El Rito Public Library

Board Meeting Minutes

Saturday, July 11, 2026

Meeting Opening

The meeting was called to order at 2:31 pm.

Present at the meeting were Directors Lynne Gudes (via Zoom), Sid Gudes, Maggie Towne,
and Kira Washington (via Zoom). Tom Kaminski was welcomed as a community member and
potential employee. Carole Smith attended as head librarian.

Four out of four voting members of the Board being in attendance, a quorum of the voting
members of the Board was established.

Motion was made and passed unanimously to accept the minutes of the May and June
meetings.

Financial, Compliance, and Risk Report
Financial Status

As of the end of June, the library held $121,127 across various bank accounts, a decrease from
$127,800 at the end of May.

Income for June included approximately $680 from donors and $200 in interest, while total
expenditures were $7,618.

Major expenses consisted of payroll at $5,100, payments against the outdoor recreation grant at
$1,700, and utilities at approximately $550.

The E-rate consultant, who was paid $2,500 to set up the library's E-rate, will be comping next
year's service, effectively making the $2,500 payment cover two years and yielding a net
savings of approximately $3,500 per year after the consultant fee.

Grant Status

Regarding the outdoor recreation fund, $27,000 was received from the state, $3,200 has been
spent to date, and approximately $4,000 more is expected to be spent before the program ends,
resulting in roughly $19,000 that will need to be returned to the state.

The shortfall in outdoor recreation spending was attributed to low enrollment, with only five or
six children signing up instead of the expected couple of dozen, leading to the cancellation of
several expeditions.

Compliance

Trademark registration for the Facebook account has not yet been submitted due to competing
priorities and a period of lost Internet access.

Risk

A risk concern was identified regarding the Instagram account, as the password was not shared
with the Secretary, mirroring a previous issue with the Facebook account.

It was noted that a centralized password management system should be established, with the
Secretary serving as the keeper of all organizational account credentials.

Library Team Leader Report
Library Operations and Programming (Carole)

Fax service was restored following the installation of a Magic Jack device set up by Dave.
The summer program is concluding on the 22nd of July and has been highly successful,
averaging approximately 19 children per day.
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Children's books in the library are organized into four categories, including small books,
picture books, and easy readers grouped together.

Staff are working to train patrons, particularly children, to bring books to the desk rather than
reshelving them independently.

A concern was raised that when children attempt to be helpful by putting books away, the
books become difficult to locate due to the complexity of the filing system.

A suggestion was made to use simple graphics in the children's section to help young patrons
understand the shelving system, as misplaced books had been a significant issue.

Faciltiies and grounds (Gabe)

No report.

Community Services (Carole/CeCe/Jill/Mary)

Flyers for game night and the yard sale have been distributed through multiple channels
including the Abiquiu News, a free radio station, and the Catholic Church bulletin board.
Arrangements have been made with the fire department to provide extra tables for the yard sale
on Friday, and a temporary food service certificate form has been submitted to the County to
allow Frito Pies to be sold at the event.

Six tables have been reserved for the yard sale so far, and several people have already brought
in donation items.

The library has been invited by the Catholic Church to participate in the Fiesta Parade in
August and to have a table at the Fiesta event.

Fundraising and outreach (jill)

An Instagram account has been created by Jill under the handle @El Rito Library, providing
a new channel for outreach and fundraising advertisement.

The 100-for-100 fundraising campaign flyer was created and distributed by Jill without going
through the compliance review process, which was flagged as a procedural violation.

Upon compliance review, the QR code on the distributed flyer was found to link to an
unreachable site, and the wording was assessed as insufficiently compelling to motivate
donations, prompting revisions.

Jill proposed ending the 100-for-100 campaign on Giving Tuesday in November to align with a
day when people are already inclined to donate, though Board members expressed a preference
for extending the campaign through December and potentially anchoring it to the auction.

The library maintains a presence at the Abiquiu farmers market every Tuesday, where staff
interact with 25 to 30 people, distribute 20 to 25 books and a similar number of event flyers,
and receive around $20 to $25 in donations.

Election of New Board President

A discussion was held regarding the need to fill the Board President position following the
departure of the previous President, Dave.

Kira was proposed as a strong candidate for the role given her possession of a Master of
Library Science degree, which was considered a significant asset for the Board President of a
library organization.

The responsibilities of the Board President were outlined as setting the meeting agenda, calling
emergency meetings when necessary, running Board meetings, and serving as a mediator as
needed in staff disputes.

Kira expressed willingness to learn the role through experience and committed to being at the
library in person more often, to gain a better understanding of its operations.

Key governance requirements were explained to Kira, including the obligation under the Open
Meetings Act to post the agenda on the library's website at least three days before each
meeting, and the rule that no votes may be taken on items not listed on the agenda.
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A motion was made and seconded to appoint Kira as Board President, and the motion passed
unanimously.

Financial Shortfall and Fundraising Restructuring

The library's funding from the New Mexico State Library has been reduced from $75,000 in the
previous fiscal year to $27,000 in the current fiscal year, creating an immediate shortfall of
approximately $45,000.

The library's annual budget is approximately $120,000 in a good year, with salaries alone
accounting for around $70,000. With the reduced state funding, annual income will be
insufficient to cover operations.

A short-term mitigation strategy is to redirect funds previously reserved for roof replacement to
cover the shortfall, though this leaves the library financially exposed in next year.

A congressionally directed spending grant application was submitted for roof replacement and
mini-split installation, with a potential award of $100,000, though a decision is not expected
until October at the earliest and possibly as late as mid-next year.

The current siloed team structure, in which fundraising is the sole responsibility of one team
leader, was identified as a vulnerability.

A shift toward a matrix-style organizational model was proposed, in which all staff members
could contribute to fundraising efforts, with coordination provided by the fundraising team,
rather than relying on a single person to execute all fundraising activities.

The fundraising team role was suggested to be redefined to focus on grant writing support,
fundraising support, and fundraising coordination, rather than being the sole fundraiser.

Kira expressed support for a collaborative approach to fundraising, noting that a team-based
model would be more effective than placing the full burden on one individual.

A meeting with Jill to discuss the proposed restructuring was agreed upon, with Sid designated
to initiate contact.

Grant Prioritization Framework

A proposal was made to add a formal grant prioritization framework to the library's bylaws, to
be considered at the next Board meeting.

Under the proposed framework, the highest priority would be securing sufficient funding to
cover staff salaries and operating expenses, followed by children's programming as the second
priority, with all other grant opportunities ranked third.

The outdoor recreation grant was cited as a cautionary example of pursuing a lower-priority
grant that consumed significant resources without delivering proportional benefit to the
library's core mission.

A cost-benefit consideration was introduced, suggesting that the effort required to pursue a
grant should be weighed against the expected return, with high-effort, low-yield grants
deprioritized accordingly.

Donor Outreach

The Santa Fe Community Foundation holds two endowments on behalf of the library, one of
$80,000 established from a bequest by Michael Maddex and one of $10,000 established by
former Board President Bill Page, generating about $5,000 and $500 per year respectively.
Beyond the endowments, the Santa Fe Community Foundation serves as a provider of other
funds from donor-established funds such as the Helen S. Keller Fund, which supports libraries,
and these funds require active solicitation.

Previously the library maintained a relationship with the Santa Fe Community Foundation,
which resulted in additional discretionary funding that is no longer being received.
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Maintaining visibility with the Santa Fe Community Foundation was described as essential so
that the organization remains aware of the library's existence and funding needs when
allocating discretionary grants.

Maggie and Kira were identified as potential representatives to attend Santa Fe Community
Foundation events and cultivate the relationship, with Maggie indicating she could participate
on a limited basis.

Expanding relationship-based outreach to other foundations that support libraries was also
suggested as a worthwhile strategy.

Mini-Split Installation

A quote was obtained from Stockton Mechanical in Santa Fe for the installation of a mini-split
unit to cool the circulation room, children's room, and office.

The quoted cost for a Samsung unit was approximately $8,500 including taxes, with an upgrade
to a Fujitsu unit available for an additional $1,000.

The Fujitsu unit was recommended due to its significantly higher SEER energy efficiency
rating, with the contractor estimating a payback period of four to five years through electricity
savings, after which the library would save approximately $200 per year in electricity.
Installation of a full multi-zone mini-split system covering the entire library was deferred until
after the roof replacement is completed, as the lines would need to run across the roof and
would be disrupted by roofing work.

A Board vote was held on the motion to accept the proposal from Stockton Mechanical with the
Fujitsu unit substituted for the Samsung unit, and the motion passed unanimously.

Email Policy and Board Member Email Accounts

A proposed email policy was presented for inclusion in the library's policies and procedures
manual, establishing that the compliance officer will monitor staff emails for issues that could
affect the library's 501(c) status or regulatory compliance.

The policy also addresses cybersecurity risks, noting that emails pass through multiple nodes in
transit and can be accessed at each point, and affirms that under U.S. law, emails sent by library
employees are considered organizational property.

A discussion was held on whether Board members should be assigned official email addresses
at the EIRitoLibrary.org domain, as they currently use personal email addresses since they are
not employees.

Arguments in favor of official Board email addresses included improved professional
credibility when communicating with vendors, government agencies, and donors, as well as
enhanced personal privacy and security for Board members.

A naming convention of first name followed by the first letter of the last name was agreed
upon, consistent with the format used by other organizations such as Ghost Ranch.

A motion was made and passed unanimously to provide each Board member with an email
address at EIRitoLibrary.org using the agreed naming format.

Library Hours and Annual Closure Calendar

A concern was raised that the decision to close on July 4th was made too late to be
communicated effectively to all patrons in advance.

A proposal was made to publish an annual calendar of library closure dates on the library
website so that patrons can plan accordingly throughout the year.

Standard closure dates identified for consideration included July 4th, Thanksgiving, Christmas,
and Easter, with Monday holidays noted as less relevant since the library is already closed on
Mondays.
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e Posting closure information on Instagram and in the newsletter was also suggested as a way to
reach patrons who may not visit the website regularly.

e Responsibility for determining the annual closure schedule was identified as within the domain
of the head librarian, with the website update assigned to the information systems team.

Meeting Closing
e The next Board meeting was set for Saturday, August 8, 2026, at 1:30 pm.
e The Board voted to adjourn the meeting.
e The meeting was adjourned at 3:44 pm.

Action Items
Sid
e Inform Jill that the Secretary needs to be the keeper of all social media passwords.
e Reach out to Jill to schedule a meeting to discuss fundraising restructuring, the 100-for-100
campaign, and the library's financial needs for grant writing.
Carole
¢ Notify Jill when in-person donations are received for 100-for-100 so Jill can update the visual
fundraising tracker.
Maggie
e Research Santa Fe Community Foundation events and other foundations that support libraries,
and report back to Kira.
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