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Meaningful Measures
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Rebecca Jones, MLS
rebecca@dysartjones.com

905.731.5836
www.dysartjones.com

Expanding Digital Universe

• Forecast of Worldwide Information Growth 
Through 2010 by IDC

• Digital info created by 2006 = 3M times the info 
in all books ever written

• By 2010:
– info added annually will increase 6 fold
– 70% will be created by individuals; organizations will 

be responsible for security, privacy, reliability & 
compliance of 85% of this
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Expanding Responsibilities

“Puts pressure on those organizations who 
organize, secure & manage the access to & 
storage of the information”

John F. Gantz, Project Director

Basis for discussion

• Asserts that few (public) libraries 
have a “culture of assessment”
– Difficult and complex
– Most measures indicate past 

performance
– No cause-and-effect relationship 

between measures
– Performance measures quantitative, but 

library outcomes are largely qualitative

Measuring for Results: The Dimensions of 
Public Library Effectiveness, Joe Matthews, 2004
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Driving Questions

1. How do you determine what performance 
measures are appropriate for your 
organization?

2.  What are the ‘options’ in terms of performance 
measures?

3. What’s involved in developing & implementing a 
meaningful measurement system? 

The real question
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Meaningful measures

• Focus attention on what is being done & what is 
most important for the organization 

• Are critical for managing, planning & decision-
making

• Are organization-dependent & must be 
connected from strategic directives to 
employees

Today’s focus

• Measures must matter to libraries & to 
stakeholders

• Demonstrate that the library is making a 
difference

• Provide a basic framework
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Today’s focus

To initiate ideas and provide a framework 
for developing a meaningful measurement 
system that focuses on your value, and 
enables strong planning & decision-
making for you, your function and all 
employees.

Current measures
• Does your library use any type of performance 

measurement system (i.e. do you track how 
well a service or operation is doing, on a 
regular basis?)
– Usage statistics?

– Balanced scorecard?

– Logic model?
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Common language

• Stakeholders
Those who can put a stake of support under your 
organization or a stake of destruction through your 
organization

• Superiors
• Funders
• Constituents or market
• Clients & potential clients

• Clients, patrons, users
• Performance measures or indicators, metrics
• Products, services, programs

Measurement systems

• Usage Statistics
• Customer Satisfaction
• Portfolio Review or 

Assessment 
• Cost Benefit Analysis
• Balanced Scorecard
• Web Business 

Metrics
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Learnings from others

• No one magic measure
• Strong correlation between an organization’s 

success and:
• clarity of purpose
• ability to understand its culture

• a well-designed performance measurement system that fits that 
culture

• “Value” is customer or stakeholder defined
• Definition is dynamic
• It is two-dimensional: economic & psychological

• It is relative to alternatives

Usage Statistics
• We’ve long tracked “how much”
• We also need to look at differences:

• Peaks?
• Dips?
• Switches?

• What are these statistics 
really telling us?

– And not?

• Are they highlighting where 
we should dig deeper?
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Customer Satisfaction

• Used to identify the level to which the 
service/products you provide are 
satisfactory to the user – or meets the 
user’s expressed needs.

• Tends to focus on existing products and/or 
services

• Usually measured through surveys

Portfolio Review or Assessment

• Used to understand how each patron 
segment uses, values and “perceives” 
your services & products

• Focus in on the identification of those 
services that need to be continued –
stopped – even started

• Usually gathered through survey, group or 
individual interviews
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Cost-Benefit Analysis

• Stresses the benefits associated with an 
activity

• Developing the cost data relatively 
straightforward…. developing a benefit 
value difficult

• Most frequently focuses on time or 
money saved for the user, or 
opportunities pursued

• Glen Holt; Dr. Charles McClure

Balanced Scorecard

• Aligns measures with strategies to track 
progress, reinforce accountability and 
prioritize improvement opportunities

• A “system” of measures based on 4 
perspectives:
– customer 
– internal
– financial
– Innovation

• Limits measures to those most critical
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Balanced 
Scorecard

Customer Perspective
How do we look 
to our clients?

Goals      Measures

Financial Perspective
How do we look to 

our funders
or stakeholders?

Goals      Measures

Innovation Perspective
How can we improve 

& create value?
Goals      Measures

Internal Perspective
What must we 

excel at?
Goals      Measures

Kaplan & Norton

Balanced Scorecard: Example

“The team lives by the Balanced Scorecard, reviewing 
progress in-depth on a quarterly basis. There is a single 
point of accountability for each item on the scorecard, & 

performance reviews are tied to the results.”
Mary Lee Kennedy
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Balanced Scorecard at UVa Library 

• Metrics

• User Perspective
– How well is the library meeting 

the needs of our users? 
• Internal Process Perspective

– How do the library©s internal 
processes function to efficiently 
deliver library collections and 
services? 

• Finance Perspective
– How well are the library©s 

finances managed to achieve our 
mission? 

• Learning/Growth Perspective
– How well is the library positioned 

to ensure that goals are met in 
the future? 
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Benefits of Scorecard

“…a clear understanding of what drives value within your 
area and what doesn’t, greater insight into senior 
management’s strategic plans, and a better knowledge 
not only of the strategic role you play within the 
organization but how you can enhance that role and sit 
at the decision-making table”

Joseph DeFeo, Measuring What Matters.
Industrial Management, v.42,n.3, May 2000

Learning From Others

Northumbria International Conference
“On Performance Measurement in Libraries & Information 

Services”
• Proceedings published by Association of Research Libraries 

(ARL); began in 1995

• Focus on research & testing of new measures to reflect:
– Service quality from user’s perspective

– Users’ changing needs

• Primarily a forum for academic, &, to lesser extend, public
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Learning from Others

• Northumbria Conference – biannual -
proceedings 

• ARL Initiative & Projects to test & implement useful tools 
& methodologies. Projects:
– Service quality & effectiveness (LibQUAL+) 
– Identify cost-drivers & develop cost-benefit studies 
– Determine best practices in operational or technical 

services areas
– Clarify libraries’ role & value in research process & in 

learning outcomes
– Define usage measures for e-resources & (includes 

institutional outcomes) 

LibQual+(TM)

• Based on ServQual
• Collaboration of ARL & Texas A&M University 

Libraries
• Diagnostic tool for measuring library users© 

perceptions of service quality
• Identifies gaps between desired, perceived, & 

minimum service expectations
• Defined survey questions, dimensions, &data 

gathering processes for academic libraries

www.libqual.org/
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Learning from Others - Websites

• No longer value ‘hits’
• Measure of site usage depends on the 

purpose of drawing traffic there in the first 
place

• “what stats are mission-critical, & why?”

• Measures must be considered during 
planning not as an after-thought

• Metrics are not a report card

Logic Model

• Popular in non-profit sector & increasingly in 
libraries

• Based on “logical links” & sound measurement 
model

• Logical links
– IF the library is a safe & engaging space for teens, 

THEN teens will use the library 
– IF teens use the library for reading & study THEN 

they will stay in school
– IF teens stay in school THEN they will resist negative 

situations & contribute to the community
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Measurement System

Outcomes

OutputInput

� � � � � �

Measurement System - Input

• Resources required to deliver a program 
or service

• What inputs enable you to produce the 
outputs?

• Financial resources
– Content 

– Staff

– Technology
– Facilities

Ultimately, 
who enables 
you to obtain 
these inputs?
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Measurement System - Output

The service or product created by using the 
Input.

Measurement System - Outcomes

What the client is able to do with the service 
or product; how the client uses the Output.

Outcomes are benefits for program 
participants that include changes in their 
skills, knowledge, behavior, attitude, 
status, or life condition. 
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Measurement System - )� � � � �

What changed for the client and/or the 
organization.

Example: Special Library
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Impact

Resources used by 75% of employees in new 
product development

Outcome

2500 resources utilizedOutput

$100K resource budgetInput
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Example: Academic Library
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Impact

Training completed by 80% 1st yr students by 
3rd wk of semester

Outcome

Information literacy podcast training for 1st yr 
students

Output

Liaison faculty staff; podcast training 
development; podcast equipment

Input

Systems View

Library Clients

Stakeholders

Feedback

Outputs
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Start with the end in mind

Refocus from the inputs
to the impact

Understand
the 

context

Align
objectives

Define
measures

Manage
collection

Interpret
data

Communicate
results

Measurement 
Framework

Adapted from Measuring What Matters: A Library/LRC Outcomes 
Assessment Manual by Lindauer

Identify programs
& services
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In your 
environment,
how is value

defined,
measured &

communicated?

How do they
measure their

progress?

Understand the context

Name your 
stakeholders

Template page 1

Understand the Context

Profiling key stakeholders
• Who do you really need to prove your value 

to?
• Who needs to understand your measures?
• How do they prove themselves?
• What measures or indicators do they use?
• What are their goals & objectives?
• What makes them ‘look good’ 
to their superiors?

Template page 2
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Align objectives

• Articulate & document your goals & 
objectives

What are you trying to accomplish?

• Clarify how these contribute towards your 
stakeholders’ objectives & desired 
outcomes

Template page 2

Align Objectives

Library supports life-long 
learning for community

Family stability & increased 
economic opportunities

Library is a safe & engaging 
space for teens

Safe community

Our Goals & Objectives: 
How they Contribute

Stakeholder’s Goals & 
Objectives
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Understand
the 

context

Align
objectives

Define
measures

Manage
collection

Interpret
data

Communicate
results

Measurement 
Framework

Adapted from Measuring What Matters: A Library/LRC Outcomes 
Assessment Manual by Lindauer

Identify programs
& services

Identify programs & services

• The specifics, the tactics, the real “stuff” 
we do

• Continuing the example: 
– Teen reading program
– Online homework help

Template page 3
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Define measures

• Begin by defining success
• Then ask how will you track 

success/progress towards meeting goals 
& objectives

• What indicators or measures will you use?
– Qualitative? Quantitative?

– What data needs to be collected? How?
– Keep it key

– Keep it simple

– Be practical

– Don’t get mired – or overwork frontline staff

Page 3 of Framing Template

Define measures

We’ll know we’re successful 
in 2008:

# adults complete program

# adults complete GED

We’ll know we’re successful 
in 2011:

+% in local grads

1. Adult ed classes 
for literacy

2. Adult ed classes 
GED

Library supports life-long 
learning for community

We’ll know we’re successful 
in 2008:

# teens complete program

# teens use homework help

We’ll know we’re successful 
in 2011:

+% in local grads

1. Teen reading 
program

2. Online homework 
help

Library is a safe & 
engaging space for 
teens

Success measure or 
Desired impact

Programs & ServicesGoals & Objectives
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Define measures

Immediate:

# teens registering – Program records
# teens completing – Program records
# teen volunteers   - Volunteer data

Teen reaction         - Survey & focus grp

Longterm:
# teens graduating  - school board records

Teen reading program

Online homework help
We’ll know we’re successful in 
2008:

# teens complete program
# teens use homework help

We’ll know we’re successful in 
2011:
+% in local grads

Output & Data SourcesSuccess measure or Impact

Understand
the 

context

Align
objectives

Define
measures

Manage
collection

Interpret
data

Communicate
results

Measurement 
Framework

Adapted from Measuring What Matters: A Library/LRC Outcomes 
Assessment Manual by Lindauer

Identify programs
& services
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Manage collection

• Do it
• Determine a collection schedule
• Are you currently collecting data or 

indicators that are no longer relevant?
• How long do you need to keep data?
• Who is responsible?

Template page 4

Interpret data

• So…..what?
– What does the data say? What doesn’t it say?
– Examine it from various angles
– What is the progress towards the goals & 

objectives?

Page 3 of Framing Template

Template page 4
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Communicate results

• Actually begins when you are understanding the 
context

• Your message to them: “we have contributed 
towards your goals by……”

• If your goals & objectives are meaningful for 
your planning & decision-making, your 
measures will be indispensable

Page 3 of Framing Template

Template page 4

Tell them the story

• OLS-North quickly 
compiled a scrapbook 
of how libraries are 
using funding from 
Ministry of Culture

• Easy stories, photos 
& drawings for 
ministry officials to 
convey, that no report 
every could
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Program Example

2008:
teens complete 
program

# teens use 
homework help
We’ll know we’re 
successful in 
2011:

+% in local grads

Outcomes

# workshops

# attending
# registered

•Staff

•Facilities
•Materials: 
specific 
collections

•Funding

•Volunteers

•Grants

•transportation

•Program 
materials

•Workshops for 
teachers
•Library tours

•Teen reading 
program

OutputsInputs Programs 
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The cascade continues

• Right into every employee’s individual 
goals & objectives

How does my work 
contribute towards 
the library’s 
objectives - & the 
parent organization’s 
objectives?

90% of the people I help on 
the desktop resource 
helpdesk receive the 

assistance they need, and 
report that they save an 

average 30 minutes with the 
the helpdesk service.

Understand
the 

context

Align employee
objectives

Define employee
measures

Manage
collection

Interpret
data

Communicate
results

Measurement 
Framework

Adapted from Measuring What Matters: A Library/LRC Outcomes 
Assessment Manual by Lindauer

Identify programs
& services
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Driving Questions

1. How do you determine what performance 
measures are appropriate for your 
organization?

2. What are the ‘options’ in terms of performance 
measures?

3. What’s involved in developing & implementing 
a meaningful measurement system? 

Critical success factors

Clear Role & Goals

Alignment with Stakeholder Goals

Measures & Communication match Peer Prganizations

Doable Capture & Analysis

Employee Engagement
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Focus on the critical

Produce meaningful measures that enable you to 
do something:

• Demonstrate value that is acknowledged
• Plan and make decisions

If you can’t compete,
you can’t survive

If you can’t measure it
you can’t control

If you can’t improve it,
you can’t compete

If you can’t control it, 
you can’t improve it

Focus on the critical

“there©s no magic set of metrics that works for 
everyone. Similarities exist between libraries 
with similar goals or individuals with similar 
roles. But the question, “What should I measure 
for my library?” has no stock answer. You have 
to figure out for yourself which metrics will most 
assist you with what you©re trying to accomplish.”

Adapted from Melaney Smith, Four Steps Toward Actionable Metrics
Analyzing Customer Data June 3, 2003 

http://www.clickz.com/res/analyze_data/article.php/2215751
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Measures matter

• Libraries matter

• What will change?
– Demand for meaningful measures in a 

complex, crowded, competitive environment

• What will not change?
– Libraries role in positively impacting lives

The real question

How have we impacted your lives today?
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Thank you

Let us know how you are doing!

rebecca@dysartjones.com

With special thanks to Susan Whitehead, at 
Genzyme


