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Part One: Executive Summary

Overview: Every year, the Multnomah County Library (MCL) stages Día de los Niños, a community outreach event designed to attracted Spanish-speaking children to the library. This celebration of multilingual literacy takes place in eight different library branches in the MCL system over the course of a week. This free event calls for activities, such as storytelling and crafts, and the library also provides food and music. Given the scope of the event, it requires extensive planning and organizing.

Our Mission: To ensure that this event will go smoothly, we created a toolset that will allow project managers to delegate tasks to teams that will handle various facets of the program, such as activities planning or the coordination of volunteers. In addition to designing tools to aid in delegation, we also created tools that will help project managers coordinate the work of various teams.

Tools for Delegation and Coordination: In order to give project managers the means to delegate tasks and coordinate the work of teams, we created a Resource Assessment Plan and a Staffing Plan to determine who should lead individual teams. We created a Gantt Chart to help with scheduling and a Communications Plan to facilitate planning. A Hierarchy of Plans, Project Task List, and a Project Evaluation to evaluate the event in retrospect will ensure that the project leaders can see the big picture and plan for the future.

Analysis of Tools: We have created a managerial toolset that addresses the challenges of coordinating such an event and compared it to the tools currently in use within the Multnomah County Library system for this event by showing our tools to Valerie Tryon, who has managed Día de los Niños in the past. Upon hearing her postive and encouraging comments, we assess how we might improve the toolset.

Part Two: The Managerial Toolset

Día de los Niños takes place over the course of a week at eight different locations, and it involves activities, catering, and entertainment. Rather than trying to accomplish so many tasks single-handedly, we made a managerial decision to delegate some tasks to various committees; our role is to coordinate the work of these committees to ensure that the event goes smoothly.

Because the event calls for delegation, we knew that we needed to create and organize committees. We decided to take advantage of the library's matrix organization structure by finding people from functional units. We created a Staffing Plan that defines the roles that would be necessary to stage such an event. Our Staffing Plan broke the event down into four components: event planning, community outreach, staffing, and programming. The event planning committee would be made up of people who had experience with such an event; they would be responsible for securing a caterer, booking entertainment, and providing publicity and public relations. The community outreach team would consist of people who were skilled at liaising with the public; there would be at least three liaisons: one who would work with city officials regarding regulations and ordinances; one who would work with the managers of library branches; and one who would work with the Spanish-speaking community. We knew we would need a Staffing Manager to recruit and train volunteers and to coordinate schedules once the project was fully staffed. And we also needed someone who could design activities and create children’s programs during the event; committee members would be responsible for procuring bilingual materials, designing arts and craft projects, and developing other activities. By drawing up a Staffing Plan, we managed to divide the responsibility for the project to various members. A number of small tasks would be much more manageable than assigning the entire task to one person, and the formation of committees was essential to our planning.

For the purpose of assigning tasks, we developed a Project Task List. This list is actually a table that consists of five fields: Task, Committee, Due Date, Contact, and Notes. The first field describes the task that needed to be accomplished; for instance, volunteers would need to be recruited for such an event, and this job would be listed. The task could then be assigned to the appropriate committee; in the case of the example, it would fall to the Staffing Manager and his/her committee. The Contact would be the member of the committee who would take responsibility for that task, i.e., the Volunteer Coordinator. The Due Date  component would ensure that tasks were completed on time, and the Notes field allows the project managers to record details that might be necessary. In addition, we considered having each of the committee heads draw up project task lists of their own; their lists could mimic the tool we created but would be reflect a much more specific level of detail.

While no detail is too small, project managers would have to get a sense of the “big picture.” The toolset requires that the managers not only be able to delegate work; they would also have to coordinate the work of the committees. Thus, we created a Gantt Chart. This chart is an Excel document that is color-coded by project and is organized by date. Units of time are plotted horizontally and tasks vertically. It provides a visual timeline of the project, allowing people to see what work needs to be accomplished at what time. By using color coordination and by placing all of the activities onto one document, it becomes easy to visualize the project in its entirety, and it also allows the project manager to develop a schedule. Because there will be several committees, we will use a Gantt Chart to schedule the various facets of the event. Because the Gantt Chart lists stages of development, it is useful for all participants to see how their work was contributing to the larger picture; it could also boost morale even while it created a manageable and useful schedule.

In addition to using a Gantt Chart to aid in scheduling and project management, we knew we needed to establish a hierarchy that would explain the relationships between staff members. With that in mind, we drew up a Communication Plan that features not only a directory of the participants, but also an organizational chart. This chart can be used to show who reports to whom, which is useful in assigning responsibility for tasks. It also creates a visual layout of the communication structure and helps define the roles of the committee. Other staff members can see who is responsible for what aspect of the project at any given moment. The structure of the Communication Plan denotes the four areas of operation that were created in the staffing plan (event planning, staffing, program coordination, and community outreach). By dividing the project into four parts and creating a hierarchy, each person can be assigned discrete tasks. Moreover, the lines of communication and supervision are laid out in this plan. Thus, the plan not only allows the users to easily find each other; it also directs them on whom to contact in any given situation.

The main goal of the Resource Assessment is to identify and outline the "needs" for our project. Through the use of this tool, we want to be able to answer the questions: Who? What? and How? This includes detailing what supplies, tools and physical resources we will need. We will also use this tool to match staff (or volunteers) with an appropriate task and what each task requires. Once we are clear on who is capable of what, we can prioritize what we need to do ourselves and what we can safely assign to our staff. The Resource Assessment is something that we, as managers, will use in the initial planning process to outline our expectations and communicate them to our staff. 
 As Día de los Niños is an annual event, evaluation is an essential component of our toolset. The Project Evaluation assesses specifically what worked well and what did not work well over the course of the event planning, as well as the event itself. Since it saves time, money and effort when used well, it is a tool that no project should be without. The evaluation has been divided into two parts: one is a survey that will be administered to those attending the event; the other will be distributed, post-Día de los Niños  to the staff involved, who will reflect upon how the event might be improved in the future. The survey for the staff includes questions that have a specific focus; for instance, one question asks about whether scheduling was efficient. It also contains open-ended questions so workers can express their thoughts about the event. The questionnaire for the participants consists of open-ended questions along with more specific ones that will help in planning next year’s event. For example, one question asks the participant how s/he heard of the event, information that might be crucial when planning publicity for the following year. The information provided by attendees is valuable because it informs event coordinators of public opinion of the event and is invaluable to the planning of future Día de los Niños. Preprinted copies of the questionnaire and boxes to return completed ones will be located throughout the library during the event. Additionally, because Día de los Niños is a multicultural event, this questionnaire would also be made available in languages other English. 
Día de los Niños is a significant community outreach program. As we have shown, the event calls for both time and money, so it is important to be certain that the program meets with the overall needs of the library system. This is particularly important when considering that Día de los Niños takes place at eight different branches. That so many libraries are involved makes it necessary to understand how this program fits in with the library’s strategic planning at large. With that in mind, we drew up a Hierarchy of Plans. The Hierarchy of Plans sets up the library’s long-term goals as well as the goals of LIBROS, which is the library outreach program specifically dedicated to meeting the needs of the Spanish-speaking community, and we can see how Día de los Niños can represent these goals well. By establishing goals from the top down, we can make certain that the entire organization works in tandem. A Hierarchy of Goals would define what MCL wants to accomplish for future Día de los Niños, whether it be doubling the number of attendees or altering the budget for the event. Concurrently we would use a Hierarchy of Plans which would enact those goals. Volunteer Services could, accordingly, work on drumming up more volunteers to accommodate the increased number of participants. Each individual branch could work on advertising more heavily through fliers, posters, or word of mouth. Public Relations could release a statement to local papers making them aware of the event.
 We constructed this toolset to help project managers stage this event, and then showed them to someone who has been active in running Día de los Niños before: Valerie Tryon. Valerie has participated in the management of Día de los Niños for five years, and she brings a wealth of experience to the table. When she examined our toolset, she seemed pleased by what we had designed and noted that many of the tools we had created were already in use for the planning of this event. While program managers tend to be less structured at MCL than our toolset might suggest, she felt that we had created templates that could easily be adapted for staging the event in the future or for planning a similar event. On one point, however, we had erred: the handling of public relations. MCL has a dedicated Public Relations department with a very large budget. We would not need to place someone in charge of public relations, but we might find someone who could act as a liaison with the public relations department.

When we assessed Valerie’s comments and our toolset, we found ourselves considering what we would do if we were asked to create another one. One thing that we recognized was that our toolset provided little or no information about budgets or funding. While we realize that the library managers probably have a fixed budget, we thought that it might be interesting to consider how we could create tools for donations, particularly food or in-kind donations. A checklist or form would have been helpful for documenting how these donations were handled and how they could best be used to serve the community. We also considered how to make the project evaluation form more useful, since Valerie explained that branch librarians are immediately entrenched in the Summer Reading Program at the close of Día de los Niños and rarely have time to share their insights. We considered whether a wiki or a shared repository of information might be useful when staging this event, and we thought this could be another tool to augment our toolset.

Overall, however, we were quite pleased with our work, especially because Valerie could not think of an area that we neglected. With the exception of the minimal attention to the budgeting issues involved, our toolset addressed the various components of the event and the organization involved more thoroughly than the tools already in place at MCL for planning an event such as Día de los Niños, according to Valerie. Our attention to detail, particularly the inclusion of the necessary sensitivity involved when planning such a multicultural event, was commended by Valerie and we feel confident that any one of us could manage a similar project in the future.
Part 3: Report on Group Process


We learned a great deal from observing the group dynamics in association with the work on this project. When we formed the group, we did not consider management-style as much as we considered personalities; we had all socialized with each other prior the course and enjoy each other’s company. While this reasoning may sound unsophisticated, we had all worked in different groups before and had learned that the likeability of a person has much to do with the success or failure of a project. Moreover, all of us have great affection for Portland and are considering work in public librarianship, so we quickly settled on looking at the Multnomah County Library System. This area of common interest and our friendly relationships prior to the class suggested that we had formed a good group, particularly because we all had respect for each other’s work and ideas. That we had a natural rapport proved to be very useful – a point which we did not fully appreciate until we were faced with challenges. Our process was particularly illuminating because we ran into some obstacles that required us to rethink ideas; the need to look back on what had not worked and determine why it was not effective began early with this group, which made us more self-aware than we might have been otherwise.

When we were brainstorming about our group project, we inadvertently started down the wrong path. However, because our readings had emphasized problems faced by organizations, we began by considering the range of challenges that face the public libraries in Portland. As library students, we had already been aware of some problems, so our ideas came quite quickly during our brainstorming chat. We noted that Portland’s libraries are faced with budgetary concerns, and the likelihood of the Spanish-speaking population to double in the next decade made bilingualism a central issue. We also understand that public libraries are under unique pressure during the “age of information” as more people become convinced that they can find whatever information they need by searching Google. Other areas of interest included community outreach, public relations, and new event programming that might attract users. As the conversation continued, we started to think about areas of librarianship in which we would like to get involved; sadly, that included almost everything. Yet our enthusiasm for public libraries kept us from realizing that we had not focused on an issue of manageable size and scope.

After receiving the initial feedback on our project, we realized that it was poorly defined and we were forced to regroup. Realizing that we were not on the right track was alarming and the feedback we received led to a flurry of email correspondence until we could set up a chat. During this chat, we addressed the feedback carefully and frequently referred to the assignment instructions. We relied upon each other when interpreting the assignment and feedback, and we all needed validation for our ideas because we had lost some confidence in our abilities, as a result of our unfavorable feedback. At this point, we started brainstorming about our contacts and Kati noted that she was ready to meet with Valerie, who was in the process of organizing Día de los Niños. Smita seized upon the idea to focus specifically on that program, and this idea was met with speedy and enthusiastic acceptance. Once we had chosen a specific program, our enthusiasm and confidence returned and we started to brainstorm the various tools we might need to develop to help ensure that this event would go smoothly.
Each member of our group found several tools that would be useful to stage such an event; in fact, during this brainstorming session, we found that there were so many tools available to us that would prove useful and it was difficult to determine which tools would be the most appropriate. However, this time we learned from our previous mistake and recognized that the wide range of tools we would need to develop suggested that the project might be too large a scope. This insight led to us to consider two options: either we could focus on one part of the event (such as creating bilingual material, securing catering services, etc.) or we could design tools that would help one oversee the entire event. As one can see from our earlier proposal, we have a shared interest in many aspects of librarianship; thus, designing tools to oversee the event seemed to be natural choice for this group. During our chat, we also recognized that overseeing the event would require delegation, and delegation needs its own set of tools. With that in mind, we decided to find tools for delegation and for coordination because we realized that those tools would be crucial to anyone who was overseeing and orchestrating such a large-scale event. After some consideration, we settled on seven tools addressing both delegation as well as coordination.

The norming part of our group process, however, came naturally. We found ourselves setting up procedures for achieving tasks quite easily based upon each individual’s inclination and strength. For instance, Heather developed a wiki for our group at the beginning of the term to help us simultaneously work on the project in an electronic environment. Heather structured the wiki in an organized manner, with separate pages for each component of this project, as well as posted due dates and corresponding instructions. This way, any member of the group could easily view the ongoing progress of this project and edit accordingly. Smita’s experience as a writer and editor proved useful in her inclination to tackle the projects that involved writing, and she often edited the work prepared by others. Kati’s connection with Valerie and her familiarity with Día de los Niños gave her a strong vantage point to consider which tools might be necessary in staging this event. Darla’s excellent interpersonal skills lent themselves to boosting morale and to ensuring that we were working as a team rather than as a set of individuals. We were careful to divvy up the work fairly, but people chose tasks based upon where they felt comfortable and confident.

As a result of our success with the norming of the group, we found ourselves performing smoothly once we had a well-defined project. We had confidence that the skills of our team members would not let us down, and we found that people lived up to expectations by performing their chosen tasks well. At the same time, we functioned well as a team, discussing any pertinent issues as they arose. For instance, one team member pointed out that the Project Integration tool that we’d considered using was giving her trouble because it did not appear to either delegate responsibility or coordinate activity. By discussing the tool through email, we concluded that the team member was right; the Project Integration tool, which would allow for managers to liaise with city officials and ensure that the event was within regular ordinances, would have been developed by whomever was heading that particular area of the event. Like a job application for volunteers or a contract with caterers, this tool was one that did not fall under the rubric that we had defined when deciding to come up with tools to oversee the work of others. Rather than merely completing the task, the group member felt comfortable in discussing the value of the tool with other teammates, which not only saved time but also ensured that we were all working in conjunction with each other. We would correspond through email, on the wiki, and during chat sessions to assess what needed to be done, divide tasks, set up deadlines and schedules, and also to address our work-in-progress.
By discussing our work and our experience with developing tools or coming up with ideas, we automatically started to reflect upon our dynamic. Such reflection motivated us to consider our roles in the managerial process; for instance, one group member might suggest that she was “hoping to facilitate communications” when trying to set up a chat – for we had recognized that the management skills we would study could help us become more efficient as a group. We found that Kati comes up with new ideas and finds great resources easily, that Smita organizes and structures these ideas, that Heather has a flair for creating task lists and schedules, and that Darla is a born communicator and diplomat. Moreover, our reflection showed us that, while we all operate in different ways, we were effective as a group because we valued each other’s methods and ideas and because we enjoyed working together. Our group dynamic was based upon our sense of camaraderie and friendship, and we continually lifted each other’s spirits during our chat sessions and through email communications. This was particularly important, not only when faced with set-backs, but also when considering that every member of the group had to deal with many outside pressures during the term, such as illness, career stress and disappointments, family relationships and travel. Despite these obstacles, we managed to maintain friendly banter, encourage each other, provide constructive criticism and stay on task throughout the quarter, partially because we have a good rapport, mutual respect and see each other as friends as well as group members.

Thus, we have learned a lot from this experience. If there was one thing we could opt to do differently, we would choose to analyze and assess the assignment more carefully at the outset. Instead of spending time on comparing our interpretations of the assignment, we rushed into brainstorming and ended up with an ill-defined project. If we had gone over the parameters of the assignment thoroughly, we would see that our earlier interpretations were inaccurate and varied and would have been able to prevent some initial errors. Along similar lines, we also would have discussed each other’s strengths, weaknesses, and communication styles so that we could quickly begin building upon one another’s strong points, rather than watching them emerge. Tellingly, though, we realized that we hesitated in declaring our strengths because none of the group members wanted to appear boastful. This reluctance emphasizes that group dynamics are influenced by several factors, not merely limited to the nature of the project. It is interesting to consider how the personality of a group contributes to the dynamic and to think about ways to work with these influences. For instance, we might tell our next group that we would like them to take a moment to reflect upon their strengths and explain what they are really good at during a chat. This opening may help ensure that we make the best use of the resources of each team member during future projects.
Part Four: Final Thoughts

This project challenged us in many unexpected ways.  Not only did we have to organize a toolkit to help plan an event, but we also had to coordinate the schedules, expectations, and abilities of four very busy people.  In our eagerness to start planning and organizing, we misunderstood the logistics of the project, causing us to set off in the wrong direction.  This misstep ultimately served as an important managerial lesson in gathering information before taking action.  Once we stopped to understand our task we set to finding out as much as possible about Día de los Niños.  Our research served us well, as we successfully created a toolset for Multnomah County Libraries.  We incorporated tools they already use (though not always with formalized names) and also offered something that sparked their interest: a Gantt Chart.  Valerie Tryon, our contact at MCL, was very impressed with our toolset and felt that we had addressed every aspect of planning this event.  

Although three of us have no managerial experience, we have unknowingly created toolsets for ourselves to help manage our time and responsibilities.  We have tools such as chat software, wikis, email, and project task lists.  Using these tools, as well as the knowledge we have acquired in this class, we were able to tackle a much larger task in a real-life setting.  We successfully identified the needs and challenges of planning an event like Día de los Niños.  Reflecting on the initial hopes and fears we had for this class, it is nice to see that the hopes were realized more often than the fears.  Though we did run into time management issues, we accomplished many items on our list of hopes.  We have a deeper understanding of the process and the various facets of a management position.  We have also discovered how relevant the principles and techniques of management are to the library world.  We have acquired practical tools that we can use in our personal and professional lives and we have gained a sense of confidence to go forth into the world of management.  

Part 5: Appendix

A. Staffing Plan 

1. Project Manager/Director (library employee; will spend 6-12 months prior to event planning and hiring staff)

2. Team Leaders  (each of whom is focused upon a key area of the management of this event)              

Event Planning (library employee; will spend 6-9 months planning for event)

The event planning committee should have at least three other members, who will be responsible for organizing entertainment, securing catering, and developing promotional materials for the event. 

Programming Coordinator (library employee; will work 6-9 months prior to event managing budget and spending for event). The Programming Coordinator will be responsible for developing activities that will take place during the event. The members on the team should create bilingual materials, design arts and crafts sessions, and develop other programs to interest the children. 
Community Outreach Manager (library employee or seasoned volunteer; will work 6-9 months prior to event creating liaisons with Spanish-Speaking community). The committee will have three liaisons: one who will work with the Spanish-speaking community, one who will work with city officials, and one who will work with branch managers. 
Staffing Manager (library employee; will spend 6-12 months screening and selecting appropriate volunteers for event) The Staffing Manager will work with library staff and employees. The people on the committee should include a staff trainer, volunteer coordinator, and staff scheduler. They will be responsible for assigning specific tasks to personnel (i.e., setting up the event, working at a crafts table). 

B. Project Task List

	TASK
	COMMITTEE
	DUE DATE
	CONTACT
	NOTES

	Example: Hold a training session for volunteers
	Staffing Manager
	April 30, 2007
	Volunteer Coordinator
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	


C. Gantt Chart
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D. Communication Plan

Organizational Chart
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Communication Plan (cont.)
DIRECTORY

	TITLE AND NAME
	PHONE NUMBER
	EMAIL ADDDRESS

	Día de los Niños Manager
	
	

	Event Planning Manager
	
	

	Community Outreach Manager
	
	

	Staffing Manager
	
	

	Programming Coordinator
	
	

	Entertainment Organizer
	
	

	Catering Manager
	
	

	Public Relations
	
	

	Liaison to Branches
	
	

	Liaison to Spanish speakers
	
	

	Liaison to city officials
	
	

	Staffing Scheduler
	
	

	Volunteer Coordinator
	
	

	Staff Trainer
	
	

	Activities Developer
	
	

	Bilingual Materials Manager
	
	

	Arts and Crafts Designer
	
	


E. Resource Assessment

Project Name: Día de Los Niños 

Available Staff:


(list of names)
Available Volunteers:


(list of names)
Positions/jobs to Fill:


Staff only/management: 



Assistant



Marketing Coordinator



Budget Manager



Coordinator of Cultural Considerations



Volunteer Coordinator


Volunteer or Staff:



Marketing assistant (one or two)



Bilingual emcee



Floating translators (two)



Maintenance/janitorial



Event set-up (as many as possible)



decorations



Craft table assistants (four)



Food servers

Staff and Volunteer Skills Assessment:


Name – skills (in list format similar to above) Example:

            Bob – enjoys crafts, painting skills, patient with children, previous volunteer w/ library

Position Assignment:


Name – Position (in list format similar to above)  Example:


Bob – Painted Mask Table

Supplies:


Marketing – computer access; flier material; studio time to record radio ad;


Material


Budgeting – computer access; office supplies; 


Food – table, serving bowls and trays, utensils, napkins, refrigerator, cups, garbage cans, paper towels, mops, brooms


Crafts – tables, table covers, scissors, glue, colored paper, markers, streamers, lunch bags, Newspaper, pipe cleaners, ribbon, garbage bags, garbage cans


Performance – stage, microphone, chairs for audience, refreshments for performer, others as Indicated by performer


Miscellaneous – evaluations, library literature, event schedules for staff

F.  Project Evaluation
Staff/Volunteer Reflection
1. How well did the original project plan compare to the actual project performance?

2. Reflect on what worked well in the execution of this event. In what ways did the original project plan aptly predict the needs of the actual project performance? 

3. With regard to specific tasks, what should be replicated in the future? 

4. With regard to scheduling, what aspects of this project should be replicated in the future? 

5. With regard to the use of resources, what aspects of this project should be replicated in the future? 

6. With regard to budget, which financial decisions should continue for this event?

7. Reflect on what did not work well in the execution of this event. In what ways did the original project plan fail to predict the needs of the actual project performance?

8. With regard to the ways in which the original project plan failed to meet the needs of the actual project, what suggestions would you make for improvements to next year’s event?

9. Is there any specific feedback from and staff, volunteers, or contract laborers that future event coordinators should be aware of?. 

10. Overall, how did the final event meet up to expectations?
Project Evaluation (cont.)
Event Questionnaire for Participants
Thank you for attending Día de los Niños! Because we value your input and want to make Día de los Niños an event that you and your family look forward to attending, we’d appreciate it if you took a few minutes to give us some information about yourself and some feedback on your experience with today’s event.

1.
Where do you live?

a)
N/NE Portland

b)
SE Portland

c)
NW Portland

d)
SW Portland

e)
Suburbs of Portland or Vancouver

f)
Outside of the Portland area

2.
Is this your first time attending Día de los Niños?

a)
yes

b)
no

c)
don’t remember

3.
How did you hear about this event?

a)
saw signs/fliers at the library

b)
received information in the mail

c)
saw an advertisement in a paper 

d)
heard about it on the radio or tv

e)
from a friend

f)
other (please explain)

4.
Who are you attending this event with?

a)
alone

b)
family

c)
friends

d)
school/class

e)
organized group/club

f)
other (please explain)

5.
What aspects of Dia do los Ninos do you like the best?

6.
Are there any things about Dia do los Ninos that you don’t like?  If so, what are they?

7.
Do you have any specific feedback pertaining to anything regarding Día de los Niños that you think the coordinators of this event need to know?

G. Hierarchy of Plans

LIBROS plans


North Portland’s plans
           
           


Central Library’s plans


Project leader A’s plans




Public Relations’ plans


Project leader A’s assistant’s plans
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