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Spanish Language Outreach Pilot Program
Future Directions
Overview

WebJunction began work on the Spanish Language Outreach Pilot Program in August of 2004 with funding from the Bill & Melinda Gates Foundation. The pilot program was a collaborative effort between four state libraries (New Mexico, Colorado, Illinois, and Florida) and WebJunction. 

The purpose of the pilot was to test a methodology for creating and delivering a training program that will increase the knowledge and skills of public library staff to better reach out to Spanish speakers in their local communities and become a widely-used and replicable model for the 46 remaining states. The longer term goal of this program is to increase the number of Spanish speakers participating in computer training programs and using public access computers in public libraries across the United States.  An integral part of the pilot program was also the creation of an online community of interest with best practices for outreach to Spanish speakers and discussion boards for sharing among participating libraries and trainers, with the longer-term goal of WebJunction becoming a comprehensive source of interactive communication, training, and materials for library staff members nationwide who want to learn more about addressing Spanish speakers’ computer and information needs. The program’s resources are available at: www.WebJunction.org/Spanish. The program’s discussion boards are available at: http://webjunction.org/forums/category.jspa?categoryID=42. 
During the first phase of the pilot program, WebJunction convened a curriculum group, led by Yolanda Cuesta (a multicultural outreach consultant who specializes in helping libraries and other nonprofits serve the needs of Hispanic/Latino communities) to develop a curriculum for the program.  In November 2004, WebJunction held a two day Outreach Training Institute for the trainers from all four pilot states.  At the Institute, Ms. Cuesta trained the master trainers on the curriculum designed for the program, and on the best methods for conducting workshops.  
Following the Institute, the trainers were responsible for carrying out workshops in their state, coordinated by their state library agencies and designed to reach the program goals. After the workshops, library staff members were expected to follow through on three specific outreach activities addressed in the workshop.  Five months after attending a workshop, participants were asked to report on their outreach activities through an online post-assessment.
The pilot program conducted 37 workshops and trained 482 library staff members.  One year into the program, it is clear that the pilot’s workshops and trainers in each state have made a difference on the ground in their respective states, as well as contributed to a growing body of information at WebJunction that is also serving those who are not directly involved in the program.  

In June 2005, WebJunction completed a comprehensive Interim Report on the pilot program that documented the progress of the pilot and our progress in meeting the goals of the program.  The report drew upon the feedback of trainers and workshop participants solicited through multiple evaluation instruments designed to gauge the progress and overall impact of the pilot program. Data for the report was aggregated by WebJunction’s outside evaluator, Sara Laughlin.  The report can be found at http://www.webjunction.org/do/DisplayContent?id=11110.

Included in this Future Directions document are the preliminary conclusions from our recent Interim Report as well as the key lessons we learned during the pilot program.  Finally, this document includes our plans to utilize these lessons learned to adapt and improve the program as we begin implementing the program with additional states.  
Preliminary Conclusion 

It should be noted that our preliminary conclusions are based on post-assessment data from the first two months of the pilot’s workshops.  Complete post-assessment data will be available in December and will be used to inform the pilot’s Final Report.  Our preliminary conclusion is that the pilot program is successfully meeting its goals. 

Key findings include:

· Local workshop participants have improved promotional efforts, given new attention to staffing and staff training, increased usage of public computing resources and programming by Spanish speakers, and forged new and strengthened partnerships with organizations in the Spanish-speaking community. 

· Local participants report initial impressions of increased use of public access computing by Spanish speakers in their libraries.

· Trainers used WebJunction in a variety of ways—to find resources, to take a class, and to read and post in their own forum.  The site has proved to be a valuable resource for them that will continue to provide them with a rich source of materials for future in-state trainings.

· Trainers dramatically improved their knowledge and skills in outreach and became valuable assets to their states.

· The “Community of Interest” concept – to build content and community around particular topics at WebJunction – is proving to be a good model for attracting larger numbers of library staff to WebJunction and showing them how the resources at WebJunction can be useful to them in their jobs.  Overall usage statistics of WebJunction and Community Partner sites show that the impact of the Spanish Language program on usage of WebJunction is significant.

Future Plans

Based upon these preliminary conclusions and feedback we have received to date from trainers and workshop participants, we plan to make the following changes and additions to the follow-on program:

· Curriculum:  working with our curriculum developer, Yolanda Cuesta, we will further develop the workshop curriculum based on the feedback and suggestions from trainers and workshop participants.  
Planned revisions will include:
· Creating a script of examples/stories that trainers can use during the training.
· Reducing the curriculum’s reliance on PowerPoint
· Making the expectation that participants complete outreach activities more clear at beginning of the training 
· Making a stronger case for why understanding cultural differences plays an important role in meeting the technology needs of Spanish speakers.
We will also develop a mini-curriculum that states can use as a second-level training for workshop participants who have previously attended a Spanish Language Outreach workshop.  
· Outreach Training Institute:  States will send trainers to an Outreach Training Institute this fall where Yolanda Cuesta will train the master trainers on the curriculum that has been designed, and on the best methods for conducting workshops.  We plan to add an additional day to the Training Institute this year, making it three days long.  The additional time will be used to highlight the importance of localizing the curriculum to meet the needs of the libraries in different states/regions.  Localizing the curriculum is essential to help library staff members meet the needs of different Latino communities where the workshops are taking place. Trainers will also have additional time to meet with others in their state, plan for their workshops, and begin localizing the curriculum.
· Local Workshops:  An internet connection will be required at all workshop locations.  During the pilot it became clear that it was critical for trainers to demonstrate how to access the resources and message boards on WebJunction.  When workshop participants were able to see the resources and message board discussions that are available on WebJunction, they were more likely to utilize these resources to complete their outreach activities.
· Progress and Support Sessions:  WebJunction will, along with the state trainers, coordinate and hold Live Conferencing progress and support sessions (1 per month in each state) for the participants 4-6 weeks after their workshops.  This element of the program will provide an important avenue for trainers to gauge the progress of their workshop participants as they begin to implement their outreach activities and to check in with participants to see if they need additional support and encouragement from WJ staff and trainers. Although, workshop participants receive a post-assessment asking them to report on their outreach activities five months after attending a workshop, progress and support sessions will allow trainers and WebJunction an opportunity to check in with workshop participants during the time period that they are expected to complete their outreach activities. We believe that adding progress and support sessions to the program will positively impact the completion of outreach activities by workshop participants.  Trainers will have an opportunity to encourage participants, review key program materials, answer questions, and suggest additional resources.  The sessions will give participants an opportunity to hear about the outreach successes and challenges their colleagues are facing.  
· Building Online Community of Interest: To help WebJunction continue to foster an online community of like-minded individuals interested in outreach to Spanish speakers, we plan to implement several strategies to build the on-line community of workshop participants, including requiring trainers to demonstrate the message boards at trainings, contacting participants by email before and after workshops, working with a small, core group of enthusiastic participants to get the ball rolling early in the year, sending monthly HTML emails highlighting interesting message board topics, and reminding participants about the message boards during progress checks after their workshops.
· Evaluation of Impact on the Hispanic/Latino Community: The follow-on program will include a new evaluation component that consists of surveying the Hispanic community in which the workshops take place to judge the impact of the program on the local population.
· In February, 2006, WebJunction will launch a self-paced Spanish Language Outreach Online Learning Program based on the curriculum developed for the program. Development of this program is funded through the MPAC grant from the Bill & Melinda Gates Foundation. The program will be available for additional library staff participants who are hired after workshops have been given in their states, and will also be open to library staff who would like a refresher in the principles of outreach as laid out in the in-person workshop.
Conclusion

The Spanish Language Outreach Pilot Program has created and delivered a training program that is increasing the knowledge and skills of public library staff to better reach out to Spanish speakers in their local communities.  The next step is to scale the pilot model to meet the needs of the 46 remaining states. We look forward to improving the program by applying the valuable lessons learned in the pilot to the next round of states and continually evaluating and enhancing the program over the next three years.
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