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The 65th annual conference of International
Federation of Library Associations and Institutions
(IFLA) was held from 20 - 28 August 1999 in
Bangkok, Thailand. Seraval representatives from Sri
L'anka Library Association and National Library and
Documentation Services Board were participated at
the conference.
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The new library building of the Bauddhaloka
Maha Vidyalaya, Panadura was declared open on
30th August 1999. This Library was built to
commomerate Mr. L. C. De Silva, a former principle
of the school.

Following are the topics and lecturers of the

£
} e

National Library lecture series during the period o
July - September 1999.

Lecturer " Topic
Mr. Gunasena Vithana BB eLeacs esen &G
' @200 &5 DR

C1€3e02) eERecad

Mrs. Robertta Bleckwood ~ Competency based
training in library
education

Mr. M. S. U. Amarasiri a3 8e5m gednIE

Mrs. Geetha Yapa €300 3.0 e D
237 eI
SIEISISTH

The workshop for the training of school li-
brary coordinating officers was held in Education
Training Centre, Meepe from 14 - 16 July 1999. This
workshop was jointly sponsered by the Ministry of
Fducation and Higher Education and National Li-
brary and Documentation Services Board.

S —

o r—

National Library and Documentation Services
Board conducted following training programs dur-
wig July - September 1999

Librarians and library
attendents in Northwestern
Province at Wariyapola
Training Centre. 85 trainees
participated

P-4 uly -

27-30 July - Training course for book
conservation and book
binding at NLDSB. 23

trainees participated

C . . )

3R e3¢ B8 gOx e
oo lon
* The book exhibition organized by the Ministry 88 ¢
of Cultural Affairs was held at the Art Gallery from 200 AEED)
1'.3 September 1999. : 58 s5m0
* Following book exhibitions were organized by eI ? o8
the NLDSB during July - September 1999 q e ofm
©e30% £30232
8-11 July D.S. Senanayake Public Library B eEd |
Kandy @6@@@ @@@2‘5) (89 150) -
! sBa0e e@z (89 300)
11-20 Sep. Public Library, Colombo e300 gese® o5
~ (B0, ec®¢, 9-88)
21-28 Sep. National Library and Documentation
Services Board. BI1R® SeIHMIE 68303 R
B GEINDIC ¢ YeERD 63D VEHEEW
) g 14
Bewes 905
eme® 07
L )
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This book contains information on automating
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Evaluation of Library Services

W. R. G. Silva

Librarian

University of Ruhuna

Evaluation is a systematic way of learning from
experience and using the lessons learned to improve

current activities and provide better planning by care-
ful selection of alternatives for future action. This in-
volves an analysis of the different phases of a
programme, its relevance, its formulation, its efficiency
and effectiveness. Libraries have become increasingly
interested in the techniques of evaluation of their ser-
vices during the last few decades. There are three pos-
sible levels of evaluation of library services: effec-
tiveness, cost - effectiveness and cost benefits. We
can evaluate four basic characteristics of performance
in a library - quantity, quality, time and cost. In order
to evaluate library services we must arrive at a clear
meaning for library effectiveness and traditionally li-
brary effectiveness has been considered in relation to
public knowledge. Evaluation of library service should
be regarded as a management tool, applied to deter-
mine how effectively and how efficiently the library

_is serving the needs of its users, to identify limita-

tions and failures of service and to suggest ways in
which the service might be improved. In the light of
the current economic turmoil libraries have to find
new approaches to evaluating and justifying their ser-
vices.

Evaluation is defined simply as ‘finding out the -

value of something’. The word evaluation has serveral
synonyms. According to the Oxford Dictionary, estima-
tion, assessment, appraisal have nearly the same mean-
ing as evaluation. Until recently, evaluation was not con- |
sidered an integral part of the planning process. Evalua-
tion is a systematic way of learning from experience and
using the lessons learned to improve current activities
and promote better planning by careful selection of al-
ternatives for future action. This involves an analysis of

the different phases of a programme, its relevance, its
formulation, its efficiency and effectiveness and its ac-
ceptance by all parties concerned. Evaluation can also
be defined as process of monitoring activities to deter-
mine whether individual units and the organization itself
are obtaining and utilizing their resources effectively and
efficiently and where this is not being achieved, imple-
menting corrective action.

Libraries have become increasingly interested
in the techniques of evaluation of their services dur-
ing the last few decades. The main reasons for their
concern are financial constraints, ggowing competi-
tion for funds, inflationary pressures and the need to
justify spending on library services. As such measure-
ment and evaluation of services was included in the
curriculum of the post - graduate courses in Library
Science and the Graduate School of Library
Science,University of Illinois was one of the pioneers
in this regard. It is gratifying to note that the Master’s
Programme of Library and Information Science con-
ducted by the University of Colombo has also incor-
porated Collection Development and Collection Evalu-
ation as one of the core subjects of the course.

Lancaster (1977) points out that there are three
possible levels of evaluation of library services: effec-
tiveness, cost - effectiveness and cost benefits. ‘Ef-
fectiveness must be measured in terms of how well a
service satisfies the demand placed upon by its us-
ers...... Cost - effectiveness is concerned with its in-
ternal operating efficiency...... A cost - benefit evalu-
ation is concerned with whether the value (worth) of
the service is more or less than the cost of providing
it. King and Bryant (1971) have identified two types
of evaluation. Macro - evaluation is very descriptive
and generally relates to the state of the arts while the
micro once are diagnostic in nature and seek to pro-
vide solutions to the existing problems. The effec-
tiveness of a service may be evaluated by either
method. Macro - evaluation measures how well a sys-
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tem operates and the results are expressed usually in
quantitative terms. Micro - evaluation, on the other hand,
investigates, how a system operates and why its oper-
ates at a particular level and this type of evaluation is
important to improve performance.

Before evaluating any service we must have a
clear idea of the objective of the service and in serveral
instances libraries tend to lack clear statements of
objectives. A distinction has also to be made between
long range and short range objectives. The long - range
objectives of libraries as in other service - oriented
institutions are largely unmeasurable. Therefore we
have to concentrate on short - range objectives of the
library. Peter Drucker (1973), the eminent manage-
ment expert laid emphasis on this distinction and be
clearly stated that any public service institution has
both long and short range objectives and the first group
is largely unmeasurable. The library could be regarded
as an interface between some community of users,
which is regarded as the population to be served and
the universe of bibliographic resources. The role of
the library is to bring the bibliographic universe or the
portion of it that is relevant to the community of us-
ers. The library attempts to organize this universe and
to make it available at various levels of accessibility.
The library keeps these items which are in great de-
mand by the community in open shelves, others less
in demand on stacks and still others occasionally used
by the community are accessible through interlibrary
loans. If we concentrate on the library as an interface
between these communities, by evaluation we evalu-
ate the library service in terms how this interface role
may be improved.

Planning should precede evaluation and standards
have to be established. We can alter standards based
on the feedback provided by evaluating and effective
evaluation is prerequisite for establishing meaningful and
effective standards, for requirement in libraries as in other

organizations. There are four common sources of infor-
mation frequently used by administrators to measure
actual performance namely personal observation, sta-
tistical reports, oral reports and written reports. Per-
sonal observation provides first hand and intimate knowl-
edge of the activity without the filtering of information
through others. Personal observation also permits more
intensive coverage and is highly subjective, but it con-

sumes a good deal of time. The use of computers in
libraries and other organizations of information through
conferences, meetings, conversations are examples of
oral reports. Written reports are more comprehensive
and are more formal. However, a combination of all these
sources increases the number of sources and the prob-
ability of receiving more information and these applies
to libraries too.

Definition of evaluation includes measuring com-
paring and correcting. These three phases in evaluation
applies to libraries as well. Some authors have specifi-
cally differentiated evaluation and control , stating that
evaluation and control, function takes no corrective ac-
Aion: but we can simplify the subject by including cor-
recting in the evaluation process and use the term evalu-
ation in the same contexts as controlling. As stated ear-
lier the evaluation procéss ismade of three distinct steps:
measuring actual performance, comparing it with a stan-
dard and correcting any significant deviation through re-
medial action. These steps assume that standards should
exist and without them there is nothing against which to
compare.

In evaluation what we measure is equally im-
portant. The selection of the wrong criteria can result
in serious dysfunctional consequences and what we
measure also determines to a great extent, what people
in the organization will attempt to excel. However,
what we measure is finally determined by those crite-
ria for which standards have been established. Areas
commonly evaluated in organizations like libraries
include financial efficiency, administrative perfor-
mances, resource usage, quantity of output, quality
of output, employee absenteeism and turn over and
waste and scrap generation. In most of these activi-
ties we find it difficuult to measure performance in
quantifiable terms for example the effectiveness of a
user education programme. As a result some activi-
ties and jobs must be subjectively appraised and stan-
dards should be verifiable, measurable and tangible
and then only we can determine what value a task,
job, unit or department makes to the total organiza-
tion and then breakdown its value in objective seg-
ments.

After measuring the next stage in evaluation
is comparing and the objective is to determine the
degree of difference between actual performance and
the desired performance. The comparison step in the
evaluation process requires that the standard be
known, that actual performance has been measured and
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that guidelines exist for determining the extent of allow-
able tolerance.

The third and final stage in the evaluation pro-
cess is the action that will correct the deviation. It will
be an attempt either to adjust the actual performance
or to correct the standard or both. There are two dis-
tinct types of corrective action applicable to most orga-
nizations including libraries: one isimmediate and deals
predominantly with symptoms and other is basic and
delves with causes. Immediate corrective action is often
described as putting out fires, whereas basic corrective
action gets to the source of the deviation. In many orga-
nizations, administrators rationalize that they do not have
the time to take basic corrective action. However good
administrators recognize that they must find the time to

analyse, to take basic corrective action and to correct -

permanently significant differences between standards
and actual performances.

We can evaluate four basic characteristics of
performance in an organization and it is the same with
libraries. Quantity is the easiest type of evaluation to
use and in a library the performance could be mea-
sured by the number of reference questions answered,
the number of books issued or the number of jour-
nals used. The second characteristic is quality and it
is often difficult to measure it. The form, dimension
and colour has to be considered to determine the qual-
ity of output. Organizational inputs and outputs

“whether they are human or physical can be translated
into dollar terms and there is a cost involved. Time is
also a scarce resource and it is a criteria to gauge effi-
ciency. There is a difference in completing a project
in a one - year period and in six months. The cost,
time and quality are obviously interrelated to one an-
other. The measure of user effort is the amount of
time required to find a given number of required docu-

ments and this can be considered in unit cost per item

found. When cost criteria is related to quality criteria,
cost effectiveness is desired. Therefore there are four
possible levels at which evaluation of cost - effective-
ness and evaluation of cost - benefit. However, when
selecting a suitable evaluating creteria its qualities have
to be assessed. Effective evaluation must also be flex-
ible enough to adjust to changes in both internal op-
erations and the external environment that the orga-
nization confronts. Understandability is an another qual-
ity of a good evaluation system and it is necessary to

substitute attention has to be given to those factors that
are strategic to the organization’s performance. Evalua-
tors should cover the critical operations, activities and
events within the organization and as Peter Drucker sug-
gests evaluation should delve only an internal operations.
This principles applies to the evaluation of services in
libraries as well.

Libraries are faced with the problem of allo-
cating their limited resources to generate maximum
benefit. (Hamaburg et al.) Apart from collecting data,
other ways of measuring, what the library is doing
have rarely been attempted in most libraries. Nothing
becomes more important to the actual success of the
library than the actual knowledge that the materials
purchased or the programmes offered are appropriate
to the audience intended. In the library if programmes
are to be continued or extended or terminated, there
must be some available evidence of how effective and
efficient these programmes are. Libraries can improve
their ability to assess library programmes by effectively
using techniques now available in social sciences and
business. In libraries research and evaluation are been

neglected in the face of the importance of day to day
library administration. Some progress has been made in
this direction but to date there has been little synthesis of
what has been accomplished in libraries.

In order to evaluate library services we must
arrive at a clear meaning for the phrase, “library ef-
fectiveness’. It has been defined as a * level of library
service (that is) sufficient and suited to community
needs.” The sufficient ° level’ has to be defined by
the users. Library effectiveness has also been defined
as “ the quality of information or the value of infor-
mation to the user’ (White 1977). What does quality
or value mean? Rogers has defined library effectivenes
as ‘ competent and courteous service.” But no clear
definition of ¢ competent service’ is given or stated.
However, a more meaningful effort to define library
effectiveness is to relate it to the achievement of li-
brary goals and; one common measure 1s to use state-
ment of library goals as criteria of effectiveness. Boez
(1968) emphasis that effectiveness of a library can
only be measured in terms of its contribution to its
organization; each sub - system must contribute to the
whole system. Hamburg et al. accept the concept of li-
brary effectiveness as synonymous with library’s contri-
bution to the clients and parent institution.
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Effectiveness has been equated with efficiency
and attempts have been made to measure library effec-
tiveness. Doughty suggests developing data for a variety
of library tasks as a way of gauging operational effec-
tiveness. Orr et al. have developed a * Capability Index’
which measured a library’s ability to deliver documents.
Trueswell has examined the ways to measure the library’s
ability to provide the correct book when the user needs
it. To some writers the effectiveness of a library implies
the conjunction of two correlated phenomena - the li-
brary user and the library. To some authors effective-
ness is directly the relationship between output and needs
of users. Itimplies the satisfaction of inactivated needs
in users as well as expressed needs. Unfortunately the
relationship between goals, outputs and needs is not
clear. It is assumed that libraries should clearly express
their goals.

The study of library effectiveness is made more
complex by the ambiguous character of the environment.
The library is viewed ‘as an open system’ affected by
contingencies placed uponit by its environment. Li-
brary effectiveness is the ¢ bargaining position’ of the
library vis-a vis-the environment. Perfect service is the
serving everyone with every thing. Library effectiveness
can be viewed as the successful interaction between the
library and its environment. Successful interaction means
the ability of the library to obtain the external resources
it needs to operate. It can also be defined as the library’s
ability to respond to political and economic changes in
the environment. Therefore library effectiveness is the
ability of the library to select the appropriate alternatives
for action in satisfying significant external demands.

Traditionally library effectiveness has been con-

sidered in relation to public knowledge. Numerous so-
lutions to increase library effectiveness as user orienta-
tion, increased effectiveness, broadening of the popula-
tion served and easier access have been presented. As-
sessment of effectiveness in a social system like the li-

brary is rather difficult and there are no universally ac-

cepted measures for the study of library effectiveness.
Further there is little agreement on what is to be mea-
sured. Libraries are systems, which acquire, organize
and store recorded knowledge for the purpose of
communicating knowledge to their users. The input is
recorded knowledge and the output is the users. Effec-
tiveness may be measured at a number of times in the

process. Attention was directed to completeness and
balance of the collection, adequacy of material, selec-
tion of material, flexibility of classification schemes and
adequacy of catalogues. For each of these arbitary stan-
dards have been devised. More recently, library effec-
tiveness has been considered in relation to the other -
end the given set of users, and potential users. This di-
rects our attention to types and proportion of frustrated
one or another factor of the problem and the interplay
between these factors. Studies on user satisfaction have
been greatly influenced by the theories of Morse and
Buckland.

/i

Evaluation of library service should be regarded
as a management tool, applied to.determine how effec-

tively and how effeciently the library is serving the needs
of its users, to identify limitations and failures of service

and to suggest ways in which the service might be im-

proved. Further improvements in the immediate service

will also lead to improvements in ability of the library to
reach its longer term, largely unmeasurable goals. In the
light of the current economic crunch libraries have to
find new approaches to evaluating and justifying their
services. The new evaluative methods must be devel-
oped and utilized and in order for library managers to
make wise decisions in providing necessary library
programmes and services. The old way of administering
the library by experience and intuition has to give way to
scientific management, which requires accountability.

Thus, it leads to evaluation methods or quantiitative
methods in library management.
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