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OLA Super Conference Session:  518 (Jan. 30, 2004, 9:00 - 10:15 a.m.)

 
MONITORING BOARD AND LIBRARY PERFORMANCE
Ian Hunter, President 2004, Ontario Library Boards Association 
Convenor: Marilyn Birmingham


Library trustees are responsible for monitoring and reporting on their library's performance, but this activity is often done poorly or not at all. This interactive session looks at real-life examples of monitoring and reporting from a library trustee's perspective. 
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1) Introduction:

· This is an interactive session – it requires your active participation

· We are looking at monitoring board and library performance from a public library trustees perspective.

· As well, we will share our own experiences with monitoring, what works, and what doesn’t.

· We will discuss issues to consider when setting up a performance monitoring system.

· In the end, we should all have some useful, concrete ideas generated at this session to take back to our libraries.

Before we start, although this session is looking at monitoring performance from a library trustee’s perspective, non-library trustees are most welcome to participate.

Could I have a show of hands, how many people here are library trustees?  How many people work for a library?  What about the others?  (all trustees, except for one CEO)

2) Current Monitoring Practice
In a moment, I am going to hand out some forms for you to fill out.  I am not going to ask for them back.  These are for you – to write down information about the monitoring of performance that is taking place in your library.

This will include monitoring of library performance, as well as monitoring the performance of the library board itself.

When you are finished making your list – filling out the form – then we are going to discuss what you’ve come up with.  Let’s see if we can come up with 15 or so different examples and we’ll list them on the flip chart. 
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We’ll go over the 3 questions first and make sure they are clear, and then we’ll take about 5 minutes to fill out the form.

	A.  

For your library, please list some examples of library board and library monitoring.  


	B.

For each example, what does the monitoring tell us?  Briefly describe it.


	C.

For each example, as a monitoring tool, how effective are each of these reports of library performance?

Give the pros and cons for each.


Flip Chart Examples of Library Monitoring (from participants)
	
	Examples of Library Board and Library Monitoring
	What It Tells Us
	Effective?

	1. 
	· CEO monitoring
	· information generated by CEO on library results
	· may be some missing information if board does not make a point to ask for it

· best if board has defined in advance what needs to be monitored and reported on

	2. 
	· financial update
	· financial results

· may or may not include information about capital budget spending
	· necessary information, but this is not analysis 

· does not tell the whole story

	3. 
	· bus tour of branches
	· whole board sees the branches, including councillors

· should bring with you a checklist of what to look for during the tour

· make a list of observations, e.g., branches’ needs
	· it’s good to see things in person

	4. 
	· have board meetings in branches
	· librarian gives tour of branch beforehand
	· similar to no. 3, but not seen as a “monitoring” activity

	5. 
	· library survey report
	· e.g., survey on parking space needs, etc.
	· unfiltered opinion from the public

· data gathering, not monitoring

	6. 
	· comments from public
	· comments written on “comment cards” photocopied for the board to see
	· see. no. 5

· good for continuous feedback from the public

	7. 
	· public consultation
	· similar to no. 5
	· find out what library users and non-users think

	8. 
	· report from municipal council
	· council gives its views to the library board
	· good to gain council’s perspective

· information, not monitoring

	9. 
	· reports to municipal council
	· library board reports results to council

· board minutes given to councillors

· council rep on board reports to council colleagues
	· important to provide council information on the library’s performance results vs. predetermined targets

	10. 
	· annual report on strategic plan
	· report on performance against strategic plan targets
	· reports on board’s effectiveness against strategic plan’s targets

	11. 
	· quarterly report on strategic directions
	· similar to no. 10
	· useful progress report

	12. 
	· CEO performance review
	· monitor performance against goals set for CEO

· goals may be derived from the strategic plan
	· objective measurement tool (see References list at the end of the presentation)

	13. 
	· update on the library’s wish list
	· review progress on satisfying the wishes on the list
	· systematic review

	14. 
	· circulation statistics
	· library materials usage
	· does not measure performance, only “use”

· no goals are set for circulation

	15. 
	· media analysis
	· tells what the media saying about the library
	· anecdotal information

	16. 
	· report on Internet usage
	· similar to no. 14
	· usually no goals set for this usage

	17. 
	· board monitoring
	· monitor performance of library against its goals and objectives

· can look at things as diverse as board composition – does it reflect the diversity of users in the community?


	· hint: United Way website has tips for boards (see References list at the end of the presentation)

	18. 
	· accreditation process
	· follow progress in getting library accredited
	· objective measurement of the library, recognizes the achievement of the public libraries which meet the OPL Guidelines requirements

	19. 
	· goal setting 
	· should be part of the strategic planning process or “Ends” policy development

· caution: board is not there to run the library,
	· this is essential for effective monitoring to take place

	20. 
	· board self-evaluation
	· may be done at the end of each meeting by asking how the meeting went

· could be done formally or informally

· may use a checklist, and assign one board member in rotation to track performance during the meeting

· board may set policies for board governance, and monitor how well it is following its own policies
	· board must follow strict monitoring steps, e.g. to monitor the board’s own performance it must set goals/policies at the outset


(Note: participants shared their personal experiences with library monitoring, as well as some of the positive results, e.g., appreciative feedback from municipal council.)

3 Library Board Responsibilities 

We are now going to step back and see how monitoring library performance fits as a part of the work of a library board member.
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(This list of responsibilities comes from the Ontario Library Trustees’ Handbook.)

a) What are the responsibilities of a public library board trustee and board?

1) define the library’s purpose and direction

2) delegate authority and resources to the staff to run the library

3) act as a bridge between the library and municipal council, and the library and the community

4) report on the library’s effectiveness

5) practice good governance

b) What should the library board be monitoring?

· monitoring to tell the board how well it has defined the library’s purpose and direction

· monitoring reports on library performance, with the objectives established in Executive Limitation and Ends policies, the strategic plan, the business plan

· financial audits

· how well did the board perform their bridging role, e.g., through advocacy

· board self-evaluations, based on Board governance policies

4 Considerations for Setting up an Effective Monitoring Program
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a) decide what library performance has to be monitored

· what are the considerations when deciding this?

a. when it’s required by law

b. when it serves the needs of the library’s stakeholders

c. when there are potential problems that need to be identified

d. when the information in the report may be useful in refining and updating objectives, and to improve future performance

b) establish your expectations for performance (objectives)

a. what are some of the considerations when you set these objectives?  (includes SMART requirements)

· S  - specific (i.e., clear and unambiguous, and relates to a library outcome or policy)

· M – measurable  (also motivates)

· A – achievable (also who is accountable)

· R – realistic, and also results-oriented 

· T  - time-bound (also trackable)
c) what is the role of the library CEO when you establish your objectives?

· advises when setting targets

· may be responsible for the results, especially when the work has been delegated to the CEO

· prepares most monitoring reports; the CEO may suggest the format of the report, or the board may specify what information it wants to see, e.g., the level of detail

· will advise whether the information may be obtain from existing sources, or whether additional time and cost would be involved; the board decides whether the cost and effort for the monitoring is feasible



d)  Who does the monitoring?  There are three main ways to monitor.
Here are three alternative ways to monitor:

1. The board may require that the CEO will report annually on the library’s performance.  (The board may specify the format for this annual reporting, or it may leave it up to the CEO what to include in the monitoring report.  In any case, the monitoring report should explain clearly whether or not the policy was adhered to, and back this up with substantiating data.)

2. The board may require that an independent, third party must prepare the monitoring report.

3. Finally, the board or a board sub-committee may do its own monitoring and report the results. 

The choice of which method to use should be established in advance, at the beginning of the reporting period.  It should not be left to the end of the period to decide who will do the monitoring and how.

For almost all library policies, a report from the CEO (#1 above) is best.  The CEO can set in place a system for gathering relevant data, and the subsequent monitoring report would be a part of regular operations.  This is a simple, inexpensive and effective way to monitor performance, and it is used most of the time.
e)  Other Considerations for Monitoring Performance

· You should only monitor based on objectives or targets that have been established in advance.  If you don’t have targets, then you aren’t monitoring.  Instead, you are simply collecting anecdotal information.
· For each monitoring report, decide in advance the extent of monitoring required.
· are we monitoring the most important things?

· how much detail in the report?

· what detail?

· will the report be able to describe the inputs (costs), outputs (activities) and results (outcomes)?

· are the sources of information readily available?

· how much time, effort, and cost will be required to gather and report on results?

· is the monitoring information worth the cost of collecting it?

6) Ending

(Participants gave feedback on the session.  Many said they would talk to their boards about doing more monitoring.  Another participant was going to look at developing board governance policies.)

Thank you for coming to this session, and thank you for your active participation.  It’s been fun.  Please leave me your business cards, and I’ll e-mail you a copy of the presentation, the flip chart notes, and a list of useful websites and other references.

Good Reference Sources And Websites

· How to Measure Performance: A Handbook of Techniques and Tools. U.S. Department of Energy  (see: http://www.orau.gov/pbm/handbook)

· How well have you governed? Trustee Tips no. 21. SOLS Library Trustee Development Program (see http://www.library.on.ca/trustee/Tips/trustips.htm)

· John Carver on Board Leadership: Selected Writings From the Creator of the World's Most Provocative and Systematic Governance Model
· The Ontario Library Trustees Handbook. The Ontario Library Trustees’ Association, OLA Press, 2001. ($15)

· Outcomes-Based Evaluation Websites, Margaret MacLean, InsideOLTA, Winter 2003, p.4

· The Policy Governance Fieldbook (see http://www.josseybass.com/cda/product/0,,0787943665%7Cdesc%7C2992,00.html)
· Reinventing Your Board: A Step-By-Step Guide to Implementing Policy Governance.  John and Miriam Carver (see http://www.carvergovernance.com/pubs.htm#bd_leadership)
· Southern Ontario Library Service – Trustee Tips (e.g., CEO Performance Appraisal http://www.library.on.ca/trustee/Tips/Tip6e.html )

· State of Maine – Performance Measurement Overview – poor formatting, but good performance measurement “basics” (see:http://www.state.me.us/spo/sp/stratplan/docs/convpdf/Performance%20Measurement/overview.htm)
· United Way of Canada (see: website http://www.boarddevelopment.org/display_document.cfm?document_id=54   & http://www.boarddevelopment.org/site_map.cfm )

