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Management Skills for the More Experienced (ExFiles)
1. Executive Summary 
The seventeenth FOLIO course, 'Management for the More Experienced' ran from January to February 2007.

The aim of the course was to enable those who have occupied a library management position for several years to consolidate and refresh the skills and knowledge required to deliver effective front-line library services. The course was divided into six themes and one week of the course focused on each theme, as follows:

	Week
	Theme

	1
	Introduction: Management Roles and Responsibilities

	2
	Strategic Planning

	3 
	Managing Human Resources

	4
	Managing Financial Resources

	5
	Managing Projects

	6
	Evaluation and Ongoing Managerial Development


The course materials included Briefings, stories with tasks, group discussions and a guest lecture podcast by Nicola Walsh. Other materials included a Quiz, an Interactive Briefing and a Course Summary.

There was a high level of interest in this course. 40 participants signed up for the course. 4 participants withdrew from the course due to reasons such as work commitments and illness and 5 participants failed to submit their portfolios. 36 people completed the course.

2. Course Details 
Course title: 
Management Skills for the More Experienced
Course Code: 

(ExFiles)
Web pages: 


http://exfiles.pbwiki.com/ 

Discussion list archive: http://www.jiscmail.ac.uk/lists/e-FOLIO.html
Module co-ordinator: 
Miss Anna Wilkinson

Other staff involved: 
Mr Andrew Booth, Miss Diana Papaioannou, Miss Anthea Sutton

	Course aim...


This course aims to enable those who have occupied a library management position for several years to consolidate and refresh the skills and knowledge required to deliver effective front-line library services. 

	Course objectives...


By the end of this course participants will be able to:
· Assess the current state of their personal managerial development; 

· Identify the importance of strategic planning when faced by an ever-changing and uncertain environment. 

· Describe the main characteristics and attributes of a successful library manager;

· Develop personal strategies to enable them to manage their human resources, paid and volunteer staff, effectively; 

· Acquire knowledge of financial management skills and strategies;

· Rehearse appropriate methods for the initiation and completion of project management;

· Engage with fellow participants in reflecting on effective managerial practice and the ongoing need for personal managerial development.

2.1 Content (for more details about the course content, see Appendix A):

Course materials centred on six themes that were each covered in a week with accompanying tasks. These were: Management Roles and Responsibilities, Strategic Planning, Managing Human Resources, Managing Financial Resources, Managing Projects and Ongoing Managerial Development. There were four Briefings on What is so different about management, Strategic Planning, Innovative Human Resources Management Practices, Financial Management and Project Management Techniques an interactive briefing on Recruitment and a conversation briefing on Good Practice in Human Resources Management by Graham Walton.  There was also a guest case study podcast on Project Management by Nicola Walsh.  The course also incorporated stories on A Day in a Life, Developing a Library Strategy, Planning a Project and Identifying Managerial Development Needs.

Other materials included a Handling Challenging Situations Quiz (with suggested answers) a Improving Staff Morale task and a Project Management Troubleshooting Scenario Based Exercise and a reflective Course Summary.

For some activities, students worked alone, developing their individual assignment and answering self-reflective exercises based on instructions in e-mail and briefings on web pages. Wider interaction included:

Buddy groups- We allocated each student two “buddies” to form buddy groups of three. Some exercises during the course required students to collaborate with their buddies in order to produce material for their portfolios. 

As an alternative to being part of a buddy pair, a ‘self-directed’ route was available for participants who could provide good reasons to justify and individual course of study (e.g. because they worked part-time or because they had planned to take annual leave during the course).
Discussion board:  a wiki was used to initiate a course-wide discussion amongst participants on strategic planning. Participants were asked to select either the Looking Ahead or Making Do discussion board. They then posted their reasons for their choice, which drew on their own experiences and practical work-based examples. They were also required to comment on the posting of at least one other course participant.

3. Analysis of participant and other stakeholder data 








4. ANALYSIS OF COURSE EVALUATION FEEDBACK

4.1 COURSE SATISFACTION

Participants indicated on a five-point scale their opinions of the following statements:

I found the ExFiles course enjoyable: 13 participants agreed with this statement, 9 strongly agreed, 1 had no opinion/undecided, 1 participant disagreed, 0 participants strongly disagreed with this statement.

Having taken part in the course, I feel that I have consolidated and refreshed the skills and knowledge that I require to deliver effective front-line library services: 11 participants agreed, 10 participants strongly agreed, 2 participants were undecided, 1 participant disagreed, 0 participants strongly disagreed with this statement.

The ExFiles course fulfilled the course objectives: 12 participants agreed, 9 participants strongly agreed, 2 participants were undecided, 1 participant disagreed, 0 participants strongly disagreed with this statement.

4.2 COURSE MATERIALS

Participants were asked to identify the most successful element of the ExFiles Course:

	What do you think was the most successful element of the ExFiles course?
	Number of participants

	Course Materials 
	17

	Website
	5

	Facilitation
	2


Participants were asked which type of course material they found most and least useful, and most and least enjoyable.

	Which type of course material did you find most useful?
	Number of participants

	Briefings
	7

	Individual Exercises
	7

	Buddy Group Exercises
	5

	Changers Library Story
	2

	Group Discussion 
	2

	Reflection
	2

	Interview with Expert
	0

	PowerPoint Presentations
	0

	Quiz
	0


	Which type of course material did you find least useful?
	Number of participants

	Quiz
	11

	Interview with Expert
	4

	Changers Library Story
	3

	Group Discussion
	3

	Briefings
	1

	Buddy Group Exercises
	1

	Individual Exercises 
	1

	Powerpoint Presentations
	0

	Reflection
	0


	Which type of course material did you find most enjoyable?
	Number of participants

	Buddy Group Exercises
	9

	Changers Library Story
	4

	Quiz
	4

	Individual Exercises
	3

	Briefings
	2

	Competition
	1

	Reflection
	1

	Group Discussion
	0

	Interview with Expert
	0

	PowerPoint Presentation
	0


	Which type of course material did you find least enjoyable?
	Number of participants

	Competition
	9

	Quiz
	6

	Interview with Expert
	3

	Individual Exercises
	2

	Reflection
	2

	Group Discussion
	1

	Powerpoint Presentations
	1

	Briefings
	0

	Buddy Group Exercises
	0

	Changers Library Story
	0


4.3 Use of Website

How many times did you access the ExFiles website?

	Number of times
	Number of participants

	0
	0

	1-5
	13

	6-10
	4

	10+
	7


How was using the ExFiles website for you?
	Response
	Number of participants

	Very Easy
	5

	Easy
	9

	Average
	9

	Difficult
	0

	Very Difficult
	0

	No Opinion
	1


Additional Comments about using the Website:

· This is an excellent innovation. However I note that there is not a consensus on how to contribute to the wiki pages. Some regard these as areas to which they merely add their input, whereas others use it to change existing material. How the latest version turns out is thus determined by the proportion of either of these two types of contribution. So it can either be a neatly edited, distilled synthesis of collective wisdom or it can be a patchworkd quilt of mutually contradictory views. The type of contribution may be a reflection of the degree of group bonding which has already occurred or otherwise within the cohort. Contributors where little group bonding has occurred may be less inclined to alter existing materials. Whereas groups which have bonded may feel freer to edit. Mind you, this could work in reverse, depending on how peoples' sensitivities and/or their perception of that of others'. The whole thing reflects the fact that we haven't yet worked through a shared understanding of the ethos of partially anonymous collective authorship. 

· This was my first experience of such a discussion group, and it was very interesting. 

· Initially had a little difficulty accessing it, but suspect the problem was at my end. 

· Thought it was a good way of bringing the information together. 

· Enjoyed reading other peoples comments 

· Excellent - provided everything I needed in an easily accessible format 

· I had a few problems with links, with my computer getting unhappy with word documents opened via IE. The direct link to the MP3 was a pain as I wanted to download it to listen to away from the office and it kept launching immediately instead. The exercise with altering the wiki was confusing - I made changes to the wiki itself as did others before realising that I was supposed to use the comments. I reverted mine but others stood for a long time (not checked lately). 

· Timetable with links to the tasks extremely useful as I am part time and it was useful having access to all the materials, sent by email, when I wasn't at work. However I did have trouble finding the discussion pages (Strategy/ Making do)again! 

· It was useful to be able to look at the archives 

· Was not initially easy to find my way round - had to search for material when I was following up at a later date (ie not just clicking through) BUT have started using PB-WIKI for sharing area resources - so THANKS 

· I had trouble navigating to the strategy discussions when I went back some time after my initial contribution – could only access the most recent comments.

· Found the website excellent, very easy to use.  Would like to start using them myself.

4.4 GROUP DISCUSSION & BUDDY INTERACTION

Did you contribute to the buddy group discussions during the ExFiles course?: 20 participants stated that they had interacted with their buddy group, 1 stated that they had interacted partially, 0 participants stated that they had not and 1 didn’t know. 

The reasons given for not or partly participating were:

· I participated fully & facilitated the group 

· I enjoyed the buddy group exercises. 

· I did get a bit behind 

· I contributed fully. 

· For variuos reasons, there wasn't full participation in the last exercises so I had to go it alone 

Participants were asked how successful they felt that the buddy scheme had been. Responses were as follows:

	Response
	Number of participants

	Very successful
	5

	Successful
	7

	Average
	8

	Unsuccessful
	1

	No Opinion/Undecided
	1


Further comments on Buddy scheme:

· I was frustrated when buddy group members were unable to contribute in the appropriate time slot. This course thrives on momentum. This can be lost when buddy groups don't all perform at the same rate. 

· The scheme was a very useful way of sharing ideas. I picked up some helpful and interesting ideas and comments from Buddies. I was lucky in that the others responded promptly and put a great deal of effort into responses. 

· I have completed several Folio courses and unfortunately each time people have dropped out. 

· Everyone particpated in the group although at different times, so it has been difficult to get all the feedback into my portfolio in time for me to submit it as soon as I wanted. 

· It can be difficult to keep up with your buddies when you are working at different paces, however, my buddies were particularly patient with me. I think it is useful to be able to share ideas in a controlled environment (i.e. a small group, whilst at the same time learn from others. 

· in the first week i did not get a reply from either of my buddies which was rather off-putting, one was on holiday but i did not receive an out of office, the other buddy never did respond. 

· It was a successful scheme despite one of our buddies not participating. 

· There were a lot of delays in getting responses from one member of the group. Perhaps if they had let others in the group why there were delays and when we could expect a response it would help. 

· Group members found it hard to get there contributions in quickly enough, which led to some tension. 

· Not easy to get all to participate 

· I had an excellent buddy group who added a great deal of value to what were in some cases rather strange exercises. 

· Our group worked well together though may not always be the case when participants might wish they had done the exercises on their own. Was a problem to keep track of some of the discussions where feedback needed to be given after sharing individual cases/comments. Had to keep reminding each other of various threads we hadn't finished if we slipped behind on tasks during the programme. 

· I felt rather guilty as on one occasion I may have held up my buddies. 

· I think it is an excellent scheme. However, this is the first folio course I have done where I have had a buddy beyond week two, so I know it must be difficult to facilitate. Nevertheless, I think it is one of the best aspects of the courses and has certainly enabled me to get more out of this course and made it more enjoyable. 

· I feel a larger group than 3 would cover the times when one member is late or finds difficulties in responding 

· I enjoy the buddy group scheme as it brings together librarians who work in very different environments with different experiences & backgrounds 

· It’s good to be able to have contact with others on the course and I found it a very useful part of the learning process.  (We had a good group that worked well together)

· I think our group worked well together.  Karen was an excellent group leader.  

4.5 SELF-DIRECTED ROUTE

Participants were asked how successful they found the self-directed route to be. Responses were as follows:

	Response
	Number of participants

	Very successful
	2

	Successful
	0

	Average
	1

	Unsuccessful
	0

	No Opinion/Undecided
	0


Participants were asked to comment on the self-directed route. Their responses were as follows:

· I very much preferred the self-directed route. There was no waiting for responses from buddies, and no pressure to hurry and get tasks done so as not to let buddies down. Being part-time and often away from my desk meant that I was better able to fit the Folio work around other commitments (work and social). I think it suited my learning style better too. I would definitely elect to do this again. 

· This route is a reasonable alternative for people who have difficulty completing the course in a buddy scenario.  I tried the buddy set-up twice,  Both times my partner dropped out and I was left alone.  Now that you are assigning more than 2 people to a buddy group, I may try again.  One of the assignment seemed a bit much for one person to take on. Also, it would be helpful if assignments were not given out on Mondays, as Mondays can be very busy in the library.  

· I found this way of working much better suited my needs and completed it in 3 or 4 blocks of time rather than lots of shorter sessions.  Even so, I did fall behind and felt at times that I had not been able to make contributions at the time I should have done (e.g. the project management section).

4.6 FURTHER COMMENTS

Participants were asked if they would change anything about the ExFiles course. Comments were as followed:

· No. Well structured. 

· I wasn't too keen on the expert interviews . They weren't detailed enough for me and left you wanting to ask questions. 

· I would probably not put in the day 19-budget control exercise. I found this particular task to be the least interesting, and queried its usefulness. I assumed that the reason it was included was to show how a budget can change, and why. 

· No, all the materials were excellent 

· No, I really enjoy this style of learning. 

· at times it was a bit unbalanced with some weeks having lots of work and other not very much. 

· A lot of the content seemed to structured around NHS libraries - perhaps give users a choice of scenarios to include an academic setting. This, I feel, would help eliminate any bias. 

· Make the course shorter 

· Time allocated for the amount of work given. 

· Quite a bit. It was a rather patchy course - I think it would have been better to concentrate on fewer areas. Some of the exercises were awful - the rubbed out budget sheet in particular was an exercise in random stabs in the dark based on unstated assumptions. I couldn't spend all the money allowed by the bottom line! Often the exercises seemed to be aimed at a different audience - talk of away days and deputies reporting to you about staff you clearly don't have regular contact with just don't reflect the reality of small team based impoverished NHS services. I know we might well end up managing different services but... 

· Work load of the project management week seemed far heavier than the other weeks, and resulted in us asking for an extension. Each task required buddies to come back several times to get to the final plan. May demonstrate the point about project management- multiple discussion, re-assessment at each stage etc, but email is not the easiest means to carry this out. Possibly made harder by having to do the first part in isolation- point clearly made on this! 

· I thik the execises were bit uneven - the project management task was the hardest, pulled together many strands and could perhaps have benfitted from more time. 

· No. I have found them an excellent mix of learning methods, apart from the quizzes ! Having submitted my answers, I received an error message because some answers were blank. This included questions 16 and 17 which you imply should not be completed by those following the group route. A message at the top indicating something must be put in each answer box might be helpful. 

· I did not feel the Buddy Group Exercise was well designed. The buddy who was supposed to select necessary staff did not, initially, have enough information to make a decision. The two other buddies had rather too much to do. The task was too involved and took up a lot of time. It was less of a discussion/collaboration & more individual task working. 

· For the self directed route I can’t see any reason why the material can’t be offered all at once (perhaps even in a single document?).  It would have been good to have an overall view of what to expect at the outset and be able to plan my time.  Receiving emails made me feel guilty during those periods when I knew I was behind but couldn’t do anything about it.  Having everything in a single document would save the time spent managing the emails / worrying about whether I had missed one.

· Longer duration.

· I didn’t find the financial section particularly useful (days 15 and 17), they didn’t seem to move my knowledge on much, perhaps alternative exercises could be used.  

· Please have an easier competition.

· I think the order of the a couple of the project management readings should be reconsidered.  This also should possibly be considered with respect to timing of the relevant assignment.  One of the strategic planning readings seemed a little thin – lacked definition/expansion on terms that were covered in an assignment.  Please consider a more interactive course – e.g. have students turn in assignments and receive feedback shortly after completing their assignment.

Participants were asked to provide additional comments on the ExFiles course. Comments were as follows:

· Content was great. However, grammatical and typo errors abounded and escaped the proof reading stage (if there was any). This may sound a bit Lynn Truss, but in my view the Library & Information Profession is one areas where literacy (preferably in more than one language) is a given, not an option. I am available to proof read your course materials if you want to hire me. 

· The only problem I find is managing any of the extra reading as listed in the Briefings. I suppose these are meant for future reference, but the working week is so busy, I only found time for the Briefings themselves. 

· I found this one the most challenging so far 

· A very demanding course but very rewarding,useful and applicable to my current situation. 

· I really enjoyed this course, and feel that as a relatively new manager I have learnt a great deal. Having undertaken a number of FOLIO courses before I found it particularly useful to study a new topic each week. For example if you were on annual leave for a week, you didn't feel like you had fallen too far behind and it was much easier to catch up. Undoubtedly, being in buddy group keeps you motivated. 

· an excellent way of delivering training. 

· I thought the variety of topic covered was excellent particularly in dealing with difficult to tackle subjects like financial management. I would highly recommend this course. 

· I would certainly do another ExFiles course. I just found it a bit frustrating having to rely on other to complete certain tasks. 

· I'm glad I did the course, the materials were great and the exercises were excellent - really practical and useful. However, it was a real struggle balancing my work obligations and the coursework, which has been quite stressful. There was far more work involved than I thought there would be (assuming you wanted to make a good job of it and not skimp!), and some of the exercises seemed unfairly balanced, e.g. task 21 - the costing exercise involved a great deal of work, whereas the staffing exercise required much less work. 

· Rather relentless as ever with this type of course. Felt some of the exercises could have been dropped to leave more breathing space without any great detriment to the course. I did also often feel that I was able to answer questions due to prior knowledge but did not see how the course materials would have helped me reach the answers otherwise. 

· Although I have less management experience than my buddies, I learnt a lot and my buddies were supportive. An excellent way to learn more about a topic/consolidate CPD but not always easy to fit in round work commitments. Full and part time staff in our group had intervening pressures, which meant it was easy to put the course on hold and risk not getting back to it. At least on a study day away from work you are not distracted by work, but there are the costs and travel time to consider. Folio is a worthwhile way to do CPD if you are persistent! 

· I found it quite difficult doing a webbased course - my fault probably but I guess they don't suit everyone. 

· I find the archives invaluable for background material when I have to write a paper. If the courses should cease, please maintain the archives somewhere accessible. 

· Very useful, not least for the amount of reflection on my managerial practice that it forced me to make 

· I found some areas confusing eg Finance and did not feel very enlightened afterwards. I feel that this course was trying to cover too many areas in too short a space of time.

· The amount of time spent on this course was greater than I expected – often because I needed to revisit much of the material after a break.  That said, I think it covered all the topics that are relevant to management (and my current practice) and I have come away feeling more confident in my skills and knowledge.  Bringing all these elements together in one course has been very useful. 

· I sometimes found it difficult to keep up especially with extra pressure on work commitments.  Next time I would manage my time differently.

· Very thought provoking.  I like the exercises as these ensure that we are applying skills or knowledge learnt.

· I think it is probably very challenging to develop a review course in management for librarians.  Thank you very much for offering this! In spite of not having met all the objectives and not having a glowing review of the course, I am glad I took it.  I did gain from the course, which is the most important thing.

Would you participate in another FOLIO course if you had the opportunity? 21 participants stated ‘yes’, 0 participants 0 stated ‘no’ and 3 participants stated ‘don’t know’.

One participant added that to qualify this – I would do another course as long as it is directly relevant to my work life.

Would you recommend FOLIO courses to your colleagues? 23 respondents stated ‘yes’, 0 respondents stated ‘no’ and 1 respondent stated ‘don’t know’.

One respondent added that to qualify this – I would recommend using the self-directed route.

5. TECHNICAL INNOVATIONS AND ISSUES

5.1 TECHNICAL ISSUES

A number of participants reported problems with accessing the podcast due to NHS firewalls.

POSSIBLE SOLUTIONS:

Transcripts of podcasts are now made available as a default. Participants that were not able to access the transcript direct from the website were emailed a copy.  

5.2 TECHNICAL ISSUES

A number of participants reported that they had trouble accessing the ExFiles forum to contribute to the strategic planning discussion at a later date.

POSSIBLE SOLUTIONS:

Ensure that in future courses there is a clear link on the course homepage to any discussion websites.

6. COURSE MATERIALS- ISSUES AND INNOVATIONS 

6.1 ISSUE

A number of participants commented that this course took more time than they expected with most specifically referring to the project management task.

POSSIBLE SOLUTIONS

Check future course timetables to ensure that work is more evenly distributed.  If certain tasks might take longer put aside more time by giving participants free days around the task or add in breaks to the course.

6.2 ISSUE

POSSIBLE SOLUTIONS

7. PROPOSED FUTURE DEVELOPMENTS 

No specific implications from this course.
APPENDIX A.

SUMMARY CONTENT- MOVES COURSE 

	Week
	Day

	 Week One – Introduction: Management Roles and Responsibilities
	Day 1 – Introduction

	
	Day 2 – Buddy icebreaker

	
	Day 3 – What is so different about management? [Briefing] 

	
	Day 4 – A Day in a Life [Story]

	
	Day 5 – A Day in a Life [Task]

	Week Two – Strategic Planning 
	Day 6 – Strategic Planning: an Overview [Briefing]      

	
	Day 7 – Strategic Planning Techniques  

	
	Day 8 – Looking Ahead/Making Do [Group Discussion]

	
	Day 9 – Developing a Library Strategy [Story]

	
	Day 10 - Developing a Library Strategy [Task]

	Weeks Three – Managing Human Resources
	Day 11 - Quiz

	
	Day 12 – Good Practice in HRM [Conversation briefing]

	
	Day 13 – Groundhog Day: Choices and Decisions [Interactive Briefing]

	
	Day 14 – Innovative HRM Practices [Briefing] 

	
	Day 15- Improving Staff Morale [Task]

	Week Four – Managing Financial Resources
	Day 16 – Financial Management: an Overview [Briefing]

	
	Day 17 - Budgetary Monitoring and Control [Task]

	
	Day 18 - Catch-up Day

	
	Day 19 – A New Year Dawns [Exercise]

	
	Day 20 - Competition

	Week Five  –  Managing Projects 
	Day 21 – Planning a Project [Story]

	
	Day 22 – Essentials of Project Management 

	
	Day 23 – Project Management Techniques [Briefing]

	
	Day 24 – Project Management Troubleshooting

	
	Day 25 – Project Management Case study

	Week Six – Evaluation and Ongoing Managerial Development
	Day 26 - Identifying managerial development needs [Story] 

	
	Day 27 - Identifying managerial development needs [Task]

	
	Day 28 - Quiz Answers 

	
	Day 29 – Course Summary

	
	Day 30 – Evaluation and Conclusion 

	Week Seven
	Competition Results

	Week Eight
	Portfolio Submission
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Applications: we received 41 applications for this course.


Enrollments: 40 participants enrolled.


Withdrawals: During the course, 4 participants withdrew due to reasons such pressures at work or illness.


Feedback: 24 participants completed and submitted the ExFiles evaluation form


Course completion:  36 participants completed the course. Therefore there was a  90% completion rate.


Portfolio grading:     8 Distinctions,  21 Honours Passes and  2 Standard Passes. 











Applications / expressions of interest: 41





40 enrolled students 





4 students withdrew during the course








36 participants completed the course (5 students did not submit portfolios)











 24 completed feed back forms were received
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