
The Consortium of Academic and Research Libraries in Illinois (CARLI) 
CARLI Counts: Analytics and Advocacy for Service Development 

 
Proposal Summary: CARLI Counts: Analytics and Advocacy for Service Development is a 
continuing education library leadership immersion program that prepares librarians to make 
effective use of research findings on the impact of academic libraries on student success for 
the twin purposes of service development and library advocacy. Program participants will 
learn how to use local library data analytics in alignment with institutional data, goals, and 
strategic priorities to improve their services and demonstrate their value. CARLI Counts 
deliverables will include a portfolio of local case studies, an evaluation of the collective 
statewide impact of those cases, and a replicable state/regional training model for equipping 
librarians to be campus leaders in assessing library impact on student learning and success, all of 
which will be made openly available on the CARLI website. The Consortium of Academic and 
Research Libraries in Illinois (CARLI) requests $243,885 in IMLS funds in partnership with the 
University of Illinois Library at Urbana-Champaign and Lewis & Clark Community College. 
 
1: Statement of Broad Need 
 
Academic libraries are increasingly required to demonstrate their impact on student 
learning and success in competitive campus budgeting processes, accreditation reports, and 
program reviews. Doing so requires thoughtful service design and delivery based on clear goals 
and outcomes that are informed by documented best practices and that reflect local institutional 
priorities and strategies. While a growing body of evidence supports the assertion that academic 
libraries positively impact student success, libraries must make the argument individually to their 
stakeholders in ways that are meaningful to local institutional administrators. 
 
The Consortium of Academic and Research Libraries in Illinois (CARLI) is a consortium of 128 
public universities, private and research institutions (e.g., DePaul University, Northwestern 
University, Newberry Library, Abraham Lincoln Presidential Library, Illinois State Library), and 
community colleges located in metropolitan, suburban, and rural communities. Without 
exception, CARLI libraries are committed to evidence-based program development and 
advocacy; however, they do not all have the resources and/or staff with skills to undertake the 
process of collecting and leveraging data in ways that create compelling narratives connecting 
library services and student success. CARLI can scaffold services and programs at scale that 
individual members lack the resources to launch. The need for training to address these 
challenges is very evident. Nationally, the Association of College and Research Libraries 
(ACRL) has led the way in highlighting both the importance and challenges for academic 
libraries through its Value of Academic Libraries Initiative and related three-year Assessment in 
Action project. ACRL’s recently released “Academic Library Impact: Improving Practice and 
Essential Areas to Research” details a research agenda for investigating the impact of libraries on 
student learning and success but stops short of providing instruction on how to carry out these 
investigations.  
 
A 2017 CARLI webinar on “Linking Academic Libraries with Student Success: The 
Environment, The Status Quo, & The Way Forward” drew record registration from 61 CARLI 
libraries and multiple requests for training, assistance, and further programming. A follow up 
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webinar on “Demystifying the Process: Getting Your Article Published” had 24 registrants, again 
indicating continued high engagement with even specialized topics related to the larger theme.  
 
Similarly, during the last year, the consortium undertook a strategic planning and visioning 
process. Through those discussions it became clear that CARLI librarians, particularly those that 
are in smaller and rural organizations, see the consortium as uniquely positioned to help them 
develop services and advocate for funding and other resources as they grapple with user needs 
and financial pressures. CARLI’s recently adopted strategic plan reflects the important priority 
for this work in the consortium in the Goal Area: “Establish and communicate the value 
proposition for academic and research libraries in Illinois.”  
 
As a Community Anchors (Project Grant), CARLI Counts will increase the capacity of 
academic library professionals to identify community needs, carefully design/redesign service 
programs, investigate their impacts on the community, and integrate theory and practice 
approaches of design thinking, project management, and assessment into their work. The 72 
CARLI libraries that participate in the training program will be directly impacted; however, the 
entire CARLI membership will also be able to learn from the project through the planned 
presentations by participants at the CARLI annual meeting. Finally, the portfolio of local case 
studies and the replicable training curriculum, which will be made openly available online, will 
serve the greater library profession’s need for examples and models that can be adapted by other 
libraries and consortia. By drawing on the ACRL Value of Academic Libraries work, including 
the findings of the Assessment in Action project and the Academic Library Impact research 
agenda, as well as the broader fields of library assessment and advocacy, CARLI Counts is firmly 
grounded in current theory, scholarship, and practice.  
 
CARLI Counts is also aligned with the priorities across higher education. In its “Top 10 IT 
Issues, Technologies, and Trends,” the EDUCAUSE Center for Applied Research reports that in 
more than 69 percent of responding institutions, analytics was viewed as a major priority for at 
least some departments, units, or programs and 28 percent reported that analytics was a major 
priority for the entire institution. Only six percent reported that analytics was not a priority or an 
interest. EDUCAUSE also cites data-driven decisions as one of the most influential trends in 
higher education in 2018. Libraries must become facile with using analytics to tell their stories. 
 
2. Project Design 
 
CARLI Counts: Analytics and Advocacy for Service Development is a continuing education 
library leadership immersion program that prepares librarians to make effective use of 
research findings on the impact of academic libraries on student success for the twin 
purposes of service development and library advocacy. Program participants will learn how 
to use local library data analytics in alignment with institutional data, goals, and strategic 
priorities to improve their services and demonstrate their value. CARLI Counts deliverables will 
include a portfolio of local case studies, an evaluation of the collective statewide impact of 
those cases, and a replicable state/regional training model for equipping librarians to be campus 
leaders in assessing library impact on student learning and success, all of which will be made 
openly available on the CARLI website.  
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CARLI Counts is intentionally designed to be highly participatory and team-based. The 
project design draws on the immersive leadership education models developed in the Illinois 
State Library’s ILEAD USA: Innovative Librarians Explore, Apply and Discover (ILEAD) and 
the Association of College and Research Libraries’ Assessment in Action (AiA), both highly-
successful IMLS-funded grant projects. ILEAD combined web technology skill-building with 
leadership training, in order to increase exposure of services, engage libraries' constituents, and 
provide opportunities for collaborating on innovative projects. AiA focused on strengthening 
academic librarian competencies for campus leadership and data-informed advocacy, specifically 
in relation to institutional goals for student learning and success. Cohort and team structures, 
collaborative learning, sustained interaction through face-to-face meetings and online technology 
training sessions, year-long project-work, and a culminating presentation, are signature 
pedagogies of both ILEAD and AiA, and thus of CARLI Counts.  
 
In preparation for this grant proposal, former ILEAD participants were asked via email about the 
significance (if any) of the team-based approach to their individual learning and team 
productivity. Following are selected comments: 
 

• I think the greatest strength of ILEAD was how it gave teams from libraries/cities I’d 
never heard of a platform. The ideas for innovations were ingenious.  

• Having experienced ILEAD from the perspective of both a team member and team 
mentor, the greatest takeaway in each situation had everything to do with working 
together toward a common goal. The lessons of matching strengths to tasks, and breaking 
out of comfort zones, were invaluable. 

• The teamwork aspect of ILEAD was like scaffolding. We built on each other’s ideas to 
continuously improve our final product. We encouraged each other, we laughed and we 
helped lift each other up. We rendered a good final product.  

• I believe in teamwork because I feel that we can get more done if everyone’s ideas are 
shared and given consideration. I also believe in the shared energy of team members and 
know that ideas can spark and grow from working in groups. 

 
Specifically, CARLI Counts uses peer-to-peer learning and community of practice 
approaches as the fundamental organizing structures for the curriculum and the design of 
participant experiences. CARLI Counts facilitators, speakers, mentors, etc. have all been selected 
for their expertise with and commitment to participatory and immersive program pedagogy and 
the grant evaluator has experience with evaluation of participatory programs.  
 
CARLI Counts will be comprised of two year-long cohorts, each with 30 participants 
representing 30 different institutions, working in teams of five with an “advanced learner” 
participant-mentor drawn from Illinois participants in AiA or ILEAD. As such, each cohort 
will serve 36 participants at 36 different institutions across CARLI. 
 
The curriculum will be developed in the first months of the grant project. Curriculum topics 
will include library assessment, evidence-based library practice, data ethics and privacy, service 
design, leadership, and advocacy. Invited speakers will bring expertise and different viewpoints 
on these topics. In developing the curriculum, CARLI Counts will draw on results of the 
Assessment in Action project, ILEAD, and other open educational resources.   

http://www.cyberdriveillinois.com/departments/library/libraries/ileadusa.html
http://www.ala.org/acrl/AiA
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Each cohort will attend two, two-day in-person meetings (February and July). In addition, 
participants will attend webinars (April, May, June, September, and October) and work online 
collaboratively throughout the program, culminating in team presentations at the November 
CARLI Annual Meeting.  
 
Each team will work with one or more effective practice focus areas drawn from Creating 
Sustainable Assessment through Collaboration: A National Program Reveals Effective Practices, 
for example: (1) students benefit from library instruction in their initial coursework; (2) 
collaborative academic programs and services involving the library enhance student learning; 
and (3) library research consultations boost student learning. For each effective practice, team 
members will examine library services and institutional priorities through the lens of the 
effective practice, investigate local library effectiveness through analysis of local data, and create 
advocacy strategies based on the results. Particular emphasis will be placed on issues related to 
student privacy, data security, and ethics of learning analytics so as to ensure that the library 
assessments that are undertaken reflect a privacy-by-design approach to data collection and 
analysis.  
 
Each team will contribute a case study to the cohort portfolio. A case study will be tied to a 
minimum of one of the practice focus areas. For example, team that is working with the focus 
area “students benefit from library instruction in their initial coursework” would use their own 
institutions as settings in which to explore topic. They will begin by identifying current program 
offerings as well as available data for investigating the impact of those programs. They will 
identify methods for analysis and create narratives to communicate the results. As the team 
participants then compiles the local investigations into a team case study, they will compare and 
contrast the local investigations, synthesize lessons learned, and create an integrated narrative 
about their practice focus area. 
 
The resulting two cohort portfolios of local cases studies will be evaluated for their collective 
statewide impact as well as potential for implementation and adaptation to other institutional 
settings.  
 
Invited speakers for the February and July two-day, in-person meetings are anticipated to include 
a CARLI library director, who will provide an administrative perspective on the importance of 
connecting library service design and assessment with campus priorities, a library learning 
analytics researcher with deep knowledge of privacy and ethics issues, and an expert in 
institutional communications and public speaking. Each team will also work with an “advanced 
learner” mentor during the in-person meetings who will be asked to assist with project 
management and team collaboration and communication, an approach that was proven 
particularly effective in ILEAD.  
 
The curriculum will be developed in the first months of the grant project; however, a draft 
curriculum outline, which will be adjusted through input from the CARLI Counts Advisory 
Board as well as over time on the basis of participant feedback and project evaluation data, 
follows: 
 

http://learningoutcomesassessment.org/occasionalpaperthirtyone.html
http://learningoutcomesassessment.org/occasionalpaperthirtyone.html
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Timeline Activity 
January Pre-Work  • Readings on library assessment, service design, learning analytics, 

and data privacy and security.  
• Identify campus documents related to institutional priorities for 

student learning and success as well as campus leaders in 
assessment, analytics, and research ethics/IRB. 

February Meeting  • Interplay between service design, delivery, and assessment, and 
library advocacy using a program logic model. 

• Designing an assessment for a focus area such as first-year student 
library instruction, collaborative academic programs, library 
research consultations, etc.  

• Identifying existing and needed data as well as methods for 
collection and analysis using a privacy-by-design lens for 
assessment. 

April Webinar  • IRB/human subjects regulations, library ethics, and learning 
analytics.  

May Webinar  • Analyzing quantitative and qualitative data. 
• Connecting data with assessment questions. 

June Webinar  • Review program logic model. 
• Finalize data collection and analysis plans. 

July Meeting  • Collaborative data review and analysis. 
• Using data and analyzed findings for advocacy. 
• Connecting library findings with campus priorities. 

September Webinar  • <intentionally open – to be determined by needs of participants> 
October Webinar  • Data visualization and presenting your results. 
Fall CARLI Annual 
Meeting 

• Poster presentations of team projects. 
• Session/panel integrating results across projects by grant personnel. 

 
CARLI Counts key project staff are well positioned to ensure success of this project.  
 

• Principal Investigator Anne Craig is a seasoned grant administrator, the architect of 
ILEAD, and the Executive Director of CARLI. Her team-based approach to addressing 
constituency needs was eventually adopted by 12 state libraries in the ILEAD USA 
IMLS-funded projects. 

• Co-Principal Investigator Lisa Janicke Hinchliffe established the Value of Academic 
Libraries Initiative during her 2010-11 ACRL Presidency and is a leading scholar on 
library assessment, evidence-based practice in library and information practice, and 
library impact evaluation. Lisa was also the lead co-designer of the Assessment in Action 
program and currently facilitator of the training curriculum for the ACRL Standards for 
Libraries in Higher Education. She will serve as the lead curriculum developer.  

• Curriculum Advisor Dennis Krieb is a champion for assessment in CARLI and a 
national leader in library learning analytics. His position as head of both the library and 
institutional research at his college provides a unique vantage point for understanding 
how library data can be incorporated with institutional data to help guide library service 
development and impact.  
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• Grant Evaluator Karen Brown is a professor in the Dominican University iSchool and an 
experienced program evaluator. She served as the project analyst for the IMLS grant that 
supported the ACRL AiA program.  

• A Graduate Hourly Employee (to be hired) will provide ongoing assistance with 
curriculum development, marketing, program evaluation, in-person and online training, 
and grant reporting for the project. 
 

A CARLI Counts Advisory Board will include elected members of the CARLI Board of 
Directors, Kara Malenfant, ACRL Senior Strategist for Special Initiatives, and Gregory 
McCormick, Director of the Illinois State Library.  
 
The CARLI Counts project will start on October 1, 2018, with the Curriculum Team (Craig, 
Hinchliffe, and Krieb) designing the curriculum and working collaboratively with the grant 
evaluator (Brown) to integrate the project evaluation plan with the cohort lifecycle. It is crucial 
that the project evaluation be embedded throughout the cohort experience so as to analyze not 
just the cohort products but also the process in order to best understand what aspects of the 
CARLI Counts curriculum are most effective and how they can be improved. Specifically, the 
evaluation design will ensure that the curriculum will be reviewed and revised between the two 
cohorts.  
 
CARLI staff will manage advertising, sign-up, and event logistics. Each cohort will begin 
meeting in February and conclude with presentations at the fall CARLI Annual Meeting. The 
project concludes with summative program evaluation in September 2021. Results of CARLI 
Counts will be shared at national conferences and on the CARLI website. 
 
Participants’ attendance (lodging and meals) will be covered by grant funds in order to 
encourage a wide range of attendance from the spectrum of CARLI members, many of whom 
have had their travel and conference budgets eliminated due to drastic cutbacks in higher 
education funding in Illinois. CARLI offers some of the only opportunities for no-cost and 
affordable professional development among Illinois academic librarians, thereby linking the 
profession by providing learning and networking opportunities. 
 
Major milestones in the CARLI Counts project are represented below as well as the evaluation 
mechanisms. 
 
Date Activity Evaluation  
October-
December 
2018 

Develop and refine 
training curriculum. 

• Curriculum development process aligns with 
the best practices advised in Understanding 
by Design (Wiggins and McTighe).  

• Advisory board review of curriculum using 
adaptation of Quality Matters rubric to 
evaluate learning outcomes, instructional 
materials, learning activities, learner 
interaction, and course technology.  
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November-
December 
2018 

Publicize project to 
CARLI members, solicit 
nominations for 
participation, and select 
first cohort. 

• Number of nominations (Goal: 40) 
• Cohort is 75% small/medium libraries. 
• Cohort represents a wide range of 

institutional types and geographic regions in 
Illinois 

January-
October 2019 

Training program 
delivered (cohort one) 
with integrated grant 
evaluation activities. 

• Consistent participation in in-person and 
webinar events. 

• Participant feedback on usefulness and 
effectiveness of training. (90% of the 
librarians report an increase in their 
knowledge and proficiency of local data 
collection and analysis and the creation of 
advocacy strategies in focus groups 
conducted at the conclusion of training 
program; 90% of librarians’ ratings on a 
library skill set assessment instrument 
administered at the start and after completion 
of the project activities will reflect an 
improvement) 

• Observations of engagement at in-person 
meetings and during webinar sessions using 
adaptation of National Survey of Student 
Engagement’s (NSSE) Ten Engagement 
Indicators show high levels based on Likert 
scale ratings. 

Fall CARLI 
Annual 
Meeting 2019 

Teams present posters. 
Session/panel about 
overall project. 

• Analysis of team projects document that 85% 
demonstrate evidence-based library practice, 
data ethics and privacy, and effective service 
design, leadership, and advocacy. 

• Attendance at poster session by annual 
meeting attendees meets average or higher 
numbers than documented at past sessions. 

• Attendance at annual meeting session/panel 
meets average or high numbers for similar 
sessions. 

October-
December 
2019 

Revise training 
curriculum. 

• Advisory board review of revised curriculum 
using an adaptation of Quality Matters 
rubric; review of improvements in gaps or 
deficiencies identified in participants’ ratings 
of usefulness and effectiveness of training. 

• Survey feedback from first cohort members 
about revised curriculum components 
reflects 95% satisfaction with revised 
training. 
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November-
December 
2019 

Publicize project to 
CARLI members, solicit 
nominations for 
participation, and select 
second cohort. 

• Number of nominations (Goal: 40) 
• Cohort is 75% small/medium libraries. 
• Cohort represents a wide range of 

institutional types and geographic regions in 
Illinois 

January-
October 2020 

Training program 
delivered (cohort two) 
with integrated grant 
evaluation activities. 

• Consistent participation in in-person and 
webinar events. 

• Participant feedback on usefulness and 
effectiveness of training. (90% of the 
librarians report an increase in their 
knowledge and proficiency of local data 
collection and analysis and the creation of 
advocacy strategies in focus groups 
conducted at the conclusion of training 
program; 90% of librarians’ ratings on a 
library skill set assessment instrument 
administered at the start and after completion 
of the project activities will reflect an 
improvement) 

• Observations of engagement at in-person 
meetings and during webinar sessions using 
adaptation of National Survey of Student 
Engagement’s (NSSE) Ten Engagement 
Indicators show high levels based on Likert 
scale ratings. 

Fall CARLI 
Annual 
Meeting 2020 

Teams present posters. 
Session/panel about 
overall project. 

• Analysis of team projects document that 85% 
demonstrate evidence-based library practice, 
data ethics and privacy, and effective service 
design, leadership, and advocacy. 

• Attendance at poster session by annual 
meeting attendees meets average or higher 
numbers than documented at past sessions. 

• Attendance at annual meeting session/panel 
meets average or high numbers for similar 
sessions. 

December 
2020-
September 
2021 

Summative evaluation. • Surveys of cohort participants and the library 
directors at participating libraries reflect that 
90% used local library data analytics in 
alignment with institutional data, goals, and 
strategic priorities to improve their services 
and demonstrate their value. 

• Survey feedback from CARLI library 
directors at non-participating libraries 
indicate that 70% have implemented and 
adapted the project materials on their campus 
to expand and enhance demonstration the 
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library’s impact on student learning and 
success (e.g., how have they used the 
materials?).  

 
3. Diversity Plan 
 
CARLI is a consortium of 128 public universities, private and research institutions, and 
community colleges located in metropolitan, suburban, and rural communities. The 5th most 
populous state, Illinois is 17% Hispanic, 15% African American and 6% Asian. This project 
would ultimately touch a tremendously diverse number of students. Member libraries range in 
size and scope from the University of Illinois at Urbana-Champaign, one of the nation’s largest 
libraries, to small, one-staff-member libraries. Participants will reflect this diversity, ranging 
from new to seasoned professionals who perform many different job duties, from all types of 
academic members, and from all regions of Illinois. As CARLI member libraries serve 92% of 
higher education students in Illinois, CARLI Counts will ultimately impact a tremendously 
diverse array of students. Registration is anticipated to reflect small and medium member 
libraries as 75% of the participants. When nominating librarians for participation, library 
directors will be encouraged to select librarians who reflect the diversity of their communities.  
 
CARLI Counts will evaluate the effectiveness of its diversity plan by monitoring nominations 
for participation in the program in order to ensure that at least 75% of the participants are from 
small and medium member libraries. Particular attention will be paid as well to including 
libraries that serve rural areas as well as minority and other under-represented populations.  
 
4. Broad Impact  
 
As a result of CARLI Counts, Illinois academic librarians will be able to effectively and 
systematically leverage national and local data and communicate impact narratives that convey 
to stakeholders how their libraries bolster student learning and success. By connecting with 
ACRL’s Value of Academic Libraries Initiative, CARLI Counts will amplify the impact of 
ACRL’s national efforts by diffusing them throughout an existing state consortium. By 
leveraging the work of the consortium, the grant will provide concentrated and scalable impact 
for program development and advocacy in Illinois’ academic libraries. 
 
As a result of CARLI Counts, 72 CARLI libraries will have trained staff able to use research 
findings on the impact of academic libraries on student success for service development and 
library advocacy and all CARLI libraries will have access to proven models for successful 
advocacy and service design. CARLI member libraries serve 92% of the students enrolled in 
higher education in Illinois and so within Illinois alone over 300,000 students will have access to 
a library with improved services through this project.  
 
Specifically, CARLI Counts will ensure that 1) program participants are more confident in their 
skills and abilities related to service design and library advocacy; 2) CARLI libraries are better 
equipped to demonstrate their value to stakeholders. Respectively, these will be assessed through 
self and peer evaluations and analysis of local case studies and collective statewide impact using 
ACRL’s Academic Library Impact as an evaluative framework. Additionally, through the 

http://www.acrl.ala.org/value/
http://www.ala.org/news/press-releases/2017/09/acrl-releases-academic-library-impact-action-oriented-research-agenda-library
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replicable training curriculum, CARLI Counts will seed a long-lasting state/regional 
continuing education program that can serve as a national model. CARLI Counts personnel will 
make themselves available to consult with other consortia that may wish to adopt and/or adapt 
this model. The program is highly transportable to other contexts because of the distinctive 
nature of the design of the deliverables.  
 
In addition to the training materials and team projects that will be available on the CARLI 
website, ACRL has agreed use their communications channels, including hosting a national 
webinar, to showcase the results of CARLI Counts as a model for how consortia might serve their 
members’ needs for training related to value, library impact, and assessment. This webinar will 
be offered without charge and the recording will also be available through the CARLI website.  
 
Project personnel will also seek to present the results of CARLI Counts at professional 
conferences such as the International Coalition of Library Consortia, Charleston, and Association 
of College and Research Libraries conferences. All presentation materials will also be posted on 
the CARLI website. Attendance at the webinar and conference presentations as well as download 
statistics are indicators of board impact that will be incorporated in the CARLI Counts evaluation 
report. 
 
 


