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Abstract 

This paper introduces the performance management method into the man-
agement of public libraries’ reading promotion activities. The literature anal-
ysis method and the empirical research method are used to study its scientific 
rationality to promote the enthusiasm of librarians and improve the efficiency 
of reading promotion activities. 
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1. Introduction 

According to Peter Drucker, the founder of management, “all organizations 
should think about what performance is.” Performance is an issue that an or-
ganization has to care about. In different scenarios, the understanding of per-
formance is also different. As Bates said, “performance is a multi-dimensional 
construction, and different perspectives of observation and measurement lead to 
different results” [1]. In general performance evaluation, there are three levels of 
consideration: organization, group and individual. The main factors affecting 
performance are skills, environment, incentives and opportunities. The scope of 
performance evaluation is very wide, including many assessment factors. The 
factors commonly used in the company’s performance evaluation include quali-
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ty, time, quantity and cost. 
At present, the results of public librarian’s evaluation have little impact on the 

work content or salary, while it will have a certain impact on promotion, evalua-
tion and other aspects. Public libraries should take appropriate measures of re-
wards and punishments, which will help to arouse the enthusiasm of librarians, 
stimulate their innovative spirit and enhance the attraction of activities. Based 
on practical investigation, presently district-level public libraries in Shanghai 
have not yet formulated the performance evaluation methods for reading pro-
motion activities. Only Wuxi Library in the prefecture-level city libraries in 
southern Jiangsu Province has performance appraisal standards, but no system 
has yet been formed. Wuxi Library has set up performance evaluation standards 
for activities. There are three work and personal summaries each year including 
annual, semi-annual and year-end summary. 

2. The Significance of Performance  
Management in Reading  
Promotion Project 

How to conduct performance appraisal of reading promotion work in public li-
braries is a management method that is easily ignored [2]. At present, most pub-
lic libraries do not implant this management method in the reading promotion 
project. How to formulate standards and how to implement it are still very va-
gue, and even think that this is a dispensable method. Observing the status of the 
activity on the scene has become an important criterion for most public libraries 
to evaluate the success of activities, such as the response and participation of the 
reader on the spot. Obviously, the success of the activity cannot be simply eva-
luated in this way. Performance management is a set of criteria for systematic 
evaluation of activity quality. Therefore, it is necessary to introduce a scientific 
management method—performance management into reading promotion 
projects, find out the key points of performance management evaluation, and 
deeply explore its evaluation criteria and scope. Performance management is a 
management method for setting and achieving goals, enhancing the attractive-
ness and self-confidence of employees to achieve goals [3]. 

In recent years, performance management has been increasingly applied to 
government, enterprises and institutions management and other fields. Public 
libraries reading promotion activities belong to public welfare activities, which 
are different from the ultimate goal of performance management of traditional 
companies. The goal of general companies is profit, while the goal of perfor-
mance management of reading promotion activities is to improve the influence 
of activities and serve more people. Although the goal of performance manage-
ment of public libraries is different from that of traditional company, the overall 
idea is not much different. In the performance management design of public li-
braries reading promotion activities, the uniqueness of performance evaluation 
methods and process should be considered. 
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3. Performance Management Process 

3.1. Performance Plan 

Performance plan and activity plan are not the same concept. Performance plan 
is the first link and starting point of performance management. It plays a crucial 
role in the performance management cycle. Performance plan includes two as-
pects: what to do and how to do it [4]. What to do is the goal of the reading 
promotion project, and how to do mean the action to achieve the goal. Perfor-
mance plan is a means to promote the realization of the organization’s goals 
through personal performance expectations, so performance plan should be car-
ried out under the organization’s goals, and there should be a relevant team in 
the organization to make overall arrangements for this work. 

3.2. Performance Implementation 

Performance implementation includes three aspects: performance communica-
tion, performance information collection and performance guidance. Perfor-
mance communication refers to the sharing of various performance-related in-
formation and processes between employees and managers in the process of 
working together. Performance information collection refers to the collection of 
information closely related to work performance. Performance coaching refers 
to that in daily work, the manager should find out the problems of subordinates 
and correct them through specific methods and means to meet the work re-
quirements and cultivate their abilities required in daily work. In the process of 
performance implementation, managers need to master the work content and 
progress from a global perspective to ensure the quality and quantity of work to 
be completed on schedule. They have to supervise subordinates and provide 
them with the help, guidance and assistance they need to complete their work 
with high quality [5]. 

3.3. Performance Evaluation 

Performance evaluation, also known as performance appraisal, is most com-
monly used in human resource management systems. In short, performance 
evaluation is the objective feedback of employees to complete a certain work. 
Scientific performance evaluation includes the following contents: performance 
evaluation, ability evaluation, attitude evaluation and potential evaluation [6]. 
Generally, the commonly used performance evaluation methods can be divided 
into three types: first, result-oriented performance evaluation methods, such as 
performance evaluation form method, objective management method, key per-
formance indicator method, etc.; second, behavior-oriented performance evalua-
tion methods, such as key event method, behavior observation comparison me-
thod, behavior anchor evaluation method, 360-degree performance evaluation 
method, etc.; third, characteristic performance evaluation methods, such as 
graphical evaluation scale, etc. 
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3.4. Performance Feedback 

Performance feedback is to feedback the results of performance evaluation to the 
evaluated object and influences the behavior of the evaluated object. Perfor-
mance feedback is a performance management tool to let employees know their 
own performance level, and it is the most important form of performance com-
munication. The main content of performance feedback includes the following 
four aspects: first, timely feedback the current performance appraisal results to 
employees. Make employees know the general position of their performance in 
the whole organization and stimulate their willingness to improve the current 
performance level. Second, analyze the performance gap of employees and iden-
tify improvement measures. Through the feedback of performance results and 
the experience of performance achievement, find out the reasons for the failure 
of work performance, to lay a foundation for better completion of the work in 
the future. Third, communicate and negotiate the tasks and objectives of the 
next performance appraisal cycle. In this session, the performance of the pre-
vious performance cycle and the new work tasks of the employees should be 
combined to propose new work objectives in the next performance cycle. 
Fourth, determine the allocation of resources that match the task objectives. De-
termining appropriate resource allocation is a win-win process for both manag-
ers and employees. For employees, resources are available to complete the task. 
For the supervisor, the limited resources can be integrated to make the maxi-
mum use of the limited resources. 

3.5. Performance Improvement 

Performance improvement means that when there is a gap between the comple-
tion of the work and the goal setting, we need to test the work to determine 
which aspects of the work are problematic. If we find the problem, we need to 
improve it. Only by identifying the gaps and shortcomings can we better deter-
mine new goals or change working methods and constantly improve competi-
tiveness. The process of making performance improvement plan includes: first, 
reviewing the results of performance appraisal. Supervisors and employees can 
communicate on the content of the performance evaluation form item by item, 
and then start to develop a performance improvement plan after the two parties 
basically agree on the contents of the performance evaluation. Second, identify 
projects that need to be developed. Projects that need to be developed are usually 
those that need to be improved in terms of capabilities, methods, habits, etc. 
Third, determine specific measures for development. Methods that used to im-
prove employee performance include training, soliciting feedback from others, 
job rotation, attending task teams, participating in certain associations, and 
more. Fourth, list the resources needed for development. List the resources 
needed to achieve the desired level of employee development and indicate which 
resources need the help and support of the supervisor. Fifth, clarify the evalua-
tion period of the project. It is a long-term task to improve the working ability, 
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methods and habits of employees, which can only be accurately evaluated in a 
long period of time. 

4. The Application of Two Common Performance  
Management Methods in Reading Promotion Activities 

4.1. Balanced Scorecard 

The balanced scorecard, originated in the United States in the 1990s, is a kind of 
performance evaluation system. Generally, enterprises quantify the organiza-
tion’s strategy from four dimensions of finance, customers, internal operation, 
learning and growth into an operable performance evaluation index and a new 
performance management means of setting the target value [7]. After 20 years of 
development, the balanced scorecard has become one of the important tools of 
corporate strategic management, playing an important role in goal planning and 
executive management. The function of the balanced scorecard is to prevent the 
set goal strategy from being divorced from the actual work, which helps to re-
duce the possibility of detours. 

Compared with the traditional financial accounting assessment method, the 
balanced scorecard can effectively consider the direction of project development 
and prepare for prediction in advance. Different from the traditional financial 
accounting assessment method, in addition to financial indicators, it adds three 
indicators, namely Customer, Internal Business Processes and Learning and 
Growth. The assessment is more comprehensive and the results are more scien-
tific and rigorous [6]. 

The use of balanced scorecard performance management tools in reading 
promotional activities is quite different from that in general enterprises. There-
fore, based on the particularity of the research object, this paper focuses on the 
reader dimension rather than the financial dimension of general enterprises. 
Figure 1 is present to show balanced scorecard of reading promotion activities. 

4.1.1. Reader Dimension 
The reader dimension is to measure the output value of reading promotion ac-
tivities from the perspective of performance production, and it is the ultimate 
value embodiment of reading promotion projects. There are many measurement 
standards, such as: the number of readers participating in the activities, the 
on-site performance status of readers, readers’ feedback, the continuous influ-
ence of the activities, etc., which are obtained through qualitative and quantita-
tive research. This dimension is the most direct expression of activity success. 

4.1.2. Financial Dimension 
Financial dimension is applied to the cost control of reading promotion activi-
ties. Different from the performance management method of balanced scorecard 
used by general enterprises, what the company produces is product, and what it 
returns is profit. Reading promotion activities produce activity provision and 
return readers’ preferences. However, the application of financial dimension in  
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Figure 1. Balanced scorecard of reading promotion activities. 

 
reading promotion projects is still very important, which is directly reflected in 
the cost control. Activities need cost input, but the same cost input and output 
are not the same. For example, the same activities, the same supporting facilities, 
the same manpower input, but there will be differences in the number of readers 
present. The reasons may lie in the publicity, time setting, and different empha-
sis. Under such circumstances, it is necessary to consider the financial dimen-
sion of performance management, and how to make readers get more utility 
with less capital investment. This dimension is an indirect manifestation of the 
success of the activity. 

4.1.3. Internal Business Process Dimension 
The dimension of internal business process reflects the business level of the 
group responsible for reading promotion activities. The first step of this dimen-
sion is to establish the core value chain of librarians, replace the old service idea 
with a new service idea that can meet the needs of readers, and create a complete 
internal process value chain that can solve existing problems. The internal value 
chain module of public libraries reading promotion project includes three 
processes: innovation, reader service and follow-up work; its internal business 
process dimension measurement module includes three aspects: organization, 
business process and management mechanism. This dimension is the key to the 
success of reading promotion projects. 

4.1.4. Learning and Growth Dimension 
Indicators of financial dimension, reader dimension and internal business 
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process dimension have established the overall goal construction of reading 
promotion activities, while growth learning module is the cornerstone. Without 
learning and growth, nothing can be done well. This dimension is the corner-
stone of the sustainability of reading promotions, which is reflected in how to 
evaluate and improve the activities. There are two kinds of indicators for learn-
ing and growth dimension: professional training and learning communication. 
The promotion of librarians’ ability is the intangible asset for the sustainable de-
velopment of reading promotion activities, which is conducive to the promotion 
of activities. Only by procrastinating continuous learning and innovation can we 
make continuous progress. As shown in Table 1, detailed balanced scorecard 
indicators of reading promotion activities are present. 

4.2. Key Performance Indicators (KPI) 

4.2.1. Definition of Key Performance Indictors 
The whole activity process: conduct qualitative and quantitative research and 
judgment on key performance assessment factors from input to output, quantify 
them into manageable indicators, and decompose strategic objectives into steps  
 

Table 1. Balanced scorecard indicators of reading promotion activities. 

First level index Second level index Index calculation method Remark 

Reader dimension 

Reader satisfaction Use survey method to obtain evaluation value 
Readers’ satisfaction with the quality and 
service of reading promotion activities 

Number of readers Take statistical method to obtain evaluation value 
Number of participants and participants 
in we-media activities, repeated  
participation, 

State of on-site activity Use observation method to obtain evaluation value Readers’ status at the event site 

Continuous influence 
Use grading qualitative method to obtain  
evaluation value 

Evaluate the influence of the activity and 
its influence on the later activities 

Internal business 
process  

dimension 

Innovation effect 
Use investigation report method to obtain  
evaluation value 

Assess the impact of innovation on  
business processes 

Professional ability of  
librarians 

Use personal performance evaluation method to 
obtain evaluation value 

Reading promotion is responsible for the 
accomplishment of librarians’  
performance appraisal 

Department organization  
efficiency 

Use expert scoring method to obtain evaluation 
value 

Evaluation of the influence of  
organizational efficiency on activities 

Business capability of  
management 

Use personal performance evaluation method to 
obtain evaluation value 

The influence of high level of public  
libraries on reading promotion activities 

Learning and 
growth 

Professional training 
Use expert scoring method to obtain evaluation 
value 

Librarian’s professional level update and 
content learning 

Study and exchange 
Use expert scoring method to obtain evaluation 
value 

Participate in academic conferences, peer 
discussion 

Financial  
dimension 

Equipment depreciation Annual depreciation/Original price of equipment 
Proportion of annual equipment  
expenditure 

Activity financial  
expenditure rate 

Reading promotion expenses/annual expenditure 
Proportion of annual reading promotion 
expenses 
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and specific work objectives of each member, which is the key performance in-
dicator method [8]. The project leader shall make clear the main responsibilities 
of the project, the main work of the subordinate departments and the setting of 
performance evaluation indicators. 

Public libraries reading promotion project target segmentation: reading pro-
motion target setting is usually in four aspects: funding, strategic goal, organiza-
tion and coordination, and value embodiment. The fund is how to increase the 
income and reduce the expenditure of public libraries reading promotion activi-
ties and improve the maximum utility of each penny. The strategic goal is how 
to get more readers to participate in reading promotion activities and improve 
the utility of readers. Organization & coordination is how to build a strong or-
ganization and retain talents, absorb talents, talent training, etc. The value of 
reading promotion activities reflects the value and the competitiveness of public 
libraries, the concept of work, professional skills, etc. 

The establishment of objectives will make project participants clear the direc-
tion of their efforts. When all project participants are in the same direction, they 
will move towards the strategic direction of the project, as shown in Figure 2, 
which will form a value system with clear objectives [9]. 

Using KPI key performance indicator method, the first step is to determine 
the objectives of reading promotion activities. At present, few public libraries are 
specific to a department or a person in reading promotion, and the objectives are 
definitely not clear when responsibilities are scattered. Professor Fan Bingsi 
pointed out that the ultimate goal of reading promotion is to improve citizens’ 
literacy through reading, with the focus on special groups. This goal is obviously 
not easy to be measured by indicators, but it can be indirectly measured by some 
indicators to confirm the quality of activities, such as the number of participants, 
on-site response, readers’ feedback, organizational efficiency and other indica-
tors. In view of these indicators, the goal of reading promotion project can be set 
to increase the number of participants, improve the on-site atmosphere and en-
hance the impression of readers after the activity through some means. 

There are two parts in the goal of the key performance appraisal method. In 
addition to the basic goal of the project, the challenging goal of the key perfor-
mance index should also be set. The basic goal is established considering the ra-
tionality and foundation of achievement, and the challenge goal is the highest 
expected value of the project [10]. 

 

 
Figure 2. The KPI target diagram of reading promotion activities. 
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4.2.2. Advantage of Key Performance Indicator Method (KPI) 
1) With the decomposition of the project objectives, managers can clearly 

recognize the key objectives of the project.  
2) It can easily analyze the key factor drivers and effectively diagnose the ex-

isting problems of the project.  
3) Highlight the key behaviors of the project, and make the managers focus on 

the key issues. 
4) Use qualitative and quantitative indicators to promote the strategic objec-

tives of the project. 
5) Make the project strategic objectives of all members and departments con-

sistent, and enhance effective communication. 
At present, many enterprises begin to pay attention to the advantages of KPI, 

and try to apply the key performance indicator method (KPI) into the actual op-
eration of enterprises to achieve the strategic goals of the company [11]. Public 
libraries reading promotion projects can also use KPI to implement the strategic 
objectives of the project, highlight the key factors of the project, and enhance the 
cohesion of project members. 

4.2.3. Value Tree Model 
Value tree is a direct description of the value system of reading promotion activ-
ities. Find the corresponding logical relationship in the key indicators of the 
reading promotion project, establish the corresponding strategic objectives, cor-
responding key performance indicators, the process and corresponding indica-
tors to drive these key indicators, the corresponding responsible persons and 
departments. The displayed objectives, performance indicators, driver processes 
and corresponding indicators should be closely linked with the strategic theme 
to form a causal relationship [12]. See Table 2 for the value tree model of read-
ing promotion performance management. 
 
Table 2. Reading promotion performance management value tree model. 

Strategic theme Key Performance Indicators Key driving process 

Funding guarantee 
Broaden sources of income  

and reduce expenditure 
Increase financial allocation 

  Increase maximum utility per cent 

strategic target Number of readers Propaganda means and strength 

  Enhance the attraction of the event 

Organization and 
coordination 

Integrate various resources 
Improve efficiency 

Reduce waste of personnel and materials 

  Attract and cultivate talents 

Value embodiment Core competitiveness Highlight the core value of Public Library 

  Improve innovation awareness 

  Improve service awareness 
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5. Conclusion 

Performance management is a set of mature management methods, which is 
widely used in enterprise management. The method of performance manage-
ment is introduced into the reading promotion service of public libraries to im-
prove the potential of librarians, the enthusiasm of their work and the efficiency. 
This paper introduces the concept of performance management, the significance 
and process of performance management and two common methods of perfor-
mance appraisal. It decomposes the objectives of reading promotion and de-
monstrates the possibility and scientific of introducing performance manage-
ment into the assessment of reading promotion activities from different dimen-
sions. However, there are some limitations in this paper. As the samples in this 
paper are from Shanghai district-level public libraries and prefecture-level city 
libraries in southern Jiangsu Province, whether there is a well-developed per-
formance management public library outside the survey samples remains to be 
further investigated and studied. In addition, performance evaluation is mainly 
used in enterprise personnel management. It is a new research field to introduce 
performance evaluation into reading promotion activities, and its scientific na-
ture remains to be further explored. 
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