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1. Introduction

1.1 The origin of the project

The move from traditional reference services to information desks, electronic services and virtual chat has provided the opportunity to assess the wide range of tasks performed by reference librarians. From the CAUL perspective, there is no breakdown of reference statistics and therefore no analysis or history can be used to determine trends, use and importance of any form of reference. While individual institutions capture their reference statistics, there are no standardised definitions or data collected, making it difficult to benchmark. The University Librarians in the State of New South Wales (UNISON) commissioned this project to investigate measures for Digital Reference Services. The previous work by CAVAL
 (ASK model) and CAUL Literature Review
 was used as the basis for this project. UNISON Reference & Information Services Interest Group (RISIG) conducted the Unison Digital Reference Key Performance Indicators Project in Oct 2004.

1.2 Definitions of Key Concepts
For the purpose of this project, the following definitions were used:

1.2.1 Reference

In a university library environment, reference is the combination of all the functions performed by reference and subject librarians to meet the information needs of clients. It covers three types of activities: reference services, reference collection development, and information literacy (user education) program. It takes a variety of forms such as information desk, including answering reference questions, instructing clients in the selection and use of appropriate tools and techniques for finding information, conducting searches on behalf of the client, directing them to the location of library resources, assisting in the evaluation of information, referring clients to resources outside the library when appropriate, conducting user training classes, developing and managing knowledge base, subject guidelines, and other reference resources. It can be conducted in person, via telephone or electronically
.

1.2.2 Digital Reference

Digital reference is the delivery of ‘point of need’ reference services using electronic information technologies. It may consist of synchronous or asynchronous electronic reference interactions, such as chat, co-browsing, voice over IP, SMS and email between clients seeking information and reference librarians. Clients ask questions electronically and are answered electronically by reference librarians, regardless of geographic location. 

1.2.3 Reference Transaction

“A Reference Transaction is an information contact that involves the knowledge, use, commendation, interpretation, or instruction in the use of one or more information sources by a member of the library staff. Information sources include printed and non-printed materials, machine-readable databases (including assistance with computer searching), catalogs and other holdings records, and, through communication or referral, other libraries and institutions, and persons both inside and outside the library. Include information and referral services.” (NISO 2004)
1.2.4 Key Performance Indicators (KPI)
Based on the three definitions of KPI by Peter Young
, Edmund Heery and Mike Noon
, and Reh, F.J
, the definition of KPI for this project is defined as below:

Key pperformance indicators represent a particular value or characteristic that is measured to assess whether an organisation’s goals are being achieved. They reflect the critical success factors and stakeholder needs and expectations of the organisation. For KPIs and their measures to be effective, the organisation’s goals need to be specific, measurable, agreed, realistic and time-based.

2. The Project

The goal of the project was to develop 3 key performance indicators for digital reference services. At the present time there are no standardized measures for digital reference services in Australian university libraries. The performance indicators aim to provide a basis for comparison of digital reference services across UNISON libraries. The ASK model key performance indicators were used to develop the digital reference indicators.

This project has researched the theory and practice in this area, studied the digital reference services at the UNISON libraries, and developed a set of Performance Indicators for Digital Reference Services. In doing that, it has conducted the following tasks:
· Reviewing literature of evaluation of digital reference from 2000 - 2005
· Defining key concepts for this project
· Collecting detailed data of digital reference in Unison libraries 

· Developing a set of PIs for digital reference services

A steering committee was established via RISIG (Reference & Information Services Interest Group). The group reviewed the current literature and assessed its relevance to the project. Based on the readings, three performance indicators were selected from the ASK model.  These were selected for their benchmarking potential and their perceived relevance to digital reference services. 

	ASK Performance Indicator
	ASK Model Definition
	Performance Measure

	ATTRIBUTES

Analytical skills
	Ability to analyse the information needs of a range of users and provide solutions that meet the resource constraints of the situation 
	Client satisfaction survey

Rodski survey

	SUPPORT

Staffing the reference service
	Level, quality and consistency of staffing that is provided to meet the information demands of the teaching, research and learning objectives of the institution. Development of staff skills through training, teamwork and continuing education


	Training of staff for digital reference services

	KNOWLEDGE

Matching resources to user needs
	Providing access to information resources that meet the needs of the user


	Completion of weekly digital reference statistical survey



	(CAVAL Reference Interest Group. Working Party on Performance Measures for Reference Services, 1998)




3. Survey methodology and results

The committee considered data sources to enable the measurement of the potential PIs. These were assessed for validity, reliability, relevance and ease of collection. This led to the development of the 

pilot studies which were conducted in April 2005.  During the pilot phase of the project the 6 participating Libraries trialed the data collection sheet and the staffing/staff training survey.  

During the analysis of the data a number of significant anomalies emerged.  These included differences in institutional interpretation of data, different definitions of reference terminology and varied data collection processes.  It was agreed that these needed to be identified within the survey process and reflected in the analysis.  As a result it was agreed to collect additional information including clarification of reference definitions, the collection methodology was refined and the Client Satisfaction Survey was introduced.  

The revised survey was distributed to the 11 participating libraries in July 2005 and included:

· Library Profile and Digital Reference Survey

· Digital Reference Statistics Weekly Sheet

· Staffing and Training for Digital Reference Survey

· Digital Reference Client Satisfaction Survey

The survey provided an overview of the current situation of digital reference in UNISON libraries.   In summary:

· All 11 Unison libraries provide email reference services

· 8 libraries provide online chat services

· Usage statistics are collected by most libraries

· Training (either formal or informal) is provided by 9 libraries

· The services are staffed by HEW levels  3-8 with a medium of HEW 5-6.

· Undergraduate students are the major user group of digital services

· 56% of enquires are reference

· 65% can be answered within 10 minutes.

· The proportion of digital transactions to total reference transactions is 5%

· 88% of respondents agree that their requests for help were answered promptly; 

· 86% agree that the staff members were helpful; 

· 77% agree that they got the answers/information they were hoping for; 

· 89% agree that they were satisfied with the services they received. 

· The reasons for use of this service includes it ease of use, perceived helpfulness, speed of response, convenience, and provides detailed information.

4. Issues arising from the survey

Lack of comparable statistical data and historical data
There are no standardised definitions or data collection forms, making benchmarking difficult.  Also there are no standardised client satisfaction surveys, and no measure of staff accuracy and training methods. Most UNISON libraries use the Rodski survey for client perceptions of the library service, but digital reference is not included. 

Consistency and accuracy of statistics
The differences in operating library digital services including staff allocation, system set up and statistics collection has meant that comparisons and benchmarking are unreliable.

Privacy issues

Under the provisions of the Act a survey cannot be emailed after an email or chat transaction 
has been completed.   Different solutions for email and chat services were developed by individual libraries to enable use of the survey.

Alternative Performance Measures
During the analysis of the survey it was noted that relevant data was available to measure other performance indicators from the ASK model and were not only relevant to digital reference services but easily collected.  It was agreed these would be included in the final framework. (See attached).

5. Recommendations

The purpose of this project was to develop a set of PIs which are easily applied in all Australian university libraries.

It is recommend that:

Implementation of the Performance Indicators

Some or all of the Performance Indicators identified through this project are implemented for digital reference service evaluation in UNISON Libraries during 2006.

Benchmarking

Unison Libraries review the Performance Indicators and, in order to enable effective benchmarking, develop an agreed standardized model of data collection including:

· Definitions of reference categories

· Data interpretation methodology

· Data collection forms.

CAUL

The report be sent to CAUL with the suggestion that the Performance Indicators be implemented for digital reference services evaluation in CAUL Libraries.
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	CSF
	PIs
	Measures
	Data Source

	Matching resources to user needs (Knowledge ASK Model)
	   Response accuracy/Need Fill Rate
	% of user satisfaction rate with “Clients get what they wanted”.
	Client Satisfaction survey (Q3.3)

	
	Response Integrity
	% of mistake-free responses in total responses
	Sample assessment

	
	Client satisfaction
	% of client satisfaction rate with “Staff are helpful”.
	Client Satisfaction survey (Q3.2)

	
	Overall Client Satisfaction
	% of client satisfaction rate with the overall service
	Client Satisfaction survey (Q3.4)

	Availability and Use of Service (Support ASK Model)
Restated for the purpose of this project:
Access to information services which support teaching, learning and research
	Proportion of digital reference in total reference transactions
	  % of digital reference transactions 

  (as compared) to total reference transactions 

  
	Statistics survey

	
	Promotion Effectiveness
	% of all library clients should be aware of the service via different sources
	Client  Survey (Q2)

	
	Usage rate
	%of users to total targeted population
	Statistics survey

	
	Terminated transaction rate 
	Terminated transaction rate under %
	Statistics survey

	
	Response Turnaround Time
	% of email requests responded to within 1 working day. % of chat logins picked up within 2 minutes.
	Statistics survey

	
	Survey Accessibility
	Opening hours per week
	Statistics survey

	Staffing the Reference Service (Support ASK Model)
Restated for the purpose of this project:
Expertise in the delivery of a high quality digital reference service
	Skill development and training
	  Proportion of rostered staff trained and the

  service offered
	Staffing and Training survey



	
	Staff satisfaction
	% of trained staff to total staff providing the service
	Staff Survey
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