.  
Our annual review consists of several 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, Instruction, 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.   
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 a 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 hers work.  It is a series of benchmarking which among other things show an individualized need for training and its outcomes once completed.  Thus it helps us identify specific training needs for individuals as well as find common needs of the group.  
The need for CORE Competences 
After living with the new annual review system for the first year we came to a realization that we did not have 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?  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 competences, both subject and skills based, which incidentally was another of the LSTF Report’s recommendations.  
In late 2014, we developed CORE Competences for Subject Specialist Liaison Librarians, Research Services, Public Services Division, University of Maryland Libraries,[endnoteRef:2] both subject and skills-based, which we are using 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. The Research and Learning Heads initiated the work.  All units in Research and Learning worked on the document bringing in their perspective.  Once this work was finished, we all met at the department’s public forum and created a single document.  It circulated a few more times over email and finally approved by the department as a whole. It was than presented to the Libraries’ administration.  These CORE competences 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.    [2:  Luckert, Y. (2015) (a). CORE competences for subject specialist liaison librarians research Services Public Services Division University of Maryland Libraries. College Park, MD: University of Maryland Libraries. Retrieved from http://hdl.handle.net/1903/17457
] 

Through the annual review process combined with the CORE competences expectations, we have been able to identify and correct several instances of lack of skills, as for example several of our librarians did not know how to use our shared online calendars, which presented a number of challenges in working with those individuals.  We expect that with time we will be able to further perfect this tool and help librarians get necessary credentials as they grow in their profession.  
Training as a part of the job
A training and workforce development program was one of the LSTF recommendations.  The LSTF describes training and workforce development of librarians in a very comprehensive way.  Workforce development for us encompasses all types of skills and competences, including subject knowledge, soft skills (like computer skills), 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 nibble and adoptable. This means that we need to be doing constant learning, changing and improving.  Thus, we see training as a life-long endeavor, for both new and experienced librarians.    

For new hires, we have developed a comprehensive Orientation Check List for the New Subject Specialists’ Liaison Librarians[endnoteRef:3], which we use for all newly hired subject librarians across the department.  It is a responsibility of direct supervisors to engage their newly hired librarians 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 and processes, it is also important to train all new hires, even those who come to us with experience, in our systems (such as our discovery system) and processes (such as our collection management policies).    This Check List helps supervisors and employees navigate through the complex organizational structure and a 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.  [3:  Luckert, Y. (2015) (b). Orientation Check List for the New Subject Specialists’ Liaison Librarians.  College Park, MD: University of Maryland Libraries.  Retrieved from http://drum.lib.umd.edu/handle/1903/17458 ] 


Through annual reviews, hallway conversations, and public forums, we have been able to identify a number of global needs for professional development.  Our librarians are asking to have more opportunities to learn classroom management software (including Canvas, which 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.  These needs can be address 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.  
One of a very popular ways for the Libraries to provide training to our librarians is through sponsoring a webinar that a number of people can watch together.  Usually, these are run by library related organizations, like the American Library Association, and address a very basic “how to” question.  It takes only one person to express an interest and ask others if they are interested in watching, and the Libraries will accommodate the request. 
The Libraries also will invite and pay for certain workshops to be held in the Libraries, if there is merit in doing so.  The Libraries value and strongly appreciate the importance for all liaison librarians to be good communicators inside and outside the Libraries.  We often have to deliver hard news, such as for example cancelations of journals, or changes in our online systems.  Although in a majority of cases, the Libraries are doing it as a reaction to outside pressures, our users still can get very apprehensive and upset with these changes especially if they were poorly communicated.  To help our subject librarians to deliver Libraries’ messages in and outside the Libraries, in January 2017, we had a half day Communications Workshop, paid for by the Libraries.  About thirty librarians who work directly with users participated, including the majority of subject librarians. This workshop taught us how to be more effective in articulating the Libraries’ messages, both positive and difficult, an important skill in today’s academic environment.  
The University of Maryland is a very large research university with many opportunities already to learn and improve performance on campus.  When possible, we ask other groups on campus to provide lectures and workshops 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 faculty on campus improve their teaching, and this includes us, subject librarians. TLTC ran for us numerous workshops, from how to improve teaching effectiveness or design our classes to how to use various campus run educational technologies.
We draw on our internal expertise too and often run workshops on our own.  Very early on, we noticed some divisions between employees of different generations. It seemed that employees of different generations processed information differently, and had different work habits and attitudes to the profession.  There was a disconnect in mentoring relationships that went both ways.  We noticed that younger employees did not seek help from those who had been in the profession a while 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, yet their expertise was seldom transferred to older folks.  Surely, we were not the only organization struggling with these issues. There has been much written about these phenomena in the professional literature.   However since we were setting up a new organizational structure, we were very concerned with building a coherent workforce environment. To this end, in 2015 we prepared 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 needs, and improve expectations from each other.  Although we did not change the habits of how people work, we positively changed the dynamic of how people work with each other. 		
We do a lot of peer training, both one-on-one and in groups, and rely on the train-the-trainer techniques.  I am very proud of our environment where folks are encouraged to ask and seek help without any negative repercussions. Thus, people routinely ask for individual help from colleagues and supervisors alike. Research & Learning department runs a series of monthly forums, attended by all subject librarians and frequented by folks outside Research & Learning 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. Just check the University of Maryland librarians’ Google Profile and our Pinterest Beyond the Library account, http://www.lib.umd.edu/rc/meet-your-librarian. 
In some cases, where the need is very profound and addresses a strategic goal of the Libraries, it influences our new hiring decisions.  For example, teaching information literacy is central to our mission as a library, and particularly to the work of subject librarians.  Teaching methods and tools are changing very rapidly.  All our librarians responsible for instructional activities need systematic help in developing new models in the classroom and learning educational software.  We realized that in order to have a successful instructional program, we needed to hire our own instructional librarian, knowledgeable in pedagogue and educational technology, to guide us through tools and methods that could be applicable to specific individual needs.  It is far more effective and efficient than to send all of our librarians to take various courses or struggle on their own. 

For subject librarians, a lot of learning also happens in their assigned departments.  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. This is a part of our CORE Competences.  Much of this does not require any payment (tuition is free for our employees) but has to be self-directed by an individual.  It is very encouraging that a number of our younger librarians are enrolled in a degree-granting programs at the Ph.D. level.    
Administrative support for individuals
University of Maryland librarians are faculty.  As such, we are required to publish scholarly works and serve on campus and national committees.  To this end, each of our librarians gets a small 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.  
It is important to say that librarians have a lot of freedom in where and how they use their funds.  These activities are by choice, dictated by one’s interest, time availability, job need and personal factors.  Most use them to go to a conference or two, if they can stretch it that far, or to pay for a class, webinar or a workshop that they need.  We see all of these activities as educational and as workforce development.  In some cases where we need re-tooling, Libraries will pay for the intensive training for an individual in that job, especially if we are lacking an important skill not offered on campus.  Usually, this would involve some very technical programs, such as visualization and/or geospatial techniques and methods.  As a result, our librarians have been able to attend national and international conferences, develop Study Abroad classes, and develop new skills to mount new programs and services. 
Conclusion
In 2014 we set up a mini committee tasked with developing a training program for subject librarians.  Their recommendation was to start a UMD Libraries' Liaison Training Program guide, http://lib.guides.umd.edu/c.php?g=327410 .  The purpose of this guide is to collect opportunities and resources pertaining to training in one location for easy access.  We also were hoping to have a calendar of all professional growth activities in one place.  However, the task of further expending and maintaining this guide and especially to maintain the calendar proved to be rather overwhelming.  Without a dedicated person to keep up with these efforts, we learned that it is impossible to keep such a guide current.

Still, through all of the initiatives described above, we have been able to build a comprehensive, effective and sustainable training program for our subject librarians.  This program positively contributes to the development of a supportive and nurturing environment, conducive to experimentation and innovation.   We are still facing a number of challenges.  One of our most difficult challenges is engagement.  While some members of our community are very eager to learn, participate and try all types of things, some others are not so inclined.  There is a variety of reasons for disengagement, some hard to pin point, others more obvious, and all are very personal.  They range from temporary personal hardship to blatant lack of interest in some extreme cases.  At times it is as simple as that some individuals not realizing that funds might still be available for their activity.  It is also impossible to single out any particular groups of “offenders” vs “proponents,” they cross the entire employee spectrum, from very new hires to seasoned lifetime librarians.  

Overall, we find that staff who are fully engaged in professional development program are usually stronger employees as well, more committed and engaged, delivering better performance and outcomes.  Thus, it is very important, not just for individuals, but also for the organization, to find ways to help individual librarians overcome disinterest and disengagement and to increase participation in the professional development program. 


