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1 OVERVIEW & REPORT ORGANIZATION
Thomas J. Hennen Jr. conducted research as described in a companion Metrics Report for Porter
County Public Library in Indiana. The intent was to find libraries that might be able to provide
clues about “Best Practices” for library services for Porter County Library to consider. After an
extensive search, we narrowed the field to just a dozen of the over 9,000 libraries in the U.S.
Based on further examination of the metrics, we chose three of that dozen “Best Practice
Libraries.” Calvert Library is one of those three. The other two libraries are Lakewood Public
Library in Ohio and Carmel-Clay Public Library in Indiana. See Section 10 for a summary of
the Best Practice libraries. This report is designed to provide context for the questions we are
asking of Calvert Library.
Questions and Questionnaire
We designed this report to include our questions for Calvert Library along with the metrics we
investigated. We asked questions in Sections 5, 7, and 8 in this report. Nevertheless, we
anticipated that it may be easier for Calvert Library to provide the answers to our questions in a
separate document; Questions for Calvert County Library, Maryland.
Report Organization
Sections 2 & 3 set the stage by showing snapshots of the demographics of Calvert and Porter
libraries. Section 4 illustrates the data comparisons used to identify the dozen libraries we chose
for special consideration as “Best Practice Libraries.” Using the most recent federal data, we
selected libraries with exceptional input and output measures. In Section 5, we noted that
Calvert Library stands out even in this select group because it has surprisingly high outputs given
its input levels. In this section, we listed a general consulting note and broad overview questions.
Section 6 covers building sizes for 87 libraries selected by the criteria described in that section to
provide a set of potential benchmarking or peer libraries. The section also compares 1992 to
2016 total operating and capital expenditures of the 12 “Best Practice Libraries.” Calvert is one
of the lowest spending for both operating and capital but still has robust outputs, so we were
curious how the library did this. Section 7 covers historical data (1992 to 2016) that compares
Calvert inputs and outputs to those of Porter. On each metric, we included brief observations
and specific questions for Calvert Library. In Section 8 we reviewed Calvert Library’s current
Long-range Plan and asked specific questions on areas of interest. We were especially interested
in Calvert’s planning teams, virtual 5th branch, and marketing efforts. Section 9 provides a
HAPLR 2.0 Report on Calvert and the 11 other Best Practice libraries included in this report.
Section 10 provides an overview of Hennen Library Consulting.
Further information on Porter County Library Study:
https://hennenlibrary.org/porter-county-library-study/

Hennen Library Consulting

Calvert Library, MD
Page 2

February 2018

2 CALVERT COUNTY LIBRARY (MARYLAND) DESCRIPTION
Calvert Library, More Than You Can Imagine!
Calvert Library opened in 1959 and building on its history of customer service, the staff of Calvert
Library continues to make every effort to reach out and welcome every citizen. Calvert Library continues
to keep pace with technology for the benefit of our customers and provide fun and educational events for
all ages!

Source: Calvert Library Web Site – February 2018.
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3 CALVERT & PORTER COUNTY DEMOGRAPHICS




Calvert County is located in Maryland. As of the 2010 census, the population was 88,737. The
county seat is Prince Frederick. Calvert County is included in the Washington-Arlington-Alexandria,
DC-VA-MD-WV Metropolitan Statistical Area. The county has one of the highest median household
incomes in the United
States.
Porter County is a county
located in the U.S. state of
Indiana. As of 2010, the
population was 164,343.
The county seat is
Valparaiso. This county is
part of Northwest Indiana
as well as the Chicago
metropolitan area.
Source: National Association of Counties: Explorer.NACo.org
Both counties
are within a
50-mile radius
of major
metropolitan
areas.
The libraries
and branches
shown here
are depicted
by relative
building sizes.
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4 METHODOLOGY
Porter County Public Library engaged Hennen Library Consulting to identify “best practice
libraries” from which it could learn as it develops its long-range plans. The data for the statistics
included here are from the Institute of Museums and Library Services (IMLS) The IMLS dataset
was published in summer 2016. It includes data filed in 2015 by over 9,305 public libraries in
the U.S. They serve over 319 million U.S, residents. Some libraries have multiple branches so
the total of library buildings exceeds 16,000. We narrowed the field to a manageable subset of
Porter County peers. This report provides a summary of the methodology employed to sort
libraries to compare them to Porter County Library. Porter County Library is in the 100,000 to
250,000 population range traditionally used by the Institute of Museums and Library Services
(IMLS). Libraries were sorted by their population category as of the most recent population data
provided by IMLS. We identified 929 U.S. libraries in the 50,000 to 250,000 population range.
Note that population changes in the historical metrics section can move a library in or out of this
range in the 25-year cycle used for historical metrics.
Because Porter, like all Indiana libraries, is a district library, we focused on wider unit libraries.
That included districts, county, city-county, and multi-jurisdictional libraries but not municipal,
non-profit, or other types of libraries. The libraries are as follows:
 Tippecanoe County and Monroe County are peers that Porter County traditionally uses.
 The other 3 Indiana libraries (Carmel Clay, Hancock, and La Porte) have output
percentile averages that exceed their input levels.
 The remaining 5 libraries (Calvert, Cecil, Farmington, Lakewood, Roanoke, and
Westerville) have high HAPLR 2.0 scores, and output percentile averages that exceed
input levels, and budgets comparable to that of Porter County Library System ($3 million
to $6 million).
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4.1 INPUT & OUTPUTS FOR 9,231 U.S. LIBRARIES
The chart below compares the average input percentiles (horizontal line) to output percentiles
(vertical line). We expect outputs to rise as inputs rise (diagonal line). R-squared (also known
as the coefficient of determination, or the coefficient of multiple determination for multiple
regression). R-squared is a statistical measure of how close the data are to the fitted regression line. Rsquared is the percentage of the response variable variation that is explained by a linear model. R-squared
equals explained variation / Total variation. R-squared is always between 0 and 100%:




0% indicates that the model explains none of the variability of the response data around its mean.
100% indicates that the model explains all the variability of the response data around its mean.
R-squared for this dataset is 69%.

One way to describe this is to say that the more you put into a library, the more you tend to get out of it.
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4.2 SELECTED PEERS
The graph below lists just the chosen peers for Porter County Library System rather than all 9,231
libraries in the previous graph. Libraries above the diagonal line have outputs that exceed input. So, for
instance, Roanoke, VA has about the same level of inputs as Porter County Library System but higher
outputs. Calvert, MD has similar inputs to Tippecanoe but higher outputs.
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5 BEST PRACTICE LIBRARY HAPLR 2.0 SUMMARY
5.1 DATA SUMMARY FOR SELECTED BEST PRACTICE LIBRARIES
For our report, Porter County’s percentile scores were shown side by side with those of each best
practice peer library in turn. A library with a percentile score, for instance, of 95% does better
on a measure such as circulation per capita than 95% of the 929 libraries considered. The ribbon
indicates the three libraries chosen for special study.

5.2 DATA SUMMARY FOR CALVERT & PORTER

Hennen Library Consulting

Calvert Library, MD
Page 8

February 2018

5.2.1

Hennen Library Consulting note:

After an extensive search, we used Hennen Library Consulting metrics to narrow the field
to just a dozen of the over 9,000 libraries in the U.S. Based on further examination of the
metrics, we chose three of that dozen “Best Practice Libraries.” Calvert Library is one of
those three.
As Table 5.1 illustrates, Calvert’s rate of outputs over inputs is the best in class of this
carefully chosen Best Practice group. This leads us to believe that Calvert may have
lessons to teach about what it takes to provide high performance library services.
As Table 5.2 illustrates, on the input side, Calvert spends more per capita and has about
the same rate of staffing but has fewer book volumes and a much smaller building.
Nevertheless, on the output side, its rate of visits, circulation, public Internet uses, and
program attendance all outpace Porter’s rates.
5.2.2

Questions:

We ask many more specific questions in Sections 6 and 7 of this report, but here we would like
to ask some general ones.
We believe that Calvert Library must be doing things exceptionally well because even in
this select group of a dozen libraries, its average of input measures is well exceeded by
its outputs. What do you think accounts for this exceptional performance?
Do you have other libraries that you use for benchmarking purposes? If so, which are
they and how are they chosen?
What have you learned from other libraries that you have benchmarked?
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6 BUILDING DATA
For this comparison, we used 87 libraries:







Porter County Public Library System.
Porter Peers. The 11 libraries here include 5 Indiana district libraries and 6 other wider
unit libraries. See next page for list of libraries.
State Districts. Indiana has more library districts than most states. Libraries with
taxing authority and relatively independent boards are not very common in the U.S. The
20 libraries here are the Indiana district libraries not included in the Porter Peers category
above.
Wider – moderate. This category includes 10 “Wider Unit” libraries with budgets
similar to Porter County L.S. and high HAPLR scores: library districts (LD) city county
libraries (CC), county libraries (CC), or Multi-jurisdictional (MJ).
Wider – high. This category includes 42 “Wider Unit” libraries with budgets much
higher than Porter County L.S. and high HAPLR scores.

Calvert County Public Library has one of the smallest building footprints for this group.
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6.1 OPERATING & CAPITAL EXPENDITURES: BEST PRACTICE LIBRARIES
This graph indicates total operating and capital expenditures by best practice peers from 1992 to
2016. (Please note that the national data from the Institute for Museums and Library Services
did not, at the time of writing, include 2013 through 2015). Fiscal years vary by state but the
2016 data for Porter County Library are from the calendar year ending 12/21/2015.
Calvert County Library has the second lowest expenditure rate and very little capital expenditure
for the period covered.
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7 HISTORICAL DATA
The graphs in this section cover 11 metrics commonly used for libraries. They illustrate library data for
the period 1992 to 2016. Please note that the federal data provided by the Institute for Museums and
Library Services (IMLS) do not currently include 2013 to 2015 in a useable dataset. Consequently, the
graphs skip from 2012 to 2016. Some of the metrics, public Internet uses or program attendance, for
example, have only been recorded more recently.
The years used in the IMLS dataset can be very confusing. There is a considerable delay in reporting of
library data as well as variation in the reporting years in the various states. The report data from IMLS
used here was published in August 2017. Reports to IMLS were received by August 2016 for the previous
Fiscal Year. Reporting years for states vary widely. The 2016 reporting year recorded here for Porter
County ran from January to December 2015. For Calvert Library, it ran from July through June 2015.
The consulting notes for each metric include comparisons from the Hennen Library Consulting dataset
that is based on IMLS data. The narrative is intended to add context to the graphs by adding comparisons
to the broader group of libraries considered as well as to the Best Practice Libraries in this report.
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7.1 COLLECTION EXPENDITURES

7.1.1 Hennen Library Consulting note:
Per capita collection expenditures have been relatively flat in recent years and lower than Porter’s rate.
The amounts here have not been inflation adjusted. Calvert’s 2016 collection expenditure rate at $4.10 per
capita is very close to the $3.76 average for 929 libraries in serving 50,000 to 250,000 population but
nearly 46% lower than the $7.58 rate of Best Practice peers. At 66% your print materials expenditures
are close to average for 929 libraries serving 50,000 to 250,000 populations, but noticeably lower than the
49% rate of the “Best Practice libraries.” In short, your materials spending appears to be average for
dollar amounts and percent of print materials but noticeably lower than Best Practice peers.
7.1.2

Questions:

Can you comment on your library’s collection development budget and how it fits into your longrange planning?

Does the current collection budget meet the community’s needs?

Other comments:
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7.2 TOTAL EXPENDITURES

7.2.1 Hennen Library Consulting note:
Operating expenditures have been rising steadily since 1999, eclipsing Porter’s rate since 2005. The
amounts here have not been inflation adjusted. At $47.03 per capita, the rate is about 40% higher
than Porter and the 929 libraries in your population category but 15% lower than the rate for Best Practice
peers.
7.2.2

Questions:

Can you comment on your library’s overall operating budget and how it fits into your long-range
planning?
Does the current operating budget meet the community’s needs?
As noted in Section 6 above, your capital expenditure rate is much lower than the select group of 12
peers. The wider group of 569 libraries in your population category averages $3.61 per capita in
capital expenditures compared to your $0.33. Can you comment on the impact of this on your
planning and operations?
Other comments:
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7.3 BOOK VOLUMES

7.3.1

Hennen Library Consulting note:

Book volumes owned per capita are at about half the rate of Porter and fairly stable, yet, as we will see
later, visits and circulation have risen for most years and match or exceed Porter’s rates. Calvert’s rate at
2.2 is very comparable to the 929-peer average of 2.0 but only 30% lower than the Best Practice peer rate
of 3.6 per capita.
7.3.2

Questions:

Are you happy with your current total of book volumes and collection expenditure allocation?

Do you have target rates for various types of materials acquisition?

Do the sizes of your buildings have an impact on collection size? If so, how?

Other comments:
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7.4 SUBSCRIPTIONS

7.4.1 Hennen Library Consulting note:
Your 369 subscriptions on a per capita basis are at about half the rate of Porter and fairly stable since
1997.
Your rate is also lower than the Porter’s 1,016 rate, the 929-peer average of 462, or the 507 rate of Best
Practice peers. The national trend for subscriptions has fallen noticeably since about 1999 but Calvert’s
rate is still higher than it was in 1999. It should also be noted that the national data are somewhat
obscured by a shift to electronic access to magazines, often in state or regional consortia.
7.4.2

Questions:

Are you satisfied with the current subscription rate or do you have plans to alter it? If so, how and
in what categories?
Has your periodical collection been affected by state or regional collection development? If so,
please explain.
Other:
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7.5 STAFFING PER 1,000 RESIDENTS

7.5.1 Hennen Library Consulting note:
Your current rate of FTE staffing is marginally higher than Porter’s and rising moderately since 1998.
Your 2016 rate of 0.61FTE per 1,000 of population was 25% higher than the average for 929 libraries in
the 50k/250k category but 18% below the Best Practice library average. Calvert staff circulate nearly
21,000 items per FTE staff member annually. That is 25% better than the 16,600 rate for most libraries
(and 36% higher than Porter), but 5% less than the 21,800 rate at Best Practice peers. In short, while your
library has more staff than average, they also circulate more items per staff member than most.

7.5.2 Questions:
Do you think that you have the right size and composition of library staffing, and if so, why?

If not, how would you change things?

Other comments:
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7.6 REFERENCE

7.6.1 Hennen Library Consulting note:
Calvert’s Reference rate is remarkable both because of its growth rate and because of its current totals.
Nationally, reference has been falling since around the year 2000 while Calvert’s rate has grown
substantially as this graph illustrates. Calvert’s current rate of 1.7 reference responses per capita is more
than 5 times Porter’s rate, more than twice the average for 929 libraries in the 50k/250k category, and
27% higher than the 1.4 rate of Best Practice peers.
7.6.2 Questions:
To what do you attribute this remarkably high and rising rate of reference when most other
libraries are seeing a decline?

Is the trend related to the 5th branch strategy outlined in your long- range plan? If so, can you
explain how?

Other comments:
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7.7 VISITS

7.7.1 Hennen Library Consulting note:
Your rate of visits per capita, 5.5 is about 1/3 higher than Porter’s or the average for 929 libraries in the
50k/250k category but about 20% below the Best Practice libraries’ median score. Your rate of
circulation per visit at 2.3 matches the Best Practice library rate and is 37% higher than the 1.7 rate for
929 libraries in the 50k/250k category. It is also 25% higher than Porter’s 1.8 items per visit score.
7.7.2 Questions:
What do you think accounts for your high rate of visitors and circulation per visitors? Do you have any
suggestions for other libraries?
Some libraries serve a lot of residents outside their designated service areas, resulting in higher visitor
rates. Is that the case for Calvert? In other words, is most of your circulation to Calvert County
residents?

Other comments:
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7.8 CIRCULATION

7.8.1 Hennen Library Consulting note:
Your 2016 per capita rate of circulation at 12.6 is much higher than the 6.9 average for 929 libraries in the
50k/250k category and Porter’s rate of 8.0. It is about the median for the Best Practice libraries.
7.8.2 Questions:
Your rate of circulation per capita is more notable given the somewhat lower rate of funding,
building size, and staffing that we noted in sections 6.1, 7.1 and 7.5 above. Can you indicate what
you believe accounts for this remarkable efficiency?
Can you provide suggestions for collection development strategies or staff allocation that could help
Porter and other libraries to achieve comparable success?

Other comments:
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7.9 PROGRAM ATTENDANCE

7.9.1 Hennen Library Consulting note:
Your program attendance rate of over 60,000 is almost twice the per capita rate of Porter or the average
for 929 libraries in the 50k/250k category and nearly the same as the rate for Best Practice libraries.
7.9.2 Questions:
Do you have any suggestions regarding program offerings or methods of encouraging attendance?

What types of promotions have proven successful?

Other comments:
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7.10 PUBLIC INTERNET TERMINALS

7.10.1 Hennen Library Consulting note:
This metric has been falling nationally in recent years as more library users use Wifi with their own
devices. Nevertheless, your per capita rate of 1.6 is about twice that of Porter or the average for 929
libraries in the 50k/250k category while being close to the 1.6 median rate of Best Practice peers.
7.10.2 Questions:
Do you have any thoughts or suggestions regarding public access terminals in the library?
Do you have plans for increasing or decreasing the number or public access computer terminals?
Do you provide Wifi access? Do you find that it is replacing the need for public access terminals?

Other comments:
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7.11 PUBLIC INTERNET USES

7.11.1 Hennen Library Consulting note:
This metric has been falling nationally and at Porter County Library in recent years as more library users
use Wifi with their own devices. Nevertheless, Calvert’s per capita rate of 1.6 is about twice that of
Porter or the average for 929 libraries in the 50k/250k category. Calvert is very close to the 1.6 median
rate of Best Practice peers for uses. Since public Internet uses are contingent upon available public access
computers, we looked at available access points for the 929 libraries in the 50k/250k category. We found
that Calvert, with 1.3 public access computers per 1,000 residents is in the 84th percentile. That compares
to Porter in the 60th percentile.
7.11.2 Questions:
Is there anything you can think of that lends itself to your higher use rate?
How do you see the future usage rate of your public access computers?
Do you anticipate expanding, contracting, or stabilizing the number of public access computers you
will have available in the future.
Do you, or can you, track Wifi access? Can you comment on your results?

Other comments:
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8 LONG RANGE PLAN QUESTIONS
8.1 STRATEGIC PLANNING PROCESS
We noted that during your last planning cycle you established 5 staff teams:
 Customer Demographics
 Customer Survey
 Focus Group
 Benchmarking
 Program Inventory
We were especially interested in anything you might have to share regarding the results from the
Customer Survey and Benchmarking teams. We wondered if the work of these teams is ongoing or
ad hoc for each planning cycle. We also wonder if you could share any results?

8.2 STRATEGIC GOAL 1. SUPPORT A STRONG COMMUNITY
Regarding the objective to develop embedded library partnerships, we would like to know if you
were able to identify physical locations that attract potential customers and if you were able to
provide library services to customers outside the physical library locations.

8.3 STRATEGIC GOAL 2. EXPAND SERVICES TO SPECIFIC POPULATIONS
Regarding your objective to expand services to teens, can you describe your success with
providing teen-centric spaces even with insufficient space in some branches?
Regarding your objective to expand opportunities for community engagement, can you describe
the results of your efforts to further develop a volunteer force with subject matter expertise in
order to expand engagement and lifelong learning opportunities for your customer?

8.4 STRATEGIC GOAL 3 WAS TO ENLARGE “VIRTUAL 5TH BRANCH.”
What were the results of your efforts to expand virtual collections?
Were your efforts to increase access to classes and events online a success? Can you describe
what worked and what did not work? We would be especially interested in the results of any
experimentation with “real-time chat and asynchronous discussions.”
What “technology strategies” from Objective 3.3 were successful? Were there any that were not
successful?
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8.5 ORGANIZATIONAL COMPETENCY 1. TELL OUR STORY
Objective 1a was to develop social media strategy. Were you able to do so? Can you describe it
or provide a copy for us to review?

8.6 UNANTICIPATED DEVELOPMENTS
Unexpected events or problems frequently have impacts on any long-range plan. Can you
describe events or factors that changed the course of your plans or the focus of objectives?

8.7 OTHER COMMENTS:
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9 HAPLR 2.0 FOR CALVERT COUNTY LIBRARY

Hennen Library Consulting

Calvert Library, MD
Page 26

February 2018

Hennen Library Consulting

Calvert Library, MD
Page 27

February 2018

Hennen Library Consulting

Calvert Library, MD
Page 28

February 2018

10 MAP OF BEST PRACTICE LIBRARIES
After an extensive search, we narrowed the field to just a dozen of the over 9,000 libraries in the
U.S. Based on further examination of the metrics, we chose three of that dozen as “Best Practice
Libraries.” The ribbons indicate the three libraries chosen for special study. See Sections 4 and
5 for selection criteria.
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11 ABOUT HENNEN LIBRARY CONSULTING
https://hennenlibrary.org/
Public library planning, evaluation, and development is what we do. The library world has
known HAPLR (Hennen’s American Public Library Ratings) from 1999 until we discontinued
HAPLR 1.0 in 2010. We launched Hennen Library Consulting in 2004 to respond to requests
related to the ratings. That was the same year Tom Hennen published his public library planning
book. In 2017, we launched HAPLR 2.0 (Hennen’s American Public Library Research). The
change from Ratings to Research meant changing to HAPLR 2.0. Our site (HennenLibrary.org)
highlights the research and consulting that we do. In 2017, Tom and Valerie celebrated 45 years
of marriage. We are passionate about one another as well as about libraries.
Tom and Valerie Hennen have been a team for over 45 years. They learned the consulting craft
by the work they do and the love they share. Tom’s day job taught him much that he shares with
clients when consulting. Lobbying state and local legislators for better library service was
critical to that day job. During his career Tom was active in library advocacy. Much to their
surprise, asking the legislature to do things can matter. Oddly, if you ask them to force you to do
things you want to do anyway, good things can happen. The passage of Wisconsin Act 150 in
1998 proved that to them. The law that they championed required them to do strategic planning;
they planned with gusto. They learned that library buildings cost a lot. Who pays the taxes for
them can be controversial. One of Valerie’s favorite stories about their library consulting
together was the night Tom wouldn’t even let her get out of the car after she came home from
work without talking earnestly about the latest proposal on governance and funding for
Waukesha County.
Tom retired in 2013. He retired as the director of Waukesha County Federated Library System
in Wisconsin. Tom says that his dad taught him that “Just because you think in rows and
columns doesn’t mean you can’t dream!” Valerie is the editor and co-founder of HAPLR and
Hennen Library Consulting. She retired after 30 years from her position as a speech and
communications instructor at Gateway Technical College.
Now that they are both retired, they travel, 45 countries at last count. They consult on library
planning, governance, and construction in their off hours. They are passionate about each other,
their 2 kids, 3 grandkids, extended family, travel, and libraries, in that order. But, library folk,
don’t take that amiss. They have a lot of passion, so, libraries get their share!
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