El Rito Public Library
Board Meeting Minutes

Saturday, September 19, 2026

Meeting Opening

The meeting was called to order at 1:41 pm.

Present at the meeting were Directors Lynne Gudes, Sid Gudes, Maggie Towne, and Kira
Washington (via Zoom). Carole Smith attended as head librarian. (Kira Washington left the
meeting early due to ill health.)

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 August meeting.

Executive Summary / Key Points

This meeting is the Annual Board meeting of the El Rito Library, to review the year's events,
finances, and compliance, and to discuss expectations for the upcoming year.

Head Librarian Carole Smith reported significant progress on collection weeding, new furniture
in the fiction and children's rooms, refinished floors, and a repainted office since May.

New magazine subscriptions were added and some were dropped; Lynne suggested adding
Western Horseman given the community's rural demographic.

Upcoming events include Trunk or Treat on October 30th, a Medicare open enrollment
presentation, poetry readings by Zack Hively on November 7th, and children's programs.
After-school programming in October will include two days of weaving and three days of
cooking in November through the Rural Events Center, plus tortilla-making with Lorraine.
Fundraising restructuring was flagged as a key driver of the financial shortfall: $45,000 less
than the prior year from foundations due to missed United Way and Santa Fe Community
Foundation requests.

Total expenses rose by $73k while revenue fell by $68k, resulting in a $28k cash deficit; major
cost drivers included payroll, a $27k repairs and maintenance spend, and new equipment.

State government grants totaled $105k this year vs. $40k prior year, but the $27k outdoor
recreation grant underperformed: it appears that only ~$7k will be spent, with $20k returning to
the state.

A $105k Congressionally directed spending request is pending for a new fireproof roof and
mini-split HVAC replacements; a vote is expected in Congress in October, with a fallback
timeline of January.

Anticipated income for the current fiscal year is ~$91.4k net (after $20k outdoor recreation
repayment), against a $125k budget, leaving a projected $33.5k shortfall to be addressed
through fundraising.

Charity Navigator score improved from 36 (zero stars) in January 2025 to 80 (three stars) by
June 2026; the goal is four stars upon filing this year's 990. Charity Navigator influences
grantor decisions.

Cost-cutting measures implemented include comparative shopping, switching to FastFund
accounting software, earning ~$3K/year via NTTCs, moving the website from Fat Cow to Host
Papa (saving $800/year), and replacing GoTo with Uma for phone service (saving $600/year).
Board voted to count donations of $100 or more specifically designated for the "100 for $100"
drive toward that campaign; amounts under $100 or undesignated go into general donations.
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o Santa Fe Community Foundation site visit needs to be scheduled from three proposed dates;
holding it during after-school hours was suggested so visitors can see the library's community
impact.

Library Collection Management and Weeding

e Carole Smith reported that since taking over in May, weeding of the collection had been
completed in the nonfiction room and the fiction room, with the children's room nearly finished
and DVDs next in line.

o Criteria for weeding included the condition of items, checkout frequency, and publication date,
with books checked out frequently being retained regardless of age.

e Books received as far back as 1998 that had never been checked out were removed and
rehomed.

o Plans were outlined to restart weeding in the nonfiction room, with Tracy having completed
biographies and moving on to the 900s and 300s sections.

o The circulating collection database was also cleaned up throughout the year by Carol and Cece,
correcting errors related to missing, decommissioned, or unrecorded items.

Facility Improvements and Renovations

e New furniture, including chairs and tables, was added to the fiction room and children's room.

e Floors in the hallway and office were redone, and the office was repainted, replacing the
previous mustard green walls and ceiling.

e New LED lighting was installed in the community room, kitchen, and circulation room.

e Gabe is planning to seal the decks once the rain stops, and new park benches were added.

e The toilet in the first bathroom was repaired.

e A hook-and-eye lock was installed on the first bathroom door, as the floor had settled unevenly,
causing the door lock to misalign.

e The second bathroom was noted to be currently used for storage and contains a child-height
toilet, with discussion about whether it could be restored for use during large events.

o The green storage container was cleaned out and made walkable, with only a few remaining
garage sale items left to be removed.

Periodicals and Magazine Subscriptions

e New magazine subscriptions added included Grit, Time, and additional periodicals, with
Smithsonian and National Geographic already in the collection.

e Surfer Journal and the London Review of Books were discontinued.

e Lynn recommended adding a subscription to Western Horseman, noting its relevance to the
rural community including horse owners, cattle people, cowboys, and 4-H and rodeo youth.

e Carole confirmed she would look into the Western Horseman subscription and noted that Grit
is already being received, catering to off-grid and near-off-grid readers.

o People Magazine was added after securing a two-year deal at a favorable price.

Little Free Libraries Placement

e One of the little libraries was placed at Northern New Mexico College El Rito Campus, with
the second still awaiting a suitable location, perhaps Oliver’s store in Ojo Caliente.
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Fundraising Events Review

o Events held during the year included Cinco de Mayo, a garage sale, and Death by Chocolate.

o Death by Chocolate drew nearly 200 attendees on Saturday and about 150 to 160 on Sunday.

e Food costs for the event were kept under the projected $75 budget, but labor costs were
identified as the primary expense driver, with setup on Friday, full days on Saturday and
Sunday, and cleanup and restoration extending into Tuesday.

e Game nights were noted to have had good turnout throughout the year.

o Events were described as generally net positive financially, though the gross revenue figures
were noted to be misleadingly high relative to actual net income.

Upcoming Events and Programming

e Zach Hively is scheduled to visit on September 30th for a Rising Riders event, and separately
on November 7th for a poetry reading.

e A Medicare presentation from a state representative is planned, with a follow-up session in
November covering open enrollment.

e Trunk or Treat is scheduled for October 30th from 5 to 8 pm, featuring hot dogs and chili dogs,
candy distribution, and participants opening their car trunks, with car show enthusiasts
unavailable due to prior commitments.

o Pumpkin painting is planned as a safer alternative to carving, with Lorraine working to secure
donated pumpkins from Romero's.

e A face painting activity is being explored for the Halloween event through Cece's niece.

e The Rural Events Center is scheduled for two days of weaving in October and three days of
cooking in November for the after-school program, arranged via Mary.

o Lorraine is planned to lead a tortilla-making session with children, with her daughter noted as a
state-level award winner in tortilla making.

e A gentleman was noted to have expressed interest in presenting animatronic puppets for a
children's Christmas show.

e A state employee who authored a book about a service dog is scheduled to visit in October,
likely on the 22nd, to do a reading for pre-K through third or fourth grade and demonstrate
proper behavior around service dogs.

e Movies are being considered as a future programming addition for Trunk or Treat.

Annual Auction and Christmas Party Planning

o Discussion arose about whether to hold the annual auction, with some members noting it
requires significant labor and others emphasizing its strong net financial contribution.

o Jill was identified as holding a spreadsheet of past auction donors with contact information,
though she had been difficult to get hold of.

o [t was noted that the auction and Christmas party could be held in separate months, as had been
done previously, to avoid overburdening volunteers.

e Carole and Maggie agreed to discuss offline whether the auction was feasible this year.

Financial Report and Annual Balance Sheet Review

o The library operates on a fiscal year running from July 1st to June 30th, with the report
covering the year ended June 2026 compared to June 2025.

e Total current assets, representing cash held in the bank, decreased by about $28,000, reflecting
expenses exceeding income for the year.
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o The circulating collection asset value decreased on paper due to database cleanup rather than
actual loss of materials, with the collection having grown in reality.

e Furniture assets increased by $11,000 to $12,000, comprising a $7,000 portable stage and new
children's room furniture, a sofa, a loveseat, and other pieces.

e The Santa Fe Community Foundation endowment, established when the Board placed $80,000
from a bequest by Michael Maddox into the foundation, generates an annual payment of about
$4,000 in perpetuity.

e Current Liabilities remained small and largely unchanged, consisting of June payroll taxes
payable in July and a partially repaid interest-free loan from Library Friends, originally taken
out when building insurance costs spiked, with about $1,500 remaining.

Income Analysis and Revenue Shortfall (for Fiscal Year ended June 30, 2026)

o Corporate gifts from Kit Carson Electric and another donor received in the prior year were not
repeated in the current year at the donors' discretion.

e A bequest of $87,000 from Carol Martin Davis received in the prior year was a one-time event
and not repeated.

e Donations from foundations dropped by $45,000, primarily because a $13,000 United Way
grant was not applied for and the relationship with the Santa Fe Community Foundation was
not maintained, resulting in missed grant opportunities.

e State government grants increased from $40,000 to $105,000, comprising a one-time $43,000
rural library grant from the state legislature and a $27,000 outdoor recreation grant.

e The $43,000 one-time grant came with strict spending requirements mandating that every
penny be spent within the grant year, leading to accelerated purchasing of collection materials,
computers, supplies, and furniture.

e The outdoor recreation grant of $27,000 was found to have benefited only four or five children
and may require about $20,000 of unspent funds to be returned to the state.

e A local government grant of $1,500 from Rio Arriba County was lower than in 2025, but
$3,000 had already been received in FYE 2027.

o Interest income was generated by moving surplus funds from Century Bank into a Fidelity
money market account and CDs, though state library funds were required by rule to remain in a
non-interest-bearing account.

o Total expenses increased by $73,000 while total revenue decreased by $68,000, resulting in a
cash deficit of about $28,000 excluding depreciation.

Insurance and Payroll Expense Review (for FYE June 2026)

e Property insurance rose significantly to $9,500 annually, with total insurance costs including
workers' compensation and Board indemnification reaching $11,400.

e A new fireproof roof, if installed, is expected to reduce insurance premiums substantially, as
insurers had raised rates broadly due to wildfire risk concerns.

e Payroll increased by about $10,000 compared to the prior year, driven by the volume of
collection work performed by Carol and Cece, and is expected to decrease in FYE 2027.

Repairs and Maintenance Expenditures
e Repairs and maintenance costs reached $27,000 for the year, covering a buckled wall in the

circulation room, roof leak repairs, parapet redirection to prevent water from eroding the
foundation, and office floor replacement.
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e A $14,000 down payment was made to lock in a roofing contractor for the eventual full roof
replacement.

e The floor in the main circulation room is expected to have similar deterioration beneath the
surface as was found in the office.

Equipment and Technology Purchases

e Two Apple Mac computers were purchased to meet patron demand, as the library previously
had only one outdated Mac incapable of running current software, funded through the $43,000
one-time grant.

Current Year Budget and Anticipated Income

o Confirmed income received so far in the current fiscal year included a Shaggy Peak Fund grant
facilitated by Dave, $3,000 from Rio Arriba County, $5,800 in individual donations, $573 in
interest, and $1,000 of a $2,000 N.M. Children’s Foundation grant.

o High-certainty anticipated income included $14,700 in G.O. Bond funds, $10,000 in New
Mexico Grants-in-Aid usable for salaries, and $17,000 from the New Mexico Rural Library
Fund, down from $24,000 in the prior year.

e Additional anticipated income included about $1,200 in interest, $400 in credit card cash back
from the Spark card at 1.5%, and $4,300 from the Santa Fe Community Foundation endowment
including the endowment established by Bill Page.

e A §$10,000 grant request was submitted to the Santa Fe Community Foundation, and an
application for United Way funding of about $13,000 is being completed by Jill.

o Individual donations are projected at about $20,000 based on prior year performance, with the
100 for $100 drive expected to contribute an additional $9,200.

o Total anticipated income after returning $20,000 in outdoor recreation grant funds is estimated
at $91,400, against a projected budget of $125,000, resulting in an anticipated shortfall of about
$33,500.

o The shortfall was identified as addressable through intensified fundraising efforts or by drawing
on the Carol Martin Davis bequest funds while deferring them for roof replacement if the
Congressionally directed spending grant is not secured.

Congressionally Directed Spending Grant Application

e A §$105,000 Congressionally directed spending request was submitted through Senator Lujan's
office for a new fireproof roof and replacement of the 12-year-old heating units with mini-split
systems that also provide air conditioning.

e The current roof repairs were assessed by Dave Warren and Lee Romero as lasting at least four
to five years, meaning a delay in the grant would not create an immediate crisis for the roof.

e Mini-split installation was identified as a more urgent priority given anticipated increases in
summer temperatures.

e A contractor from Stockton Mechanical had previously visited the library and provided a quote
for a mini-split in the circulation room, but subsequently became unresponsive.

e A vote on the Congressional grant is expected in October, with possible deferral to January if
Congress does not act before the holiday and election periods.

Page 5 of 7 El Rito Library Board Meeting Minutes: September 19, 2026



Cost Reduction Initiatives

e Comparative shopping was introduced to ensure the best prices were obtained across multiple
vendors before purchasing.

e The accounting system was migrated from QuickBooks to Fast Fund, a nonprofit-specific
platform that simplifies 990 reporting and fund tracking.

e Surplus funds were moved into interest-bearing accounts at Fidelity, generating meaningful
returns, while state library funds remained in non-interest-bearing accounts as required.

e Non-Taxable Transaction Certificates were expanded from two outdated certificates to over 30
active ones, saving about $3,000 per year in sales tax on goods purchased.

e The library website was migrated from Fat Cow to HostPapa, saving about $800 per year.

o The office landline was eliminated, with staff using personal cell phones for calls.

e The library landline provider was switched from GoTo at $85 per month to Ooma at $35 per
month, saving $50 per month.

Compliance and Organizational Standing

e The library's Charity Navigator score improved from 36 out of 100 with zero stars in January
2025, to 55 with one star in April following a rating system change, and then to 80 with three
stars in June after the 990 filing was processed.

e A score of 90 and four stars is set as the goal for the current year following the next 990 filing,
with four stars being the maximum rating.

e Anamended return for the 2024 fiscal year was identified as a potential option if prior
accounting classifications by the previous accountants dragged down the three-year average
used by Charity Navigator.

o Charity Navigator ratings were confirmed by the Santa Fe Community Foundation as a key
factor used by grantors to assess whether a charity is worthy of funding.

e The Facebook account access issue was noted as being addressed through a trademark
registration process, after which Facebook had indicated ownership would be transferred back
to the library.

e A prior embezzlement case from 2016 involving roughly $5,000 was noted as effectively
closed, with just over $2,000 recovered through $100 monthly payments before the corrections
department ceased enforcement.

e Unemployment insurance was added starting January 1st of the current year at a cost of about
$300 to $400 annually, protecting the library from having to pay valid unemployment claims
out of pocket.

o Workers' compensation audits were confirmed as being filed on time, and the New Mexico
Secretary of State filing was confirmed as current.

o Two software solutions were identified as needed to address children accessing adult content
and malicious websites on library computers, each costing about $50 per month, with one
blocking inappropriate sites and the other restoring a clean system snapshot upon reboot.

100 for $100 Fundraising Drive Counting Policy

e The 100 for $100 drive was defined as a campaign to solicit $100 donations from 100
individual donors, with a goal of raising $10,000.

e A question arose regarding how to count an $800 donation made by a single patron who had
earmarked the funds for the drive, as well as how to handle donations above or below $100.
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o Concern was raised that counting all incoming donations toward the drive regardless of amount
or designation would misrepresent the campaign to patrons and conflate regular donations with
the specific drive.

e A motion was made, seconded, and passed unanimously that any donation of $100 or more
specifically designated for the 100 for $100 drive would be counted in full toward the drive,
while donations below $100 or without a specific designation would be recorded as general
donations.

e Under the new policy, total confirmed 100 for $100 funds stood at $1,600, comprising $800
from the patron in question and $800 from eight other donors, pending confirmation of the
original donor's intent.

o The thermometer sign outside the library was noted as needing to be updated to reflect the
current total, with the level corresponding to just above the third line at $1,600.

Meeting Closing
e The next Board meeting was set for Saturday, October 17, 2026, at 1:30 pm, as the second
Saturday, October 10, is during the Abiquiu Studio Tour.
e The Board voted to adjourn the meeting.
e The meeting was adjourned at 2:58 pm.

Next Steps

o The Board agreed to pursue the Santa Fe Community Foundation site visit by confirming
availability against the three proposed dates already received, with the visit ideally timed
during after-school hours to demonstrate community impact.

o Fundraising responsibilities were confirmed as distributed across all Board members, staff, and
volunteers, with Jill's role redefined as a coordinator rather than sole initiator, and the United
Way and Santa Fe Community Foundation applications identified as priorities.

o The auction decision was delegated to Carol Smith and Maggie Town to determine feasibility
for the current year, with the understanding that any changes to Jill's involvement should follow
completion of auction-related work.

o Software solutions for web content filtering and system restoration on patron computers were
confirmed as planned purchases for the current budget year.

o The Western Horseman magazine subscription was agreed to be researched and considered for
addition to the periodicals collection.

e The second bathroom was identified as a longer-term consideration for restoration to functional
use, contingent on resolving storage needs.

e Mini-split installation was flagged as an urgent priority ahead of the next summer, with
contractor sourcing to be pursued through multiple contacts including Lee Romero's referral
and Maggie's contact.

o The Congressionally directed spending grant outcome will be monitored, with a decision
expected in October or deferred to January, and roof replacement planning to proceed
accordingly.

e The 990 filing for the current year was identified as critical to achieving a four-star Charity
Navigator rating, with a possible amended return for 2024 to be considered if prior
classifications were found to be reducing the three-year average score.

e The $1,000 remaining on the New Mexico children's grant was noted as pending Jill's
submission of required reports.
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