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1
What is impact evaluation? Some definitions
First, here are some definitions of impact, outcome and some other terms used in performance measurement, as used in the BSLA context:
Impact: Any effect of the BSLA Programme on an individual, group, organisation or community. 
[Examples: More engagement in advocacy for libraries by National Library  Association members; partner organisations engage in more complex long-term  collaboration with the National Library Association; politicians show greater understanding of the  role of the Association in local library development.] 

Impacts:
· may be positive or negative

· may be intended or accidental

· may affect National Library Association staff, officers or members; other staff of libraries; politicians and other policy makers; other stakeholders or the general public.
Impact areas: Aspects of the national Library Association’s work and relationships with stakeholders in which involvement in the BSLA programme should make a difference.

[Examples: Developing the Association’s vision and strategy; Enhancing relationships between the Association and its members, potential members, other stakeholders and the world-wide library community.] 
A full list of the suggested impact areas for the BSLA Initiative can be found in Framework Part One: The BSLA Impact Areas, Indicators and Suggested Data Collection Methods below.
Outcome: For the purposes of the BSLA Programme, an outcome is any change in the National Library Association or how it works that is attributable to BSLA Programme intervention. (Any such change is also an impact.)
[Example: The Association implements a programme to recruit more members to active roles in the Association.]  
These terms are distinct from the usual expressions used in measuring the performance of library services and associations. The Input, process, output model is the one that most people think of when they discuss performance measurement. The three key elements of this model (as defined by Wavell and colleagues, 2002) are:

Inputs - the resources the service requires in order to function (e.g. buildings, raw materials, staff and information) 

Processes - what are done with the inputs; this may involve all sections of the service (e.g. organising and collecting membership subscriptions; conducting library advocacy events, preparing an educational programme or website; developing partnerships) 

Outputs - the direct result on the service of combining inputs and processes.  Outputs provide a measure of efficiency and are traditionally measured quantitatively (e.g. number of services provided and number of people provided for; proportion of the members attending learning sessions; numbers of visitors to an exhibition).  Output indicators are sometimes called service indicators. 
Impact evaluation moves beyond the Input, process, output model whilst recognising that Associations will still need to continue to gather traditional performance data.  The Framework below includes data collection of these kinds (for example to show the levels of engagement with BSLA activities or to build up a picture of the different national contexts of each Country). However, the main focus of the Framework is on any changes that may be brought about by these processes and outputs (that is, on the impact of the BSLA programme).    
Important note for participants who are also involved in the Global Libraries Program funded by the Bill and Melinda Gates Foundation. The term ‘evaluation’ used here equates with ‘assessment’ as used in the GL Program.
2
Why is impact evaluation important?

Impact evaluation of the BSLA Programme should be useful to the National Library Associations involved and to IFLA. For the National Library Associations, the evidence provided through impact evaluation should:
· tell participants whether they are making real progress towards their development goals and provide a focus for sustained and systematic development planning

· help to build organisational capacity by giving staff the confidence to build on successes

· raise awareness of the Association in the sector and amongst decision makers

· give the Association evidence as a basis for sustained advocacy in support of programme goals, such as: 

· better services for members and users 

· more respect for the library sector and the library community 

· more collaboration with other associations, partnerships and regional participation. 

· help to secure the resources that the Association needs through evidence-based working in order to develop a healthier and more viable professional base.

For IFLA, impact evaluation evidence will enable decisions to be made about how to deliver the BSLA Programme and on what scale. More generally it will help to sustain the organisation and its programmes, share project findings with members and in doing so raise the IFLA profile by showing what the organisation is doing to help national Library Associations and how this work is contributing to advocacy on behalf of libraries
3
The Framework

This Framework is intended to help In-Country Facilitators to manage the impact evaluation programme in their Country and to co-ordinate their national impact evidence collection with the overall programme requirements of IFLA. 

The Framework is also intended to help BSLA Trainers to visualise their role in helping with impact evaluation in each of the countries they work with as well as in the overall programme. 

The Framework is set out as Framework Part One below. Various tools to help in evidence gathering are presented in Framework Part Two.

The Impact Evaluation Framework shows the primary areas in which the BSLA Programme has been designed to produce change and therefore the areas in which impact evidence should be gathered to show what effects the programme has had in each Country. The Framework also shows how evidence can be collected in these areas.

Impact areas

The broad impact themes covered by the Framework are that:
· The Association is developing a more strategic approach in key areas of its work
· Co-ordinated and coherent activities are underpinned by strategy and an agreed vision

· The Association is involved in national (and regional where appropriate) decision and policy making in relation to library development and is engaged in productive collaborations and partnerships 

· People are better equipped and motivated to carry forward the Association agenda

· The Association is moving towards becoming a vibrant, healthy and broadly representative organisation capable of fulfilling a variety of aims.

4
How to use the Framework

4.1 Localising the Framework 

It is expected that each Country involved in the programme will choose one or more impact indicators for each impact area and will collect impact evidence with the help of the tools offered. However we recognise that the Association in each Country will have different priorities and will be at a different stage of development. An Association may choose to concentrate its efforts in two or three impact areas most relevant to its situation and its stakeholders. In this case, one or two indicators may be used in some impact areas whilst more indicators are chosen in areas of greater importance to the Association.

The Framework has therefore been designed to inform local discussions and decisions about desired impacts. It outlines options for providing a local focus on impact and suggests ways of collecting impact evidence. The impact objectives and indicators in each impact area are examples, not an exhaustive list. Different objectives and indicators can be designed in an impact area to mirror local aspirations. The level of impact that might be achieved, stakeholder priorities and what is already being developed should be carefully considered before drawing up the Country-specific impact evaluation framework. This will enable appropriate impact evaluation for the BSLA Programme in each Country. 

4.2 Being realistic
You will need to be realistic when designing a Country-specific impact evaluation framework. Impact evaluation takes time over and above that needed to introduce and manage the changes that you are seeking to evaluate. Systematic evidence collection is inevitably time-consuming, whether you are seeking to design, distribute and analyse the results of a questionnaire survey, negotiate, set up conduct and synthesize the results of interviews, or to organise, conduct, record and analyse the results of structured focus groups. The evidence of impact that you will collect will tell you much more than traditional service statistics but, given the level of resources available for evaluation, you will not be able to make great claims about the nature and causes of the change that you hope to find. The aim should be to focus your choice of impact areas and indicators on the areas that are most important for the development of the Association and to limit the amount of evidence collected to what is likely to be most useful. The Framework should help in highlighting possible objectives and indicators from which to make choices.
4.3 Key people in impact evaluation. 
There will be a number of people involved in impact evaluation for each Country. Relevant context information will be gathered by the ALP Programme Coordinator with help from Association staff and officials, and BSLA Core Trainers will help to evaluate their training interventions. They will also have a particular responsibility to document carefully what they deliver and how, so that the impact evaluation can take account of any modifications to the programme over time.

However, the success of the impact evaluation for this programme depends largely upon the In-Country Facilitators: their role is vital. The Facilitator is best placed not only to gather evidence but also to evaluate it and to ensure that any necessary changes to the programme are made in the light of this evidence. For countries that are also involved with the Global Libraries Initiative, the Facilitator will have a further key role in liaising and collaborating with GL Program Managers and any impact assessment specialist staff. IFLA will also arrange for further help to be provided if needed by In-Country Facilitators during the programme.

A time line for BSLA programme, showing when the impact evaluation elements feature is shown as Framework Part Three.

5
Tools to use with the Framework

The main tools likely to be required to collect impact evidence are:
· A questionnaire survey of members and non-members, ideally conducted at the beginning and the end of the programme in each Country. This should focus on whether and why people joined, their level of involvement or contact with the Association, their awareness of what the Association does, their views on its effectiveness and on what else they would like it to do. (Facilitators in countries which are also involved with the Global Libraries Initiative may wish to capitalise on the national librarian surveys which are undertaken as part of the GL Initiative.) 
· A set of interview questions for use with key stakeholders (representatives of the Association, the Government and other major institutions, before and after the programme. The first round of interviews will largely be conducted to gather information on the national libraries context by the ALP Programme Coordinator, but they should also be useful in collecting baseline information about the Association and its environment before the BSLA Programme starts, including questions about the relationship between the Association and librarians in the Country.
· Training feedback questionnaires or interviews to assemble evidence about the effects of the training on the Association’s practice. The aim will be to reach beyond the ‘happy sheet’ mini-questionnaires traditionally used to evaluate training, which tell the providers something about whether the participants enjoyed the experience but almost nothing about what difference, if any, the training made to what people do and how. Preliminary ideas on training evaluation are provided as appendix D. IFLA is planning to arrange feedback events for Core Trainers during the life of the programme.
· Structured focus groups for Association members and other librarians, building on and exploring issues raised by the first questionnaire survey of members and non-members. Focus groups should be particularly valuable in exploring any changes in the relationship between the Association and the library field in each Country, as well as participants’ aspirations for the Association.
· Document analysis. Participating countries will be asked to provide some context information in advance of the initial Country visit by the IFLA Policy Officer. This will include any available documentation about Association strategies and strategic plans. 
6
Making use of the impact results

The Framework and tools will later be supplemented by suggested next steps to be considered when the impact evidence has been evaluated.
7
The limitations of the BSLA impact evaluation programme

As in any international development programme it is important to be clear about the scope and limitations of the impact evaluation programme conducted and the nature and type of evidence gathered. For the BSLA Programme, it will be important to IFLA to be clear about what claims can be made and what cannot on the basis of the impact evaluation programme. The key questions to be addressed in reviewing the programme will be:  

· What were the main parameters of each impact evaluation conducted?
· What was the reach of the BSLA programme in each Country? At the conclusion of the BSLA programme:

· How influential are the active people in each National Library Association?

· Who has been trained, how consistently and to what level? Have these numbers had real impact on practice?

· What were the main types of evidence of impact gathered during and beyond the BSLA implementation in each Country?

· What were the main contextual factors taken into account in reviewing the impact evidence in each participating Country? 

· Over what timescale was the impact evaluation conducted? 
The Framework should help to make the answers to these questions clear. In addition, In-Country Facilitators will be asked to help the ALP Programme Coordinators to assemble context information as outlined below. 
Some points to make clear are:

· In undertaking impact evaluation for the BSLA Programme we are not planning to carry out attribution studies, with or without a counterfactual dimension, since the level of resources and expertise required preclude this even if this was seen as desirable. 

· The impact evaluation will attempt to show whether the BSLA programme makes a difference at national level and in what areas these can be seen. The BSLA team will also review the impact evidence in context across the participating countries to provide an overall preliminary picture of impact.

· The picture that emerges must be regarded as preliminary because the full effects of the training provided are likely to show their effects on the Library Associations over a longer time period than the project evaluation allows. The full effects of the interventions may not be seen for several years.
· The impact evaluation will rely heavily on qualitative research methods, such as seeking people’s perceptions and opinions through surveys, interviews and focus groups. This is inevitable with a relatively small scale and time-limited programme. 
· This approach is appropriate for a programme where there are few simple cause and effect relationships in the interactions amongst Core Trainers, Association staff and officials, members and other key stakeholders, all seeking to change the Association and its relationships with other library developers
. Where the significant change is most likely to occur will only become apparent over time, so the limited timescale evaluation of this project will only provide part of the picture.
· The BSLA Programme has been designed to build vibrant, healthy and broadly representative organisations capable of fulfilling a variety of aims. However, this impact area is probably too generic to be evaluated within a short programme of this kind. 
The overall evaluation of programme will focus on IFLA’s capacity to deliver, whether the right approaches were adopted and what lessons have been learned. The focus will be on producing evidence for sustainability at international level, on continuity inside each Country, how and on whether the programme should continue. Impact evidence will be used to evaluate the IFLA learning and development strategy and its potential application to other types of programmes. 
Since the impact evaluation activity for this programme will be limited to the project duration, these impact areas (and associated impact evaluation) concentrate on early evidence of change. The literature on managing change (e.g. Fullan, 2007) recognises that major change is likely to take a minimum of three to five years, so further impact evaluation along the lines proposed here beyond the life of the programme would be highly appropriate
.
7
Contextual information for BSLA participants
One important influence on the likely success of the BSLA Programme is the social, political and organisational context within which the national Library Association operates. With the help of the In-Country Facilitator, the ALP Programme Coordinator Context will seek to gather contextual information at the beginning of the programme in each Country, by asking for information prior to her initial visit and by interviewing key informants, such as Association officers, nominated library service managers and other library policy shapers. Additional information may also be sought from other key stakeholders such as aid agencies and development bodies. 

What Country context information is needed to make sense of the impact evaluation? 
Participating Countries will be asked to provide the following information before the Country visits by the IFLA Policy Officer (some of this information has already been collected through the application form):

· What services are being provided to members and others by the Association?

· How many professional librarians are there and how are they distributed across library domains (e.g. Public, Education. Health, other libraries): age/experience profile; ethnicity; geographical spread

· Does the Association have a mission statement or vision statement? [Request a copy.]
· How big is the Association? How many members are professionals?

· What are potential participants’ expectations of the training?

· What Association statistics are collected? What is done with the statistics?
The main types of information that may be sought through key informant interviews or other appropriate means are:
	Type of information
	Relevant questions

	National political/ social/organisational context
	

	Nature of the political system 
	Extent of freedom of the press and assembly?
Stability of the government?

	National economic and social situation
	Dependability of cash flows? State of transport infrastructure? Are there isolated regions?

	Technological infrastructure

	Extent and penetration of new technologies and telecommunications? Legislation about new technologies? 

	Cultural dimensions
	Languages used, availability of translation
facilities? Language barriers?

	
	Extent of reading and study culture?
Predominant belief systems?
Extent of culture of philanthropy?

	National context of libraries
	

	State of development of the profession
	Size of the library system? Extent of investment by government and others in libraries? Demographic profile of library workers (age, ethnicity)? Existence of or plans for library legislation? Preferred methods of communication amongst librarians? Are library statistics available; at what levels; and in what form? Are they used? How?                    

	Academic and professional education and training


	Types and levels of academic and professional qualification? Numbers qualified?                 Formal professional development opportunities available? Take up of professional development? Levels of skill and use of ICT by library staff? Do librarians have relationships with each other outside of the Association structure?

	What services are offered and how
	ICT user training? Extent of public access ICT? Style and culture of the workplace?

	Library Association operating context
	

	Relationships of the Association
	What are the relationships to/with government?
Nature of existing and potential alliances and partnerships? Capacity to raise funds externally?


	Organisation of the Association

	Financial sustainability? Capacity of the Association – what are its main resources?
How is the Association incorporated and does this suit its current purpose? 

Are there any regional associations? How many?
How does LA compare with like associations in the Country in other professions?

	Association’s history
	How long has the Association existed? How long has it existed in its current form? What were the main features of any changes along the way? Is there a tradition of organizing – e.g. unions, copyright?

	Operation of the Association
	Association’s goals and objectives - Is there a development plan and related documentation?
Governance – how are Association decisions made and by whom? How centralized is the governance of the Association? How many members are engaged as committee members?

Is there a culture of reflexivity?

Are there barriers to entry – e.g. can non-librarians join? 
Conferences and other events organised?
Is there structure around officer roles? -expectations, recognition, volunteer motivation tactics?

What will the IFLA training look like?

	Relationship with members
	Is the association welcoming? Cost, exclusivity etc.
Number and type of invitations to participate in committees, conferences


It may be necessary to update some of the information collected at the end of the project if any of these features change.
Framework Part One: The BSLA Impact Areas, Indicators and Suggested Collection Methods
When Countries select their impact objectives and indicators it is important to remember that the BSLA Programme will only operate for up to two years, although it may be desirable to continue evaluation beyond the life of the Programme. Ideally, Countries should choose at one or more impact indicators from each impact objective, focusing on areas where they expect or hope to show progress over the next two years.
Preliminary impact area

	1  Enhancing the operational capacity of the Association

	Impact objectives
	Possible Impact indicators
	Suggested evidence collection methods*

	The Association is ready to undertake significant development programmes
	Does the Association have a plan for its own development or for developing libraries in the Country?
	Provide copy of development plan before initial visit by ALP Programme Coordinator

	
	Does the Association have designated staff in place to develop their work?
	Number of designated staff.    Job descriptions of designated staff

	
	Does the Association have appropriate committee structures in place to develop their work?
	Terms of reference of committees.

Minutes of development committee meetings

	
	Are Association staff ready and able to undertake significant development activity?
	Interviews with key informants at project outset.

	
	Does the Association have adequate resources to carry out a development programme?
	Interviews with key informants at project outset. [Explore what adequate means]

	
	Do officers and staff agree on what are the appropriate impact objectives and indicators for an Association development programme?
	Minutes of planning meeting.

	
	Can the Association measure and evaluate the impact of its development programme?
	Interviews with key informants at project outset.
Provide copy of impact evaluation implementation plan


Main impact areas

	2  Equipping people to carry forward the Association’s agenda



	Impact objectives
	Possible Impact indicators
	Suggested evidence collection methods

	More people are engaged with development activities of the Association
	Are more people joining or showing an interest in the Association?
	Association recruitment records Number of members as compared to possible member-base 

Representation of members as compared to national total (geography; domains)

Number of peer-recommended members (Survey of members) Percentage of members who vote 

	
	Are people developing networks beyond the Centre?
	Structured focus groups Evidence of de-centralized engagement (e.g. creation of regional groups; activities held away from the centre)

	
	Are more people involved in planning and delivering Association programmes?
	Key informant interviews Structured focus groups Questionnaire survey of members

	
	Are more people actively taking on official roles within the Association (e.g. committee membership)?
	Key informant interviews Questionnaire survey of members
Proportion of contested elections for key roles          

	Association staff and members are encouraged and supported in developing its programme
	Do Association staff and members feel confident that they can contribute to planning and delivering Association programmes and that  their contribution are valued?
	Structured focus groups Questionnaire survey of members



	
	Do participants in BSLA training feel empowered to take an active part in the Association’s work?
	Post-training evaluation questionnaires   

Structured focus groups


	3 Developing the Association’s vision and strategy



	Impact objectives
	Possible Impact indicators
	Suggested evidence collection methods

	The Association builds its vision for development
	Are Association staff and members engaged in building the vision?
	Key informant interviews
Vision document

Evidence of member consultation (e.g. meeting minutes; copy of member vision questionnaire; evidence of website consultation)

	
	Has the Association created a social environment for professional discussions leading to development of strategy?
	Structured focus groups

Evidence of representation at Association strategy meetings

	
	Are Association staff and members engaged in implementing the vision?
	Key informant interviews

Minutes of planning meetings
Vision implementation plan document

	The Association shares its vision for development with members and other key stakeholders
	Does the Association communicate its vision to members?
	Questionnaire survey of members
Structured focus groups

Vision document

	
	Does the Association communicate its vision to other key stakeholders?
	Key informant interviews
Vision document

	The Association pursues its vision with government and other policy shapers
	Does the Association discuss library development strategy with government?
	Key informant interviews

Strategy development documents

	
	Does the Association explore library development strategy with other key organisations?
	Key informant interviews

Strategy development documents

	The Association works to secure an appropriate legislative framework
	Is the Association seeking to secure or change library legislation?
	Key informant interviews

Draft library legislation

Copy of new library law

Copy of modification to library law

Documentation evidence of implementation of new legislation

	
	Is the Association seeking to secure or change copyright legislation?
	Key informant interviews

Draft library legislation

Copy of new library law

Copy of modification to library law

Documentation evidence of implementation of new legislation


	4 Building partnerships and collaboration



	Impact objectives
	Possible Impact indicators
	Suggested evidence collection methods

	The Association engages in collaborative programmes or projects
	Does the Association have structures to support collaborative project work?
	Key informant interviews

Terms of reference of appropriate committees

Minutes of meetings

Documentary evidence of member involvement in shaping these initiatives 

Job descriptions of relevant posts

	
	Is the Association forming or getting involved in new partnerships to develop its work?
	Collaboration agreement documents
Development planning and implementation documents

Documentary evidence of length of partnerships

Key informant interviews

Minutes of meetings 

	
	Is the Association building on existing partnerships to develop its work?
	Collaboration agreement documents
Documentary evidence of completed programmes or projects

Development planning and implementation documents

Key informant interviews

Minutes of meetings

	
	Is there evidence of fund raising activities in support of collaborative project work?
	Documentary evidence of fund raising

	
	Does the Association have mechanisms in place to implement and manage this work and disperse any funds secured?
	Documentary evidence of project/programme work
Key informant interviews
Evidence of funds returned
Evidence of number and proportional distribution of different sources of funding




	5 Enhancing relationships between the Association and its members, potential members, other stakeholders and the world-wide library community


	Impact objectives
	Possible Impact indicators
	Suggested evidence collection methods

	The Association seeks to build up a strong and active membership
	Does the Association have an active recruitment policy and a structure to support it?
	Examples of recruitment materials

Recruitment  campaign policy documents

Job descriptions of recruitment staff

	
	Does the Association communicate effectively with its members?
	Examples of various methods of communication used

Key informant interviews
Structured focus groups

Questionnaire survey of members



	
	Is the Association responsive to member needs and concerns?
	Structured focus groups
Questionnaire survey of members



	
	Is the Association proactive in responding to issues of concern to members?
	Structured focus groups

Questionnaire survey of members

Documentary evidence of responsiveness
Documentary evidence of alerting members to issues

Proportion of members who feel that Association represents their interests (survey of members)

	
	Is the Association active in promoting and supporting professional education and training?
	Job descriptions of education and training staff
Terms of reference of committee with education and training role
Committee minutes

Key informant interviews

	The Association enhances its communication with librarians who do not belong to the Association 
	Does the Association communicate effectively with non-members?
	Examples of various methods of communication used

Key informant interviews

Structured focus groups

	The Association develops its communication with policy makers and other library development stakeholders
	Does the Association have an advocacy programme to secure sustainable libraries?
	Job descriptions of advocacy staff or staff/volunteers who are assigned advocacy roles
Terms of reference of committee with advocacy role

Committee minutes

	
	Is the Association integrated into national and regional library policy decision-making?
	Evidence of invitations to policy level meetings, working groups, key debates
Minutes of policy meetings showing Association contributions

	
	Does the Association communicate effectively with policy makers and other library development stakeholders?
	Examples of various methods of communication used

Key informant interviews



	The Association engages 
with the wider library community outside the Country
	Is the Association actively involved with IFLA or Regional Associations?
	Attendance at IFLA meetings  Sponsored members at IFLA meetings
Evidence of completing IFLA surveys

Librarians complete the world report survey, contribute success stories 



	
	Is there evidence of partnerships with other national Library Associations?
	Documentary evidence of visits by representatives of other Associations
Documentary evidence of collaborative project plans

Documentary evidence of completing joint projects

Key informant interviews


Longer term impact area

Although the focus of this Framework is on the national Library Associations, their development and their relationships with the library and related policy communities, the eventual beneficiaries of stronger Library Associations should be the users of library services. Tentative impact objectives and possible impact indictors are offered below. We do not expect that these impacts can be addressed within the next few years.
	6 Improving the inter-relationships between libraries, librarians and the general public


	Impact objectives
	Possible Impact indicators
	Suggested evidence collection methods

	The Association adopts a broader public mission
	The Association sees a responsibility for wider representation – as a voice of the public?
	

	General public perceptions of libraries and librarians is enhanced
	Library users and non-users are more positive about the value of library services
	

	
	More people recognise the role of the Association in successfully promoting and supporting effective libraries.
	


A more general longer term goal is:
	      7   Building a healthy and strong Association



	Impact objectives
	Possible Impact indicators
	Suggested evidence collection methods


Framework Part Two: Evidence-Gathering Tools

These tools are intended to help In-Country Facilitators to organise the gathering of impact evidence. The tools can be adapted and modified to meet specific impact evaluation requirements and local conditions and to collect evidence in relation to any impact indictors chosen by the Country. However, if you decide to modify the questions this will limit the scope for comparing impacts across Countries or for the BSLA programme as a whole.  

The Tools consist of:

Tool 1: Questionnaire Survey of Members and Non-members

Tool 2: Interview Questions for Key Informants

Tool 3: Training Evaluation Interviews or Questionnaires

Tool 4:  Structured Focus Groups

Tool 5: Document analysis checklist

Tool 1: Questionnaire Survey of Members and Non-members
When to use? Early in the programme for each Country in order to collect baseline evidence (to find out what the situation is before the BSLA programme) and again near the end of the programme (to see what changes, if any, have occurred).
What it covers. This questionnaire focuses on whether and why people joined the Association, their level of involvement or contact with it, their awareness of what the Association does, their views on its effectiveness and on what else they would like it to do. 

Note for Facilitators in Countries which are also involved with the Global Libraries Initiative. You may wish to liaise with GL Program staff who are involved with the national librarian surveys undertaken as part of the GL Initiative. 
Questionnaire on [the National Library Association - insert name] 

Introduction [Questionnaire 1: Before the BSLA programme]
Please help us to find out more about [the national Library Association - insert name] and how it is working by completing this questionnaire. This survey of members and non-members of the Association is intended to help focus the work of the Building Strong Library Associations programme in [name the Country]. This programme is being offered by the International Federation of Library Associations to help National Library Associations to develop. 

We need to know the current strengths and weaknesses of the Association to make its  work more effective, so please be as critical as you wish in your replies. Your replies are confidential: they will only be used anonymously now to identify how well or badly the Association is currently doing its work and at the end of the programme as a baseline to see if anything has changed.

Introduction [Questionnaire 2: At the end of the BSLA program]
Please help us to find out more about [the national Library Association - insert name] and how it is working by completing this questionnaire. This survey of members and non-members of the Association is intended to help judge the effectiveness of the Building Strong Library Associations programme in [name the Country]. This programme was offered by the International Federation of Library Associations to help National Library Associations to develop. 

We need to know whether this programme has helped to make the work of the Association more effective, so please be as critical as you wish in your replies. Your replies are confidential: they will only be used anonymously now to identify how well or badly the Association is currently doing its work and whether the programme has made any difference.

The questions [Questionnaire 1]

1
How long have you worked in libraries? Please tick one box only
	In first year  
	1-5 years
	6-10 years
	11-20 years
	21-30 years
	31 years or more

	
	
	
	
	
	


2
Which library domain do you work in? Please tick one box only.

	Public libraries


	

	University libraries

	

	School or college libraries

	

	Health libraries

	

	Business or commercial libraries/information services

	

	Government libraries/information services
	

	Other – please specify what:


	


3
Do you have a professional qualification in librarianship? If so, which one(s)?

4
Are you a member of [insert name of Association]?

Yes – please go to question 4.1
No – please go to question 4.2 

4.1
If yes, how long have you been a member?

	In first year  
	1-5 years
	6-10 years
	11-20 years
	21-30 years
	31 years or more

	
	
	
	
	
	


4.1.1 How did you first find out about the work of the Association?

	Told about it by a colleague
	

	Attended an Association conference or meeting
	

	Read Association publicity material
	

	Read about it in an Association journal or website
	

	Other, please say how:


	


Now please go on to question 5
4.2        If no, why is this? Please tick all appropriate responses:

	The Association is not sufficiently relevant to my professional concerns and interests
	

	The Association does not fully represent my professional domain 
	

	The Association is not effective in supporting libraries
	

	The Association is not effective in responding to my professional concerns or issues
	

	The Association is dominated by a self-perpetuating clique
	

	The subscription is too expensive
	

	I do not qualify for membership
	

	Other, please specify what:
	


Now please go on to question 11.
5 How active are you as a member of the Association? Please tick all responses that apply
Have you been, or are you currently involved in any of these ways?

	
	Currently
	Not now but in the past five years
	Previously

	Serving as an Association office-holder (e.g. chair, secretary, treasurer etc. of an Association committee)?
	
	
	

	Working as a volunteer (e.g. giving advice; helping with activities)
	
	
	

	Responding to formal or informal requests for feedback or comments from the Association
	
	
	

	Attending any Association meetings or conferences
	
	
	

	Attending professional development activities (e.g. training workshops)
	
	
	

	Voting in Association elections
	
	
	

	Recommending membership to colleagues
	
	
	


6 What do you think are the three main activities of the Association?
	

	

	


7 How well do you think that the Association represents your main professional interests and concerns? Please tick one category only.
	Very well
	Well

	Moderately well
	Not very well  
	Not at all well

	
	
	
	
	


7.1
What could the Association do to better represent your professional interests and concerns?

8
How confident are you  that any contribution you make to planning and delivering Association programmes and activities is valued?
	Very confident
	Confident
	Neutral
	Not very confident
	Not at all Confident

	
	
	
	
	


9
Do you feel that you can you influence Association decisions? 

Yes – please go to 9.1
No – please go to 9.2
9.1 In what ways?

9.2 Why is this?

10
What is the main policy issue you would like to see the Association address?
11
Do you belong to another Library Association? 
	Yes
	No

	
	


11.1 If yes, what does it provide that the National Association does not?
12     How would you summarise the current relationship between the National Library      Association and librarians in [insert Country]?

[Thanks and return details]

Questionnaire 2: At the end of the BSLA program Additional questions
Are more people involved in planning and delivering Association programmes?
Are more people actively taking on official roles within the Association (e.g. committee membership)?
Tool 2: Interview Questions for Key Informants

When to use? Early in the programme for each Country in order to collect baseline evidence (to find out what the situation is before the BSLA programme) and again near the end of the programme (to see what changes, if any, have occurred).
What they cover. This set of interview questions focuses on perceptions of the Association, what it is doing and how well.

Who should use them? Contextual information identified in section 7 of the Introduction above will largely be collected by the IFLA Policy Officer. The questions below are intended to gather evidence of impact. Some of this information may be collected by the IFLA Policy Officer with the support of the In-Country Facilitator when interviewing key stakeholders (Association officers, government officials and representatives of major institutions).

However, it may be necessary for the In-Country Facilitator to arrange further interviews with key informants of the Association to collect evidence of change in relation to impact indicators selected as important for this programme. These questions are intended to help gather this information if it is needed. 

Suggestions for using these questions
1
It will probably be useful to discuss who is asking what with the IFLA Policy Officer and to agree on how you will share this information at the beginning and at the end of the programme in your Country.

2
There are many circumstances that may influence the success of a key informant interview. A useful tip is to have a page at the end of each interview schedule on which the interviewer can note things that may have an effect on the quality of the interview. The interviewer can then make notes on how the interview is going which should help to ensure that the interviews are consistent and reliable. Some of the factors that might be noted are: 
· is empathy being established with the respondent 
· is the setting in which the interview is being conducted conducive to effective interviewing (e.g. noise, interruptions, heat, cold) 
· when and at what time of day is the interview being conducted 
· how long did it take 
· are there language issues 
· did any of the questions not work?
Interview questions

Interview 1: Beginning of the programme

1
Does the Association have adequate resources to carry out a development programme? Are there any areas of programme delivery or management where the resources may not be adequate?

2
To what extent are the staff of the Association ready and able to undertake significant development activity? Where do you think that the BSLA Programme will help most and in what ways?

3
Does the Association have the skills and organisational capabilities to measure and evaluate the impact of its development programme? Do you think they will need help in doing this? If so, what sort of help would you like the BSLA team to provide?

N.B. These questions are suggested in addition to those that will be asked by the IFLA Policy Officer.

Interview 2: End of the programme

1
Have there been any changes in the past year in the number of people involved in planning and delivering Association programmes?

1.1
Have there been changes in what they are doing? If so, what changes?
2
Have there been any changes in the past year in the number of people actively involved in taking on official roles within the Association (e.g. committee membership)?

3
Have there been any changes in how many Association staff and members are engaged in building the Association vision?

3.1
Have there been changes in how they are doing this? What changes?
4
Have there been any changes in how many Association staff and members are engaged in implementing the vision?

4.1
Have there been changes in what they are doing to achieve this? What changes?
5
Is the Association trying to communicate its vision to other key players? 

5.1
If so, how?

5.2
How successful has this work been?
6
Is the Association discussing library development strategy with government? 

6.1
If so, how?

6.2
How successful have these discussions been in influencing strategy?
7
Is the Association exploring library development strategy with other key organisations? 

7.1
If so, how?

7.2
How successful have these explorations been?
8
Is the Association trying to secure legislation affecting libraries (such as library or copyright laws) or to improve existing legislation? 

8.1
If so, how?

8.2
How successful have these efforts been?

Tool 3: Training Evaluation Interviews or Questionnaires

When to use? About six to eight weeks after delivery of  any BSLA Core Training workshops in a Country and about six to eight weeks after cascade training organised to spread the learning from the core training workshops. The questions are presented here in questionnaire format but could be used in individual interviews with event participants or in post-event review meetings with participants. 

Rationale. Traditional end-of-training event questionnaires tell the organisers whether people have enjoyed the session and whether they liked the trainers. Unfortunately these ‘reactionnaires’ do not tell the organisers whether participants learned what the trainers intended or whether they found the course content useful after the event. 

Reactionnaires may signal that there is a problem with part or all of the training but will not usually reveal what is going wrong and what can be done about it. As the name ‘reactionnaire’ suggests, asking questions immediately after the event does not give people time to reflect on what they have learned and what is most useful to them, and does not take account of any ‘slow learning’ that may take place after the training event. 

The training evaluation interviews or questionnaires should provide a more rounded picture of the impact the BSLA training has on what participants do and how. 

Note for BSLA Core Trainers
The BSLA team is planning to arrange opportunities for trainer group feedback during the programme and will generate a set of questions to guide this feedback in due course. 

Preparatory impact evaluation notes for BSLA Core Trainers are presented in Framework Part Four: Notes on Impact Evaluation for BSLA Trainers below.

Training Evaluation Questionnaire

1. What are the three most important things that you learnt from attending the xxxxx workshop?

2. What do you now do better or differently, if anything, as a result of attending the xxxxx workshop? Please give specific examples:

3. Are you planning to make any changes in what you do or how as a result of attending the xxxxx workshop? Please give specific examples:

4. What further training, if any, would you like to see offered as part of the BSLA programme? Why?

5. Looking back over the past two years before the xxxxx workshop, are there any things that you would now do differently as a result of what you learnt or had reinforced at the workshop? If so, what?

6. What changes have you noticed in what your colleagues do, or how, that you think may be a result of their attending the xxxxx workshop?


Please give specific examples:
7
What has surprised you most about the BSLA programme?
Tool Four: Structured Focus Groups

When to use? The ideal times to organise structured focus groups for the BSLA programme are:

· after the completion of a survey of members and non-members to enable you to ‘drill-down’ into issues that emerge from the survey and identify further issues, and/or

· near the completion of the programme to identify and explore relevant changes that participants have identified since the programme started

How to use. Structured focus groups do not require expert facilitation. They can be run by the In-Country Facilitator or anyone with some training experience. Several focus groups of 8 to 12 members and non-member librarians are envisaged. A scribe will also be required to note the main discussion points, even if audio-recording is used (it takes c. five hours to transcribe one hour of a recording). 

Rationale. Focus groups are a good way of building up a rich picture of the impact of an initiative and securing people’s stories of their experiences, but only if they are conducted systematically to ensure that all participants are able to contribute fully and to help provide a full picture (not just the ‘good news’). Structured focus groups provide activities to enable people to focus on the main issues and to provide good quality impact evidence without relying on exceptional facilitation skills. If the same procedures are used in each focus group it will be possible to compare responses across groups and aggregate the responses. Structured activities also diffuse any tendency for the most articulate or opinionated people to dominate discussion. 

Coverage. Participants will be asked to rank how well the Association is addressing a range of services and activities and to identify issues for attention.
Structured Focus Groups
This type of structured focus group can be conducted with up to 30 participants but the ideal manageable number is between 8 and 15. Of the following activities, any combination of activities 1 and 3, 2 and 3 or 1,2 and 3 can be undertaken, depending upon your impact objectives and indicators and on the time available.

Activity 1: What the Association does well and what it does less well (card sort)

Pre-event preparation

Prepare enough sets of ‘cards’ to provide one per group (at least 6 sets). Each card should show one of the services or activities listed below. Print out the list using a minimum 16 point type size (so that all members of a group can easily read them and adjust the width so that each will fit on a 5 x 3 inch post-it note. Glue the text on the front of the post-it note. 

Prepare one sheet of flip chart paper per group, ruled and labelled as follows:

	       ASSOCIATION DOES THIS WELL

	

	

	

	        ASSOCIATION DOES THIS POORLY


Ensure that there is someone available to note discussions and that the plenary discussions are audio-recorded.

The activity

1 Ask participants to form groups of 3 to 5 members (do not permit more than 5 per group because this will slow down the activity and allow people to opt out). Minimum of 3 groups to allow comparison of responses later. Ask non-members of the Association to form one or more exclusive groups.

2 Give each group a set of post-its and the ranking sheet.

3 Ask each group to rank the services and activities on the post-its using a five level scale by sticking the post-its into the relevant section of the sheet provided, so that all are visible.

4 Give each group a few blank post-its so that they can add and rank any other services or activities that they wish.

5 If they disagree about positioning ask them to leave the relevant post-it on one side and be ready to say why they disagree. 

6 If they are not sure what something means ask them to leave the item on one side.

7 When the first and second groups have finished, invite them to look at each others rankings. Ask them not to interrupt groups that are still working. As other groups finish, invite them to look at the completed ranking sheets.

8 When everyone has finished, display each sheet in turn and ask each group in turn why they chose their top few items and their bottom few items, drawing attention to any differences between the groups in the high rankings.

9 Then ask whether any group was unclear about what any of the items meant. NB. If so, ask everyone what they understood by that phrase. Do not offer your own definition.

10 Then ask whether any group had been unable to agree about ranking anything and, if so, why.

11 Ask if any group has added any items of their own. If so, what and why?

12 Collect all the sheets. They can be compared within and across focus groups by focusing on what is consistently ranked high or low, or by rating all items by rank from 5 down to 1 and calculating an average ranking.

Suggested topics for the card sort are given below. You can add to or adapt this list to include local impact priorities in your Country.
1. Communication with its members about library issues and Association policies

2. Communicating the Association’s vision to its members.

3. Communicating effectively with non-members.

4. Being responsive to member needs and concerns.

5. Being proactive in responding to issues of concern to members

6. Developing networks beyond the headquarters

7. Operating as a democratic organisation

8. Being welcoming to its members, especially new members

9. Providing effective central services 

10. Democratic and transparent governance of the Association

11. Promoting intellectual freedom (cultural and religious beliefs)

12. Professional development of staff

13. Professional development of members

14. Involving members in decision-making

15. Involving members in activities and events

16. Using social media (Facebook etc.) to communicate with members

17. Involving people in planning and delivering Association programmes

18. Recognising the contribution of Association members to planning and delivering Association programmes.

19. Recognising the contribution of the Association’s staff to planning and delivering its programmes.

20. Creating a social environment for professional discussions leading to development of strategy.

21. Empowering members to take an active part in the Association’s work.

Allow 40 minutes for this activity

Activity two: Priorities for action

1
Ask participants to form groups of 2 or 3 (maximum). 

2
Ask each group to decide ‘What three things should the Association do better?’ and be ready to report back.  Allow 10-15 minutes for this discussion.

3
As a main group, flip chart the ideas of each group using their own words as far as possible and number each item continuously.

4
Invite all participants to suggest any natural grouping of these ideas.

5
Then, ask the group ‘How should the Association do this?’

6
If time allows, ask everyone individually, ‘If you could only address one of these, which one would you choose?’

Allow a total of 35-40 minutes for this activity.

Activity 3: The Association and its members 

Ask people, individually, to record on a sheet of paper ‘An incident or event that illustrates for you the relationship between the Association and its members’.
Allow 20 minutes for this task

Tool Five: Document analysis checklist
Documents and publications produced by the Association or its partner organisations can provide useful evidence of change. The existence of a document (such as a development or implementation plan) suggests that something could be happening but it may be possible to discern more. For example:

· Do Association staff job descriptions show who is responsible for enactment of policies or strategies (allowing for the fact that job descriptions are usually out of date)?

· Do Association terms of reference of committees show how the Association plans to develop its work?

· Do any Association documents show how the development plan is being enacted?

· Do minutes or notes of Association meetings show how widely decision-making and task allocation is spread amongst officers, staff and members?

· Do meeting notes or minutes, or news reports and other accounts of collaborative projects or programmes, show what contribution the Association is making to the overall effort (ideas, suggestions for action, taking a lead role, nomination of members or officers to undertake tasks, etc.)?

· Do meeting notes or minutes, or news reports and other accounts of collaborative projects indicate what roles the other participants envisage for the Association?

· Are any public statements available from politicians or key stakeholders recording the Association’s roles or actions in supporting library development/
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* i.e. Trouble shooting in relation to the Impact evaluation activity 

Green = IFLA activity

Blue = BSLA Programme activity

Red = National participant activity

Framework Part Four: Notes on Impact Evaluation for BSLA Trainers

Why impact evaluation is important to BSLA (Note prepared for BSLA by Sharon Markless and David Streatfield)

1
What is impact evaluation?

Impact can be defined as any effect of the service (or of an event or initiative) on an individual, group or organization (Fitz-Gibbon, 1996, adapted). It can be positive or negative and may be intended or accidental. When using this definition, measuring impact is about identifying and evaluating change along a continuum. 

The change:

· may be wide ranging, affecting many stakeholders from library association staff to library users; from government officials and politicians to local community groups, or 

· may be more specific, directly affecting only one group of stakeholders 

· can occur on levels from the superficial to the life-changing. 

The main levels at which a major programme can have an impact are summarised in the diagram below (Global Libraries Initiative IPA Road Map, 2008):
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Clearly the BSLA programme cannot systematically collect impact evidence in all these areas. Instead, the evaluation framework being prepared for the programme will identify a range of possible changes that might be achieved, working from the base tier of the pyramid upwards. 

What types of change will be looked at? The BSLA framework will focus on changes in:

· behaviour (doing things differently)

· competence (doing things better)

· levels of knowledge

· attitudes (e.g. confidence; valuing Library Association staff!)

It is too early to say what forms this impact evidence will take, but the range of possible evidence types includes:

· Statistics (relationships between quantitative measures that highlight change over time)

· Case studies of the effects of implementation or innovation

· Stories (catching the experience and authentic voices of people who may experience change)

· Aggregated critical incident analysis (based on specific encounters between people and the services provided, such as particular training sessions)

· Self-assessments of change by those involved (e.g. through surveys)

· Systematic observation data

· Sequences of photographs

· Document analysis to infer changes in the Library Associations, their staff and their environments.

2
The BSLA approach to impact evaluation

The BSLA team has adopted an approach to impact evaluation (based on Markless and Streatfield, 2006) which entails four main stages:

· carefully articulate the impact objectives of the particular Library Association under review (so that you know what you are trying to achieve)
· consider which impact indicators will be most useful to tell whether a Library Association objective is being met or not  
· then, to decide what evidence will be collected to illuminate the chosen impact indicators and how to collect it, and
· decide how to use that evidence to enhance services and secure service sustainability.
The BSLA team will have to strike a balance with participating Library Associations to ensure that the ‘metrics’ required to evaluate the success or otherwise of the programme as a whole are collected alongside the impact evidence of importance to each Library Association.

The strategy underlying the BSLA approach to impact evaluation and the principles inherent in this approach are outlined in appendix A. 

The BSLA team sees impact evaluation as critical to the success of the programme because it provides transparent evidence of success or failure in achieving better Library Associations. This evidence will be valuable to IFLA in making a strategic report to the funder and potentially in offering a focus for future development leading to negotiation of further development programmes. At national level, robust impact evaluation can help to raise the profile of the Library Association and of libraries, secure additional resources, increase professional pride and job satisfaction for Library Association staff and offer an element of accountability to members. It should also provide a focus for future development of the Association.
3
Impact evaluation and the BSLA Trainers

The BSLA Trainers are vital members of the BSLA impact evaluation team for the programme because they:

· have a key role in initiating and sustaining the process of change which will be evaluated throughout the programme

· are ideally placed to note and respond to the early evidence of the effectiveness or otherwise of the training being provided (viewing the training, implementation of learning and evaluation of change processes as an action research cycle)

· crucially, can record and document modifications or changes in delivery of training so that these can be taken into account when looking at the effects of the training on participants

· can ensure that impact evaluation is, or is not, taken seriously by programme participants

· can build up important professional relationships with the in-country programme facilitators who are best placed to collect impact evidence. 

BSLA trainers are well placed to gauge the effects of their own training on and beyond the direct participants in their events, including the ‘reach’ of the cascade training where this approach is undertaken. They will have useful opportunities to obtain feedback when they undertake second and subsequent country visits to offer further training support, since it will be possible to focus participants on what they have done or seen occurring as the result of previous training events.  

We have suggested some questions for event evaluation follow-up (appendix B) to illustrate the types of evidence that can be gathered to show the impact of training. We envisage that such questionnaires can be administered by the In-Country Facilitator about six weeks after an event. The BSLA impact evaluation framework is currently being further developed and will include possible event evaluation questions.

4
Impact evaluation, advocacy and service sustainability

There are clearly an important series of relationships between impact assessment, advocacy and service sustainability. Evidence-based strategic decision making is obviously desirable and impact evidence should help build a strong advocacy case to continue effective work both at national and BSLA programme levels. 

(This approach will only work well if programme participants resist the temptation to conflate impact evaluation and advocacy and to ‘cherry pick’ only the most positive evidence in making the advocacy case, since  most politicians and policy shapers can readily identify the ‘good news only’ approach to presenting evidence and this will rapidly undermine the case being presented.)

5
What the BSLA approach to impact evaluation cannot achieve

A BSLA working group has begun the process of constructing an impact evaluation framework and has concentrated primarily on gauging the impact of the programme on the people directly involved in running the National Library Associations, the active members and the policy makers who may be influenced by any significant changes to the Library Associations. This will provide a strong focus for evaluating change but on a small scale consistent with the resources of the National Library Associations involved.

No attempt is being made to undertake an attribution study to show, for example, what combination of interventions and priorities for development are likely to be most effective in building stronger Library Associations. Attributing causality is notoriously difficult in complex organisations such as Library Associations, in which there are complex paths from action to impact, disproportionate relationships (where at critical levels, a small change can make a big difference) and emergent outcomes (which cannot readily be specified at the outset, making pre- and post- comparisons difficult) (see Rogers, 2008). Any such attempt would require a level of evaluation funding and probably of local expertise that are well beyond those so far secured. 

A significant limitation on the evaluation of the programme is that the BSLA engagement with each National Library Association will be over a relatively short period and the programme itself will only run for a limited period. Any significant changes to the National Library Associations is likely to be relatively slow and to emerge over a longer period of time than the programme timetable (the literature on educational change reports that significant change takes at least three to five years – see, for example, Fullan, 2007). Individual Library Associations may continue to evaluate this change, especially if they recognise the value of impact evaluation as a management tool, but any continuation of the ‘central learning’ will depend upon further funding being secured. 

APPENDIX A: The strategy underlying the BSLA approach to impact evaluation and the principles inherent in this approach 

A strategic approach to impact evaluation

In working through this process, we encourage participants to:

· maintain a clear focus on what is manageable and achievable within available resources

· align library association themes for impact assessment with wider organisational/ national objectives and priorities

· approach impact objectives by asking what will tell you that change has occurred

· recognise that most impact evidence is qualitative in character, calling for rigorous application of social science research methods based on observation, asking questions and inferring change from review of the products of people’s activity 

· see the need for baseline impact evidence to enable judgements to be made about progress over time

· recognise that impact assessment timetables may not readily fit into the library association’s annual planning cycle.

Principles underpinning the BSLA approach to impact evaluation

· Library Association staff should be empowered to understand and conduct impact assessment work

· key decisions about the scope and focus of this work should be influenced by those directly involved, including service users where feasible

· impact indicators should be appropriate for the Library Association and not imposed from outside 

· flexibility is needed in conducting impact assessment but based on rigorous application of appropriate evidence-collection methods

· given the relative novelty of impact assessment for most Library Association and library service managers, impact assessment should be viewed as a process of managing organisational change. 
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� This type of complex evaluation is referred to in the evaluation literature as a complex logic model, in which what should be evaluated and how will emerge over time as part of the evaluation process.


� If you are interested in longer-term evaluation, a framework for conducting evaluations and help in each stage can be found in Evaluating the Impact of your Library (Markless and Streatfield, 2006).


* Programme participants are asked to choose the most appropriate methods of evidence gathering, including but not limited to any of these offered here.





