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Measurement of library effectiveness is continuously actual: continued efforts to find 
ways to evaluate library effectiveness, include - quality improvement, benchmarking, 
performance measures and standards setting. Use of library performance measurement 
methods give possibilities to improve library performance effectiveness through using 
organisation management theory and helping libraries to better understand their 
organisations needs for innovation. 

Evaluation and a system of measures were intended to support: 

• Planning 
• Resource management 
• Operational function and service management 
• Promotion, marketing. 

TQM in the concepts used, especially user orientation and effectiveness. For quality 
accreditation process, as international equivalent, is used ISO standard (ISO9000). 

Performance measurement and quality appraisal is important and useful for every library. 
As every library has specific objectives, goals and responsibilities, then there is need to 
develop specific performance indicators for every library type, which will reflect their 
performance quality, quantity and effectiveness adequately. The effectiveness of library 
activities is part of social development model, so it is important to evaluate a library’s 
impact on the society and treat the role of a library within socio-economical model of 
social development. That means, in planning library activities and developing library and 
information policies the following concepts have to be considered — the effectiveness, 
efficiency and economics. 

Library performance measurement and assessment are a part of the library management 
process, and information necessary for measurement (for instance, library statistics) is 
management information. The results of the evaluation process should form the basis of 
library network and library system development. 

Library performance measurement (quantity and quality) surveys are necessary and 
supportive for: 

• evaluating library work effectiveness; 
• strategic planning of library activities, budget planning and redistribution; 
• developing acquisition policy and principles of a resource library to avoid duplication 

and cut the costs, working out financial basis of libraries acquisition; 
• drawing up library development plans. 
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An important consequence of continuing change is that serious consideration must be 
given to the management, performance measurement and evaluation of libraries in order 
to support the development of modern, service-oriented library. Key issues of modern 
research libraries are:  

• Integration into institutional life; 
• Strategic planning; 
• Performance measurement, measurement of output, input and impact of services; 
• Participative management; 
• Service orientation; 
• Consultation and reference work. 

To measure library statistics we measure input (income/expenditure; collection 
size/additions, number of staff, study places/PC, cataloguing data) and output (loans/in-
house use, reference transactions, ILL/document delivery, user training lessons, 
attendance’s at events/exhibitions, amount of services/media/facilities/ offered, amount of 
use). 

Inputs are the resources that libraries invest (money, staff, workstations, online 
commercial databases). Activities are the library services/resources that the inputs 
actually generate (licensed resources availability, story hours, training sessions). Bertot 
(2004a) 

Outputs are the number of services/resources generated from the library investments 
(number of workstations, number of database licensed, print materials purchased). 
Outputs assessment involves the identification of the number of library activities that 
patron use (number of database sessions, number of database items examined, number of 
training sessions conducted, etc). 

Quality assessment involves determining the degree to which users find the library 
services/resources (outputs) to be satisfactory. 

Economic value is time saved, effect on the economics of a community and a 
commercial firm and of an institution, financial economy. 

User satisfaction is rather qualitative assessment of library outputs. 

Possible methods to measure outcome are to measure financial value, social impact, 
information literacy and academic/professional success. 

Outcomes assessment seeks to determine the impact of the library’s services/resources 
(again, outputs) the library service and resource users, or benefits, changes in 
skill/knowledge that library users derive from library services/resources. 

Libraries seeking user-based assessment results of library resources/services and they 
need to use several strategies of measures (to measure outputs, outcomes and impact). 
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Libraries need to know investments (inputs) spent to offer services (outputs) in order to 
determine the perceived quality (quality assessment) and impact (outcomes) of those 
services/resources.  

It is not easy to develop measures and collect statistics related to networked resources and 
electronic services.  Indeed library budget tied to performance results and accreditation 
and value of outcomes, that means – libraries had to decide what should be their 
outcomes and determine how connect measures and statistics to those outcomes.   

What is outcome? 

For measuring outcomes we measure  

• accountability (limited resources, computing resources, results based budgeting, 
public reporting, increasing demand of services); 

• management of resources (planning, allocating resources, optimising outcome, 
monitoring effects of change; 

• promotion of the library’s role (computing ways of information provision and 
communication of benefits, influence on policy makers). 

Outcomes of libraries can be divided into short terms outcomes (information gained, 
problems solved, time saved, information seeking skills improved, IT skills improved) 
and into long-terms outcomes (information literacy, improved academic success, better 
career chances, changes in behaviour as reading, use of information etc. 

Here are several types of outcome in the library organisational assessment context: 

• Desired outcomes – connected with institutional goals and quality standards,  
• Actual outcomes – are the real achievement or production levels for an outcome of 

interest as measured actually at a given time; 
• Outcomes of interest – institution choose to focus of attention at a given time, 

relevant outcomes on local level, which can impact and measure meaningfully. 

An outcome is a clearly identified result or end product that occurs as a consequence of 
individual or combined activities from units at the institution. It is preferred or desired 
state and ideally clarifies specific expectations of what should be products from the 
institution. An institutional outcome can be defined and measured in such a way that 
evidence is available to determine the amount or degree to which the outcome does, in 
fact, occur 

The outcome assessment process consists of following: 

Environment; Vision; Mission and Goals of the Institution; Objectives, goals, cues, 
budgeting; Library Action; Other Units Library co-operate with; Communication; 
Outcomes of interest; To know, that the institution’s mission is fulfilled an goals met we 
must assess results; To select measures to indicate that goals are being achieved; To do 
measures using appropriate indicators; Fraser, B., McClure, Ch. (2002) 
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It is valuable to incorporate assessment data into decision-making processes, as it appears 
to be a function of leadership need for management information, interest in assessment as 
a decision-making tool, organisational culture. The future of libraries and librarianship is 
intimately associated with outcome assessment and accountability, as well as competition 
for diminishing resources. 

Library services and performance assessment consists of several activities: Performance 
measures using several methods and indicators; Assessment of outputs and outcomes, 
inputs and incomes; Evaluation of service quality. 

The electronic era of the 21st century has brought big changes to the libraries working 
condition and services. Web-based electronic services create new conditions and 
possibilities for libraries that substantially differ from traditional library model. Library 
performance evaluation and methods used for assessment electronic library performance 
and services are slowly implemented in library management and strategy development. 
Management by results is used in libraries as well in all other fields. Performance 
measures proceeds from the evaluation of effectiveness and efficiency, use of resources, 
quality of services etc. The best way to use new methods for performance measures and 
evaluation in electronic library is to implement standards. 

Measuring the performance of individual library services and processes is currently well 
developed in the world, but it is difficult to identify the overall organisational 
performance of libraries. The process of evaluation of overall organisation requires all 
aspects of organisational performance to measure: Leadership and innovation; Strategy 
and planning process, strategic directions; Organisational culture; Leadership throughout 
the organisation; Environment and community contribution; Strategy and planning 
process; Understanding the business environment; Development and application of 
resources; Data, information and knowledge; Collection and interpretation of data and 
information; Integration and use of knowledge in decision making; Creation and 
management knowledge; People; Involvement and commitment; Effectiveness and 
development; Health, safety and well-being; Customer and market focus; Knowledge of 
customers and markets; Customer relationship management; Customer perception of 
value; Processes, products and services; Innovation process; Supplier and partner 
processes; Management and improvement of processes; Quality of products and services; 
Business results; Indicators of success; Indicators of sustainability; Information and 
knowledge; Overall statistical data; Staff - human resources; customer and information 
market; Processes and data; Products and services; Business results etc. 

There are 12 principles of business excellence to take into consideration: 

Directions (clear directions allows organisational alignment and a focus on the 
achievement of goals); 
Planning (mutually agreed plans translate organisational direction into action); 
Customers (understanding what clients value, now and in the future, influences 
organisational direction, strategy and action); 
Processes (to improve the outcome, improve the system and its associated processes); 
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People (the potential of an organisation is realised through its people’s enthusiasm, 
resourcefulness and participation); 
Learning (continual improvement and innovation depend on continual learning); 
Systems (all people work in a system, outcomes are improved when people work on the 
system); 
Data (effective use of facts, data and knowledge leads to improved decisions); 
Variation (all systems and processes exhibit variability, which impacts on predictability 
and performance); 
Community (organisations provide value to the community through their actions to 
ensure a clean, safe, fair and prosperous society); 
Leadership (senior leadership’s constant role-modelling of these principles and their 
creation of a supportive environment to live these principles, are necessary for the 
organisation to reach its true potential). 
 

What can be measured in Electronic Library? 

Network technology infrastructure: hardware, equipment and software, network 
resources, electronic network and electronic services. Extensiveness: extent of network 
provided services as measured by standards (ISO/TR 20983) such as the number of Web 
page access, number of remote logins and sessions, etc. 

Information resource content: networked electronic information resources accessible 
and preserved locally or remotely, and the means by which search, retrieval, and 
activation is achieved through administrative, descriptive, and structural metadata and 
coding. 

The current state of library technology infrastructure development reflects complex of 
measures. Performance measurement of libraries requires librarians to transform 
quantitative input and output data collection concepts and structures into a qualitative 
outcome assessment framework. Based on recent developments, libraries face 
opportunities to define and develop new criteria for measuring performance through the 
development of indicators related to network services and electronic media. Development 
of standard definitions and terms, procedures, and measurement methodologies related to 
library performance requires that librarians rethink how to describe and demonstrate 
value. Young (2004) 

Electronic Services: Percentage of Population Reached by Electronic Services; 
Percentage of Expenditure of Information Provision Spent on the Electronic Collection, 
Retrieving documents use – as number of documents used per session, percentage of 
rejected sessions, percentage of remote OPAC sessions, percentage of virtual visits, 
percentage of information requests submitted electronically, workstations available per 
capita, workstations use rate, electronic service training lessons per capita, percentage of 
library staff providing and developing electronic services etc. 
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Efficiency: those resources required to provider or access networked information 
services and digital media resources as measured by standards such as peak-hour 
connections to servers, bandwidth, etc 

The Internet is an integral part of library service that can take many forms – an extension 
of library collection and resources through licensed and digitised content, a gateway 
service through public access workstations and interaction with the library through such 
services as digital reference. We have much to learn about library involvement with and 
use of network-based resources. So we do have much to learn regarding customer 
perceptions of network-based service quality, outcomes and other assessment techniques. 
Bertot (2004b) 

Is it possible use statistics for measures and evaluation? 

Traditionally descriptive statistics about libraries represent information about inputs and 
outputs. Over the last several years there had been big changes in standards reflecting 
new characteristics, data collection methods and new trends in libraries – new electronic 
environment.  

Descriptive library statistics are traditionally collected and reported for the following 
purposes and applications: 

Managerial and administrative – data used for measuring economic efficiency, 
productivity and change; 
Research and analysis – statistics used to perform trend analysis, testing, model 
formulation, research and development, and identifying innovation; 
Policy planning and development - statistical information and analysis used to plan for 
improvement, to determine grant allocation and support, to support advocacy, to justify 
legal reforms; 

Market analysis and planning – data used to analyse demand, to identify, segment, and 
develop markets, for use in determining licensing contractual terms. 

Statistical benchmarking in the management of libraries, as part of a mission oriented 
and performance related approach to achieving optimal service. It is complex, including 
factors such as the need to demonstrate value for money, the achievement of targets and 
meeting of standards, and increasing climate of performance related approaches to 
management. Statistical benchmarking has one goal – the improvement of library 
services. Benchmarking is a collaborative process, it require further research. Creaser 
(2004)  

Assessment is a set of initiatives of the institution takes to review the result of its action, 
it is management by results. Each organisation requires data collection and the relating of 
data to a planning process that addresses accountability, improved service, productivity, 
and informed decision making. There are four main perspectives to use for assessment in 
academic libraries context: 

• The institution and the communities served in the life of the library (self assessment) 
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• The library in the life of the institution (assessment toward accomplishing the 
institutions mission, productivity of learning process and research) 

• The library and institution in the life of the user/customer (customer-centred 
assessment – service quality and satisfaction) 

• The library and institution in the life of stakeholders (assessment institutional 
effectiveness and efficiency in relates to funding or accreditation). Hernon, P. and 
Dugan, R. (2004) 

Library performance measurement tools are indicators. Library performance 
indicators focus on evaluation of library performance by measuring effectiveness and 
organisational performance, by assessing needs, testing, identifying gaps&high-risk 
areas, improving accountability, and by establishing benchmarks and baselines. 
Performance indicators focus on management using unbiased information to improve 
decision making, to reduce risks, and to solve problems. The emphasis of performance 
measurement includes drawing comparisons that are useful to co-ordinate, prevent 
duplication, to perform stakeholder consultations, and to focus on outputs and outcomes. 
Performance measurement enables managers to do comparisons, to plan strategy, to 
formulate budgets, to plan and evaluate program results, and to set goals required to 
achieve success. 

We can use library statistics as valuable management information, when accountability 
made accordingly to standards; appropriate definitions and data are reliable, comparable, 
and relevant.  

Using performance measures we can: 

Evaluate: Measure effectiveness, Organisational performance; Identify baselines; test; 
identify gaps&high risk areas; improve accountability 
Manage: Improve decisions; Reduce risk; Solve problems, Assess needs. 
Compare: Co-ordinate, Prevent duplication, Stakeholder consultations, Outputs, 
Outcomes. 
Plan Strategy: Formulate budget; Plan program; Plan results; Set goals; Assure 
achievement. 

Output measure expressed in quantitative or qualitative measures, quantitative measures 
based on library statistics or valid measures (e-metrics incl.) 

Different countries implement management tools and approaches in different ways. The 
national culture, libraries network structure and standards setting can probably provide a 
tentative explanation for many of the variations. The concept of national culture could 
provide explanations for the way new ideological movements as reinventing government, 
new public management and the like are implemented as institutional imperatives in 
different countries. It is obvious, that there must be a certain match between the basic 
assumption of an organisation and the assumption rooted in managerial approach or tool. 
It is about the culture of the organisation. This culture is important as a zone of 
acceptance in relation to which tools and managerial approaches are conceivable and 
legitimate in a given institution. Pors (2004) 
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A Culture of assessment is an organisational environment, in which decisions are based 
on facts, research, and analysis, and where services are planned and delivered in ways 
that maximise positive outcome and impact for customers and stakeholders. Lakos (2002) 

The model – Focus/Value/ Purpose matrix, highlights some of the organisational factors 
that influence the use of evaluation in libraries: whether the organisation’s focus is 
internal or external, whether it places greater value on input or output, and the strength of 
its commitment to use evaluation methods to help the organisation plan and change, this 
model explain culture of assessment. Cullen, Calvert (2004) 

Libraries that change lives have real impact. Measures of impact are the most valuable 
measures of all – but they are also the most difficult.  

Impact evaluation tries to achieve: 

• to influence policy makers, 
• to check whether past decisions are having the anticipated results, 
• to provide comparative data with which to monitor the effects of change. 

Impact evaluation gives the broader picture of performance assessment by considering it 
within the organisation assessment model. The evaluation of impact should then become 
a natural part of the whole process of performance measurement within an organisation 
(such as a library) rather than something to be evaluated in isolation. Craven, Brophy 
(2004) 

Estonian libraries have started performance measurement analysis, however this has not 
yet developed into a systematic and regular process to support development of 
organisational activities, provide basis for planning activities, development policies, state 
financial policy and procurement of state resources; 

However as each library has specific objectives, goals and responsibilities, there is a need 
to develop specific performance indicators for every library type, reflecting their 
performance, quality, quantity and effectiveness adequately; 

Some research projects of a larger scope were initiated in 1994-2000: 

• to pursue the study in the field of performance measurement at a more advanced 
level; 

• to analyse information needs and general user satisfaction of target populations and 
quantity of library performance, including library statistics analysis. 

Library statistics was used in the research project of Estonian Science Foundation 
Performance Measurement and Evaluation of Research Libraries in Estonia  (based on 
library acquisition, collections, services, librarians` qualification, expenditure and cost 
analysis). 
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The National Library of Estonia (NLE) is responsible for collecting, recording and 
analysing statistics of Estonian print production and libraries. Summarised reports of 
national library statistics are issued every year in paper form and published electronically 
on the homepage of the National Library of Estonia. http://www.nlib.ee/110 

Library statistics is a valuable source for library performance measurement, results of the 
evaluation process should form basis of library network and library system development. 

NLE accepts library statistics surveys as basic information of current situation. 
Additionally we apply Common Assessment Framework (CAF) self-assessment methods 
and models to improve main processes of library work and organisational structure and 
accomplish several quality assurance methods (as target group surveys, user satisfaction 
surveys, public relations audit etc). 

There are an increasing interest in developing theory and applying quantity and quality 
management principles and techniques to all library and information sectors. 

Librarianship standardisation - during last years the activities of Estonian libraries was 
reorganised accordingly to the IFLA and ISO standards, drawing up Estonian standards. 

The Estonian Centre of Standardisation (EVS) is co-ordinating body for standardisation 
in Estonia and NLE has co-operation agreement with EVS. There are registered at present 
more than 20 technical committees (TC) in the EVS, among them TC 4 (EVS/TK 4) 
Information Technology and TC 22 (EVS/TK 22) Information and Documentation, which 
mainly support library and information science standardisation. Technical Committees as 
well as co-operation partners have been mostly engaged in preparing the original 
Estonian standards and in preparation of adoptions in translation method. They give 
comments on drafts of Estonian standards and are informed by EVS on the current work 
of their corresponding European or international TCs. We have good co-operation with 
ISO/TC 46 Information and documentation, SC 8 Statistics and performance evaluation. 

The working group (WG) of standardisation on LIS was established in the NLE in 2001 
and the aim of the WG is preparation of drafts and adoption of ISO and IFLA standards 
on LIS. 

The main area of standardisation is library statistics, library performance measurement 
and performance indicators, print production statistics, library terminology, cataloguing 
and bibliographic descriptions (ISBD’s), preservation and digitalisation, ICT, metadata 
etc 

Library standardisation in Estonia http://www.nlib.ee/7943 

The effectiveness of development library performance is closely related to the degree of 
participation in international projects, and associated with awareness of European and 
international developments trends in the field of LIS, the same co-operation on national 
level. 



IV Nordic-Baltic Library Meeting 
RESEARCH AND INNOVATION: NORDIC-BALTIC STRATEGIES FOR LIBRARY DEVELOPMENT 
________________________________________________________________________________________________ 
 
 

 167

There is a need to develop standards in relation to the outcome/input/impact of library 
and information services in accordance with several types of information sectors and 
library models. These can be useful management tools and are valued by accrediting 
bodies, but they must be based on empirical research, as well as on performance 
measurement and benchmarking. There is a need to develop standards for data collection 
and other approaches to standards may be necessary in the more complex areas as service 
quality and satisfaction or outcomes, where cultural and cognitive characteristics of users 
variable and can be invalidate results. 
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