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Cumberland County Library System 
Board of Trustees Monthly Meeting Minutes 

October 24, 2016 
 

MEMBERS PRESENT 
Elizabeth Stone, John McCrea, Karen Shirey, Paul Fisher, Jonathan Williams and Bill Gould 
 

OTHERS PRESENT 
Larry Thomas, Jonelle Darr, Jennifer Martek, Bonnie Goble, Jody Cole, Jackie Barton 
 

CALL TO ORDER 
A regular meeting of the CCLS Board was called to order by President Bill Gould at 4:10 pm in 
the meeting room of the Cumberland County Library System, Carlisle, PA. 
 

MINUTES & TREASURER’S REPORT 
PREVIOUS MINUTES 
The Library System Board unanimously approved the September 19, 2016 Board meeting 
minutes.   
 

TREASURER’S REPORT 
The System Board reviewed the Balance Sheet and Income and Expense statement for the 
month of September 2016.  Mr. Fisher confirmed that county tax receipts and distributions to 
the member libraries are on schedule. 
 
After review of the reports, the Library System Board unanimously moved to file the 
September 2016 Treasurer’s Report for audit. 

REPORTS 
EXECUTIVE DIRECTOR   

 

CUSTOMER SERVICES 
Core Library Services 
County Community Service Program – Soft Skills Development  
Mrs. Darr reported that in partnership with the Carlisle Employment Skills Center and New 
Hope Ministries, the library system submitted a Community Support Program grant application 
to the county as part of its workforce development initiative.  At the county’s request, the 
group has proposed to: 

 Hold workshops at 4 county library locations; 

 Develop job readiness workshop curriculum (soft skills); 

 Provide training, a job readiness toolkit and case management/career counseling to 
participants; 

 Track participants for up to one year; 
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 Purchase 15 laptops with carrying cases and 3 internet hotspots for the library system to 
lend to agencies providing workforce development training. 

 
CCLS’ role will be to provide space at its library facilities for the workshops and lend the 
equipment.  Funding status should be known later this year. 
 
Mrs. Darr reported that CCLS is also collaborating with Capital Region Partnership for Career 
Development, Cumberland Area Economic Development Corporation, Cumberland-Perry Vo-
Tech and others, for a second grant proposal which has been submitted to the county’s 
Community Service Program.   
 
At the county’s request, the group is proposing a three-year program roll-out to plan, pilot and 
implement an early elementary (5th grade) career awareness program.  The program would 
address both high-need and long-term needs of Cumberland County’s workforce, especially in 
the areas of career, vocational and technical careers.  As a partner in the application process, 
CCLS and its member libraries anticipate that it would be involved by: 

 Providing space for elementary age and family programs; 

 Working with the proposal team to develop and provide programs that would engage 
parents and their children in learning about appropriate career paths for their child; 

 Working with the proposal team to develop and provide programs that engage youth 
through fun and educational experiences that might lead them to consider 
opportunities in a career, vocational or technical occupation; 

 Providing career and educational information on the CCLS website.  
 
Mrs. Darr shared that when developing the grant proposal, she asked if funding could be 
provided to update the library system’s print and online collections for elementary children on 
career, vocational and technical occupations. However, this component was not included in the 
grant proposal.  The grant proposal writer, Lynda Morris, executive director of Capital Region 
Partnership for Career Development, said that funding for this could be considered in the 
coming years. 
 
Library Fines and Fees 
Mrs. Darr reported that in discussing the library funding increase request, the county 
commissioners had expressed their opinion that CCLS policy should not allow materials to be 
loaned, or computers to be used if customers have any debt or materials outstanding.  
(Currently the threshold is $5 or more.) Also, the commissioners want CCLS to consider how to 
deal with people who owe ‘egregious’ amounts of fines or outstanding materials.  One of the 
commissioners’ immediate suggestions was to calculate the cost of pursuing these overdue 
accounts and cover the system’s costs by charging the equivalent in fees. 
 
Mrs. Darr shared that she and the library directors have begun discussing the issues related to 
this concern.  Some of these issues include:  

 When to ‘write off’ overdue accounts (currently this is done at 7 years, businesses do it 
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much sooner than that);  

 The average age of overdue accounts vs the average time in which accounts are paid; 

 How to continue to serve those without cash immediately on hand;  

 How to serve those that are living in poverty;  

 The practical ramifications of stopping people with $.01 debt or higher (For example, 
without a $5 threshold, people may not be able to renew items online if they are 
overdue in order to stop accumulating more fines.)   
 

Mrs. Darr noted that since the commissioners also focused on the value of overdue or lost 
materials, she and the directors will make this a particular priority. As a first step, Mrs. Darr is 
compiling data, such as account aging information, and gathering best practice information 
from other peer library systems.   
 
Online Services 
Wi-Fi Hotspots 
Mrs. Darr reported that the library system prepared and released a request for proposals for 
mobile Wi-Fi devices and month-to-month Internet access (mobile broadband) data plans. 
These devices will be lent to customers for periods ranging from two weeks to one month, free 
of charge for their personal or business use.  This will benefit citizens who are living at or near 
poverty levels and are unable to afford the ongoing monthly costs of being connected to the 
Internet.   
 
The mobile devices will be managed centrally and lent from member libraries.  Citizens will be 
able to borrow the devices for periods ranging from two weeks to one month.   
 
Based on current budget projections, CCLS may be able to purchase about one hundred and 
sixty (160) mobile Wi-Fi devices and month-to-month Internet access (mobile broadband) data 
plans.   RFP responses are due November 7. 
 

RUNNING THE BUSINESS (PROCESSES AND EVALUATION) 
Customer Feedback 
Impact Technology Survey 
Mrs. Darr reported that CCLS is conducting an online technology survey from October 3, 2016 
through October 31, 2016 to learn more about how people use the library’s computers, 
Internet and technology services. The survey is confidential, available in English and Spanish, 
and takes 10-15 minutes to complete.  Participants who complete the survey may be eligible to 
win an Amazon Kindle or a $25 Amazon gift card.  They must be residents of the CCLS service 
area.  Library system employees and board members are not eligible to enter (but may take the 
survey.) 
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SOUND FINANCIAL MANAGEMENT 
Resource Acquisition 
County Funding Increase Request 
Mrs. Darr reported that Larry Thomas and county finance director Dana Best have outlined a 
proposal for the library system’s consideration regarding its funding request: 

1. The county is considering an increase to the library tax millage which would yield an 
increase of $420,000.  This would be an increase of $3.20 for the average homeowner. 
The amount is approximately ½ of the amount in the proposed top level option and ¾ of 
the amount in the bottom level option that the library system proposed. 

2. The county is also considering an allocation of $250,000 from its general fund as an 
annual performance-based grant for the 2017-2019 period in return for achieving 
mutually agreed upon performance measures that are linked to the Memorandum of 
Understanding’s priorities. For example, the performance measure targets might be 5 
targets worth $50,000 each for the year; or three targets worth $100,000; $100,000 and 
$50,000.  All, part, or none of the budgeted amount would be paid to CCLS based upon 
results.  The performance measures would be reviewed each year and revised, as 
appropriate.   The performance measures could be tied to work done by system 
headquarters, or it could be tied to work done by member libraries.  Either way, it would 
provide incentives to achieve agreed upon measures and to incentivize member libraries 
and the system headquarters. 

3. The county is also requesting that the library system consolidate its reserve funds from 
four to two and reduce its overall fund balance in order to fund all of the initiatives 
proposed by the library system: 

Current: 
1) 90 Day Contingency 
2) Technology Fund 
3) Strategic Development Fund 
4) Unassigned Fund 

New: 
1) 125 Day Contingency Fund 
2) Technology Fund 

The money from the current Strategic Development Fund and Unassigned Fund would be 
transferred to one of the two new funds or the Operating Fund. 
 
Mrs. Darr reported that the CCLS Finance Committee reviewed the county’s proposal at its last 
meeting, and agreed that it was a reasonable one.  The proposal would: 

 Increase Library Distributions: Provide up to a 14% increase in county tax member 
library distributions; 

 Fund Proposed Projects: Allow the library system to fund all of its proposed projects; 

 Reduce Reserves: The county’s plan would spend down ‘excess’ reserves to cover the 
library system’s operating deficit.  In doing so, by the close of 2020, the library system is 
projected to have $154,196 in ‘excess’ of the targeted amount needed for 125-days of 
contingency funds and technology funds.   
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 Technology Fund Fully Funded: Allow for a fully funded Technology Fund.  The fund’s 
balance would be based upon a five-year life cycle for most computer equipment and 
software.  Amounts transferred to the Technology Fund would be budgeted annually by 
the CCLS board.  Each year an average annual amount for computer hardware/software 
replacement during the next eight to ten years would be calculated.  In years in which 
the total amount spent on the plan’s hardware and software is lower than the average 
annual amount (for the eight to 10 year period), the CCLS board would transfer the 
difference from its Operating Fund to the Technology Fund for future use.  In years in 
which the total amount spent on the plan’s hardware and software is higher than the 
average annual amount, the CCLS board would transfer the difference from the 
Technology Fund to the Operating Fund to help subsidize these higher than normal 
expenditures.   

 
Mrs. Darr noted that the only part of the county’s proposal that is not really possible is its 
request to eliminate the library system’s Unassigned Fund.  From an auditing perspective, the 
Unassigned Fund is mandatory as the auditors record a balance for it each year when/if the 
library system has any residual balance left from its operating budget.  Therefore, the library 
system has proposed retaining the Unassigned Fund, but base its minimum balance on 35-days 
of operating expenditures.  The 125-day contingency fund would continue to be a 90-day 
contingency fund.  This means the library system’s total fund balance minimum balance would 
be based on 125-days of operating expenditures, plus a fully funded Technology Fund that is 
based upon the system’s average five-year computer hardware and software life-cycle 
purchases. 
 
Mrs. Darr shared that she is now working with system headquarters staff and member library 
directors to develop a proposal for the county regarding the performance measures.  Mr. 
Thomas has indicated that the performance measures do not need to be in place before a 
possible funding increase is acted upon. 
 
eTapestry Development Software 
Mrs. Darr reported that the library system’s data conversion from Raisers Edge to eTapestry 
development software was finally completed on October 14, 2016.  The project started in late 
February, and was expected to be completed by May.   
 
Due to numerous errors on the part of the data conversion consultant that was provided by 
eTapestry, this project was not completed until over seven months later. (In the meantime, 
member libraries continued to use Raiser’s Edge.) The data conversion specialist that we were 
assigned is no longer with the company.  The replacement data conversion specialists seem to 
have done a fine job.   
 
As a result of the problems, the library system’s contract for the software, hosted services, 
training and support was also extended, at no additional charge, by six months.  CCLS also 
received six additional hours of consulting time at no charge which is helping staff to set-up and 
configure the software. 



6  

 
Currently, this software will be used by Bosler, Simpson and Shippensburg staff for donations 
and Friends membership management.  Amelia Givin is expected to begin using the software 
soon.  Also, if the county funding increase request is granted and CCLS hires a development 
coordinator, the software will also be used by John Graham and New Cumberland libraries too. 
 
Mrs. Darr shared that the libraries are excited to finally begin to use the software and establish 
data entry and development best practices.  
 
Resource Management 
Draft 2017 Budget 
Mrs. Darr reported that the CCLS Finance Committee reviewed a first draft of the system’s 2017 
budget.  At this time, it does not include any funding increase from the county, and shows a 
$225,843 deficit.  Other highlights include: 

 Revenue increases 8%  

 Assumes a small (.76%) increase in salaries  

 Total computer purchase and maintenance are reduced 19% 

 Other operating expenditures are reduced 16%  

 Distributions to the member libraries remain the same 

 Total expenditures are reduced 2% 
 
For the next Finance Committee meeting, Mrs. Darr will develop a second draft concurrently 
with a draft that reflects the county’s tax proposal and consolidated funds.  Both draft budgets 
will be shared with the CCLS Board in November.  A final budget will be acted upon in 
December. 
 
Resource Allocation  
2017 Formula Proposals 
Mrs. Darr reported that for several months, she and the library directors have been discussing 
ways to revise the distribution formula.  The directors have come to agreement on several 
points: 

A. No library should lose money; 
B. Libraries should receive enough money to restore operating hours; 
C. CCLS should strive to provide enough money to restore overall collection development 

budgets to 2008 levels; 
D. The Reference Resource Center role is antiquated and should be eliminated.  To 

compensate for this loss of funds, Reference Resource Funding would be reduced over 
the course of two years, with funding being moved to other categories, such as staff 
resource sharing; 

E. Poverty rate allocations should be added to the formula in addition to an equalization 
category. Poverty rates would be based on one-year of the most recent data available 
for each library’s service area (currently as calculated in the U.S. Census, American 
Community Survey, 2014 Data Release, Dec. 2015.); 
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F. Library service statistics should continue to be based on a three-year average of 
calendar year data reported by member libraries.   

 
Mrs. Darr shared that the directors have also identified statistical elements that should be 
included in a new formula (listed in priority order): 

1) Library Circulation as an indicator of overall library usage and to encourage 
development of high-demand collections. It does not include other circulation desk 
activity since this is not something that is calculated by Sierra as it was with Horizon 
(our former library system software). 

2) Equalization Aid as a base level of support for each member library.  
3) Program Attendance as an indicator of community gathering space. 
4) Library Cards by Home Library to encourage libraries to add and keep more people 

as active library card holders over a three-year period. 
5) Computer / Wi-Fi Logins as an indicator of technology demand and use. 
6) Poverty statistics by service area municipality as an indicator of need and capacity 

of the local area to financially support library services. (See end of report) 
7) Local Financial Effort as an indicator of the library boards’ and friends’ efforts to 

raise money in the local community.  Local Financial Effort (LFE) is defined by the 
state as a library’s annual expenditures, less income from State, LSTA, Keystone 
sources or any rent paid to a local municipality.  Credits are given for mortgage 
payments, capital expenditures, gifts of tangible goods purchased for the library.   
LFE is calculated and finalized by Commonwealth Libraries annually. 

8) Hours of Service as an indicator of access to services for citizens.  
9) Staff Resource Sharing as a measure of how libraries share staff across the system.  

Since statistics do not currently exist for this measure, this would be added as 
reference resource center funding is phased out.  A definition will need to be 
created.  It would include things such as: 

 Hours worked by a member library staff member at another library for illness, 
vacation, special events, etc. 

 Hours spent in system wide meetings or in leading system wide meetings 
(perhaps double credit given for leadership role). 

 Hours spent working on system wide projects such as grant writing, project 
management, etc. 

 
Mrs. Darr noted that to test these ideas, she has run what seems like hundreds of formula 
scenarios. The directors expect to make a recommendation to the CCLS Finance Committee in 
November.     
 

LEARNING, INNOVATION & TECHNOLOGY 
Innovation and Partnerships 
CAEDC - Workforce Development Committee 
Mrs. Darr reported that the library system has agreed to be a member of Cumberland Area 
Economic Development Corporation’s (CAEDC) Workforce Advisory Committee. “WAC” is 
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composed of social agencies, educational institutions, and employers from throughout the 
county. Its purpose is to share resources and workforce development services to allow 
collaboration, reduce and eliminate redundancies, while producing high level services and 
educational programs to better support workforce development.  To date, meetings have not 
been held.   
 
Longwood Gardens’ Community Read Program 
Mrs. Darr reported that CCLS libraries will again be part of Longwood Garden’s Community 
Read program from March to April 2017.  It will feature two ‘STEM’ related books:  

 The Way Things Work (revised and updated) by David Macaulay and  

 Rosie Revere, Engineer by Andrea Beaty (picture book for children) 
 
Each library will schedule at least one program related to the two titles between the start date 
and April 30, 2017.  CCLS will be receiving about 50 copies of the books and free tickets to 
Longwood Gardens for families. 
 

NEW BUSINESS 
PROPOSED 2017 LIBRARY SYSTEM GOALS 
Mrs. Darr reviewed the proposed goals for the library system for 2017.  Mrs. Darr worked with 
Mr. Thomas to develop these goals. The list of goals has been shortened substantially, as some 
of the previous goals were consolidated or eliminated.  Mrs. Darr noted that one of the goals is 
to begin work on an updated five year strategic plan for the library system; this is required by 
the state.  Mrs. Darr also noted that in 2016 time was spent benchmarking performance 
measures for the Memorandum of Understanding and in 2017 the library system will look to 
improve upon these measures.  The suggested goals are below: 

1. Carry out all tasks associated with the final 2016 merit based compensation reviews, 
evaluations and awards in accordance with county guidelines to ensure that employees 
are given relevant, sensible goals; are informed about their performance over the 
course of the year; are evaluated fairly; and are rewarded appropriately. 

2. Evaluate and improve library system's services in the areas of childhood/adult literacy, 
financial/health literacy, civic literacy, job/career development services, quality of life 
initiatives. 

3. Identify and develop partnerships with community stakeholders in areas of 
childhood/adult literacy, financial/health literacy, civic literacy, job/career development 
services, quality of life initiatives to identify key outcomes. 

4. Evaluate and improve technology services for member libraries and library users, 
including: 

 Replace public internet stations; 

 Engage technology consultant to evaluate cost-effectiveness of radio frequency 
identification tag implementation and best use of mobile devices to support 
staff/public needs; 

 Upgrades to Wi-Fi networks at member libraries; and 

 Depending on outcome of library tax increase request, implement new projects as 
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approved. 
5. Work with CCLS Finance Committee and system board to: 

 Manage reserves and budget;  

 Develop and refine long-term financial plans to ensure long term financial stability; 

 Expand private funding;  

 Support member libraries as they seek to obtain increased non-county government 
support; 

 Carry out other responsibilities as outlined in MOU with county, including update of 
bylaws to reflect best practices; and 

 Depending on outcome of library tax increase request, implement new projects as 
approved. 

6. Develop new five-year strategic plan.  Maintain all required audits, state and federal 
program reports, etc. required to operate CCLS.   

7. Continue evaluation of CCLS resource distribution across county libraries, with view to 
optimizing through creative, possibly new approaches, services to underserved areas 
and communities with weak capacity for local funding support. 

 
The library system board expressed support of these goals. 
 

CCLS BOARD OFFICER NOMINATING COMMITTEE 
Mrs. Darr reported that the following board members’ terms will expire December 31, 2016. 
Each person is eligible to be nominated by their local board for another 3 year term: 

Member Name Nominated By 
Year 
Appointed 

Term Expires 
3-Year Terms 
Served 

William Gould Shippensburg 2005 12/31/2016 3 

Elizabeth Stone New Cumberland 1988 12/31/2016 9 

Alt. Board Member Nominated By 
Year 

Appointed 
Term Expires 

3-Year Terms 
Served 

Linda Basler Shippensburg 2008 12/31/2016 2 

Alicia Stine Fredricksen 2016 

12/31/2016 
(filled an 

unexpired 
term) 

0 

Robert F. Broyles Bosler 2014 12/31/2016 1 

 
Elizabeth Stone shared that after 28 years of service she has decided it is time to retire her 
position on the CCLS Board.  Mrs. Stone will soon be celebrating her 90th birthday. 
 
Bill Gould asked for volunteers to serve on a Board Officers Nominating Committee.  The 
committee usually consists of three members.  Mrs. Darr noted that according to the Bylaws, 
none of the current officers can serve again in their current positions.  Paul Fisher and Jonathan 
Williams volunteered to serve with Mr. Gould on the Board Officers Nominating Committee.  
The committee will organize among themselves a time to meet.  Mrs. Darr also noted that 
nominations for officers are usually shared at the December Board meeting and voted upon at 
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the January Board meeting. 
 

UPDATES 
NEWS FROM COUNTY COMMISSIONERS 
Chief Clerk Larry Thomas shared an update on the commissioners’ consideration of the tax 
increase request.  On October 24th, the commissioners had a constructive discussion regarding 
the request.  The commissioners were informed by the county solicitor that it is possible for the 
commissioners to put a referendum on the voter ballot regarding the library tax.  The solicitor 
had advised the commissioners that this was not possible several years ago.  Upon further 
investigation, the solicitor determined that this was not correct.  A referendum could be used 
for a library tax increase, decrease or repeal.  The commissioners do not believe that a 
referendum is viable for the current request.  However, they are interested in the possibility of 
using this tool in the future. 
 
Mr. Thomas reported that the commissioners are in general agreement to move forward with 
the previously discussed proposal to the libraries: an increase to the library tax millage which 
would yield an increase of $420,000 plus an allocation of $250,000 from the county’s general 
fund as an annual performance-based grant in return for achieving mutually agreed upon 
performance measures.  The commissioners are in agreement that this proposal would fund the 
library system’s needs for the next four years and no further tax increase requests would be 
considered during that time. 
 
However, Mr. Thomas reported that the commissioners are seeking assurance from the Library 
System Board that it will address three priorities/concerns identified by the commissioners: 

1. The creation of a system-wide program for senior citizens to mentor youth. 
2. A change in the current CCLS policy which allows patrons with outstanding fines to 

continue to borrow materials and use computers, as long the amount is less than $5.00.  
The commissioners would like the policy be revised so that it does not allow customers 
with any outstanding fines or fees due to borrow materials or use public access 
computers. 

3. Award the $250,000 general fund grant money as certain performance measures are 
met such as setting benchmarks for increases to non-county revenue. 

Mr. Thomas commented that the CCLS Board could consider each of these priorities as part of a 
revised Memorandum of Understanding or written as a performance measure for a grant.  Mrs. 
Darr noted that the library directors have already begun discussing the CCLS lending policy.  
Revisions to the policy might be limited by the current computer software. Mrs. Darr also noted 
that the libraries have already committed to increasing non-county funds as part of the current 
MOU.  The Library System Board agreed that it is willing to address these three priorities. 
 
Mr. Thomas shared the timeline for the budget process. After the meeting, Mrs. Darr confirmed 
exact dates with the Commissioner’s Office:  

 The Commissioners will continue deliberations on the library system’s request 
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Wednesday, Oct. 26th. 

 The budget will go on public display Monday, Nov. 7th. 

 The final vote of approval by the Commissioners will be Monday, Dec. 5th. 
 

NEWS FROM VISITORS 
News from member libraries was shared. 
 

REMINDERS: 
Mrs. Darr reminded the board of the following dates: 
CCLS Board Meetings (4:00pm) 

 11/21/2016 

 12/19/2016 
 
CCLS Finance Committee (4:00pm) 

 11/7/2016 

 12/5/2016 
 

EXECUTIVE SESSION: 
PERSONNEL COMMITTEE REPORT 
The Board moved into Executive Session to discuss personnel matters.  The executive session 
began at 5:05pm and ended at 6:00pm. 
 

ADJOURNMENT 
There being no further business, the meeting was adjourned at 6:00 pm.  The next meeting of 
the Cumberland County Library System will be held on Monday, November 21, 2016 at the 
Cumberland County Library System’s headquarters office at 4:00 pm.  
 


