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Abstract

Purpose — The purpose of this paper is to describe a range of innovative (for public library
performance measurement and impact assessment) methods and tools developed by country teams as
part of the Global Libraries (GL) initiative. Short reports are provided on: a return on investment study,
a simplified data processing system for library managers and an online reporting system for public
libraries in Ukraine; a study of the public image of Polish libraries in print mass media, two approaches
to sustainability of performance measurement and impact assessment in Romania, through tools
to conduct pop-up surveys and use of agricultural subsidies support data, assessments of changes in
public library managers’ planning efforts in Poland and of their perceptions of libraries and their own
role, using Modified Delphi forecasting, in Lithuania, two ways of focussing on the world of public
library users by engaging non-profit organizations in library research in Poland and conducting
impact studies in virtual environments in Chile.

Design/methodology/approach — A range of methods and tools and their uses are described.
Findings — No specific research findings are reported.

Research limitations/implications — All of these tools and methods have been (or are being) trialed
in national public library contexts; some have been developed over several years.

Practical implications — Useful for people in other (non-GL) countries who may be contemplating
public library evaluation at regional, national or local level or who are interested in performance
measurement and impact evaluation.

Social implications — This paper is part of a GL effort to share what participants have learnt about
impact planning and assessment in public libraries with the wider international libraries community.
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PMM Originality/value — The impact planning and assessment program of GL has been the largest
16.2 sustained international public library evaluation program so far attempted. This paper reports on the
’ more innovative evaluation activities undertaken at country level through this program.
Keywords Performance measurement, Strategic management, Impact assessment, Public libraries,
Global Libraries initiative, International development
Paper type Case study

178 1. Introduction

This paper describes 11 methods and tools which were developed or modified for use in
public library evaluation in five of the countries involved in the Global Libraries (GL)
initiative. Why are only five of the 16 countries preparing proposals or receiving country
grants represented here? Whatever their skills and experience before joining their GL
country teams, there is a common pattern to how the impact specialists go about
the work. All of them have a huge task at the outset in learning about the GL approach
to impact planning and assessment, their colleagues, their program and their public
library system. They then have a heavy workload in organizing needs assessments,
baseline surveys and follow-on studies. However, when they reach the stage of having
nstitutionalized the team’s approach to impact assessment they start to look at other ways
of assessing impact and streamlining performance measurement. All but one of the authors
has been through this process (and this one regularly sees the same pattern emerging with
new grantees). Here they describe some assessment methods and tools that have been
developed and applied at country level; most of these are relatively new to public library
evaluation, particularly at national level. They also offer some of the lessons from their
experience in applying these approaches that may interest people concerned with library
evaluation in other countries (Readers may like to read this paper in combination with
Paley et al, 2015, which describes some of the innovative impact assessment tools
developed by the GL team for use within, and potentially beyond, all GL countries).

The 11 short accounts are arranged below under three main headings: these explore
data management and exploitation to achieve sustainable impact assessment (the GL
preferred term for what is often referred to as impact evaluation); evaluation methods
developed to meet particular challenges; and evaluation tools that have been adapted
for use with public libraries.

2. Exploiting evaluation data for sustainability

2.1 Simplified data processing for library managers in Ukraine

Performance measurement and impact assessment both require good quality results
and a significant issue in many countries is how to strengthen the public library
evidence base. The Ukraine project team (known as Bibliomist) has addressed this
issue in two ways.

They have designed and are beginning to implement a system to collect data
on computer and internet use to help library managers better assess and plan
technology-related services. This system uses Data Giraffe open source software;
and it is linked to the pop-up survey program implemented by Ukraine and Romania
(Chiranov, 2011) (the Romania version is described elsewhere in this paper).

This system builds on the experience of the project team, who found that its usage
tracking software helped in taking management decisions, monitoring program activities
and identifying which libraries needed assistance (such as detecting computers that had
hardware or internet problems). That system has now been improved to simplify data
processing for people who are not professionals in statistical data analysis, by providing
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a set of service variables for data disaggregation. The system’s tracking method enabled  Planning and
the team to meet the GL requirement for workstation use data on “the total number of assessment
hours workstations [...] are actually used by library visitors, divided by the total [...] throuch GL
hours during which the library service point is open to the public.” g

Application of Data Giraffe was initiated by IREX (the NGO that manages the GL
grant in Ukraine) in 2014. It is composed of two modules: the client software (installed
on the computers in libraries) and the administrative interface where administrator 179
generates reports from the database hosted on the server. The software is suitable for
most currently used computers and for both broadband and 3G internet connections;
it automatically collects accurate data on usage of every computer in the system. It is
also a tool to receive fast feedback directly from users of computers thanks to
incorporation of the pop-up questionnaires function.

This data processing system can be adapted to the territorial structure of different
countries and it allows for computers to be selected using various criteria. For example, it
is possible to choose computers by type of settlement/name of location/name of library or
to use other criteria and receive aggregated usage statistics for these selected computers.

The system provides initial data processing, such as for workstation usage rates of
selected computers and percentages of answers to survey questions, so that library
managers can receive results automatically instead of having to make their own
calculations. An important feature of the software is that the workstation usage rate is
calculated using the actual hours each computer is accessible to the public, since
opening hours and days vary. The system is easy to install and use, so it is good for
administrators with limited technical and statistical skills. Once the system is set up, the
administrator is able to create and edit questions and surveys and to analyze the results.

Currently, representatives from eight main libraries in five out of 24 regions in
Ukraine have been trained in the software use and are ready to launch the system.
The main libraries in another five regions will receive training and start deploying the
system by the end of 2015 (the Beyond Access program in Philippines has also begun
to use this system for its libraries).

2.2 An online reporting system (ORS) for Ukraine public hibraries

The Ukrainian public library system consists of about 18,000 libraries that report
to the Ministry of Culture. Their reporting mechanism was time-consuming and did
not provide accurate or relevant data on the performance of libraries across the
country. Once a year, each library sent a report to the library at the next step up in
the hierarchy: village and town branches reported to the central library, which in turn
reported to the regional library, which sent in the data to the Ministry. The data were
consolidated at each reporting level on up to the Ministry of Culture, which only
received aggregated numbers. There was no reliable way to verify the numbers that
traveled through this route. The processing of the paper reports through to public
release took approximately 12 months, so even that information was outdated and the
indicators included in the system reflected the traditional functions of libraries and
captured mostly data on library collections and book circulation.

From the beginning of the grant, the Bibliomist program launched its own electronic
reporting system to monitor the performance of the modernized libraries. The system
included a basic set of performance indicators, including public access, computer use,
community events, training and workshops and projects implemented in partnership.
Participating libraries reported to Bibliomist on a monthly basis, on time, and with a
100 percent response rate. Bibliomist received data instantly; all the numbers were
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PMM calculated automatically and verified through the logical relationship of the indicators
16,2 incorporated within the system. After two years of testing its e-reporting, Bibliomist
proposed to the Ministry a transition to online reporting, to provide recent, relevant
and accurate information about libraries and to be able to make data-driven decisions.
The pressure to have high-quality data is especially high because of tightening budgets
and the need to accurately assess the performance of each library before any decisions
180 on closure, mergers or re-structuring within the centralized library system.

After more than two years of negotiation, the ORS for the Ministry was introduced
as a new approach to library statistics. In addition to a number of new indicators
introduced (IT training, webinars, outreach activities, computer use, high-tech equipment
breakdown and training for librarians), ORS offers two major principles of reporting
that are innovative for the Ukrainian library system. First is the principle of
institutional responsibility: each library reports for itself by inputting the information
about its performance. Now upper-level libraries are free to either aggregate the data or
see the data on each branch separately. The aggregation is done automatically by any
user of the system who has appropriate rights. That relieves pressure on central
libraries at each level and saves time taken in calculating sums and inputting data for
all subordinate libraries. The data on each individual library can be accessed even
from the very top level of the Ministry. The second principle is that library statistics
are for use, not for collecting and storing. As information becomes available in real
time, and simple technologies provide multiple opportunities for data analysis
(comparing and contrasting, identifying outliers and deviants, tracing trends or
producing graphs and charts) cultural organizations at each level can present data in
a comprehensive and meaningful way to different audiences and use the data to
shape library policies. For a library system as large as that in the Ukraine, having
manageable data and tools to study and track the performance of libraries is
extremely important.

Bibliomist promotes the system among the library community and government
officials to achieve higher impact and both constituencies participate in training on using
the system. Librarians discuss with decision-makers the relevance of existing indicators,
the best ways to present the work of libraries to communities, solutions to enhance
performance, as well as possibilities for deeper analysis and efficient response to issues
indicated by library statistics. Having all the data to hand, the Ministry is now able to
react faster to local government requests to approve library closures and to justify
decisions and provide solutions and recommendations based on accurate information.

Some lessons learned by the project team were: first, transition is a collaborative
process that develops slowly and requires detailed negotiation and explanation of every
Innovation, even a minor one, to different partners with a different strategy. The regions
and the center responded to the idea of e-reporting very differently: at the national-level
library professionals were less enthusiastic, while people in the regions were eager for
change to relieve the burden of collecting useless statistics. The arguments in favor of
ereporting had to be customized and adjusted to address the challenges seen by each
kind of partner. In the end, Bibliomist used the most enthusiastic partners to persuade the
hesitant ones. Second, because transition relies heavily on collaboration, it opens an
opportunity for those involved to streamline communication and develop workable
principles of cooperation. Regional libraries and departments of culture have a chance to
discuss each other’s responsibilities for collecting and using library data. Third, when
librarians and officials see how they can use statistics they become interested in
collecting more rather than fewer indicators. The ORS requires libraries to submit
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information that was not collected in earlier official reporting. However, the libraries  Planning and
agreed to refer to their internal tracking logs and other sources to provide accurate data assessment
for the new indicators, because the new ones give them a chance to demonstrate their throuch GL
work better and present their institutions as more modern. g

2.3 Sustainable assessment in Romania

We may sometimes get the impression that performance measurement and impact
assessment are valuable in their own right. Perhaps because the Romania team was not
embedded within the public library system of their country, they had a different
perspective. Now that their country grant has concluded it will be interesting to see
how effective their sustainability strategy proves to be.

When the Romanian team (known as Biblionet) planned its impact planning and
assessment work, they focussed on sustainability from the outset. What type of tools and
processes would be easy to use in a cost effective way after the program closed? Would
the librarians be willing to use them in the long term to prove the effectiveness of public
libraries activities? The team always tried to collect data with a purpose — to be used in
communication and policy change, so that program impact evidence was linked to the
real world. They tried to avoid communicating complex statistics that were hard to
understand and with little relevance to the stakeholders (see Chiranov, 2014). Two of
their approaches to assembling usable impact evidence are outlined below.

181

2.4 Pop-up surveys in Romania

Pop-up user surveys are not new but they are seldom used systematically in gathering
impact evidence and hardly at all until recently when assessing the impact of public
libraries. A full description of the pop-up surveys approach that the team used can be
found in Chiranov (2011). Basically they asked what would be a good tool for librarians
in the long term, and with little or no running costs? An online system appeared to be
the natural choice and they started to use it February 2010. Working with the tool for
more than four years gave them time to refine it, and to build up experience of using it
in practice.

Basically the tool consists of two pieces of software: one installed in a central server
and the other in each of the donated computers (around 10,000 in Romania). In this way,
the team can see where specific responses to the ever changing questions come from.
It is also possible to direct a particular question to a single commune in Romania (c. four
computers) or to a group of localities, and to post each new set of questions in different
libraries, allowing many question to be asked without creating survey fatigue.
The system is managed through a dashboard accessible on the internet, where it is
possible to post questions, search for results and export data in Excel or SPSS formats
for further processing.

The system has definite strong and weak points. Some of the positive points are cost
efficiency (a traditional quantitative survey with a margin of error of +3.5 percent
would cost around US$35,000 and might take over eight weeks for survey design,
terms of reference preparation, tendering, contracting, implementing and reporting),
operation speed (depending on the season they obtained 3,000-5,000 answers in about
two-three weeks) and flexibility. On the weak side, the evaluators do not know whether
many people offer multiple answers to questions, or if someone likes or dislikes the
librarian and responds at that level, and it is not easy to quantify the margin of error.
However, the team did some triangulation and found a good comparability with other
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PMM data sources. In general, even people who were critical of this method agreed that it is
16.2 probably at least as useful as a questionnaire survey of library patrons.
’ The team used the pop-up survey data to:

+  Understand computer usage.

« Gain an insight into patrons’ preferred information and services. In 2011, this
182 helped the team to create a list of more than 70 topics and subtopics which were of
interest (e.g. topic — labor market; subtopics — write a CV, prepare for an interview,
conduct job search using the internet, find domestic jobs or find overseas jobs).
When the Common Impact Measurement System was created by GL in 2013, it
contained 49 mandatory metrics, which overlapped 95 percent with the Romania
program topics and subtopics.

»  Prepare materials for communication and advocacy purposes. Probably the most
mmportant example was the campaign to write yearly letters to 1,400 county
councilors in Romania, described in Al et al., 2015.

2.5 Using agricultural subsidies support data in Romania
The Romania team took an opportunity to help farmers to fill in applications for online
agricultural subsidies online in the public library. This was a quadruple win combination:

+ the farmers saved time and money by completing the applications in their home
town or locally;

+ the libraries attracted new people, were better able to retain library users and
offered a new service to the community;

 the mayors helped farmers and coordinated a new community service; and

+ the agricultural agency managing the subsidies had fewer visitors to their offices,
resulting in increased efficiency.

As reported earlier in Paper 3, in four years Romanian public libraries helped more than
116,000 farmers submit applications for farming subsidies amounting to $205 million.
More than 230,000 working days were saved because farmers filled out the applications
in their hometown or close to home (on average the saving was two days per person,
but some farmers saved as many as five days). Assuming 200 working days in a year,
this amounts to a staggering 1,150 years saved, as well as a saving in transportation
costs of about $1.25 million. In 2012, agricultural officials trained more than 1,000
librarians and 150 city hall employees to understand and be able to help farmers to fill
out subsidy application forms.

When presenting the data, the team did not emphasize how many farmers secured
their subsidies following library assistance, because this would look too much like
traditional library statistics showing the numbers of visits to the library, which has
limited influence on public administrators. Instead, and with the help of the agricultural
agency managing the subsidies, they estimated the average amount a farmer received
and obtained the total number of farmers helped in a particular county. In their letters
to councilors they then emphasized the role of county library managers and county
coordinators in attracting “agricultural subsidies of about X million euros, for the
farmers who applied through the public libraries in your county” (these figure tended to
be under-reported but even so sometimes reached more than 2-5 million euros) (see also
Streatfield et al., 2012).
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3. Meeting some evaluation challenges Planning and
3.1 Return on investment (Rol) in Ukraine assessment
In the current difficult global economic environment it is no surprise that there is growing through GL
interest in being able to demonstrate to politicians and others the Rol that public libraries
can provide. Building on the pioneering US work in applying the contingent valuation
approach to public libraries, albeit at a local level (Holt ef al., 1996), the Latvia GL team
conducted an Rol study for the whole country (Paberza, 2010), again using contingent 183
valuation (for reviews of the strengths and limitations of Rol studies of relevance to public
libraries see Aabg, 2009; BOP Consulting, 2014; Ashley and Niblett, 2015).

Another attempt to engage with this thorny issue is described below. The rationale
for undertaking the Rol study is outlined in Cottrill ef al, 2015.

To calculate the Rol index the Ukraine team adapted the formula used by businesses
as follows:

Rol = ? x 100%

B (benefits) is the value for patrons from using the library service; I (investments) is
the cost incurred by the library to organize the service. The cost of a service is easy to
calculate: sum up all library expenses related to a given service (staff salaries, premises
maintenance, utilities, equipment appreciation, expendable materials, internet, etc.) and be
sure to proportionately assess all expenses for the time spent to deliver the service.
The benefit from a service is estimated by calculating what expenses the patrons
would have incurred if they had used the same service offered locally on a paid basis.
This method of using alternative value requires the library to assess the availability of
similar services and find out the fees that the providers charge. The amount equated to
the benefit is an average cost of three similar services available in the area served by the
library. If a similar service is not available in the area, the cost of travel to the nearest
service provider is also accounted. For example, the patrons’ benefit from Skype-calls
out of the library is the money saved on phone call charges; the benefit from IT training
in the library is the average price of IT courses offered by private companies in the
relevant location. By “similar” we mean a comparable quality: for instance, similar
teacher-to-student ratio, agenda, material taught and curriculum covered.

The advantage of such an approach to calculating Rol is that libraries have all
the data they need at hand: the library budget and the number of people who actually use
the service. There are five different types of data that libraries need in order to calculate
Rol: total library operating costs for the previous year; statistical data on services
provided to library patrons; a fair market value of each service based on expenses patrons
would have incurred if they had to pay for a comparable service; measurements for the
total area of the library; and total library working hours and operating time during
the year. Libraries only need to do the research on the available services; the method for
calculating the index is straightforward. The Rol can be calculated for separate library
services, for separate library departments or for the library as a whole.

The Rol index tells you if the service is economically efficient and what can be
adjusted to raise the efficiency of service provision. If the Rol value is more than 0,
it means that the library spends less on providing the service than the benefit to the
users. Rol has negative value if expenses on a service exceed the benefits for patrons
(i.e. the result in the formula above is less than 0) — the higher the Rol value the better.
This method captures the financial benefits that patrons receive and provides a basis
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PMM for comparison between libraries or library services. A city library in Ukraine
16,2 calculated the Rol for its most popular services, including IT courses and photography
workshops. Both of these calculations were positive: photography courses showed a
high return (1,300 percent), where for every unit of currency spent by the library to
provide this service the users received 13 units of benefit; IT courses also showed an
acceptable return (257 percent Rol), with each unit providing 2.57 units of benefit to the

184 community. Rol data can be a powerful tool to prove the relevance and importance of
libraries, showing concrete financial benefits of modern library services to
communities.

The Rol formula is a useful management tool because it shows what exactly goes
into each service — the kinds of expenditure; the scope of the service; its share in the
library operating time, staff and level of use. Calculating the Rol index for each service
separately allows library management to compare the economic feasibility of various
kinds of modern library services and to identify the factors that make certain services
more or less profitable. With data on Rol for different services and for the library as a
whole, managers and directors will better understand how to make economically
grounded decisions on funding of library facilities and how to attract additional
resources. By analyzing the cost efficiency of different services, one can see which are
more cost efficient and probably most relevant to patrons, and show how services can
be streamlined or enhanced by lowering costs. Ultimately, library management has
reliable Rol data to make decisions on the number and assortment of services to offer.

If you are considering this approach, it is important to establish reliable procedures
for data collection to accurately determine the value of library services. Data collection
from libraries may require a great deal of supervision and time. The buy-in of librarians
is crucial, because the method requires data that are sensitive (salaries, for example).
It is important that directors of libraries work with other library staff when calculating
Rol. Only library managers may have full access to a library’s financial data; to
persuade them to release it they need to understand how the data will be used and what
benefits their library can receive from knowing the results. Getting out of libraries and
surveying the services available from competitors is an essential part of evaluating
library services. Fair comparison of the quality of services offered by the library and
those from other institutions when determining an alternative value of services, makes
the calculations more accurate and the Rol index more convincing.

Information on how Ukraine used the results of their Rol work is given in
Cottrill et al, 2015.

3.2 The public image of Polish libraries in print media

Much of the GL impact assessment effort is focussed on gathering evidence from users of
public access computers about the effects of enhanced information access on their lives.
The performance of libraries in delivering services is important, as is user satisfaction
with those services, but their satisfaction is shaped not only by the actual quality of
services offered, but also the public image of libraries. And what in its turn shapes the
public image of libraries? The shapers are, among others of course, the media. The Polish
team looked at media responses which are likely to influence public perceptions.

The Polish team decided to analyze how the media depict libraries. As the basis of
their analysis they used a sample of press articles devoted to libraries. They focussed
on print media because of their greater accessibility (thanks to press monitoring
services) and greater ease of analysis. The study was carried out by external
researchers who specialize in qualitative analysis of media content.
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The first analysis was performed in 2011: this compared the image of public Planning and
libraries in 2008 before the first wave of the Polish program implementation, with the assessment
image in 2011 at the end of that phase. The researchers drew a sample of 250 articles throuch GL
(mostly local press) for each period and conducted the qualitative analysis. The study g
did not apply predefined categories but drew these out from the material that was
analyzed. It is worth adding that the program implementation involved not only direct
support to the libraries, but also a communication through a media and social 185
campaign, including TV spots. Therefore any eventual shift in the library image
between 2008 and 2011 could have been influenced by this factor.

And the shift occurred. In 2008, the media had presented libraries as a somehow
forgotten institution — underfinanced, passive and no longer relevant. Libraries were
seen as a burden and as the problem to be solved, not as an opportunity. By 2011
libraries were seen as a place of modernization where technology and funds had begun
to stream in — a place of change.

But one important element was still missing from this picture. The library was seen
as a place of technological and infrastructural modernization, but in the media
materials there was little recognition that many people used them. Things had changed,
the computers and internet had arrived (with much local media coverage), walls were
being painted, funds assigned by local councils, but even so there was little evidence of
new community life in libraries.

The researchers scrutinized another set of 250 articles for a second analysis in 2013,
using the same method (Halawa and Wrobel, 2013). This confirmed the change that the
library image had undergone between 2008 and 2011 (from need to modernization) rather
than revealing new developments, although some new motifs did appear, the most
important of which was seeing the library as “a place where kids can have a good time.”

Although the team expected that any change in image would not be as decisive as
that which had happened between 2008 and 2011 (because they did not have the means
to carry out another social campaign that could have affected the image of libraries)
they decided to enrich the study with six case studies. Six of the most vibrant articles
were selected and both the local librarians and journalists were contacted by
researchers. These cases were treated as good practice examples that could give
insights for other librarians on how to work with media representatives to better shape
the library image at local level. On the basis of these six stories the team worked out
concise guidelines for local librarians on how to work with the media, which later
served as a basis for a series of webinars for librarians on this topic.

3.3 Assessment of plannming efforts undertaken by Polish public ibrary managers
Another vital area of change in the context of the GL initiative is of course change in
public library managers’ actions and perceptions of their own role. The next two
contributions focus on assessing librarians as planners and then on looking for
changes in their perception of library management and library development.

The Polish team started their program with the premise that no activity goes without
planning and this did not just apply to their own work. During a series of workshops,
librarians participating in the program were obliged to prepare three-years work-plans,
mini-strategies encompassing analysis of their current situation (resources, needs,
partners, etc.), aims to be achieved and tasks to be carried out to achieve those aims.

The team decided to study the librarians’ plans in detail to determine two things:
how the planning process was carried out and how advanced the librarians were in
their planning skills (most had not previously been asked to prepare plans); what
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PMM activities they planned; and in what direction the spectrum of services offered by the
16,2 libraries is evolving (one of the key objectives of the program was to expand library
services beyond book-oriented activities).
An external researcher drew a sample of 100 plans (out of 419) for analysis
(Stec, 2011) after the first round of the program was implemented. The analysis
employed a mix of quantitative and qualitative methods, where two types of predefined
186 categories were applied:

(1) Elements of plans: these covered SWOT analysis and typical matters mentioned;
local diagnosis and its conduct (between workshops librarians carried out small
needs assessment studies in their communities); vision, mission, aims and typical
1ssues identified; typical groups of customers; involvement of technology;
prospective financing; and plans for monitoring and evaluation. All those topics
where first described in quantitative terms and then in-depth qualitative analysis
followed. This allowed the team to see how the library planning was carried out.

(2) New types of activities: planned by the libraries. Here categories were based on
the types of specialist training offered to librarians (eight such courses were
offered, from e-administration to working with disabled citizens), and here also
quantitative analyses were followed by qualitative in-depth study. This part of
the research allowed the team to see if the scope of services offered by the
libraries had broadened in the direction of non-traditional services.

On the basis of the results of this study, the team decided to introduce changes during
the second round of their program. The new batch of libraries was offered a template
for preparing their plans, so the whole process became more structured, which the
study had shown to be necessary.

Another survey was conducted in 2013 to see if the changes had produced results.
In this second study 50 new plans and 30 upgraded plans from the first group (these
librarians were offered an opportunity to refine their plans) were analyzed. The most
important finding was that, although the new template allowed weaker libraries to
prepare better and more thought-out plans, it also limited the creativity of those who
were more advanced by forcing them to fit into predefined rubrics. Therefore the
overall plans become more similar and the differences between libraries grew smaller.

3.4 Involving non-profit organizations in libvary research in Poland

How can the worlds of strategic library development and professional impact
assessment be connected to the local communities within which public librarians work?
The Polish team chose an innovative approach to this question.

From the outset in 2008, the Polish program was directed toward small
communities, especially in rural areas. The team knew that they would have to really
understand the local realities that they would meet on the ground. They could have
used professional researchers, but these often did not know the local context that was
crucial for the team, so they would have had to devote additional time and resources to
get acquainted with local conditions. They could have asked the librarians to perform
this task, but the team was unsure about librarians’ engagement, their readiness to
undertake such new activities or how well they knew the local context.

Instead, the team decided to employ a network of local non-profit organizations,
which had both the knowledge of local context and willingness to engage in such a
task. The team had access to a network of such organizations, which was set up several
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years earlier by the Polish-American Freedom Foundation, the Polish co-donor for the Planning and
program. The fact that these organizations were connected in one network allowed for assessment
a smooth and methodologically uniform execution of the planned research. throuch GL

Apart from the knowledge of the local context and the organizational capacity, g

the team also needed a third element — sound research leadership of the planned study.

Accordingly, they engaged a team of researchers from the University of Warsaw to

oversee the whole process. The researchers designed the case studies (the list of 187
activities to be carried out: interviews to be conducted and information to be collected;
a set of tools to carry out all activates; a templates for reporting) and oversaw its
implementation by offering on-going methodological support, and then prepared the
research report (Rogaczewska, 2013).

The important findings included things related to the knowledge of local communities
that the team could not have learnt otherwise. Non-profit organizations knew the local
context well enough that they could verify information obtained from librarians and
other actors; they could assess the actual role and position of libraries in the communities
— going beyond the verbal declarations of both librarians and other people interviewed
(who often wanted to be supportive about the library). In this way the study allowed the
team to tailor support for libraries much more precisely to their actual needs.

4. Adapting evaluation tools to the public library context

4.1 Modified Delphi forecasting to assess the changing perceptions of libvary
managers in Lithuania

The Lithuania “Libraries for Innovation 2” project is seeking to enhance the perceptions
of library managers about their roles and about how they see public libraries developing
in future. As part of the project assessment, which will focus on managerial behavior and
attitudes, the project team decided to use an innovative (for public library assessment)
survey method based on Delphi forecasting, which was originally designed to build up a
consensus among experts on more or less likely future events.

The Modified Delphi approach seeks to obtain perceptions of, in this case library
managers, about the likelihood and desirability of various changes happening in relation
to public libraries. By re-administering the instrument near the end of the project, the
project team hopes to identify changes in people’s perceptions that may have been
influenced by the project. The method has already provided the team with a consensus
view on some of the issues to be faced in public library development in Lithuania.

To develop and apply this survey instrument the team has so far:

* Run two structured focus groups for library managers, to identify their hopes,
expectations and concerns about public library development. They were asked
about their library vision, problems, where libraries are going and what
respondents wanted to achieve, what activities they planned to implement in the
near future, what challenges they expect to encounter; what main changes to public
libraries they expect in future and what they see as the main threats.

+ Translated the key hopes, expectations and concerns into 26 forecasting statements
set in the year 2022, and provided scales against which respondents can.

* Record their level of agreement or disagreement with the propositions.
« Record their attitude to each one.

« Invited the managers of all Lithuania’s public library services to respond to the
survey instrument by checking points on Likert scales for each proposition.

Downl oaded from http://ftp. nowublishers.com pnmi articl e-pdf/16/2/ 177/ 2094258/ prm 04- 2015- 0011. pdf by guest on 08 July 2026



PMM The e-version of this instrument signals to respondents if their perceptions of any
16,2 proposition are markedly different from those of the majority of replies, in which case
they are asked to amplify their reply (giving the team a more nuanced picture of these
respondents’ views). Finally, respondents were asked to identify which propositions
will be the most important, assuming that they have happened. A further survey using
the same propositions will be conducted near the end of the program to see whether the
188 views of the library managers who took part in the program have changed in the light
of experience (compared with those who did not participate):

« This approach combines elements of qualitative and quantitative evaluation but
1s essentially intended to provide an in-depth qualitative picture of change over
time. This method may help evaluators looking at change in perceptions of a
target group. Modified Delphi helps not just to collect data but also to engage
with the target group to learn about their public library development vision and
ways of thinking and to see whether these change over time.

It helps to reduce costs and time. For example, it would be possible to engage
with library managers by designing and facilitating structured focus groups, but
to do this on the scale required would take much more time and money in
conducting the events in different locations, recording the results and analyzing
the findings than using this method, through which much of the data collection
and preliminary analysis can be done electronically.

« If you want to capture perceptions of the whole target group in appropriate
depth, and if this task is too big to be pursued through focus groups, Modified
Delphi may provide a good solution.

There are several challenges with using the tool:

« There may be significant changes affecting public libraries, that emerge during
the period between the first and second application of the instrument, which are
not anticipated in the initial set of propositions. If so, additional propositions can
be introduced in the second round but there will be no basis for comparison with
the previous round.

« If the target group of respondents is not self-critical, there is a risk that responses
may be too positive in the initial round. To help address this problem, the library
managers were actively encouraged to be realistic rather than over-optimistic.

* Respondents may not engage with the propositions or may treat the task
flippantly. To overcome this, the overall approach is deliberately different to a
normal survey, with propositions rather than questions (which the team hopes
will be intrinsically more interesting); and the library managers were approached
as experts on public libraries rather than as survey respondents. This point is
reinforced by sharing the overall group response to propositions with each
respondent when they have given their judgement.

» At present this form of forecasting instrument is not supported by open source
software (in particular, the key component which alerts respondents if they have
offered a minority judgement and asks for amplification, is not a standard part of
most survey tools), but efforts are being made to overcome this difficulty.

Although the Lithuania team used this intrument with library managers, the
approach could also be applied to partner organizations, policy shapers and other
decision-makers who can influence public library development. This instrument can be
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used to build up a consensus about future developments among experts (in this case Planning and

library managers); it can also be used to study changes in perception over time — The assessment

Libraries for Innovation 2 Team are doing both. through GL
The team collected data from 56 library managers (out of 65) and 28 of these were g

then approached to seek amplification of “divergent” responses to various propositions;

23 people have so far done this. (The Lithuania team was not able to use the full

e-version of the instrument). A report on this work is now available. 189

4.2 Impact studies in virtual environments in Chile
The final contribution looks at the changing world within which public libraries must
continue to change.

We are immersed in a world that is increasingly linked through virtual platforms,
where young people play online videos to others around the world; a world where
readers can download free books in various digital libraries; and where we communicate
with our family and friends through Facebook, Skype or other applications. This is a
world where we organize locally and call each other together using Twitter; in which we
can share content and information every second; a world that is becoming a liquid world,
with liquid relations, as Zygmunt Bauman (2011) said.

Libraries are part of this context — part of the way of relating with their communities
through digital and virtual environments. But how do we address these contexts when
making an impact assessment? What can we measure and evaluate in these contexts?

Four years ago at the National Public Library System, these questions led the team
to design an evaluation that considered these environments. To do this, Chile’s
BiblioRedes program used social network analysis (SNA) as part of the multi-method
evaluation of their project Services and Contents for the Digital Inclusion of Local
Communities in Chile. The main objective of this project was to improve their services
to help reduce the digital divide for libraries and their users. As part of their work, they
developed a Community of Local Contents online platform for users to share
information through photographs, videos, articles and other content around a variety
of topics such as architecture, archaeology, literature, music, traditional and visual arts.
The evaluation used several methods including focus groups and interviews. SNA was
also used to analyze the online platform’s network of users via Twitter.

SNA is a tool that can be used to analyze complex relationships between members of
a social system (Marin and Wellman, 2011). The social structure is made up of entities
such as individuals, groups and organizations, which are referred to as nodes. These
nodes are connected by links or ties to one another. SNA can be used for a variety of
purpose, such as to define network patterns (i.e. patterns of relationships) based on type
and frequency of interaction; follow the path that information takes within a network
system; and understand how to improve the effectiveness of a given network. Within
library impact work, this method can be useful to determine how library patrons and
other stakeholders use and share information, tools and resources, which can help
libraries continue to meet the needs of people in the community.

Findings from the SNA allowed the team to characterize the online platform’s
community of users, both in terms of who the members are and what degree of influence
they have within the platform’s overall network (Figure 1) (Andrade Blanco, 2013). They
found that the overall network of users consisted of three main subnetworks, with
members associated with Chile’s public libraries (dark-purple in online version of this
journal), cultural groups or institutions such as museums (medium — blue/aqua) and other
private/public entities in Chile (light-green). The findings indicated that the most
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Figure 1.
Community of
local contents
overall network

* Nodos méas grandes son mas
populares.

* Tres grupos marcados etc.

influential members within the Community of Local Contents included representatives
from the media, cultural arts ministry and Chile’ national digital library.
By using SNA, the impact team was able identify the platform’s community of users. These
findings informed the project evaluation by helping the team see how different types of
users, such as institutions and media representatives, connect and share information within
the online community. The Community of Local Contents provided users with a space to
share information virtually. The team was also better able to understand how often
registered users accessed the platform and what information they found most useful.
Ultimately, this information can be used to help determine what kinds of resources and
information are most useful, and how public libraries can continue to address user needs.
Today there are many tools for SNA, you can use statistical data in Facebook or
Twitter, as well as combining quantitative with qualitative methods such as virtual
ethnography, and through such work understand the relationships between the user,
communities and institutions[1].

5. Conclusions
How well do the approaches to impact assessment described here meet the likely future
challenges to the existence and development of public libraries?

Recent Pew Research Center (2015) draws particular attention to evolving perceptions
of the internet by people in emerging and developing countries, raising questions about
the capacity of public libraries in these countries to redefine their role sufficiently
rapidly to remain relevant. In order to be able to redefine their roles and adapt services,
public libraries need manageable data showing evidence of the levels of performance
and impact of their basic services as well as of new services. The Ukraine examples of
enhanced data processing and reporting show a way forward here, providing that there
is a strong enough professional infrastructure in place to support this work nationally.
Where such support cannot be assumed, tools such as pop-up surveys can help, but a
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strategic approach to exploiting library development opportunities will also be needed, Planning and
as exemplified by the evaluation of the new service for farmers in Romania. assessment

GL concentrates its evaluation strongly on the impact of public access to computers and throuch GL
the internet on the lives of users, but this is not the only important evaluation dimension. g
Policy-makers are increasingly concerned about value for money in service provision: the
Ukraine alternative value approach shows that libraries need not be restricted to
hypothetically-based contingent valuation. The three Polish case studies highlight other 191
evaluation concerns: about the image of public libraries; the adaptability of library
managers as shown in their planning efforts (also explored from a different perspective in
the Lithuania use of Modified Delphi forecasting); and formation of partnerships to secure
effective library evaluation. All of these approaches should be readily adaptable for other
national public library evaluation efforts focussed on Rol, media representation of public
libraries, change produced by training, collaborative evaluation or similar issues.

Public library evaluation (and evaluation of other kinds of libraries) is not a distinct
discipline. Most of the ideas used to evaluate libraries have been borrowed from other
disciplines such as engineering (by management consultants reapplying the input,
process, output and outcome model), educational evaluation or, more recently, from
international development evaluation. Delphi forecasting was originated for military
purposes by the Pentagon; the modified version used in Lithuania could be applied to any
public library service or to national public library evaluation. Similarly, SNA as used in
Chile is a widely recognized social research method, and one which should be valuable in
providing guidance for redefining public library strategies and services if the requisite
professional competence can be secured. The need here is for library leaders to develop
dialogue with social science researchers to explore potentially useful ways of engaging in
effective public library evaluation in the context of rapid and continuing change.

Note
1. Lexi Perreras and Brandi Gilbert contributed to this part of the paper.
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