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What is Project Outcome?

www.ProjectOutcome.org

FREE!



Project Outcome Toolkit

Access to:

▪ Quick & simple surveys

▪ Easy-to-use survey tool

▪ Custom data reports

▪ Interactive data dashboards

▪ Resources & training

www.ProjectOutcome.org

It’s FREE!



Resources

▪ Getting Started

▪ Surveys

▪ Data Collection

▪ Data Analysis

▪ Taking Action

▪ From the Field

www.ProjectOutcome.org



Resources

www.ProjectOutcome.org



Outcome Measurement Guidelines

login -> 

resources ->

from the field: 

outcome 

measurement 

guidelines

www.ProjectOutcome.org



Outcome Measurement Guidelines

Designed to help guide & support libraries with:

▪ Developing their own outcome measures

▪ Implementing data collection methods

▪ Measuring outcome data over time

▪ Developing strategies for working with partners on 

outcome measurement projects

www.ProjectOutcome.org



Outcome Measurement Guidelines

Designed to help guide & support libraries with:

▪ Developing their own outcome measures

▪ Implementing data collection methods

▪ Measuring outcome data over time

▪ Developing strategies for working with partners on 

outcome measurement projects

www.ProjectOutcome.org

Other Guidelines topics covered in 2018



Outcome Measurement Guidelines

GUIDELINES
ADDITIONAL 

RESOURCES
CASE STUDIES

www.ProjectOutcome.org



Measuring Outcome Data Over Time

www.ProjectOutcome.org



Why Measure Over Time?

Your community has a need and you want to…

✓ Identify and implement improvements to 

programs/services

✓ Target and/or track progress towards a goal

✓Demonstrate your programs/services are meeting the 

community need

✓ Learn how much you’re impacting the community need

✓Communicate long-term impact back to the community



Why are you interested in measuring outcome 

data over time?

Share in the chat

#2
#3#1



Logic Model for Measuring Impact

Denise Davis
Strategic Initiatives Manager

Allen County Public Library (IN)

ddavis@acpl.lib.in.us

mailto:ddavis@acpl.lib.in.us


My Library



Why Logic Models?

Logic models are part of an overall theory of change approach to 

services and are used to develop a sequence of steps needed to 

achieve a desired outcome and measure impact.

Impact: What changes for the customer and/or the organization. 

(Source: Joseph Matthews, 2015. https://image.slidesharecdn.com/hawaii2015addingvalue-151213220349/95/adding-valuethe-key-

to-the-future-joseph-matthews-2-638.jpg?cb=1450044377 )  See also: Presentation at OUTCOMES, VALUE & IMPACT: METRICS FOR 

LIBRARY SUCCESS institute, Management Frameworks. J. Matthews. University of Southern California, School of Business. 2015 

https://cllm.usc.edu/files/2015/10/Management-Frameworks-Joe2.pdf

Input Output Outcome Impact

https://image.slidesharecdn.com/hawaii2015addingvalue-151213220349/95/adding-valuethe-key-to-the-future-joseph-matthews-2-638.jpg?cb=1450044377
https://cllm.usc.edu/files/2015/10/Management-Frameworks-Joe2.pdf


Input

An input is a measure of library resources that support 

operations.

Input



Output

An output is a measure of an activity or service (library use) 

made possible by an input (money).

Input Output



Outcome

An outcome is the change in the individual that used the 

library service (increased knowledge, confidence, 

awareness, behavior change). Outcomes are reported by 

the customer, not library staff. 

Input Output Outcome



Impact

Impact is the result of the outcomes - the desired result of a 

change in individual skills, knowledge, attitude, behavior, 

condition, or life status. Impact is difficult to link directly to library 

intervention, but measuring increases in service utilization 

contribute to indicators of impact.

Input Output Outcome Impact



Logic Model

Input Output Outcome Impact

What we invest What we do Who we reach What the short-

term results are

What the 

intermediate 

results are

What the long-

term impacts 

are

Learning
Persistent

Action

Change in 

Conditions

• Staff

• Volunteers

• Money

• Materials

• Equipment

• Technology

• Space

• Partners 

Conduct: 

• Programs

• Meetings

• Workshops

Deliver services

Develop curriculum

Train

Assess

Facilitate

Partner

Number of:

• Programs

• Participants

Deliverables 

• Items lent

• Items 

downloaded

• Etc.

Decision-makers

Partner 

organizations

• Awareness

• Attitudes

• Knowledge

• Skills

• Opinions

• Aspirations

• Motivations

• Behavior

• Practice

• Policies

• Decision-

making

• Social action

• Social

• Economic

• Civic

• Environment



Outcomes (User Perspective)

Input Output Outcome Impact
Short-term: 
Learning

Intermediate:

Persistent 
Action

Long-term: 
Change in 
Condition



ACPL Logic Model

Input Output Outcome Impact

Outcomes Measures (User Perspective)

Project Outcome

Immediate Survey Immediate Survey Follow-up Survey

Short-term Outcomes

Immediate user 

changes/actions as 

a result of using 

services

Intermediate 

Outcomes

User actions/ 

changes that occur 

in the near term?

Long-term 

Outcomes

Ultimate end that 

users derive and 

experience over 

time?

Ideally these 

measures are 

relative to each users 

perspective on what 

goals/objectives they 

are trying to 

accomplish/achieve

Typically measured 

days, weeks or 

months after 

service delivery

- ideally measured 

relative to each 

user’s 

predetermined 

goals/objectives 

(actual results 

versus their 

expectation to 

realize)

Longer-term 

outcomes that 

accumulate across 

all users lead to 

broader societal 

impacts at the 

local group and/or 

broader community 

levels



Example: Starting a Business

Input Output Outcome Impact

Inputs Outputs Outcomes

Operating 

expenditures

Collections 

expenditures

Database 

expenditures

Technology-related 

expenditures

Use of collection

Reference 

interactions

Consultation with 

library staff

PC reservations

Circulation

Database use

A customer reads several books, attends programs about 

preparing a business plan.

What outcome level is this?

A customer applies for and received a business license 

in Allen County.

What outcome level is this?

A customer better understands what it takes to start a 

business after meeting with library staff and learning 

about the Northeast Indiana Innovation Center.

What outcome level is this?



Example: Starting a Business

Input Output Outcome Impact

Outcomes

A customer reads several books, attends programs about preparing a business plan.

What outcome level is this?

✓ Intermediate

A customer applies for and received a business license in Allen County.

What outcome level is this?

✓ Long-term

A customer better understands what it takes to start a business after meeting with library 

staff and learning about the Northeast Indiana Innovation Center.

What outcome level is this?

✓ Short-term



Example: Early Childhood Literacy

Input Output Outcome Impact

Inputs Outputs Outcomes

Operating expenses Library use

Program 

attendance

Circulation

The library contributes to an increase in school readiness 

among Allen County youth.

What outcome level is this?

A parent reads to their child more often because of skills 

learned in parent/child interaction at the library.

What outcome level is this?

Parent and child progress to age-appropriate reading 

activities.

What outcome level is this?



Example: Early Childhood Literacy

Input Output Outcome Impact

Outcomes

The library contributes to an increase in school readiness among Allen County youth.

What outcome level is this?

✓ Long-term

A parent reads to their child more often because of skills learned in parent/child interaction at 

the library.

What outcome level is this?

✓ Short-term

Parent and child progress to age-appropriate reading activities.

What outcome level is this?

✓ Intermediate



ACPL Logic Model: Bigger Picture

Input Output Outcome Impact

Traditional Performance Measures Outcomes Measures (User Perspective)

Stress Test Project Outcome

Learning Outcome Planner Monthly Stats Immediate Survey Immediate Survey Follow-up Survey

Input

Resources used/ 

acquired to create 

and deliver 

services

Activities 

Work involved in 

converting/using 

resources to create 

deliverable services 

Outputs 

Actual services 

delivered

What are the 

tangible results of 

our activities?

Short-term Outcomes

Immediate user 

changes/actions as 

a result of using 

services

Intermediate 

Outcomes

User actions/ 

changes that occur 

in the near term?

Long-term 

Outcomes

Ultimate end that 

users derive and 

experience over 

time?

What resources do 

we have to work 

with?

• Budget

• Staff

• Collections

• Equipment

• Technology

• Facilities

Number of hours 

and costs 

associated with 

service creation, 

promotion and 

support

Number of 

programs, events & 

usage associated 

with service 

delivery … including 

number of users/ 

attendees and any 

items delivered, 

consumed,  and/or 

circulated

Ideally these 

measures are 

relative to each users 

perspective on what 

goals/objectives they 

are trying to 

accomplish/achieve

Typically measured 

days, weeks or 

months after 

service delivery

- ideally measured 

relative to each 

user’s 

predetermined 

goals/objectives 

(actual results 

versus their 

expectation to 

realize)

Longer-term 

outcomes that 

accumulate across 

all users lead to 

broader societal 

impacts at the 

local group and/or 

broader community 

levels



ACPL Logic Model: Bigger Picture

Input Outcome Impact

Photo credit: Unsplash



Benchmarking

Emily Plagman
Manager, Impact & Advocacy

Public Library Association

eplagman@ala.org
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What is Benchmarking?

Tracking the same program or service over time to 

determine if changes are improving patrons’ lives.



Outcomes

Input Output Outcome ImpactShort-term: 
Learning

Intermediate:

Persistent 
Action

Long-term: 
Change in 
Condition



Benchmarking Outcomes

Input Output Outcome Impact

Program: Computer Basics for Seniors

Method: Project Outcome’s Digital Learning Immediate Survey

Outcome: Application of Skill



Benchmarking Outcomes

Input Output Outcome Impact

Short-term:          
65% of respondents 

agree or strongly 
agree they will apply 

the skills they learned

Program: Computer Basics for Seniors

Method: Project Outcome’s Digital Learning Immediate Survey

Outcome: Application of Skill



Benchmarking Outcomes

Input Output Outcome Impact

Short-term:          
65% of respondents 

agree or strongly 
agree they will apply 

the skills they learned

Library Intervention: 

Changes made to 

program curriculum

Program: Computer Basics for Seniors

Method: Project Outcome’s Digital Learning Immediate Survey

Outcome: Application of Skill



Benchmarking Outcomes

Input Output Outcome Impact

Short-term:          
65% of respondents 

agree or strongly 
agree they will apply 

the skills they learned

Intermediate:

78% of respondents 
agree or strongly 

agree they will apply 
the skills they learned

Library Intervention: 

Changes made to 

program curriculum

Program: Computer Basics for Seniors

Method: Project Outcome’s Digital Learning Immediate Survey

Outcome: Application of Skill



Benchmarking Outcomes

Input Output Outcome Impact

Short-term:          
65% of respondents 

agree or strongly 
agree they will apply 

the skills they learned

Intermediate:

78% of respondents 
agree or strongly 

agree they will apply 
the skills they learned

Library Intervention: 

Changes made to 

program curriculum

Library Intervention: 

New instructor is 

brought in from the 

community college

Program: Computer Basics for Seniors

Method: Project Outcome’s Digital Learning Immediate Survey

Outcome: Application of Skill



Benchmarking Outcomes

Input Output Outcome Impact

Short-term:          
65% of respondents 

agree or strongly 
agree they will apply 

the skills they learned

Intermediate:

78% of respondents 
agree or strongly 

agree they will apply 
the skills they learned

Long-term:           
90% of respondents 

agree or strongly 
agree they will apply 

the skills they learned

Library Intervention: 

Changes made to 

program curriculum

Library Intervention: 

New instructor is 

brought in from the 

community college

Program: Computer Basics for Seniors

Method: Project Outcome’s Digital Learning Immediate Survey

Outcome: Application of Skill



Project Outcome Library Example

Input Output Outcome Impact

Programs: Summer Reading & Early Literacy

Measures: Likert-scale outcome scores (1-5)



Benchmarking Pros & Cons

Pros

▪ At program level, so don’t 

have to track individual 

patrons

▪ Baseline data

▪ Communicate program 

change over time

Cons

▪ Patrons have different 

starting points and different 

capacities for learning

▪ Assumptions made about 

library intervention equaling 

change



Communicating the Data

When reporting on benchmarking data, include:

▪ External factors that could have influenced change

▪ Your data collection methods

▪ How many different audiences were measured

▪ Transparency about response rates

▪ Plans for future measurement and decision-making



Longitudinal Studies

Emily Plagman
Manager, Impact & Advocacy

Public Library Association

eplagman@ala.org

mailto:eplagman@ala.org


What is a Longitudinal Study?

Tracking the same patrons over time to measure changes 

they make as a result of a library program or service.

Photo credit: Kshipra, QuestionPro



Outcomes

Input Output Outcome ImpactShort-term: 
Learning

Intermediate:

Persistent 
Action

Long-term: 
Change in 
Condition



Longitudinal Study Outcomes

Input Output Outcome Impact

Cohort: Patrons participating in a 4-week job search course at the library

Methods: Project Outcome’s Job Skills Immediate & Follow-up Surveys

Outcome: Application of Skill

Follow-upImmediate



Longitudinal Study Outcomes

Input Output Outcome Impact

Short-term:            
After first course, 

patron reports they 
intend to use what 

they learned to apply 
for a job

Job Skills

Immediate Survey

(administered in 

person)

Cohort: Patrons participating in a 4-week job search course at the library

Methods: Project Outcome’s Job Skills Immediate & Follow-up Surveys

Outcome: Application of Skill



Longitudinal Study Outcomes

Input Output Outcome Impact

Short-term:            
After first course, 

patron reports they 
intend to use what 

they learned to apply 
for a job

Intermediate:          
After last course, 

patron reports they 
used what they 

learned to search for 
a job in a new way

Job Skills

Immediate Survey

(administered in 

person)

Job Skills

Follow-up Survey

(administered in 

person)

Cohort: Patrons participating in a 4-week job search course at the library

Methods: Project Outcome’s Job Skills Immediate & Follow-up Surveys

Outcome: Application of Skill



Longitudinal Study Outcomes

Input Output Outcome Impact

Short-term:            
After first course, 

patron reports they 
intend to use what 

they learned to apply 
for a job

Intermediate:          
After last course, 

patron reports they 
used what they 

learned to search for a 
job in a new way

Long-term:                 
Six weeks after 

program ends, patron 
reports they received a 
job interview by using 

what they learned

Job Skills

Immediate Survey

(administered in 

person)

Job Skills

Follow-up Survey

(administered in 

person)

Job Skills

Follow-up Survey

(administered over 

the phone)

Cohort: Patrons participating in a 4-week job search course at the library

Methods: Project Outcome’s Job Skills Immediate & Follow-up Surveys

Outcome: Application of Skill



Longitudinal Study Pros & Cons

Pros

▪ Reporting on individual’s 

change over time

▪ Minimal assumptions; 

Patron-reported picture of 

how the library has 

impacted their lives

▪ Smaller cohort to track

Cons

▪ Need patron consent

▪ Need to collect and track 

personal information

▪ Larger staff time and 

resource commitment

▪ Smaller pool of data



Communicating the Data

When reporting on longitudinal study data, include:

▪ External factors that could have influenced change

▪ Your data collection methods (including collecting 

personal information)

▪ DO NOT STORE CONTACT INFORMATION IN PROJECT 

OUTCOME SYSTEM

▪ Transparency about the numbers (a small cohort does 

not equal community-wide impact)

▪ Plans for future measurement and decision-making



Resources

▪ Getting Started

▪ Surveys

▪ Data Collection

▪ Data Analysis

▪ Taking Action

▪ From the Field

www.ProjectOutcome.org



Resources

www.ProjectOutcome.org



Announcements/Q&A
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Outcome Measurement Guidelines

www.ProjectOutcome.org



Join a PLA Interest Group on ALA Connect

▪ Available for PLA members

▪ Data and Measurement group

Connect.ala.org/pla/communities/pla-interest-groups



If You Haven’t Already…

▪ Register for FREE at www.projectoutcome.org

▪ Review training resources

▪ Create a new survey

▪ Analyze data dashboards

▪ Join the Facebook group

▪ Follow us on Twitter

▪ Engage on Peer Discussion Board

#ProjectOutcome



Don’t Forget to Complete Our Survey!



QUESTIONS?

Share in the chat

#2
#3#1


