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Each of you will learn how to:
• Understand Outcome Based Evaluation (OBE) and 

learn key terms and concepts
• Draft program purpose and smart outcomes 

statements
• Start to build an OBE Plan for your program idea 

using a series of steps
• Submit a proposal for BKLYN Incubator Program 

Funding

Learning Outcomes
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WELCOME TO 

So What?: 
An Introduction to 
Outcome Based 
Evaluation (OBE)

Kerwin Pilgrim
NYS Library Certified Outcome Based 
Evaluation Trainer
For resources or more information, check out 
my Bibliocommons (@bklynbrynna) booklists!



• Context 

• Why Measure Outcomes?

• What is Outcome-Based Evaluation (OBE)?

• Who Uses OBE?

• When to Use (and not use) OBE?

• Defining Key Terms and Concepts

• Taking Steps to Use OBE

• Drafting and Refining Outcomes

• Building an OBE Plan in Six Steps

Agenda



• Need to assess, document, and prove value

• Limited funding, resources, and competition

• Increased reliance on grants/external funding

• More demands from funders & stakeholders

• Changing public expectations

• Focus on more accountability

Context: Where We Are
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Why Measure Outcomes?

• Examines the need for data before the 
program begins—important user 
impact data is planned versus an 
afterthought

• Organizes the collection of data
• Strengthens proposals when the 

process is competitive
• Provides evaluation and reporting 

benefits
• Energizes staff and stakeholders
• Demonstrates library’s contribution to 

solving community issues

OBE

Program 
Planning

Grant 
Writing

Program 
Reporting

Program 
Evaluation

Marketing 
& 

Advocacy

Data 
Collection



• Outcome-based evaluation (OBE) is a systematic way to assess how well 
a program has achieved its intended results.

§ How has my program made a difference?

§ How are the skills of the program participants improved as a result of my program?

• Also known as Outcome-Based Planning and Evaluation (OBPE)
§ OBPE is a systematic way to plan user-centered programs

§ Focuses on what the user not the librarian (or library) does

What is OBE?



• Practical, quality evaluation without a budget (or staff)

• All types of libraries

• Foundations

• Social services and non profits

Who Uses OBE?
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When to Use (or Not Use) OBE

• Is designed for a clearly defined 
audience

• Addresses specific needs of that 
audience

• Provides a variety of activities to 
address the need

• Provides for repeated contacts or 
follow-up with the target audience

• Is designed for the target 
audience to acquire new or 
improved skills, knowledge, 
attitudes or behaviors that are 
predictable and measurable

• When you can’t predict user 
benefits

• When you are evaluating 
something other than user 
benefits

• When there is no beginning nor 
end to a program
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Defining Key Terms
and Concepts--Logic Model
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Components of a Success Story

From University of Wisconsin 
Extention-Cooperative Extension

Detailed Logic Model



Inputs: 
Resources 
dedicated to or 
consumed by the 
program.

Activities: 
Program actions 
that are 
management 
related.
Internal

Services: 
Program actions 
that directly 
involve end 
users.
External

Outputs: 
Numbers of 
direct program 
products.

Staff, computers, 
facilities, 
materials, money 
(source), 
consultants, web 
site, software, 
Internet, 
instructors.

Recruiting,
coordinating, 
promotional,
curriculum 
development,
purchasing,
scheduling, and 
evaluating 
activities.

Conducting 
workshops, 
mentoring, 
online offerings, 
following up with 
customers.

Participants 
served; 
participants 
completed; 
materials 
develop and 
used; 
workshops, 
web hits.

Typical Examples of Inputs, 
Activities, Services, and Outputs

E
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Outcome: A target audience’s changed or improved skills, 
attitudes, knowledge, behaviors, status, or life

condition brought about (partly or wholly) by experiencing a 
program.

Outcome defined
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Defining Key Terms:
Outputs and Outcomes

• Three programs held

• Web site developed

• Print, electronic 
collection increased 
10%

• Patrons each report they would 
recommend the program

• Patrons’ increased use of 
investment Web site from 
beginning to end of the program

• Patrons’ increased use of 
investment collection to better 
financial situation

Reminder:					Outputs	are	not	Outcomes.
Outputs	tell	us	how	much	we’ve	done.

Outcomes	tell	us	how	much	difference	we’ve	made.
Both	are	important.
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Taking Steps to Use OBE

Use Your 
Findings

Analyze and 
Report 

Collect Data on 
Your Indicators

Specify Indicators for 
Outcomes

Choose Outcomes to Measure

Develop Program Purpose Statement 

Understand Situation and Audience Needs 15



Steps: Understanding the Situation--

From Shaping Outcomes at 
www.shapingoutcomes.org



• “Putting the end user first” is a critical part of OBPE. Think of the end user as 
the target audience whose needs you meet.

• Audience needs may be wants, deficits, conditions, or other gaps between 
skills/knowledge audiences already have and those they want.

• Most programs don’t confirm audience needs with formal research. 
• They rely on program developers’ beliefs or assumptions about the audience’s 

needs. Assumptions can be drawn from:
o Your experiences-conversations with teachers and parents
o A program partner’s experience-Dept. of Ed. Bulletins
o Informal research or inference from formal research done in other 

situations-an article you see in a professional journal or see on a 
reputable website

• Sometimes audiences request programs. Sometimes program planners plan 
programs to fill gaps between the current situation and what they want for 
audiences.

Steps: Understanding the Situation--



•Who does what? Identify the service 
provider(s) and the service to be 
offered.

•For whom? Identify the target 
audience(s). What specific group will 
be served?

•For what benefit?  State in terms of 
changed, improved or demonstrated 
knowledge, skills, behaviors, or 
attitudes.

Program Purpose Statement



System-wide Electronic Resources Training 
provides training in Internet technology (who 
does what) for library professionals (for whom)
in order for them to:

§ Search electronic genealogy resources 
§ Help patrons use electronic genealogy resources
§ Teach targeted community groups to use electronic 

genealogy resources (for what benefits) in order for 
community members to search electronic genealogy 
resources independently. (for what benefits)

Program Purpose Statement
Example



Drafting Outcomes:
Choosing Outcomes to Measure

Levels of Outcomes
• Immediate (Short)

• Occur during program cycle

• Intermediate (Medium)
• Can occur a few months into 

program cycle

• Long Term
• Likely to occur sometime after 

program cycle

Continuum of Program 
Outcomes

• Awareness of service
• Participation/Use of service
• Satisfaction with service
• Perceptions/Feelings
• Attitudes/Values
• Community 

connections/Social networks
• Knowledge
• Skills
• Behavior/Decision making
• Condition/Status



Examples of Various Outcomes



Working Example:

From Shaping Outcomes at www.shapingoutcomes.org
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Drafting Outcome Statements

• Start your outcome statement 
with the target audience itself 
as the subject of the sentence

• Use an action verb that points 
to observable change

• Watch out for fuzzy verbs 
(“know, do, feel, act, think”) 
and try to replace them with 
observable or measurable
verbs: 

• Avoid added verbiage
• Avoid increase and improve 

unless you have baseline data

• changes in knowledge: 
lists, describes, compares, 
teaches, gives examples, 
identifies

• changes in attitudes: 
answers a survey, reports, 
chooses

• changes in behavior: 
builds, joins, pays for, votes, 
devotes effort to

• changes in skills: builds, can 
prepare, qualifies, 
demonstrates, passes exam



• Access—More adults in the community will have 
access to health databases (usage/outputs; impact 
unknown)

• Satisfaction—Adults in the community will like the 
library’s health-related databases (can be present 
with no real results)

• Benefits to the Institution—More adults in the 
community will use health-related databases 
(usage/outputs; impact unknown)

Avoiding “Lite” Outcomes



• Evaluating a program by its outcomes means you define success by the 
Specific measurable changes in program participants brought about by 
participating in your program. Remember that you may write more than one 
outcome (so be sure each outcome contains only one concept to measure).

• Measurable: That is, you can test for the change or observe it.
• Changes in participants: Remember we’ve defined an outcome as a change 

in a target audience’s skills, attitudes, knowledge, behavior, status, or life 
condition brought about by experiencing a program.

• Use Action Verbs. 
• Does the outcome represent a real benefit for the target audience? Do key 

stakeholders accept the outcome as valid for your program? Is the outcome 
Realistic and attainable? Is it sensible to claim your program services 
influenced the outcome?

• Timeliness: Will there be time during and after the program to capture the 
outcome? How long after?

Refining SMART Outcome Statements
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Building Outcomes- Examples

Outcomes: Target audience’s changed or improved skills, attitudes, 
knowledge, behaviors, status, or life condition brought about (partly 
or wholly) by experiencing a program

Examples specific to Electronic Genealogy Resources Training 
(EGR)
Outcome # 1: Library staff search EGR
Outcome # 2: Library staff help patrons use EGR
Outcome # 3: Library staff teach targeted community groups to use 
EGR
Outcome # 4: Patrons report successful use of EGR



• Part 1: Outcomes: Identify specific intended or predicted 
changes in participants and pick a few important ones to 
measure (What the customer can do)

• Part 2: Indicators:  Measurable conditions or behaviors that 
show an outcome was achieved

• Part 3: Data Sources about conditions being measured
• Part 4: Data Intervals: when will you collect data?
• Part 5: Target audience: the population to be measured
• Part 6: Target or Achievement Level: the amount of impact 

desired

Building an OBE Plan: Six Parts



• Indicators: measurable conditions or behaviors that show an 
outcome was achieved:

o What you hoped (intended, predicted) to see or know
o Observable evidence of accomplishment, changes, gains

• For each outcome write as many indicators as needed to 
show the outcome was achieved

Indicator Format:

# and % of _________ (target audience) who ____________ (will be 
able to do what?) as assessed by _________

(the measurement that will show results).
Note: # and % symbols are placeholders for values to fill in later.

How to write indicator (s)



• # and % of learners (librarians, library staff, teachers, agency 
personnel, etc.) who will perform X amount of specific skills as 
assessed by trained observer, or quiz, or final independent activity 
during training

• # and % of learners who will report X amount of help given others 
after training because of what they learned

• # and % of learners who will report training others and how many 
others were successful during training

• # and % of end-users  (patrons, students, agency clients) who 
received help and or training who report X amount of independent 
use of new knowledge.

Typical Indicators



Outcomes Indicator (s)
1. Library staff search 
electronic genealogy 
resources

2. Library staff help  
patrons using electronic 
genealogy resources

# and % staff who can describe how to conduct 
an effective electronic search for genealogy 
information assessed by a trained observer 
during a workshop
# and % of staff who score 80 or better on 3 
searches prescribed in a quiz 
# and % staff who can identify 3 effective 
search engines assessed by a trained observer 
during a workshop
# and % staff who report X number of 
successful searches with patrons using 
electronic genealogy resources as assessed by 
a rubric

Outcomes with indicators



More Outcomes with Indicators

Outcome Indicator (s)
3. Library staff 
teach targeted 
community 
groups to use 
electronic 
genealogy 
resources

4. Patrons report 
successful use of 
EGR

# and % staff who report training X number of community groups to 
use EGR 
# and % of targeted community patrons who can identify 3 effective 
genealogy search engines assessed by a trained observer during a 
workshop
# and % community patrons who can describe how to conduct an 
effective EGR search as assessed by a trained observer during a 
workshop
# and % of community patrons who score 80 or better on 3 searches 
prescribed in a quiz 
# and % of patrons helped by a librarian who report X number of 
successful uses of EGR as assessed by a rubric applied to a survey
# and % of patrons who received community training who report X 
number of successful uses of EGR as assessed by a rubric applied to 
a survey.



• Data sources are tools, documents, and locations for 
information that can be designed to show what happened in 
your target audience.

• Data source options
§ Feedback forms/short surveys
§ Point-of-use inquiry by staff
§ Focus groups
§ Interviews/Anecdotes
§ Skills tests
§ Observation
§ Instructor or expert assessments
§ Library use statistics; other organization’s records
§ Participant projects/works

Data Sources and Intervals



• Other considerations:
§ When will you collect data?
§ How often will I collect data?
§ Include all participants or a sample?
§ Who will collect data?
§ Who will record/compile data?
§ How will confidentiality be protected?
§ How will participants be informed about the data collection process?

Data Intervals and other 
considerations



Targets: The population to whom the indicator applies
§ Decide if you will measure all participants, 

completers of the program, or another subgroup
§ Special characteristics of the target audience can 

further clarify the group to be measured
Achievement Levels: the stated expectations for the 

performance of outcomes
• Stated in terms of a number and/or percent
• Meets influencers’ expectations
• May be estimated by the program’s past performance

Target Audience and 
Target Achievement
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Analyze and Report Findings

• Organize data logically 
(tables/charts)

• Analyze and interpret data to 
develop narrative for final 
report

• Document findings
• Maintain files or database of 

outcomes and activities
• Determine outcomes you want 

to continue monitoring

Outcomes What did target 
audience achieve?

Inputs What did we use?
How much did we 
spend?
How much did we 
consume?

Activities 
and 
Services

What did we do?

Outputs How many units did 
we deliver?
To whom (Audience 
characteristics)



Additional Resources

IMLS National Leadership Grants tutorial: 
http://www.imls.gov/project_planning/index1.
asp

NEFE Financial Education Evaluation Toolkit:
http://www.nefe.org/eval/

Florida State Library workbook: 
http://dlis.dos.state.fl.us/bld/Research_Office/
OutcomeEvalWkbk.doc

New State Library OBE pages
http://www.nysl.nysed.gov/libdev/obe/
--Check out the training manual
http://www.nysl.nysed.gov/libdev/obe/tr
aining.htm

IMLS OBE page
http://www.imls.gov/applicants/outcome_base
d_evaluations.aspx

IMLS webography/resources
http://www.imls.gov/applicants/webography.a
spx

ALA/Smart Investing at Your Library 
evaluation training--click on the PowerPoint 
presentation
http://smartinvesting.ala.org/apply/evaluation
/

Shaping Outcomes self directed training
http://www.shapingoutcomes.org/



BKLYN Incubator 
Program Fund 
Proposal Process



• Team Leads and Members
• Workshop Requirements
• Community Partner
• Collaboration Description
• Program Name
• One Sentence Description
• Detailed Description
• Project Timeline
• Community Need

• Idea Development
• Successful Outcomes
• Alignment with 

organizational priorities
• Anticipated Challenges
• Target Audience
• Itemized Budget
• Total Budget

BKLYN Incubator Proposal



Group Discussion
Break up into groups to go through 
the proposal worksheets and ask any 
questions that come up, offer 
feedback to your peers, and make 
sure you are clear on the 
requirements and the process to 
apply.



Measure What Matters
• Go to BrooklynStat 2.0 to find the following for 

your branch:
§ Which month has the most programs for your target age 

group?
§ Which branches have high attendance for your age 

group?  Talk to them to find out what’s working!
§ Have programs fluctuated up or down at your branch in 

the past few years?

Homework



Thank You!
Kerwin Pilgrim
Brynna Tucker

Brynna Tucker, BKLYN Incubator Manager, btucker@bklynlibrary.org
For resources or more information, check out @bklynbrynna’s booklists!

Thanks!


