
 
 
to: Pam Nissler, Executive Director 
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re: Finance Study Session Report 

 Pine Library Donation 
 Replacement of Library Servers  
 Financial Policies  

date: February 11, 2016 

   

A. Annual Gift to Pine Library 

The Pine Library is a volunteer library operated by the North Fork Library Association.  At the 
beginning of each year the Trustees consider a gift in an amount not to exceed $1,000 to support 
Pine Library’s operation.  For the past several years the Trustees have authorized and donated to 
the Pine Library $500 to support the library’s operations.  Attached is the request from Pine 
Library for your consideration. 

For 2016 an amount of $500 is included in the Trustees budget.  Staff is requesting the Board to 
approve the request from Pine Library at its February 18th meeting. 

B. Replacement of Library Servers 

The Library has two servers which host the Sierra Application and the Sierra Databases.  These 
two servers are the core of the Library operations.  Failure of these two servers would cause the 
Library automation systems to stop functioning causing nearly all loan services to halt.  The 
servers are currently between 4 and five years old this year. 

III, the Library’s current vendor, has provided the IT Director with a quote for the replacement of 
the servers.  

The total price of replacing the servers, including data migration and a 3 year warranty is 
$99,380.  Funds are available in the 2016 budget as follows: 

Project #16-13 III Database Server  Budget $ 56,000 Quote $55,600 

Project ARM-05  IT Infrastructure Replacement Budget $137,500 Quote $43,780 

 

At the February 18th Board meeting staff will be requesting the Board to authorize the Executive 
Director to sign the contract and issue the purchase order to III for replacement servers. 

 
 
 







 
 

 
 

C. Financial Policies 

One of the Strategic Priorities for the Library for 2016 is to develop written financial policies to 
guide the Board and staff on how best to proceed regarding financial matters of the Library.  The 
first step in this process is to communicate and collaborate with the Board to develop a shared 
vision for the process.   

Following is a flowchart and brief explanation of how the process may work.  Staff is requesting 
Board input into the process. 

 

 
 
 

1. Establish a vision and values for financial condition 
 Ensure continuing value of services into the future. 

o Assess the usefulness of services and the public’s satisfaction with 
services. 

 Operate within available means. 
o Adopt balanced budgets 
o Enforce budgetary controls 

1. Establish a 
Vision and Values 

for Financial 
Condition

2. Define the 
Problem the Policy 

will Address
3. Draft the Policy

4. Executive Team 
Review

5. Present to BOT 
Informally

6. Formally 
Consider and 
Adopt Policy

7. Put Policy into 
Practice

8. Monitor & 
Maintain Policy



 
 

o Make financial responsibility everyone’s job 
 Be responsible for our financial health and take charge of our financial destiny. 

o Maintain adequate reserves 
o Monitor financial condition 
o Build productive partnerships with stakeholders in the Library’s financial 

position 
 Build and preserve ability to produce. 

o Identify key assets, physical and human, and ensure their ability to create 
value 

 Plan to stay in business for the long run. 
o Develop and maintain long-range plan for finances and key operation 

areas 
2. Define the problem the policy will address. 

 A policy helps manage risk and cope with uncertainty 
o Manage the risks to the achievement of the boards’ vision for financial 

condition. 
3. Draft the Policy. 

 What do best practices say should be in the scope of similar policies? 
4. Executive Team Review. 

 Identify concerns 
 Help with the wording to make policies more understandable to the non-financial 

user 
 Advocate for the policies if the policy supports operation performance. 

5. Present to Board of Trustees – Informally. 
 Link policies to public approval of the board’s performance 
 Relate the financial policies to goals and objectives the board is committed to 
 Engage the board about how the policy will alter future decision making 
 Discuss whether policies are consistent with accepted best practices 

6. Put Policy into Practice. 
 Administrative procedures developed to support policy implementation 
 Integrate policy into board’s decision making 
 Integrate policies into budget discussions, long-term planning and forecasting 

o Reserve analysis 
o Financial trend analysis 

7. Monitor and Maintain Policy. 
 Review every policy or some portion formally each year 

o Finance initiates review 
 

 
 
 



 
 

 
JCPL Financial Policies 
 
Fund Balance Policy 

Minimum level 
Maximum level 

Purchasing Policy 
Procurement Procedures Manual 

Collection Budget Policy 
Minimum amount to be spent on Library Materials 

Capital/Controlled Asset Management Policy 
Capital Assets 
Controlled Assets 

Debt Issuance Policy 
Long Term Financial Policy 
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Selection Parameters 
 

The Benchmarking Study 2014 will focus on the National Benchmarking Statistics which provide comparison of 
Jefferson County Public Library (JCPL) to its National Peers and Colorado Peers in analogy to the previous year 
(2013). Some select Colorado Only Benchmarking Statistics will be intertwined where these offer additional 
benchmarking parameters that are not part of the national survey. For 2014 we included the results from 
2013 in order to compare trends over a two-year time period for JCPL and its peers, and we are using the 50th 
percentile and the year-over-year percentage change for this purpose. When comparing the 2013 quartiles to 
2014, we need to be aware that our national peer group has changed to some extent, which may affect some 
trends more than others. 

 

The following sources have been used to compile the peer group data. 

Our National Benchmarking Statistics are sourced from the National Public Library Database 
www.plametrics.org. This set of statistics and the group of National Peers derived from it will also include our 
two most comparative peers in Colorado, Denver Public Library (DPL) and Pikes Peak Library District (PPLD). 

The Colorado Only Benchmarking Statistics are based on statewide reported data only and will expand on the 
above with additional parameters that only the State Public Library Database www.lrs.org collects. 
Comparisons in this data set will be with CO Peers only, including DPL and PPLD. 

 

Peer Selection 
The Selection of National Peers is based on population and budget, while for Colorado Peers population size is 
the single criterion used. For the purpose of this study the population is defined as the number of people 
residing in the county that represents the Legal Service Area (LSA) of the library. Various measurements will be 
based on population, when we look at indicators on a per capita or a per 1,000 capita level. The budget refers 
to the annual revenue per capita received by the library. 

In order to add another aspect besides population and income, the square miles of the legal service area and 
populations density have been added as parameters in 2014 as the latter will show whether a peer is serving a 
higher density or lower density area. JCPL can be found at the median of the peer group with 706 people per 
square mile served. JCPL marks the upper end of the peers serving lower density areas (Timberland Regional, 
Fort Vancouver, Pikes Peak, Pierce County, Lee County) and stays under the 50th percentile (813 people per 
square mile served). 
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National Peers 

Selection of the National Peers was contingent on three criteria. The libraries had to 

1) report in the Public Library Data Service (PLDS) www.plametrics.org 
2) serve a population of the library’s LSA +/- 20 percent of JCPL’s (548,557 in 2014) 
3) have a revenue per capita +/-20 percent of JCPL’s ($45.24 in 2014) 

 

 

The following National peers have been selected for 2014 (sorted descending by population). The new peers 
for 2014 are marked with an asterisk* in the table below: 

+/- 20% +/- 20% 
Location  Population LSA Income Per Capita 
CO - DENVER PUBLIC LIBRARY (was added as peer out of range) 664,293 $62.82
FL - Lee County Library System * 653,485 $40.33
OK - TULSA CITY-COUNTY LIBRARY SYSTEM 622,409 $46.31
CO - PIKES PEAK LIBRARY DISTRICT 607,457 $45.85
WI - Milwaukee Public Library 599,164 $41.31
WA - PIERCE COUNTY LIBRARY SYSTEM 563,650 $46.62
CO - JEFFERSON COUNTY PUBLIC LIBRARY 548,557 $45.24
MD - Anne Arundel County Public Library * 544,403 $39.96
WA - TIMBERLAND REGIONAL LIBRARY 486,990 $44.07
WA - FORT VANCOUVER REGIONAL LIBRARY DISTRICT * 464,240 $47.58
VA - VIRGINIA BEACH PUBLIC LIBRARY 447,215 $41.04

Appendix National Peers: 
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The following peers are new in 2014:  

 Lee County Library System, FL  
Their population brings them into the peer group due to the population increase in Jefferson County. 

 Fort Vancouver Regional Library District, WA 
They had not participated in the national survey in 2013, but did in 2014 and are therefore included. 

 Anne Arundel County Public Library, MD 
Their revenue per capita brings them into the peer group at the lower end in 2014. 

The following 2013 peers were no longer included in 2014: 

 Johnson County Library, KS 
Both, their population and revenue per capita were out of range in 2014, with a population too low 
and revenue per capita slightly too high. 

 Jefferson Parish, LA 
Their population was too low in 2014 to be part of the peer group, while their revenue per capita 
would be in range. 

Denver Public Library (DPL), CO 

 DPL is our only Benchmarking partner outside of our designated range, but DPL is an important local 
benchmarking partner for JCPL, and has been used consistently since 2012 for national and in-state 
comparisons.  
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Colorado Peers 

The Selection of Colorado Peers was limited to the state of Colorado, and was contingent on the following two 
criteria. The libraries had to 

1) report in the library database of Colorado, www.lrs.org 
2) serve a population greater than 200,000 people 

 

For the purpose of this Benchmarking Study we are using some select parameters for the in-state comparison 
group only.  

The above chart and the following table both show revenue per capita in addition to population which was the 
actual criterion used for peer selection. Revenue per capita data has been included merely as an additional 
piece of information to capture distribution of revenue based on the population size of the peers. We see that 
JCPL, while ranking 3rd highest in terms of population in the CO peer group, ranks third lowest based on 
revenue per capita. 

N.B.: The State uses their own source for collecting population statistics, which is why population numbers on 
the National Benchmarking Statistics will not match those displayed on the Colorado Only Benchmarking 
Statistics as they are based on different reports. This also affects the revenue per capita figures as they are 
based on population numbers.  
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The following Colorado peers have been selected for 2014 (sorted descending by population). The new peers 
for 2014 are marked with an asterisk* in the table below: 

>= 200,000 
Location Population LSA Income Per Capita 
CO - DENVER PUBLIC LIBRARY will be added!) 664,293 $62.82 
CO - PIKES PEAK LIBRARY DISTRICT 607,457 $45.85 
CO - JEFFERSON COUNTY PUBLIC LIBRARY 548,557 $45.24 
CO - RANGEVIEW LIBRARY DISTRICT 351,797 $39.10 
CO - AURORA Public Library * 344,637 $12.71 
CO - DOUGLAS COUNTY LIBRARIES 295,682 $74.07 
CO - ARAPAHOE LIBRARY DISTRICT 253,896 $92.38 
CO - HIGH PLAINS LIBRARY DISTRICT * 246,000 $96.55 

 

Appendix Colorado Peers: 

The following peers are new in 2014:  

 High Plains Library District (HPLD), CO 
 Aurora Public Library (APL), CO 

Both libraries were added to the peer group in 2014 due their participation in the annual State Reporting, 
when they had not reported in 2013. 

For the year-over-year comparison, we have chosen to display the 2013 information as the 50th percentile in 
the graphs as an additional line, while the main spreadsheets will contain all information including all current 
(2014) and historic (2013) percentiles (25th, 50th, and 75th). 

The narrative will include sections of the main spreadsheets showing JCPL in comparison to the 50th percentile, 
for each year. The percentage change year-over-year will be displayed at the right end of the tables with color 
coding green for “trend up” and red for “trend down”. This enables quick comparison of JCPL to the peer 
group, and shows whether JCPL had the same trend or a different trend from the group. 

The charts used are both bar charts and line charts, and the target lines displayed always refer to the 50th 
percentile of the relevant peer group for the year displayed. Quartile analysis has been performed on all 
parameters, and a table containing all percentiles (25th, 50th and 75th) is included at the bottom of each chart. 
For the scope of this Benchmarking Study 2014 the 50th percentile was established as a baseline (target line).  

Many of the parameters, especially when annual and per capita figures were available, have been grouped 
together graphically to show annual counts vs. per capita figures. This is to reference the importance of how 
well a library serves its population, and some combinations are used to tell a more complete story of a 
measure. 
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Executive Summary 
 

This benchmarking study will measure and show how Jefferson County Public Library (JCPL) has invested their 
funds in capital, staff, and materials in comparison to its selected national peer group. It will further evaluate 
how these efforts translate into the use of the library by its patrons, as reflected by visits, circulations, 
program attendance, and technology usage. In comparison to its national peers, JCPL ranges at the median for 
both selection criteria, population size of the legal service area, and revenue per capita. This confirms an ideal 
benchmarking group for 2014.  

2014 was a year with budget challenges, and restricted opens hours just like 2013 had been, and 2015 will still 
be. The primary focus for 2014 was a yearlong process of community interviews to assess library services and 
how to secure the long term relevance of JCPL. The results of several of the strategic priorities for 2014 such 
as increasing the number of e-books per 1,000 capita, increasing programming (in particular story times) and 
attendance, and an annual evaluation of the collection will be illustrated in this report.   

Revenue was unchanged compared to 2013, and a slightly lower revenue per capita resulted from a 2% 
increase in the size of the county population. Similarly, JCPL has shown no change in operating expenditures 
year-over-year, while again the population increase makes for a decrease in operating expenses on a per 
capita level.  How JCPL spent its revenues differs from our national peers.  JCPL spent more of their operating 
budget on materials (JCPL 14.56% vs. the 50th percentile of 13.42%), but the overall collection size of JCPL 
decreased by 8%.  The budget could not sustain collection size when staff began a systematic weeding of low 
interest and damaged items. In contrast to our peers’ circulation JCPL’s remained comparatively steady. Even 
though JCPL noted a 2% decrease in circulation, the 50th percentile of peers saw a 13% decrease. JCPL spent 
less of their operating budget on staff than their peers (JCPL 55.42% vs. 50th percentile 71.52%). This is due to 
both lean staffing and vacant positions.  

The number of programs increased by 22% largely due to added story time programs. With a focus on 
outreach to the community the number of preschools and daycares that received story times from JCPL was 
increased. Also story times were offered during the months of May and August when they had not been 
offered previously during this time. The additional programs offered were taken up enthusiastically by the 
members of our community. Overall the program attendance increased by 22% in comparison to 2013, so did 
the story time attendance. 

The number of cardholders increased by 3%, which ranks JCPL well above the 50th percentile and closer to the 
75th percentile. While this result shows growth and impact on the community as a service provider, the visits 
decreased by 4%. This could be an indication that our number of digital cardholders is growing, but would also 
mirror the limited public service hours. Since the decrease in circulation was less in relation to the decrease in 
visits year-over-year, this could also indicate a change in visits patterns with community members borrowing 
more at a time and coming in less. The turnover which describes the rate each item of the collection is 
checked out annually, is higher in comparison to 2013, which is expected in view of a slightly smaller collection 
size but fairly unchanged borrowing habits.  
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Lastly, our patrons seem to follow the general trend with wireless technology on the rise. They engaged in 
30% more wireless internet sessions than in 2013, while internet sessions on public access computers in the 
libraries decreased by 7%.  

 

Annual Revenue 
 

 

 
The annual income of JCPL has almost remained unchanged in comparison to 2013, but due to the population 
growth of 2% at the same time, the per capita revenue of $45.24 comes out lower ($47.35 per capita). JCPL 
ranges at the median of the peer group in terms of revenue in 2014, and slightly above the 50th percentile 
($44.96) which has decreased from 2013 (50th percentile $46.79).  

 

Capital Investments in Library Branches, Bookmobiles, Square Footage 
 

 

 

Library Branches, Bookmobiles 
 
Jefferson County has seen a growth in population while the number of JCPL service locations has remained the 
same. Our national peers have seen both a growth in population but also a growth in their number of service 
locations. This means that the 50th percentile has moved up.  Simply by maintaining our status quo we have 
actually fallen further behind. JCPL ranks second lowest of all peers with 10 branches, and the county does not 
meet the 25th percentile (13 branches) with this number. 

Benchmarking Parameters
2014          
JCPL

 50th 
Percentile 

2014
2013          
JCPL

 50th 
Percentile 

2013

JCPL % 
Change    

2014 vs. 2013

Peers % Change 
(50th Percentile)  

2014 vs. 2013
Revenue Per Year $24,815,991 $25,515,486 $24,497,310 $24,739,659 1% 3%
Revenue Per Capita $45.24 $44.96 $47.35 $46.79 -4% -4%

Benchmarking Parameters
2014          
JCPL

 50th 
Percentile 

2014
2013          
JCPL

 50th 
Percentile 

2013

JCPL % 
Change    

2014 vs. 2013

Peers % Change 
(50th Percentile)  

2014 vs. 2013
Population of Legal Service Area (LSA) 548,557 581,407 537,219 547,780 2% 6%
Square Miles of Legal Service Area 777 893 777 497 0% 80%
Population Density (Population Per Square Mile) 706 813 691 1,049 2% -23%
Number of Library Branches 10 15 10 14 0% 7%
Number of Bookmobiles 1 1 1 1 0% 0%
Total Library Square Footage 225,569 293,108 225,562 258,873 0.00% 13%
Library Square Footage Per Capita 0.41 0.53 0.42 0.56 -2% -5%
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With 1 bookmobile in service JCPL is in line with the average of the peers.  

 

Square Footage 
 
With a square footage of 225,569 square feet JCPL ranks fourth lowest in the peer group (of 11), and only 
slightly succeeds the 25th percentile (215,588 square feet). JCPL has some room to grow towards the 50th 
percentile (293,108 square feet) which has increased from 2013, while JCPL’s square footage remained 
unchanged. If comparing the square footage per capita ratio, JCPL drops to third lowest position in the peer 
group, and places right on the 25th percentile with 0.41 square feet per capita. 

These results show that while JCPL averages at the median of the national peer group in size of population 
served and also population density, it has not been able to make the necessary investments to increase 
number and/or square footage of facilities to keep up with the growth rate of its community, nor with the 
peer group. The last two libraries added to JCPL were new buildings to replace outgrown facilities (Arvada 
2006, Belmar 2000). 

 

Operating Expenditures for Staff, FTE, Public Service Hours, and Programs 
 

 

JCPL’s operating expenditures remained essentially unchanged year-over-year with only a marginal increase of 
0.36% in 2014. On a per capita level this actually translates into a decrease from $44.41 (in 2013) to $43.64 (in 
2014) when the 2% increase in population of 2014 is factored in. JCPL ranks in 4th highest position within the 
2014 peer group in operating expenditures per capita, and marks above the 50th percentile ($41.60). When we 
compare the distribution of operating expenditures on materials vs. staff, we find JCPL spending more of their 
budget than our peers on materials, and less of our budget than our peers on staff. In comparison to 2014, the 
operating expenditures on materials have gone up by 7%, while staff expenditures have decreased by 2%.  
While he increase in material expenditures is in line with our peer group year-over-year, the decrease in staff 
expenditures is contrary to the peers’ increase of 4%.  

With 54.74% of operating expenditures on staff (salaries and benefits), JCPL registers below the 25th percentile 
(60.77%), but marks above the 50th percentile (13.42%) for materials expenditures in percent of operating 
expenditures (JCPL 13.94% in 2014). 

Benchmarking Parameters
2014          
JCPL

 50th 
Percentile 

2014
2013          
JCPL

 50th 
Percentile 

2013
JCPL % Change  
2014 vs. 2013

Peers % Change 
(50th Percentile)  

2014 vs. 2013
Operating Expenditures Per Year $23,940,527 $24,289,324 $23,855,364 $23,650,929 0.36% 3%
Operating Expenditures Per Capita $43.64 $41.60 $44.41 $43.68 -2% -5%
Materials Expenditures Per Year $3,485,057 $3,422,443 $3,256,075 $3,330,591 7% 3%
Materials Expenditures (% of Operating Exp.) 14.56% 13.42% 13.65% 12.55% 7% 7%
Staff Expenditures Per Year $13,266,734 $15,958,984 $13,531,332 $14,479,902 -2% 10%
Staff Expenditures (% of Operating Exp.) 55.42% 71.62% 56.72% 68.67% -2% 4%
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Staff Expenditures 
 
JCPL ranks 3rd lowest from the bottom in comparison to the national peer group with 54.74% of staff 
expenditures in percent of operating expenditures. While JCPL’s total staff expenditures ($13,266,734) were 
2% less than in 2013, the 50th percentile of our peers ($24,289,324) moved up by 10% year-over-year. JCPL 
ranges below the 25th percentile (60.77%) in terms of percent of budget spent on staff, and this gap is a result 
from key positions being vacant in 2014. This effect will continue to show in 2015 to some extent. Lean 
staffing is also reflected in the number of full time employees. 

 

Full Time Equivalent (FTE) and Public Service Hours 
 

 
 
The 2014 hours and FTE continue to show JCPL below the 50th percentile. When comparing FTE per 1,000 
capita, JCPL ranks 2nd lowest with 0.40 FTE per 1,000 capita vs. the 50th percentile of 0.49 FTE nationally. These 
numbers are inter-related with JCPL’s budgetary restrictions and limited public services hours which remained 
essentially unchanged from 2013 to 2014.  

With 24,666 open hours offered to its patrons per year, JCPL ranks lowest in the peer group which shows a 
50th percentile (44,279 open hours per year) of almost double JCPL’s current open hour capacity (44,279 open 
hours per year). Limited open hours continue to be a concern in 2014, as they are crucial for JCPL in 
connecting with its patrons. Public service hours mean accessibility to materials as well as staff resources in 
terms of community programs and reference transactions between staff and patrons.  

The number of reference transactions per capita has increased by 10% year-over-year with 382,928 
transactions in 2014. This is also an 8% increase on a per capita level when the 2% increase of the population 
is factored in. With 0.70 reference transactions per capita JCPL is very close to the 50th percentile (0.79 
reference transactions per capita). 

  

Benchmarking Parameters
2014          
JCPL

 50th 
Percentile 

2014
2013          
JCPL

 50th 
Percentile 

2013
JCPL % Change  
2014 vs. 2013

Peers % Change 
(50th Percentile)  

2014 vs. 2013
FTE (Full Time Equivalent) Per Year 219 258 218 258 0.69% 0.22%
Percentage of FTE with Librarian Title 29.17% 21.88% 27.77% 22.73% 5% -4%
FTE Per 1,000 Cardholders 0.64 0.86 0.66 1.07 -2% -19%
FTE Per 1,000 Capita 0.40 0.49 0.41 0.47 -1% 3%
Public Service Hours Per Year 24,666 44,279 24,565 43,295 0.41% 2%
Public Service Hours Per Week 474 870 474 874 0.07% -0.51%
Reference Transactions Per Year 382,928 469,113 348,816 471,241 10% -0.45%
Reference Transactions Per Capita 0.70 0.79 0.65 0.86 8% -8%
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Programs 
 

 

JCPL continues to show growth in both, the number of programs offered as well as program attendance, as 
will be explained in more detail in the section “Parameters Indicating Use”. With 7,287 programs created in 
2014, JCPL grew 22% over 2013, and ranks 3rd highest within the national peer group. Even when the 
population growth is factored in, JCPL is still offering 2 more programs per 1,000 capita annually. With 13 
programs per 1,000 capita JCPL offered 4 programs more than the 50th percentile (9 programs per 1,000 
capita) which has actually remained unchanged from 2013. 

The increase in programs can be attributed largely to offering story times in the months of May and August of 
2014, which enabled JCPL to offer more programs annually for children without any additional staffing or 
planning needs. These measures met or exceeded the measures of success for the 2014 strategic priorities 
(increased story times, increased attendance, targeted average attendance of 26 per program). 

 

Operating Expenditures for Library Materials, and Collection Size 
 

 

 

Materials Expenditures 
 
These are the funds used to purchase items for the library collection such as books, periodicals, 
downloadables, and non-print items like audio and video cassettes. In contrary to the staff expenditures which 
JCPL ranked low on in comparison to its peers, JCPL ranks 4th highest for material expenditures in percent of 
operating expenditures. With 14.56% of operating expenditures invested in the collection, JCPL is above the 

Benchmarking Parameters
2014          
JCPL

 50th 
Percentile 

2014
2013          
JCPL

 50th 
Percentile 

2013

JCPL % 
Change    

2014 vs. 2013

Peers % Change 
(50th Percentile)  

2014 vs. 2013
Programs Per Year 7,287 5,386 5,960 4,636 22% 16%
Programs Per 1,000 Capita 13 9 11 9 20% 6%
Program Attendance Per Year 200,571 119,851 164,817 117,533 22% 2%
Program Attendance Per 1,000 Capita 366 240 307 233 19% 3%
Average Program Attendance 28 28 28 24 -0.47% 14%

Benchmarking Parameters
2014          
JCPL

 50th 
Percentile 

2014
2013          
JCPL

 50th 
Percentile 

2013

JCPL % 
Change    

2014 vs. 2013

Peers % Change 
(50th Percentile)  

2014 vs. 2013
Materials Expenditures (% of Operating Exp.) 14.56% 13.42% 13.65% 12.55% 7% 7%
Print Expenditures (% of Materials Exp.) 48.98% 51.41% 44.42% 44.73% 10% 15%
CD/DVD Expenditures (% of Materials Exp.) 17.49% 19.72% 20.33% 19.29% -14% 2%
Electronic Materials Expenditures (% of Materials Exp.) 27.24% 24.77% 27.75% 21.07% -2% 18%
Other Library Materials Expenditures (% of Mat. Exp.) 6.28% 3.38% 7.50% 1.41% -2% 18%
Ebooks Expenditures (part of Electr. Mat. Exp.) (% of Mat.Exp.) 6.97% 8.35% 8.60% 6.08% -19% 37%
Holdings Per Year 1,114,621 1,371,022 1,215,004 1,204,004 -8% 14%
Holdings Per Capita 2.03 2.24 2.26 2.40 -10% -7%
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50th percentile (13.42%), and continues to demonstrate a strong commitment on keeping its collection current 
and interesting for its patrons.  

In 2014 we are taking a look at a breakdown of the library material expenses into the main categories print, 
CD/DVD, and electronic materials. In the section “Parameters Indicating Use” we will later be able to see how 
well these parts of the collection have been used (circulated). JCPL’s spending on print and CD/DVD is on the 
slightly lower end of the peer group in percent of library materials expenditures, with both ranking slightly 
below the 50th percentiles. But JCPL ranks 4th highest in spending for electronic materials (in percent of 
operating expenditures) in comparison to the peer group. These are also referred to as downloadables, and 
consist to a majority of ebooks, but also offer music and video content. This expenditure reflects the 2014 
strategic priority to increase the availability and selection of digital materials for our patrons. 

 

Collection Size (Holdings) 
 

 
 
With a collection size of 1,114,621 items, JCPL ranks below the 50th percentile (1,371,022 items) in 2014.  The 
number of items (also referred to as Holdings) per capita measure the average number of items owned by the 
library for each person in the community. On a per capita level, JCPL does not meet the demand set by the 
continued growth of its community. With 2.03 items per capita JCPL’s current collection size is therefore also 
below the 50th percentile (2.24 nationally) per county resident. This shows that while the materials 
expenditures percentage (of operating expenditures) is on the high end in national comparison, the absolute 
materials expenditures are insufficient on a per capita level.  
 

 
 
Our CO Peer group enables us to take a look at circulations paired with the added information of print 
collection size and e-book collection size which is the equivalent electronic format for a paper copy. 

In comparison with our CO Peers we are well above the 50th percentile (582,037) in print materials with JCPL’s 
annual print volume of 727,728.  But when the population increase is factored in, JCPL slips below the 50th 
percentile (1,550 print items per 1,000 capita) with its 1,320 print volumes per 1,000 capita. It had been above 

Benchmarking Parameters
2014          
JCPL

 50th 
Percentile 

2014
2013          
JCPL

 50th 
Percentile 

2013

JCPL % 
Change    

2014 vs. 2013

Peers % Change 
(50th Percentile)  

2014 vs. 2013
Holdings Per Year 1,114,621 1,371,022 1,215,004 1,204,004 -8% 14%
Holdings Per Capita 2.03 2.24 2.26 2.40 -10% -7%

Benchmarking Parameters
2014          
JCPL

50th 
Percentile 

2014
2013          
JCPL

50th 
Percentile 

2013
JCPL % Change  
2014 vs. 2013

Peers % Change 
(50th Percentile)    

2014 vs. 2013
Print Volumes Per Year 727,728 582,037 893,625 573,027 -19% 2%
E-Book Volumes Per Year 45,265 56,906 40,152 42,597 13% 34%
Print Volumes Per 1,000 Capita 1320 1,550 1630 1,540 -19% 1%
E-Book Volumes Per 1,000 Capita 81.97 105.17 73.45 81.82 12% 29%
Circulation of Electronic Materials 465,769 501,859 400,782 421,291 16% 19%
Circulation Per Year 7,402,527 5,955,502 7,589,979 5,980,667 -2% -0.42%
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the 50th percentile in 2013 before the 2% population increase. In the e-book segment it seems that JCPL is still 
playing catch-up with the peers. With 82 e-books per 1,000 capita JCPL would have just caught up with the 
2013 50th percentile (82 e-books per 1,000 capita), but the peers have pushed the 2014 50th percentile up to 
105 e-books per 1,000 capita. While JCPL registered an increase of 12% for e-book holdings, the peers had a 
greater increase of 29%. This puts JCPL third lowest in the peer group in 2014. 

 

Parameters Indicating Use 
 

Circulation 
 

 
 
The number of circulations per capita displays the average number of loans per community member per year, 
indicating the use of the library. With 7,402,527 items checked out in 2014, JCPL registered the 3rd largest 
circulation number in national comparison. We have moved up one rank from 2013, even though the total 
number of circulations was slightly smaller in 2014 for JCPL than it had been in 2013. On a per capita level we 
are able to see the same trend. A Jefferson County resident would borrow 13.49 items per year, which 
positions JCPL above the 75th percentile (12.60 items per year). 

While print and CD/DVD circulations are up marginally (1%-2%) in comparison to 2013, they show a positive 
trend while the peer group shows a negative trend in those categories. With JCPL’s focus on the electronic 
materials sector in terms of investments in 2014 we see a strong response of patrons with a 25% increase in 
circulations for downloadables, indicating a good return on the investment. However, JCPL is still playing catch 
up with the peers that have seen an even greater increase in electronics circulation (38%) year-over-year. This 
mirrors the results of the electronic volumes comparison which showed that the amount of electronic 
materials JCPL has been able to acquire up to this point in 2014 does not yet match up to its peers. 
 

 

Benchmarking Parameters
2014          
JCPL

 50th 
Percentile 

2014
2013          
JCPL

 50th 
Percentile 

2013

JCPL % 
Change    

2014 vs. 2013

Peers % Change 
(50th Percentile)  

2014 vs. 2013
Circulation Per Year 7,402,527 5,513,269 7,589,979 6,359,150 -2% -13%
Circulation Per Capita 13.49 9.40 14.13 11.66 -4% -19%
Print Circulation (% of Total Circulation) 55.96% 49.04% 52.26% 52.07% 2% -3%
CD/DVD Circulation (% of Total Circulation) 35.90% 35.75% 37.25% 37.26% 1% -7%
Electronic Circulation (% of Total Circulation) 6.29% 9.15% 5.28% 6.71% 25% 39%
All Other Circulation (% of Total Circulation) 1.85% 6.91% 5.21% 3.42% -63% 111%
Circulation Per Holding (Turnover) 6.64 4.24 6.25 4.16 6% 2%
Circulation Per Cardholder 21.68 19.19 22.83 22.00 -5% -13%

Benchmarking Parameters
2014          
JCPL

50th 
Percentile 

2014
2013          
JCPL

50th 
Percentile 

2013
JCPL % Change  
2014 vs. 2013

Peers % Change 
(50th Percentile)    

2014 vs. 2013
Circulation of Electronic Materials 465,769 501,859 400,782 421,291 16% 19%
Circulation Per Year 7,402,527 5,955,502 7,589,979 5,980,667 -2% -0.42%
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Overall, JCPL ranks just a little below the 50th percentile (501,859) with its 465,769 electronic circulations in 
2014 and is in line with the peers with the increase shown year-over-year. 

 

Turnover 
 
The Turnover Rate (circulations per holding or item owned) factors in the collection size. This ratio indicates 
how often an item in the collection was checked out by a patron, i.e. turned over. With an average turnover 
rate of 6.64 circulations per item for JCPL this indicator has increased from 2013 (6.25 circulations per item), 
and this can be seen as a result of the reduction of collection size described before (weeding). If non-interest 
items are taken out of the collection, the current items get checked out more. In terms of turnover, JCPL ranks 
2nd highest in the national peer group and above the 75th percentile (5.94 circulations per item). While this 
relatively high turnover rate can reflect the relevance and popularity of the collection, it could also give an 
indication that not enough copies of titles, especially of high interest titles, are available.  

 

Visits and Cardholders 
 

 

JCPL has been able to increase its cardholder percentage based on the county population by 3% from 61.89% 
in 2013 to 62.24% in 2014. With this result JCPL shows growth and impact on the community with the services 
currently offered. JCPL ranks again well above the 50th percentile (54.72%) in 2014, and is well on its way to 
the 75th percentile (66.87%).  

The number of library visits is measured by our gate count systems based on incoming traffic. In 2014 we see a 
decrease of 4% from 2013 with 2,452,635 annual visits recorded. This moves JCPL slightly below the 50th 
percentile in 2014 (2,501,413 annual visits). On a per capita level JCPL is visited 4.47 times per community 
member per year. With this result we are still very close to the 50th percentile (4.56 visits per capita). So while 
more members of the community have signed up and are active cardholders with JCPL, we see less frequent 
visits in 2014. This could be a result of the growing segment of digital users that do not necessarily pay a 
physical visit to the library. This could also be a result of patrons visiting less frequently due to limited public 
service hours. 

The number of website visits has gone down from 2013. With 3,217,724 patrons clicking onto the JCPL website 
in 2014, we are above the 50th percentile (2,708,317 clicks). We have switched to Google Analytics based data 

Benchmarking Parameters
2014          
JCPL

 50th 
Percentile 

2014
2013          
JCPL

 50th 
Percentile 

2013

JCPL % 
Change    

2014 vs. 2013

Peers % Change 
(50th Percentile)  

2014 vs. 2013
Cardholders Per Year 341,446 290,123 332,503 256,304 3% 13%
Cardholders as % of Population 62.24% 54.72% 61.89% 52.92% 1% 3%
Library Visits Per Year 2,452,635 2,501,413 2,541,642 2,493,198 -4% 0.33%
Website Visits Per Year 3,217,724 2,708,317 4,046,640 2,563,153 -20% 6%
Library Visits Per Capita 4.47 4.56 4.73 5.17 -5% -12%
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collection to measure web usage since April 2014. For this reason JCPL will use 2014 as a baseline for future 
comparisons.  

 

Program Attendance, Storytime Attendance, and Summer Reading 
 

 

JCPL offered 22% more programs in 2014 than it had in 2013, and was able to show similar growth in the 
attendance of these programs. In 2013, 307 people per 1,000 residents attended a JCPL library program during 
the year, in 2014 this number has risen to 366 which gains even greater meaning in view of the growth in 
population that occurred during this time. JCPL was able to carry over the average attendance rate per 
program of 28 attendees from 2013, which marks the 50th percentile in 2014, and is an indicator for the 
community’s interest in the programs offered.  
 

 

Storytime attendance and Summer Reading registrants are both vital parts of our programming. Storytime 
programs target children and families to nurture the love of reading, and Summer Reading is designed to keep 
everyone but especially school children reading over the summer and many throughout a lifetime. Both are 
about forming relationships with the library and reading. 

With 84 story time programs offered per week by JCPL, we rank above the 50th percentile in 2014 (66 story 
times per week), and have increased this number by 27% (or 18 story times per week) by offering story times 
during May and August when we had not offered them during these months in 2013. Kids & Families also 
increased the number of story times offered at day cares and preschools. This boosted the overall program 
numbers of JCPL. The attendance rate for story times increased for JCPL by 38%, which is related to the 
increase of number of story times offered, but shows at the same time that the new offerings were well 
received by the community. With 2,375 children and families attending JCPL story times, our library ranks 
between the 50th percentile (1,656 story time attendees) and the 75th percentile (2,972 story time attendees), 
closer to the latter in comparison with the CO peers. 

Benchmarking Parameters
2014          
JCPL

 50th 
Percentile 

2014
2013          
JCPL

 50th 
Percentile 

2013

JCPL % 
Change    

2014 vs. 2013

Peers % Change 
(50th Percentile)  

2014 vs. 2013
Programs Per Year 7,287 5,386 5,960 4,636 22% 16%
Programs Per 1,000 Capita 13 9 11 9 20% 6%
Program Attendance Per Year 200,571 119,851 164,817 117,533 22% 2%
Program Attendance Per 1,000 Capita 366 240 307 233 19% 3%
Average Program Attendance 28 28 28 24 -0.47% 14%

Benchmarking Parameters
2014          
JCPL

50th 
Percentile 

2014
2013          
JCPL

50th 
Percentile 

2013
JCPL % Change  
2014 vs. 2013

Peers % Change 
(50th Percentile)    

2014 vs. 2013
Number of Storytime Programs Per Week 84 69 66 67 27% 4%
Average Storytime Attendance Per Week 2,375 1,656 1,724 1,529 38% 8%
Summer Reading Registrants Per Year 29,860 13,291 25,907 15,626 15% -15%
Summer Reading Registrants Per 1,000 Capita 54.07 51.97 47.39 45.22 14% 15%



20 
Brigitte Lindner 02/09/2016 

Summer Reading 2014 was very successful for JCPL. While 15% more Jefferson County community members 
signed up for this program in 2014, our peer group saw a 15% decrease. JCPL ranks 3rd highest in this specialty 
program offer within the CO peer group. On a per capita level JCPL keeps this position and marks the 75th 
percentile with 54.07 Summer Reading registrants per 1,000 capita. 

 

Technology Usage 
 
We use our CO Peer group to benchmark for technology usage. 
 

 

The number of computers made available to the public by JCPL (332 PC’s) is 10 units above the 50th percentile 
(322 PC’s) in 2014, but when looking at the usage of the public computers for internet sessions, we have seen 
a decline in usage by 7% since 2013 for JCPL, while the peer group has increased by 7%. With 439,577 internet 
sessions started from a public library computer at JCPL in 2014, we are however above the 50th percentile 
(384,815). Wireless usage has gone up by 30% from 2013 to 2014, following the trend of the CO peers. With 
235,194 wireless sessions initiated by community members in the library, JCPL marks the 50th percentile of the 
peer group. 

The data suggests that the decline in internet usage through JCPL’s public computers is currently not following 
the industry trend. Wireless usage on the other hand is picking up strongly and follows the industry trend. In 
both parameters we are on or above the 50th percentile. 

 

  

Benchmarking Parameters
2014          
JCPL

50th 
Percentile 

2014
2013          
JCPL

50th 
Percentile 

2013
JCPL % Change  
2014 vs. 2013

Peers % Change 
(50th Percentile)    

2014 vs. 2013
Number of Public Access Internet Computers 332 322 315 308 5% 5%
Number of Public Access Computers per 1,000 Capita 0.60 0.90 0.58 0.87 4% 3%
Public Access Computers Internet Session Per Year 439,577 384,815 474,702 360,291 -7% 7%
Wireless Internet Sessions Per Year 235,194 235,194 180,954 178,577 30% 32%
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National Benchmarking Graphs 
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Response to Questions regarding 2016 Strategic Initiatives 

 

1. How often do you revisit vision, mission and values? Will those be revisited this year? 

The library does not have a set schedule for re-visiting the mission, vision and values statements. We 
intend for these to be guides for as long as they support the operations and service model of the library. 
When, in the judgment of the Board of Trustees and the library staff, these foundational documents 
have become outdated or less useful, we would go through the process that we followed last year and 
adopt new documents. 

2. The success indicators are all fairly quantitative. Are we conducting any qualitative analysis? If not, 
could we look toward broadening our measurements to include some qualitative research as well? I 
think that strategic priorities 1 and 3 could lend themselves to this kind of analysis. 

The library has a number of ways that we gather qualitative information. You may recall that the library 
conducted a patron satisfaction survey last year. We shared those results in a study session. We plan to 
do quarterly promotions of our ongoing customer survey on our website to increase participation in 
2016. Qualitative feedback will be an element of the Communications Audit that will be conducted in 
Q2. In addition, we gather qualitative feedback in our State of the Library community meetings, through 
our social media, through the “Ask Us” link on the library website, through patron comment forms in 
our libraries, through feedback from participants in our programs, through the Executive Director’s 
email and the Director of Public Services’ email. We also gather qualitative data from an annual 
Employee Engagement Survey and from exit interviews with employees. This employee feedback 
informs training and organizational development initiatives.  We analyze trends and themes that arise 
and use them to critique and modify our offerings, and to respond with quality programs and services. 

3. Related to the above, could you provide some more detail around the Impact study listed under the 
third initiative for priority 1? Are there other instruments we could use that are widely adopted by 
other libraries?  

Please see the document at the end of this response.  JCPL is participating in all three phases described, 

4. As I hope you know, I think all the outreach work you have done in the community is great. I think 
the linkage of the libraries’ direction to the larger community efforts is very exciting. It seems like this 
type of activity aligns our efforts to the larger communities on a macro level. On an individual level 
are we assessing the needs of individuals in the community – both patrons and non-patrons of our 
libraries? It seems like this type of effort would be particularly applicable to priority #1 (In reading 
priority#1 I realized that it doesn’t expressly mention resident’s information needs. It might be helpful 
to think about this priority in 2016 as assessing resident’s information needs) 

The kind of assessment that you are describing is foundational to the work of our staff. It is operational 
and is embedded in our daily work. We assess and respond to patron needs one-on-one in our reference 
transactions and we address any gaps in our collection or service as a result of those transactions. We 



also use our operating system , Triple I, to understand the subjects that are of highest interest in  our 
community and we purchase them in quantity to meet patrons’ needs. We look at materials that 
individuals borrow from other libraries on interlibrary loan and Prospector to determine if individuals 
are requesting things that we should have in our collection. The number of Book A Librarian bookings is 
“going through the roof.” Our librarians learn a lot about individual needs through these meetings. 
Through participation on the Children and Youth Leadership Council (CYLC) and the Jefferson County 
Prosperity Project, we learn about individuals, individual families, their needs and how the library can 
help.  All of the feedback from all of these sources enters into our planning and revising programs and 
services as we move forward.  Feedback on individual’s needs, suggestions and requests come in 
through all of the channels that are enumerated in our response to question #2 as well. The 
Communications Audit and our demographic survey, both of which we are conducting in 2016, will give 
us feedback on non-users individually and will also pinpoint areas in the County where there are 
opportunities to focus on citizens’ needs that we are not meeting. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

 

 

Jefferson County Public Library like libraries across the county is moving from reporting 
inputs & outputs to reporting outcomes & impacts. Currently JCPL tracks various 
quantitative and qualitative measures.  Quantitative measures are defined by the state and 
other reporting agencies and include items such as circulation, visitors, programs, 
attendance as well as resources such as budget allocations, staffing, and hours. We also 
evaluate qualitative use of library services with tools such as our customer satisfaction 
survey, program attendee surveys, computer class evaluations and patron comment cards. 

As the library field as a whole is incorporating outcome and impacts several evaluation 
tools have been developed specifically for libraries.  These tools have been developed on a 
national level by experts in the field.   Edge, Impact, and Project Outcome are 3 evaluation 
tools that each measure slightly different things.  They can each be used independently, but 
when all three are implemented the library will have a richer and more detailed picture of 
its services, and its community.  All three create the opportunity to benchmark against 
other libraries who report information, yet each has a slightly different focus. 

Edge allows a library to evaluate both its technology tools and services, and make strategic 
decisions about areas they would like to focus on.  The impact survey was created so that 
libraries can better understand their community and how people use public technology. 
Project Outcome allows the library to collect data on the impact of library services on the 
residents who use them. 

In 2016 it is a strategic priority to implement all three of these tools. More information 
about each project tis listed below.  The information comes directly from each website, and 
the address is listed as well. 

 

Edge 

Edge is a groundbreaking, first-of-its-kind management and leadership tool, helping 
libraries create a path for the continuous growth and development of their public 
technology services. 
Through an easy-to-use suite of tools, Edge supports libraries in making strategic 
decisions and identifying areas for improvement. The Edge Toolkit provides libraries an 



overview of current public services and community engagement. From operations to 
partnerships and programming, the toolkit generates recommendations for 
implementing best practices to align with future growth and community priorities. It 
also provides useful resources to demonstrate the library’s community service to 
community leaders. 
Edge was created with the vision that all people should have opportunities to enrich 
and improve their lives through open access to information, communication, and 
technology services provided by public libraries. Led by the Urban Libraries Council, 
the Edge Initiative was developed by a national coalition of leading library and local 
government organizations and funded by the Bill and Melinda Gates Foundation. 
  
Benefits of Using Edge 
Libraries are using Edge Benchmarks to assess and improve library services. Your Edge 
results provide a snapshot of your current public technology services along with 
concrete steps to make improvements. In addition, you’ll have the tools necessary to 
work more closely with your local leaders to address community issues. There are three 
key benefits for participating: 

1. Assess the use of public access technology; 
2. Identify specific ways to strengthen or enhance public access technology; and 
3. Engage with key leaders about the role for the public library in improving 

communities. 
Learn more about these key benefits. 
  
Edge in your Community 
Since our national launch in 2014, Edge gained wide adoption by the library field with 
nearly 30% of public libraries in the U.S. registering for an Edge account and 20% of the 
nation’s public libraries completing the Assessment portion of the Edge Toolkit. 
  
Designed to Evolve to Reflect Changing Technology and Community Needs 
As libraries continue to adapt to the needs of 21st century communities, Edge will 
support positive change through community engagement, strategic decision making, 
and data-driven development. 

http://www.libraryedge.org/ 

 

Impact Study 

The Impact Survey is an online survey tool designed specifically for public libraries that 
want to better understand their communities and how people use their public technology 
resources and services. Written and validated by research staff at the University of 



Washington Information School, the Impact Survey is designed to quickly and easily 
provide busy librarians with useful data on how their patrons use library technology 
services. The program saves libraries the time and costs associated with writing, 
programming, analyzing, and reporting an in-house survey.  

Know your community. Improve your technology services. 

Understanding your community is essential to providing patrons with the technology 
services they need. The Impact Survey asks patrons about how they use library technology 
services like public computers, wireless networks, online resources, digital literacy 
training, as well as outcome oriented use in the following areas: education, employment, 
entrepreneurship, health wellness, e government, civic engagement, e commerce social 
inclusions 

Library benefits 

The Impact Survey empowers you to ask your community directly about the technology 
services they use and need. Specifically, the Impact Survey asks patrons about how they use 
library technology services like public computers, wireless networks, online resources, and 
digital literacy training, and helps gather information about how to improve those services 
to enable better patron outcomes 

https://impactsurvey.org/ 

 

Project Outcome 

The goal of Project Outcome is to help public libraries understand and share the true 
impact of essential library services and programs. While many public libraries collect data 
about their services and programs, what often lacking are the data to support what good 
they are providing their communities, such as programs serving childhood literacy, digital 
and technological training, and workforce development. With Project Outcome, patron 
attendance and anecdotal success stories are no longer the only way libraries can 
demonstrate their effectiveness. Developed by library leaders, researchers, and data 
analysts, Project Outcome is designed to give libraries simple tools and a supportive online 
community of library leaders to help collect and use better data about public libraries. 

Background 



Project Outcome is managed by the Public Library Association (PLA) and builds upon a 
2013 initiative led by then-PLA president Carolyn Anthony (Director, Skokie Public 
Library), who established a Performance Measurement Task Force (PMTF) to develop 
standardized measures of effectiveness for library services and promote training and 
implementation tools for using the data collected. The PMTF is comprised of a diverse 
group of public and state library leaders, consultants, data researchers, and analysts. After 
a year of collecting outcome data from PLDS survey responses and conducting pilot testing 
in 27 libraries, the PMTF identified seven essential library service areas for Project 
Outcome to assess that could be easily and directly linked to improving or changing 
patrons’ knowledge, behavior, skills/application, and awareness: 

  
The work of the PMTF caught the eye of the Bill & Melinda Gates Foundation. Their 
generous funding support has enabled the PLA to accelerate and expand the reach of 
Project Outcome. PLA is dedicated to sustaining the project's work beyond the terms of the 
initial grant, and aims to add Project Outcome to the long list of other successful PLA 
services, such as Every Child Ready to Read and Turning the Page.  
  

How It Works 

Project Outcome provides simple survey instruments and an easy-to-use process for public 
library staff to measure the outcomes of their library programs. To participate, public 
library staff start by setting goals for the outcomes they want to achieve through their 
programs, then choose the service areas where they want to measure outcomes. At the end 
of a library program or series, library staff administer patron surveys for the relevant 
service area and report their results in a simple online Survey Portal. Participating libraries 
can then see and analyze their survey results in a visually interactive Data Dashboard. 
Libraries are encouraged to use their data to support and promote future action – from 
allocating resources more efficiently, to advocating new resources more effectively, to 
providing support for future library funding, branch activity reports, and strategic 
planning. The PMTF that developed the surveys continues to improve Project Outcome and 
is currently developing more advanced methods, tools, and resources for measuring 
patrons’ long-term behavioral outcomes. For the first time, public libraries, whether they 
are new to outcome measurement or advanced in data collection, will have free access to 
an aggregated set of performance measurement data and analysis tools they can use to 
affect change within their communities and beyond 
 

https://www.projectoutcome.org 
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