
Outcome Based 
Evaluation



DATA TRIFECTA

Inputs Outputs Outcomes

Presenter
Presentation Notes
To evaluate and report on our programs, resources, and services, we need to collect three types of data: Input, Output, and Outcome measures – the Data Trifecta.
You need all three types of data to have the complete picture.  Without inputs and outputs, you won’t be able to fully determine the value of your outcomes (example coming in slides 22-26).



INPUT MEASURES

Quantifying the effort 
expended on a program

Inputs

Presenter
Presentation Notes
Input measures: �Definition: Quantifying the effort expended on a program, resource, or service.  In plain language, stuff you put into the program, resource, or service (hence the name).  Examples: money, staff, etc. 
Here are some examples from Summer Reading, the annual report, etc.



funds expended

Presenter
Presentation Notes
Funds Expended



number of staff

Presenter
Presentation Notes
Number of Staff



staff hours

Presenter
Presentation Notes
Staff Hours



OUTPUT MEASURES

Quantifying the level of 
services and materials provided

Outputs

Presenter
Presentation Notes
Output Measures:
Definition: Quantifying the level of services and materials provided.  What did you spend the money on?  What happened as a result of the inputs?
Again, here are some examples from Summer Reading/the Annual Statistics



number of events offered

Presenter
Presentation Notes
Number of Events Offered



total attendance at events 

Presenter
Presentation Notes
Total attendance at events



number of minutes spent reading

Presenter
Presentation Notes
Number of minutes spent reading



circulation

Presenter
Presentation Notes
Total materials circulated



OUTCOME MEASURES

Quantifying the effect of a 
program/resource/service

Outcomes

Presenter
Presentation Notes
Outcome measures:
Definition: Quantifying the effect of a program/resource/service.  In other words, what difference has a program/resource/service made in the lives of participants?

Think about outcomes in terms of your users.  What changed for them as a result of participating in a library program, or using a library service or resource?
Did they learn a skill?
Did they acquire knowledge?
Did they change their behavior?
Do they do their job better now?

Ask: what changed for these people?  What difference did the program/service/resource make?  Again, here are some examples



children’s enjoyment 
of reading increased

Presenter
Presentation Notes
Children’s enjoyment of reading increased



children maintained 
or improved reading skills

Presenter
Presentation Notes
Children maintained or improved their reading skills



children were more 
likely to read by choice

Presenter
Presentation Notes
Children were more likely to read by choice



library developed long-term 
partnership with local school district

Presenter
Presentation Notes
Library developed long-term partnership with school district.

Notice that the first three outcomes are patron-related, whereas the last one is library-related.  Outcomes can occur at different levels.



DATA TRIFECTA

Inputs Outputs Outcomes

Presenter
Presentation Notes
The Data Trifecta is linear:
You put resources in – those are inputs
Those inputs yield services or things – those are outputs
Those outputs impact people & their organizations – those are outcomes



ACTIVITY: WHAT IS YOUR DATA 
TRIFECTA?

Inputs Outputs Outcomes

Presenter
Presentation Notes
Activity Time!
The purpose of this activity is for participants to come up with their own inputs, outputs, and outcomes:
Invite participants to complete the top potion of the handout, shown on the next 3 slides.
Each participant should think of something they want to evaluate in their library – this is their “evaluation project.”
Then, they can a) list some inputs, outputs, and outcomes associated with their project on the handout and b) write these on post-it notes (one input, output, or outcome per post-it note) and post on the chart paper hung on the walls.

The next two slides have an example of an evaluation project and associated inputs, outputs, and outcomes.  Let’s see the examples now.




ACTIVITY: WHAT IS 
YOUR DATA TRIFECTA?

Outcome-Based Evaluation Project

Project Name: Senior Computer Class Series

Description: My library offers a class series for seniors 
that covers basic computer/technology skills.



Inputs Outputs Outcomes
Funds expended:
• Copies of 

handouts
• Marketing 

campaigns at 
local senior 
centers

Staff hours: 
• Curriculum 

development
• Instruction

Number of 
events offered

Number of 
registrants

Number of 
attendees

Digital literacy

Confidence 
using technology

Ongoing 
partnerships with 
local senior 
centers

Presenter
Presentation Notes
 



Library A Library CLibrary B

Presenter
Presentation Notes
Example to illustrate the importance of collecting inputs, outputs, and outcomes:

Example is conceptual:
Concentrates on the relationships between the measures
Example will:
Illustrate the importance of the data trifecta
Help participants understand the difference between input, outputs, & outcomes.
Demonstrate how the data types fit together

Here’s the setup: There are 3 public libraries
Each collects inputs, outputs, and outcomes for their summer reading program
Goal: children attending summer reading program will increase or maintain reading skills
Similar communities – 300 School Age Children



Library A

• 100% of 
participating 
children 
increased or 
maintained 
reading skills

• 85% of 
participating 
children 
increased or 
maintained 
reading skills

• 85% of 
participating 
children 
increased or 
maintained 
reading skills

Library CLibrary B

Presenter
Presentation Notes
Outcome Measure:
Library A – 100% children participating in SRP increased or maintained their reading skills
Libraries B & C – 85% increased or maintained reading skills

Add output measure…



Library A

• 100% of 
participating 
children 
increased or 
maintained 
reading skills

• 85% of 
participating 
children 
increased or 
maintained 
reading skills

• 85% of 
participating 
children 
increased or 
maintained 
reading skills

Library CLibrary B

• 25 children 
participated

• 100 children 
participated

• 50 children 
participated

Presenter
Presentation Notes
Output measure – number of participants in SRP
Library A – 25 Children
Library B – 100 Children
Library C – 50 Children

Calculate # of children increase or maintained reading skills
85 Children in Library B
~43 Children in Library C

Add input measure…



Library A

• 100% of 
participating 
children 
increased or 
maintained 
reading skills

• 85% of 
participating 
children 
increased or 
maintained 
reading skills

• 85% of 
participating 
children 
increased or 
maintained 
reading skills

Library CLibrary B

• 25 children 
participated

• 100 children 
participated

• 50 children 
participated

• $5,000 • $10,000 • $2,500

Presenter
Presentation Notes
Input measure: SRP Budget
Library A - $5,000
Library B $10,000
Library C - $2,500
Adds even more detail to the evaluation.  See differences between the libraries.

One last measure, a calculated measure of input & output data




Library A

• 100% of 
participating 
children 
increased or 
maintained 
reading skills

• 85% of 
participating 
children 
increased or 
maintained 
reading skills

• 85% of 
participating 
children 
increased or 
maintained 
reading skills

Library CLibrary B

• 25 children 
participated

• 100 children 
participated

• 50 children 
participated

• $5,000 • $10,000 • $2,500

• $200/child • $100/child • $50/child

Presenter
Presentation Notes
Ratio - Cost per child:
Library A - $200/child
Library B - $100/child
Library C - $50/child

The data trifecta adds to understand the program impact.  Don’t you look at Library C differently now vs. the beginning?

Caveat: This is a SIMPLISTIC example.  There’s more data in real life. 
Data Trifecta
Adds understanding
Truer picture
Detailed



ACTIVITY RECAP: WHAT IS YOUR DATA 
TRIFECTA?

Inputs Outputs Outcomes

Presenter
Presentation Notes
Recap the post-it note activity (see previous notes for slides 18-21 for more details).



OUTCOMES

IntermediateImmediate
Long-term
(impacts)

Presenter
Presentation Notes
A little more about outcomes: Outcomes can be immediate, intermediate, or long-term, (sometimes called impacts).



OUTCOMES

IntermediateImmediate Long-term

Learn how 
to complete 
online job 
application

Presenter
Presentation Notes
These next 3 slides proved examples of immediate, intermediate, and long-term outcomes.



OUTCOMES

IntermediateImmediate Long-term

Learn how 
to complete 
online job 
application

Get an 
interview



OUTCOMES

IntermediateImmediate Long-term

Learn how 
to complete 
online job 
application

Get an 
interview Get a job



OUTCOMES

IntermediateImmediate Long-term

Learn how 
to complete 
online job 
application

Get an 
interview Get a job

Presenter
Presentation Notes
In the library world, we are often limited to measuring immediate outcomes because of budget or privacy constraints.  This can be frustrating because the intermediate and/or long-term outcomes are typically the most powerful.



LINKING IMMEDIATE OUTCOMES TO 
LONG-TERM IMPACT
Reading for pleasure associated with:
• Increased empathy
• Improved relationships
• Reduced depression symptoms
• Reduced risk of dementia

-- The Reading Agency, 2015

Presenter
Presentation Notes
These next wo slides provide ideas for how to link immediate outcomes to long-term impacts.  For example, let’s say that one outcomes your patrons experience as a result of using your library is “Reading for pleasure.”  There is research that indicates that this immediate outcome is associated with a host of positive long-term impacts.



LINKING OUTPUTS TO LONG-TERM 
IMPACT
Reading more associated with:

• Improved reading skills
• Better development of vocabulary, writing, and grammar

-- Chin & Krashen (2007)



MEASURING 
OUTCOMES

Presenter
Presentation Notes
How do we measure outcomes?



Outcome Indicator
Increased 
enjoyment of 
reading

INDICATORS

Presenter
Presentation Notes
Often, the way outcomes are described isn’t measureable.  For example, “increased enjoyment of reading.”  So we need to come up with an indicator – what indicates that someone has an increased enjoyment of reading?



Outcome Indicator
Increased 
enjoyment of 
reading

Parent response 
to survey 
question

INDICATORS

Presenter
Presentation Notes
These slides provide examples of outcomes and indicators.  For example, an indicator of “increased enjoyment of reading” is a parent response to a survey question.  



Outcome Indicator
Increased 
enjoyment of 
reading

Parent response 
to survey 
question

Increased digital
literacy

INDICATORS

Presenter
Presentation Notes
Another, more powerful type of indicator is an actual demonstration of an outcome.    For example, if the outcome is “increased digital literacy,” technology class participants could be asked to…



Outcome Indicator
Increased 
enjoyment of 
reading

Parent response 
to survey 
question

Increased digital
literacy

Demonstrate 
ability to text, 
send an email 
with an 
attachment, etc.

INDICATORS

Presenter
Presentation Notes
…text, send and email with an attachment, etc., as indicators that their digital literacy has increased.  



SURVEY
After participating in the Summer Reading Program, did your 
child’s reading habits change? Please indicate if the following 
things increased, stayed the same, or decreased for your child: 

Increased
Stayed the 

Same Decreased
Enjoyment of reading � � �
Reading skills � � �
Reading by his/her 
choice � � �

Presenter
Presentation Notes
The next two slides provide examples of close-ended survey questions.



SURVEY
While I was on a computer in the computer center today, I . . .

� Looked for employment 
(job search, resume, 
application, etc.).

� Communicated with 
someone (email, chat, 
Facebook, etc.).

� Used the computer for 
entertainment (ex: videos, 
music, games).

� Used government 
resources (licenses, taxes, 
unemployment, disability, 
welfare, immigration, etc.).

� Did schoolwork. � Found health information.



SURVEY—OPEN ENDED 
QUESTIONS

Please let us know in your own words the 
difference the 2014 Summer Reading Program 
has made for your child(ren) and family: 

Presenter
Presentation Notes
Open ended survey questions: it is important to structure your question so that you get responses that indicate outcomes, rather than asking something vague such as “Any comments?



As a first time parent it's really 
helpful to have tangible ideas 
about ways to get my child 
engaged in early literacy skills. 
There were some 
recommended activities I hadn't 
thought of trying!



I loved being able to spend time with my 
child and bond over my love for books.

My son's reading endurance has 
really grown this summer, thanks to 
the reading program. He was very 
motivated to read for 40 minutes and 
sometimes he read for even longer 
stretches. 



SURVEY—OPEN ENDED 
QUESTIONS

Please tell us how the computer center helps you 
or your community:



Probably the most valuable 
resource, dollar for dollar, 
available to community. I have 
found jobs…researched… 
located tax information, and 
have done school work over the 
years. Thank you!



The access to the internet 
afforded by the public library is 
most probably the only reason I 
am not completely bereft of any 
and all computer skills. Were it not 
for this access, as well as the 
assistance rendered via classes 
offered, I would most likely be 
unemployed if not unemployable.



CONTINUUM

Presenter
Presentation Notes
Continuum: Ask people to participate before an after an event, and you have a powerful visual representation of how the even impacted them.



CONTINUUM



POSTCARD

Presenter
Presentation Notes
Postcard: Interested in trying to measure the intermediate or long-term outcomes? Give program attendees addressed, stamped postcards, and ask them to mail them to you to let you know what happened as a result of participating in the program.  For example, job search class participants could send a postcard reporting that they got an interview or a job.



PRIZE DRAWING

Presenter
Presentation Notes
Hold a prize drawing, and the entry “fee” is that the patrons write down one way the library has impacted them.



SKILL DEMONSTRATION

Presenter
Presentation Notes
Skills demonstration:  Have participants demonstrate something they learned in class.   For example, were they taught to text?  Ask them to participate in a text poll.



ACTIVITY: OUTCOME INDICATORS 
AND METHODS FOR MEASUREMENT
Outcome Indicators:

How will you measure outcomes?

Presenter
Presentation Notes
Your Turn!
Invite participants to complete the middle portion of the handout.  The blue text on the next two slides proved example of how these questions could be answered.




ACTIVITY: OUTCOME INDICATORS 
AND METHODS FOR MEASUREMENT
Outcome Indicators:
Outcome=Digital literacy
Indicator #1=Class attendee is able to send an email with an 
attachment 
Indicator #2=Class attendee is able to like the library Facebook 
page



ACTIVITY: OUTCOME INDICATORS 
AND METHODS FOR MEASUREMENT
How will you measure outcomes?
Skill demonstration (indicators listed above) 
Pre-post continuum to assess confidence using technology



PLA – PROJECT OUTCOME

Presenter
Presentation Notes
Free (Project Outcome) and low-cost (Impact Survey) outcome survey tools are available to public libraries.



Project Outcome Toolkit &
Data Dashboard

Presenter
Presentation Notes
Project Outcome is designed to make evaluation easy and accessible to all skill sets



What is Project Outcome?
It’s FREE!

www.ProjectOutcome.org

Presenter
Presentation Notes
Project Outcome is a free toolkit designed to help public libraries understand and share the impact of their programs and services by providing simple surveys and an easy to use process for measuring and analyzing outcomes.
Project Outcome also provides libraries with the resources and training support needed to apply their results and constantly advocate for the library’s future.
They currently have over 260,000 patron surveys collected into their system from public libraries across the U.S. and Canada.
As of last spring, they now have Project Outcome available to Academic Libraries. ACRL.Projectoutcome.org



Project Outcome Toolkit

Access to:

 Quick & simple surveys

 Easy-to-use survey tool

 Custom data reports

 Interactive data dashboards

 Resources & training

www.ProjectOutcome.org

Presenter
Presentation Notes
The Project Outcome Toolkit gives Public Libraries free access to quick and simple surveys, an easy to use survey tool to collect and enter survey data, custom data reports, an interactive data dashboard for analyzing the results, and all the resources and training they’ve created to help their libraries throughout the outcome measurement process.
The combo of ready to go surveys and easy to use tools can help library staff save time and energy in planning their data collection, which leaves more time for advocacy and decision making once the results are in.



Public Library Survey Topic Areas

www.ProjectOutcome.org

Presenter
Presentation Notes
There are 8 survey topic areas to help libraries measure a broad range of programs and services. Including Early Childhood Literacy, Digital Learning, Education/Lifelong Learning, Civic/Community Engagement, Economic Development, Summer Reading, Job Skills, and they just added Health in 2019.



Survey Outcomes

Knowledge

Confidence  

Behavior Change  

Awareness

What did patrons like most?
What can the library do to improve?

www.ProjectOutcome.org

Presenter
Presentation Notes
The project outcome surveys capture 4 key patron reported outcomes – knowledge, confidence, behavior change, and awareness. As well as two open ended questions to get the most out of your patrons feedback – what did they like most about the program and what can the library do to improve.
These open ended questions have been invaluable to libraries. Here’s where they gain the most insight in how to help their patrons and gather qualitative evidence to demonstrate their value in the community.



Website: www.projectoutcome.org

www.ProjectOutcome.org

Presenter
Presentation Notes
So, all of the surveys are housed in the free online toolkit at projectoutcome.org.
Once you’ve registered, this is what your homepage will look like. As you can see, the website is designed to be easy to navigate and to help you find what you need, with quick action buttons for creating new surveys and reports.
The survey management tool is where all your surveys and data collection activity will be stored.  And the data dashboard will provide you with all your data visualization needs.
The resources, peer discussion, and events page are to help you with training and support to help you measure your outcomes in your library.



Training Resources

 Featured Resources
 Getting Started
 Surveys
 Data Collection
 Data Analysis
 Taking Action
 From the Field

www.ProjectOutcome.org

Presenter
Presentation Notes
There are also a ton of resources on the website to help you.  From getting started to best practices for data collection, to taking action using the results.



Resources > Getting Started > Tutorial Videos

Training Resources

www.ProjectOutcome.org

Presenter
Presentation Notes
If you are new to Project Outcome, they highly recommend starting by reviewing all of their tutorial videos.  They’ll walk you through each tool in depth, and are great for getting started.



Surveys & Data All in One Place

www.ProjectOutcome.org

Presenter
Presentation Notes
When you start administering surveys, you can use the survey management tool to schedule and record responses from your surveys. 
The data is tied to the library system, so multiple users can be running surveys and all the data will be stored in one location.




Easy Reporting

Build custom reports  
and aggregate data by:
Survey topic
Library location
Program name
Survey name
Date range

www.ProjectOutcome.org

Presenter
Presentation Notes
They’ve already done a lot of the heavy lifting for you on data aggregation, analysis and visualization, as long as you’ve entered your data into the system. 
You’ll also have access to ready made reports that provide snapshot percentages of your outcome scores, and comparison averages. You can compare at both state and national levels. As well as program detail information and community talking points.  These are great communication tools for libraries because they’re ready to go and can easily be shared internally with staff, or externally with your library board or community stakeholders.



Data Dashboard

www.ProjectOutcome.org

Presenter
Presentation Notes
The data dashboards are interactive and allow you to filter and sort through your data for deeper analysis. 
Data can be broken down by survey topic, outcome type, branch or outlet location, program, and date range.
This is also where you’ll see average comparisons to the state and national data.



Benefits of Project Outcome

 Capturing snapshot data
― Short, simple surveys save time
― Higher response rate from patrons
― Open-ended comments are goldmine

 We’ve done the heavy lifting for you!
― Real-time results
― Data visualizations
― Ready-to-use reports

www.ProjectOutcome.org

Presenter
Presentation Notes
There are many benefits to choosing Project Outcome for your evaluation needs. The good thing is that this is not a tool for rigorous data collection and random sampling in your library.
You’re targeting your users and finding out what they’re gaining and what else they need from the library to help support them in their learning.
This also allows you to get quick snapshot data and the short, simple surveys help you get more responses from patrons.
The open ended questions on the surveys are a goldmine for libraries. This is where you gain the most insight into what your communities want and need.
Again, the heavy lifting is also done for you. With the standardized surveys, easy data entry, and ready to go visualizations and reports.
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