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JlupexTopa OMOINOTEK CTAKUBAIOTCS] C OTPOMHBIMH TPYJHOCTSIMH TP HEOOXOMMOCTH NPEJOCTABICHUS MOIb30-
BaTEJISIM BBICOKOKAYECTBEHHBIX YCIIYT 3a CUET ONTUMAJIBHOTO UCTIONB30BaHuUs pecypcoB. IToaxon, oCHOBaHHBIN Ha
(hakTax, CriocoOCTBYEeT HOHMMAaHHIO TOTPEOHOCTEH MMOJIb30BATENeH U PEarnpoOBaHUIO Ha HUX, a TAK)KE OTBEYaeT
3aja4aM SKOHOMHOT0, 3 ()EeKTHBHOTO U OIIEPATHBHOTO yIIpaBieHHs. POCT HU(POBIX yCIyr CTUMYIHPOBA IPEIOC-
TaBJICHHUE IOCTYIa K MPOBEPEHHON HHpOPMAIHH 110 3 HEKTUBHOCTH AEATEIBHOCTH. MacCHBHI (PaKTHIECKUX
JIAHHBIX, KAUECTBEHHBIX U KOJMYIECTBEHHBIX, MOTYT OBITH COOpPaHBI BMECTE AJISI ITOTYUIEHHS OMUCAHHS OMOINOTEUHO-
ro 00CITy’)KUBaHUS B CMbICIIE UCIIOJIb30BAHUSI U MPEJOCTABICHUSI HHPOPMAIIMOHHBIX pecypcoB. DakToOpbI OLICHKH,
BKJIFOYAIOII[M€ UCXOHBIC IaHHBIE, PE3YJIbTAThl, BBIBOJBI M CIIEICTBHS, 00CYKIAIOTCS BMECTE C ITOJIYyYEHHEM U
MCTIONIb30BaHMEM JIAaHHBIX 110 TIOJIb30BATENSIM, UX TPEOOBAHUSIMU ¥ OTHOIIECHHIO, ¥ IIPEACTABISAIOT COOO0I eliCTBEH-
HBIE METO/BI PA3BUTHS U MOBBIIIEHNS KAYECTBA YCIYT.

Library managers face formidable challenges in meeting user needs with appropriate services of quality through
optimal use of resources. The evidence based practice approach contributes to understanding and responding to user
needs and responses as well as to managing services economically, efficiently and effectively. The growth of digital
services has contributed to the availability of reliable performance information. An array of evidence, both quantita-
tive and qualitative, can be assembled to describe how a library service is performing in terms of resource utilization
and delivery. Evaluation factors such as inputs, outputs, outcomes and impact are discussed together with the
acquisition and use of data on the user community, its requirements and attitudes. These are powerful methods for
developing and enhancing services.

Jupexropu 6i0:110TeK CTUKAIOTHCS 13 3HAYHUMH NpobieMaMu y 3a0e3redeHHi noTped KOpUCTyBaviB y
BUCOKOSIKICHUX MOCITYTaX 3a PaXyHOK ONTHMAaJIbHOTO BUKOPUCTaHH: pecypciB. Ilinxin, mo 6a3yeTbes Ha (axrax,
CIIpHsie pO3yMiHHIO TIOTPed KOpPHUCTyBaya i pearyBaHHIO Ha HUX, a TAKOX Bi/IOBia€ 3a1a4aM eKOHOMHOTO,
e(EeKTUBHOT'O 1 ONIEPATUBHOTO YIPaBIiHHA. 30UIBLICHHS HUPPOBUX MOCIYT CTUMYJIIOBAIIO HaJJaHHS JTOCTYILY J10
mepeBipeHoi iHpopmaiii 3 eheKTUBHOT TisTTBHOCT. MOXyTh OyTH 3i0paHi MaCHBU (PaKTHYHHUX NAHUX, SK SKICHHX
TakK i KUTBKICHUX, TIIO0 OMHCATH, K MPOBOIUTHCA 010Ti0TeUHE 0OCTYTOBYBaHHS MIOA0 BUKOPUCTAHHS 1 JOCTABKH
iHpopMamiifHuX pecypciB. @akTopH OIIHKY, IO BKIIOYAIOTh BUXIAHI JaHi, pe3yIbTaTH, BUCHOBKH Ta HACIIIKH,
00OTrOBOPIOIOTHCSI PA30M 13 OTPUMAHHSM 1 BUKOPHCTAHHM JaHUX I1[0JI0 KOPUCTYBauiB, IX BUMOT' Ta BiJJHOILIEHHS, 1
SIBJISIFOTH COOOFO JIIF0Ui METOAM PO3BUTKY Ta IMiJABHUIIEHHS SKOCTI TOCIYT.

Introduction

The role of the modern manager, any manger, is a challenging one involving many and varied de-
mands on a range of skills and knowledge. Policies need to be interpreted as aims and objectives and then
tranformed into action and results with the best use of resources and the highest level of quality attainable.



All this takes place in a context in which change, brought about by technological, organisational and
social developments, is a constant that causes priorities, solutions and outcomes to alter. In the realm of
managing a library and information service, the challenges entail meeting current and anticipated user
needs with appropriate services of quality through optimal use of resources. A central aspect of this
approach is the way in which users are regarded and treated contributes to the success of the operation. A
range of evidence that identifies user demand and activity and describes the working of the organization,
as well as what it may aspire to provide, can be used to support the endeavour. This paper is concerned
with the growing emphasis on users and the evidence available for managing services successfully in that
context.

Managing the User Centred Library Service

Adopting a user-centred perspective of library management places the emphasis on seeing the service
through their eyes and what it can, and should, do for them. There is little room for a preoccupation with
process and bureaucracy in such an approach. The user-centred approach seeks to identify and understand
the community’s needs, now and in the future. It also maps user activity as well as attitudes and opinions
regarding the services provided. Understanding and reacting to the level of use made of the service, as
well as to when, how and why becomes important. So also does knowing about non users [or potential
users] as well as lapsed users. Building on this information, the service is developed around what works
and what fulfils community expectations and priorities. No longer is it sufficient [even if it ever was] to
offer a service on a ‘take or leave’ basis. In many instances there are competing sources of materials and
information provision which cannot be overlooked such as discount bookstores, the internet and informa-
tion brokers. To summarise, the user is placed firmly at the centre of the service ‘universe’ rather than the
systems, methods, materials and even the people involved in delivering it.

Managing Optimally

The manager has always to work within finite budgets and time frames to create a the best service that
can be achieved. Inevitably, resources are not unlimited and not all service ambitions can be fulfilled so
there is need to prioritise objectives and resource deployment to achieve optimal results. In addition, the
climate of accountability prevailing in all organizations emphasizes the need to demonstrate value for
money to those who make funds available, whether they be governments and communities in the public
sector, or corporations in the private sector. Moreover, it has to be recognised that library and information
services do not operate in isolation, but compete for resources with other agencies within an organisation.
Securing an adequate funding allocation relies upon soundly based business planning and convincing
advocacy. Operating in this type of climate requires a considerable amount of supporting evidence of
various kinds as well as a framework for demonstrating value for money. An example of such a frame-
work is the ‘three E’s concept” which may be summarised as:

e Economy in acquisition of resources
e Efficiency in the use of resources
e Effectiveness in the achievement of objectives

The first two may be assessed, to a large extent, through an analysis of costs against results and there
remains a great deal that can be achieved with relatively simple metrics. The third is dependent upon there
being a clear view of objectives and a coherent approach to describing and defining effectiveness.

Managing with Evidence

The importance of assembling and exploiting a range of evidence to support a successful management
strategy has been discussed earlier. In the context of evidence based practice it is convenient to view
evidence as being of two principal types:-

e Performance Evidence
and
e Research Evidence



Performance Evidence

Performance evidence may be described as that which pertains to the primarily operational aspects of
an individual service or group of services. It encompasses the quantitative and qualitative aspects of what
goes on in, and around, a service from beginning to end. The growth of digital systems and information
products has contributed to the availability of reliable performance information because so much data can
now be harvested from the transactional records residing within them. It may be argued, on the other hand,
that digitisation has brought added complexity to the service configurations and options now available.

A basic taxonomy of performance evidence will comprise: inputs, outputs, outcomes and impact. In
addition, there is an array of community related evidence that is central to a meaningful and successful
user oriented service.

Inputs describe the resources that are applied to providing the service and will contain financial and
much other inventory data. Inputs include: how much money is spent on the service as a whole, and on
different parts of it; the numbers and grades of staff employed; the number of service points and their
opening hours; the accommodation, including seating, that is provided; the equipment, including worksta-
tions, available and the collections, including electronic sources, that are accessible. Collections may also
be described in more qualitative terms. An example is the Conspectus approach used by many research
libraries to describe the range and depth of their scholarly collections. An IFLA Guidelines document
outlines the methodology. [1]

Outputs describe what users derive directly from the service. Quantitative measures of output include:
visits made to a service; items consulted within a library; items loaned; requested and reserved items
fulfilled; documents or photocopies supplied; enquiries received and answered; search sessions performed
and attendance at training events. Qualitative indicators of output may relate, for example, to the relevance
of documents supplied, or to the reliability and accuracy of information provided. In many cases they are
more difficult to establish. Some quantitative output indicators can be correlated and refined to reveal
information on the quality of the service. For example, it is possible to calculate the number of enquiries
answered within a specified target time, or the percentage of reservations fulfilled within a specified waiting
time.

Outcomes describe what the user gets out of the service in a much broader context. They relate to the
advantages that the user derives from using the service in terms of contributing to recreation, learning,
working or living. Identifying individual outcomes entails considerable effort in surveying users, although
sampling may provide sufficient evidence to establish a reliable indicator. Systematically assembled
anecdotal evidence and case studies can build up a reasonably representative picture of outcomes.

On a more general level, service penetration, that is, the percentage of the population that are active
members of a service, offers a broad indication of outcomes. The number of repeat visits, or repeat enquiries
can also yield information regarding outcomes and assist in establishing the level of satisfaction with a service,
but such data have to be interpreted carefully. Another outcome measure is the needs/fill rate which meas-
ures how often the user gets what he, or she wanted. More detailed study can reveal whether a user found
the information supplied useful, thus adding to the qualitative assessment of outcome.

Discovering user satisfaction with particular aspects of the service can also indicate outcomes. An ex-
ample of a highly systematic approach to establishing user satisfaction and perceptions of quality is
LibQual, a survey based method developed by the Association of Research libraries in the USA, in which
users are asked to rate several aspects of the service that they receive against their expectations. [2]

Impacts describe the higher order influences that the service has on the totality of the community or
organisation. Impact may be interpreted as: what difference, in the long run, has the service made? Put
more directly, the question can be redefined in the following ways: in a commercial organisation, how does
it contribute to profitability and growth; in an educational environment, how does it support learning and
research; in a community public service, how does it add to social and cultural life as well as to economic
prosperity? Assessing impact poses many challenges of methodology and interpretation since the causal
relationship between the service and the served may be difficult to isolate. In the United Kingdom official
impact measures for the public library sector specified by central government have been centred upon a
broad set of shared social priorities that include:

e Raising standards across schools
e Improving the quality of life for children, young people, families at risk and older people



e Promoting healthier communities
e Creating safer and stronger communities
e Promoting the economic vitality of localities.[3]

These factors serve to drive the agenda for achieving community impact by libraries as well as other
agencies and, as such, offer a series of discrete criteria for assessment. They are, however, reliant on the
prevailing social and cultural priorities of a particular administration and, thus, may be vulnerable to
change should the emphasis alter.

Increasingly, the library and information service is having to prove its worth to the community in
terms of tangible impact in order to justify its existence and to reassure those who provide funding. More
sophisticated methods are being applied such as contingent valuation analysis and economic impact
studies. These offer insights into the value of a service to the wider community. They have, however, to be
carefully designed and undertaken if they are to provide reliable evidence.

Research Evidence

Research evidence may be viewed as the aggregate of more specialised investigations that provide re-
sults and conclusions to inform service design and decisions as well as in some cases policy. The research
may be local to the institution or, more frequently, based on externally reported studies conducted else-
where. The approach derives from the highly formalised evidence-based methodology developed in
medicine and health care that is becoming an established success. In contrast with health care however, the
research knowledge base in library and information management remains, at present, limited in terms of
scope and reliability.

Andrew Booth, a leading exponent of evidence based management, has created the following helpful
definition:

What is Evidence Based Management? Evidence-based information practice is an approach that:
...promotes the collection, interpretation and integration of valid, important and applicable user-reported,
librarian observed, and research-derived evidence. The best available evidence, moderated by user needs
and preferences, is applied to improve the quality of professional judgements. [4]

These two types of evidence, performance evidence and research evidence may be regarded in many
cases as complementary. Research evidence may, for example, be used to underpin the impact measures
noted above. Moreover, they may not always be as distinct as they have been portrayed here for the
purpose of the discussion. For example, a specialised local study that is repeated regularly may become
embedded in the general operational assessment of a service.

The Service Domain

The user centred approach requires an understanding of the whole community if services are to be ap-
propriately targeted and tailored to meet expressed and latent needs. Much can be discovered about users’
habits, behaviour and attitudes, particularly at a general level, from the performance evidence gathered
locally, as well as appropriate research evidence available. However, for a complete picture of the service
domain, the entire community’s composition and profile need to be established. Such information de-
scribes the size and characteristics of the population to be served. It therefore encompasses actual and
potential users. As well as a geographic breakdown, detail on special groups of users and their information
needs can be assembled. For example, data on the number of visually impaired people in a community will
enable a library and information service to plan appropriately in terms of reading aids, environment and
accessibility.

In many cases service domain data is easily quantifiable and much of it may be accessible from exist-
ing records including local censuses and corporate statistics. On the other hand, in some areas of the globe
where population data is less accessible building a picture of the service domain may prove more chal-
lenging. It must also be appreciated that considerations of individual privacy may influence the extent to
which a detailed community profile can be created.

Conclusion

Although the world of the library and information services manager is full of challenges it also offers
stimulation and opportunity as new methods, systems and information products emerge and new ideas and



ways of working present themselves. The focus on users, combined with an emphasis on demonstrating
value for money, requires a management approach that relies on timely, reliable and appropriate evidence
for its success. This paper has offered some observations on using these powerful methods to support
delivering, developing and enhancing services.
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