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The Evaluation Process and Methodology 

The Consortium of University Libraries of Catalonia (CBUC) is an entity created by the public universities of Catalonia, the UOC (Open University of Catalonia) and the Library of Catalonia, with the aim of improving the library services through cooperation. In 1998 the CBUC suggested to the Agency for the Quality of the University System in Catalonia that they should carry out a joint programme of evaluation of university libraries, with three objectives: 

· To promote self-assessment as a tool for improvement. 

· To obtain a specific evaluation methodology for libraries.

· To identify quality indicators of library services in order to compare the situation in Catalonia with that of other countries. 

Since then the process has been long and complex, but satisfactory. Work started with the drawing up of the Guia d’avaluació dels serveis bibliotecaris (Guide to the Evaluation of Library Services), which closely followed the evaluation model of the United Kingdom (The Effective Academic Library, HEFCE 1995). Besides being used as a reference for the evaluation work in Catalonia, this guide was translated into Spanish and adopted by the CRUE and the Council of Universities in the process of library evaluation that is currently underway in Spanish universities.

The evaluation was carried out mainly in the period 1999-2001 and involved the creation and functioning of 29 working committees (internal, external and monitoring committees), the direct participation of over 200 persons and the generation of a large number of reports with analyses, data and recommendations. The summary report was drawn up in the course of 2002.

The summary report was published in Catalan, Spanish and English and is composed of a description of the process (Chapter 2), the analysis of how the libraries are integrated in the universities (Chapter 3), the analysis of the processes followed by the libraries and the mechanisms they use to communicate with users (Chapter 4), the evolution and situation of the libraries' resources (Chapter 5), and the results of the library services (Chapter 6). The report ends with a list of strong and weak points and proposals for improvement (Chapter 7), and some comments on aspects that the evaluation did not take into account but that represent important future challenges for libraries and universities (Chapter 8). The tables at the end present general and specific figures and indicators on performance for the period 1995-2000. 

The Results: Strong Points

The strong points can be divided into four areas: the resources, the results from the viewpoint of effectiveness, the results from the viewpoint of user satisfaction, and the strategic positioning of the libraries. The scope of the analyses that were carried out and the amount of data obtained in the evaluation process make it recommendable to refer not only to the summary report but also to the many detailed reports issued by each institution. However, in this summary we will limit ourselves to the main points.

From the viewpoint of resources, the main finding is that the main indicators of inputs for libraries (space, bibliographic collections, staff and acquisitions budget) have increased considerably (by 52, 23, 22 and 62% respectively), thus showing that libraries have been considered as a major element in the policies of the Catalan public universities. 

The basic indicators adopted by the international experts to assess effectiveness are loans and acquisitions: the former have increased by 15% and the latter by 21%. This has been in a period in which the number of potential users has increased by only 2%, i.e. the services provided have increased far more than the number of people who use them. 

In recent years the international tendency of libraries has been to move from quantitative to qualitative evaluation, and within the latter to focus on user satisfaction and strategic positioning. All the surveys of satisfaction and the ##interviews## held by the external commissions have shown a very high level of satisfaction of the users (students and lecturers) with both the services offered and the attention they have received. 

Finally, with regard to strategic orientation, the results of the evaluation of the university libraries of Catalonia show that a very high level has been achieved in organization, mechanisms of communication, service orientation and cooperation.

The Results: Weak Points and Proposals for Improvement

The report also indicates the weak points and proposals for improvement. Here we refer not only to the summary report but also to the reports on each institution, which provide a more thorough analysis of the elements that show room for improvement. The main proposals for improvement made by the report refer to teaching methods, the use of electronic information, and performance indicators. 

The first weak point detected in the evaluation process is that in general teaching continues to be based on methods that do not foster the use of bibliographic resources. This finding coincides with other evaluations made by the Agency that have detected the continuing presence of educational models based more on teaching than on learning, which obviously affects the use of library resources and services. This aspect is very serious, particularly in view of the tendency laid down by the Bologna Declaration and the introduction of European credits. The report proposes that, within the planning strategic of the respective universities, the libraries should draw up their own plans to foster educational innovation and move towards becoming resource centres with the transversal functions necessary to foster learning.

The second weak point is in information technology. The report states that some services and products offered by the libraries are still insufficiently known (and therefore used), and also that there is a lack of IT support to maintain the rate of service provision required by the evolution of technology. This element is probably related to the previous one but is significant of the current situation, in which library services have undergone profound and positive changes in recent years, but some forms of intellectual work are still more associated inertially with the former period. ##Some years ago there may have been rejection due to the migration of library resources and services to formats that were poorly adapted to the users##. The report shows that this is no longer the case and that, though the existing resources and services must be improved, the main problem is that they are used insufficiently. 

The proposals of the report for improving this situation are to further the internal reflection that is already underway on the changing roles of libraries and their professionals, and to reinforce the structure of libraries with sufficient IT support to allow them to organize electronic services and to make plans to foster the use of the existing resources, in particular those based on digital information. It is also proposed to analyze the IT requirements of the library services and to provide greater support in this area.

The third weak point refers to the desire for continuity in the evaluation and the finding that there is still no unified criterion for determining the basic performance indicators, and in some cases the gathering of data is not homogeneous. The indicators that the guide proposed to cover were wide-ranging and thorough, but for many of them it was found that no figures were available, the figures were incomplete or they were not gathered in a standard form. This was particularly true of the figures on electronic information. The relatively recent appearance of electronic information and the absence of indicators agreed by the international library community makes it especially difficult to determine the data that should be gathered and used in order to obtain useful information. The action proposed is to establish a commission to improve the existing quantitative information, to define the basic performance indicators and to propose standard methodologies for drawing them up.

Beyond the Reports

The evaluation guide focused on the internal analysis of the functioning, processes and results of each university, and did not call for a further analysis to place it in the international context. However, a full evaluation must also take into account the international context and consider the future challenges.

On an international level, leaving aside aspects that have already been dealt with in the evaluation reports, some emerging tendencies will undoubtedly mark the development of libraries. These are a shift in the focus of universities from teaching to learning, and consequently a repositioning of library services, the intensive use of information technology and digital information, and a renewal of the cooperative structures.

The new challenges of higher education are leading all over the world to a change of tendency in university education, which is placing greater emphasis on learning rather than teaching. The efforts are aimed at creating rich environments for learning, learning to learn, and continuing training. University libraries are being used as places for self-learning, and the change of name from “libraries” to “learning resource centers” in different parts of the world is a clear symptom of this.

This tendency is affecting both library buildings and library organization. The library buildings need more space, with an interior design aimed at facilitating socializing, individual study and group study and allowing an intensive use of information technology. From the organizational viewpoint, the tendency is towards more joint work between libraries and lecturers (for the creation of teaching materials or for placing them on the network) or IT staff (to organize joint services, to organize electronic information resources, to create the web information of the university, etc.)

The current state of information technologies and associated services is leading to a change of paradigm in the way in which scholarly information is disseminated and used. However, there is still no definitive model for the decisive elements of the new stage. On an international level there seem to be three clear tendencies: the exploration of the future based on good practices. benchmarking and cooperation, fostering of the use of new technologies, and digitalization of the information. The first two are not even exclusive to universities, whereas in the third the universities play a dominant role because scientific and scholarly information is generated mainly by university lecturers and researchers.

The future will be written with new standards that are still being drawn up, but a wait-and-see philosophy will involve missing competitive opportunities. The leading countries in technological development have taken institutionalized measures to pool common experiences with regard to fostering new technologies and their use. Universities and commercial publishers are talking past each other over the issue that the former wish to regain control over the information that is currently generated by universities but marketed by publishers. 

In the second half of the nineties, the possibility of presenting information on the Internet led to a second wave of cooperation involving consortia and the creation of digital libraries. The simplest form of this tendency are the 'buying clubs' and the most complex form the regional digital libraries. In all cases at least three types of benefit are sought: a significant increase in the digital information available, a joint approach to the challenges of the new environment, and greater use of electronic resources. 

Though these new forms of cooperation are very recent, the appearance of consortia for the joint licensing of electronic information has been one of the most significant changes that libraries have undergone in the last 4-5 years. Furthermore, the phenomenon is not limited to a small number of countries, but can be seen particularly in North America, Europe and Asia. The different international experiences show how this process of transition and this change in the traditional way of purchasing information is more likely to succeed if cooperation is facilitated by an organization that acts as a coordinator and is supported by public funding.

In Catalonia the positive aspects of these tendencies in libraries are the CESCA, the "Digital University" platform of collaboration, the CBUC and services such as the Catalan Digital Library, the TDX doctoral thesis server and the database of electronic tables of contents.
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