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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.”  Carmel-Clay in Indiana is one of those three.  Calvert Library in Maryland and 
Lakewood Public Library in Ohio are the other two.  This report is designed to provide context 
for the questions we are asking.  

Report Organization 

Section 2 sets the stage by showing snapshots of the demographics of Carmel Clay and Porter 
libraries.  Section 3 illustrates the methodology and 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 4, we 
noted that your library stands out even in this select group because it has surprisingly high output 
and input levels. In this section, we indicated general consulting and broad overview questions 
for your library.  Section 5 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.”  Your library is about the median in operating spending in this select group but has 
somewhat more robust capital expenditures, so we were curious about this.  Section 6 covers 
historical data (1992 to 2016) that compares your inputs and outputs to those of Porter.  On each 
metric, we included brief observations and specific questions for your library.   Section 7 
provides a HAPLR 2.0 Report on your library and the 11 other Best Practice libraries included in 
this report.  Section 8 provides an overview of Hennen Library Consulting.   
 
Questions and Questionnaire 

We designed this report to include our questions for your 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 you to provide the answers to our questions in a separate 
document; Questions for Carmel Clay Public Library.  
 
 
Further information on Porter County Library Study: 
https://hennenlibrary.org/porter-county-library-study/ 
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2 LAKEWOOD & CARMEL CLAY DEMOGRAPHICS  

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.   

Carmel is a suburban city in Hamilton County, Indiana, located immediately north of 
Indianapolis. It has been 
one of the fastest-growing 
communities in the 
country. In 2012, Carmel 
was selected as the "Best 
Place to Live in the United 
States" by CNN Money 
magazine, and received the 
same designation by 
Niche.com in 2017.   It is 
the fifth-largest city in 
Indiana. 
 

Both communities 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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3 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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3.1 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. R-
squared 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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3.2 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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4 BEST PRACTICE LIBRARY HAPLR 2.0 SUMMARY 

4.1 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.  
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4.2 DATA SUMMARY FOR LAKEWOOD & PORTER  
 

4.2.1 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.”  Carmel Clay Public 
Library is one of those three.   
 
As Table 4.1 illustrates, Carmel Clay has excellent input and output in class for nearly 
every measure of both inputs and outputs.  This gives us much reason to expect that it 
will have lessons to teach Porter Public Library. 
 
As Table 4.2 illustrates, Carmel Clay’s outputs exceed its inputs and its percentile scores 
all exceed those of even this select group of Best Practice libraries.   
 

 

4.2.2 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.   

 
Your library must be doing things exceptionally well!  Even in this select group of a 
dozen libraries, your average of input measures is exceeded by 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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5 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.  

 

Lakewood Public Library has about a median footprint for this group.  
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5.1 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.  

Lakewood Public Library has about the median expenditure rate and capital expenditure for the 
period covered.  
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6 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 and Lakewood ran from January to December 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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6.1 COLLECTION EXPENDITURES PER CAPITA 

 

6.1.1 Hennen Library Consulting note:  
The amounts here have not been inflation adjusted. It is also important to note that Ohio adjusts 
population numbers based on U.S. Census data every 10 years so that the apparent drop in 2001 is the 
result of assigned population rising over 50% to over 63,000 in 2001 and 30% to almost 82,000 in 2012.    
Carmel Clay’s 2016 collection expenditure rate at $9.72 per capita is about 50% higher than Porter’s rate, 
higher than the average of the Best Practice libraries, and nearly twice the average for 929 libraries 
serving 50,000 to 250,000 populations or the national average for all libraries.  At 52%, your rate of print 
to other materials spending is noticeably lower than Porter’s (66%) but close to Best Practice library 
averages (51%).  The national average is 58% and the average for 929 libraries serving 50,000 to 250,000 
populations is 57%.  In short, your total materials spending is substantially higher than Porter’s and that 
of most other libraries.  Your print spending percentage rate is lower than Porter’s but very comparable to 
most other libraries.  

6.1.2 Questions:   
Can you comment on your library’s collection development budget and how it fits into your long-
range planning?  
 
Is the 52% print to 48% other materials spending rate part of a conscious collection development 
strategy?  If so what impact has it had?   
 
Because Carmel Clay is in a densely populated urban area and has a very high ratio of registered 
borrowers to population (92%), we assume that there is a considerable amount of crossover 
circulation between libraries in your area.  What effect does this have on collection development 
and use rates? 
 
Does the current collection budget meet the community’s needs?   
 
Other comments:  
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6.2 TOTAL EXPENDITURES PER CAPITA  

 

6.2.1 Hennen Library Consulting note:  
 
The amounts here have not been inflation adjusted.  It is also important to note that Ohio adjusts 
population numbers based on U.S. Census data every 10 years so that the apparent drop in 2001 is the 
result of assigned population rising over 50% to over 63,000 in 2001 and 30% to almost 82,000 in 2012.    
The reporting year is one year after the Fiscal Year.  Thus 2016 records Carmel Clay through July of 
2015.   
 
Nationally, library spending rose from $4.5 billion to $11.6 Billion while your library rose from  
$1.2 million to $5.7 million.  As the graph illustrates, your per capita rate has been roughly twice Porter’s 
rate or the national average rate throughout the time period.  Note that due to a lapse in the IMLS dataset, 
reporting years 2013 to 2015 are not included. 

6.2.2 Questions:   
Can you comment on your library’s overall operating budget and how it fits into your long-range 
planning?  
 
What is the current operating budget?  Does the current operating budget meet the community’s 
needs?   
 
Costs for certain overhead and administrative expenses like bookkeeping, legal expenses, or 
pension liabilities are frequently not included in the operating expenditures of municipal libraries 
but rather in the operating costs of the city.  Is that the case for Carmel Clay?  If so, do you have a 
rough estimate of the costs involved?   
 
As noted in Section 5 above, your operating expenditure rate is about the median for the select 
group of 12 Best Practice peers and it is well above national averages.  On the other hand, capital 
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spending appears low.  Since 1992, capital spending nationally by libraries averaged 13 cents per 
operating dollar.  That compares to 48 cents at Porter.  At Carmel Clay the $2.4 million in capital 
spending appears to amount to just 4 cents per operating dollar.   Can you comment on the impact 
of this on your planning and operations?   
 
Other comments:  
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6.3 BOOK VOLUMES PER CAPITA 

 

6.3.1 Hennen Library Consulting note:  
 
Your book volumes owned per capita rate at 3.4 is a bit lower than Porter’s 3.6 rate and more than the 2.4 
seen nationally.  As noted earlier, your percentage of the materials budget devoted to print at 51% is 15 
percentage points lower than Porter’s but quite close to that of the Best Practice libraries (52%).  

6.3.2 Questions:   
 

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

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

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

As you add more non-print material, has the book collection average age changed?  If so, how?  

Which areas of the print materials collection continue to receive more development, which are 
receiving less?  

Other comments:  
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6.4 SUBSCRIPTIONS PER CAPITA 

 

 

6.4.1 Hennen Library Consulting note:  
 
On print subscriptions, you appear to be following the national trend of reductions.  Your current 300 
subscriptions is down from a peak of 502 in 1998.   Those 300 subscriptions amount to 3.7 per 1,000 
residents.  That compares to 7.1 at Porter, 5.8 for Best Practice libraries, and 4.5 for the 929 libraries 
serving 50,000 to 250,000 residents.  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.   

6.4.2 Questions:   
 
Do the data shown here reflect your current print subscriptions adequately, or have electronic 
subscriptions obscured the counts?  
 
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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6.5 STAFFING PER CAPITA 
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6.5.1 Hennen Library Consulting note:  
Your current rate of staffing is down from 87.2 in 2002 to 63.7 in 2016 even as the population 
has grown at one of the fastest rates in the country – roughly doubling from 1992 until 2016.  
Your circulation rate was over 33,000 items per FTE staff member annually in the most recent IMLS 
data.  That is more than twice the rate logged by Porter or the national average.  In fact, it is the highest 
rate we found even for the Best Practice libraries we identified.  Another way to say this is that circulation 
increased 47% from 2002 to 2016 while staffing declined 27% so staff productivity doubled! 

6.5.2 Questions:   
 

What do you think accounts for your exceptional rate of staff productivity when it comes to items 
circulated per staff member?  

Has automated circulation been a factor in staff productivity?  What else might have been 
involved? 

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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6.6 REFERENCE PER CAPITA 

 

6.6.1 Hennen Library Consulting note:  
Nationally, reference has been falling since around the year 2000, just as it has at Porter and your library, 
as the graph above demonstrates.  In recent years, Carmel Clay has seen a similar rate to that of the 
national average.  At 0.84 refence items per capita, your total is more than 30% lower than the Best 
Practice and national averages.  

 

Questions:   

Is the relatively lower reference rate partly attributable to your extraordinarily high circulation per 
FTE staff member?   

Have we misinterpreted the IMLS data in some way?  If so, can you explain?   

Do you consider reference a valid measure for library services going into the future? 

Other comments:  
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6.7 VISITS PER CAPITA & CIRCULATION PER VISIT 
 

6.7.1 Hennen Library 
Consulting note:  

Your rate of visits peeked in 2000 
at 14.5 on a per capita basis and 
699,608 in absolute numbers.  It 
fell to a rate of 567,018 in 2018 
(3.7 per capita).   

6.7.2 Questions:   
What do you think accounts for 
the fall in annual library visits? 

What do you think accounts for 
increasing your circulation per 
visit from about 2 to nearly 4 
since 1999?  

Do you have any suggestions for 
other libraries?  

 

Other comments:  
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6.8 CIRCULATION PER CAPITA 

  

6.8.1 Hennen Library Consulting note:  
Your 2016 per capita rate of 
circulation at 25.8 is much 
higher than Porter’s 8.0 or the 
national average of 7.3.  When 
we encounter circulation per 
capita rates this high, it is 
frequently a result of extensive 
registration by residents outside 
of a library’s service population 
in a major metropolitan area.  
Note the difference between per 
Borrower and per Capita rates 
for Lakewood near Cleveland in 
this table.  Since your library is near metropolitan Indianapolis, we thought that may be the case here. 
However, your rate registration, though high, is not exceptionally high.  Your 2016 rate of registered 
borrowers at 70,700 is 87% of your population.  The national average and Porter’s rate is about 55%.  
Therefore, whether we consider circulation per registered borrower or per capita, Carmel Clays rates are 
exceptional.  
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6.8.2 Questions:   
Your rate of circulation is exceptional.  To what would you attribute this?  

Your circulation appears to include a fair amount of use by residents outside the city limits.  Does 
this have a substantial impact on your planning and operational decisions?  If so, can you describe 
the impacts? 

We also noted that your rate of circulation per Full Time Equivalent staff at over 33,000 per year is 
very high.  It is more than twice the average rate for Porter or the national average.  You had the 
highest rate of the Best Practice libraries.   Furthermore, your operating expenditures per 
circulation at $2.70 – well below Porter’s $4.15.  It is about half the rate of the national rate and 
substantially less than that of nearly all libraries we studied.  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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6.9 PROGRAM ATTENDANCE PER CAPITA 
  

 

 

 

 

6.9.1 Hennen Library Consulting note:  
Your program attendance rate of over 80,000 is twice as much on a per capita basis as the rate of Porter or 
the average for 929 libraries in the 50k/250k category.  Yet it is down somewhat from 2011.  Part of the 
difference appears to be the number of programs held.   

 

Questions:   

 

Your substantial program attendance causes us to ask “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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6.10 PUBLIC INTERNET TERMINALS & USE 

  

6.10.1 Hennen Library Consulting 
note:  

With 115 terminals (14.4 per 10,000 
population) you have about 50% more 
the national average. At nearly 277,000 
Internet use sessions annually, your 
rate of 2,409 annual uses per computer 
terminals was considerably higher than 
all but two Best Practice libraries and 
well above the 1,080 rate of the 929 
libraries in the 50,000 to 250,000-
population category.   

 

6.10.2 Questions:   
Is it correct that you currently have 
115 public access computer terminals? 

Why do you think the use rate is higher than that of most other libraries?  

Do you have plans for increasing or decreasing the number or public access computer 
terminals?   
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Do you have any thoughts or suggestions regarding public access terminals in the library?   

Do you provide Wifi access?  Do you find that it is replacing the need for public access 
terminals?  

 

Other comments:  

   



Hennen Library Consulting Lakewood P.L., Ohio February 2018 
Page 26 

7 HAPLR 2.0 FOR CARMEL CLAY PUBLIC LIBRARY  

  



Hennen Library Consulting Lakewood P.L., Ohio February 2018 
Page 27 

 

 

 

 



Hennen Library Consulting Calvert Library, MD January 2018 
Page 28 



Hennen Library Consulting Calvert Library, MD January 2018 
Page 29 

 

 

8 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! 
 
  
 


