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Public libraries provide important services to their communities, however, many
communities do not receive sufficient public library services. This case study will
examine one community, Carrboro, North Carolina, which advocated for increased
library services through the creation of the Carrboro Cybrary, a small branch of the
Orange County library system that focuses on providing access to Internet based
resources. The author interviewed participants and leaders in the effort to create the
Cybrary and analyzed town, county, and library task force documents to learn how
community leaders successfully advocated for the Cybrary. This paper describes the
effect of town/county relationships, what conflicts arose, and what factors influenced the
community's success. One of the most significant findings was that the local government
was as much a driving force as the public's desire to have alibrary. This study will be

useful to other communities that want to advocate for increased library services.
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INTRODUCTION

Public libraries provide important services to their communities. However, many
communities do not receive sufficient public library services, either because they do not
have alibrary or because the existing library has limited hours and resources.

| became interested in communities that advocate for increased library services
when | lived in Allston, Massachusetts. For years, acommitted Friends group had
worked to get a branch of the Boston Public Library in Allston. The branch opened
shortly before | moved there and | was able to take advantage of its wonderful collection,
helpful staff, and beautiful building. When | moved to Carrboro, North Carolina l
learned that residents were undertaking an effort to open a Cybrary in downtown
Carrboro. When agood friend who is an avid reader moved to rural Maine and wrote to
me complaining about the dearth of library servicesin her town, | decided to examine this
topic in my master's paper.

Hence, this case study of the creation of the Carrboro Cybrary. The author
interviewed leaders and participants in the effort and examined documents that pertained
to the effort. This case was especially interesting because the residents chose to advocate
for acybrary, asmall branch library that focuses on providing access to Internet based
materials, instead of atraditional library, and because much of the advocacy came from

town officials. The support from town officialsisin contrast to much of what appearsin



library literature. Based on the review of the literature, it seems as though most times
community members and Friends groups must convince town and county officials of the
need for anew or expanded library.

By conducting this case study, the author continues the documentation of library
servicesin Carrboro, which Neva K. Robinson began in 1995 with her master's paper,
"The Carrboro Public Library: A Dream of the Community, A Reality Because of the
Friends'. Jennifer Ann Donaldson followed up with her master's paper, "A User Survey
of the Carrboro Public Library", in 1996.

It is hoped that this study will be helpful to other communities that want to
advocate for increased library services. Thiswill be auseful and beneficial addition to
library literature because most articles about new libraries are informal brief pieces
written by a participant in the library building process. These pieces also lack depth.
Background

Carrboro isasmall town in the Piedmont of North Carolina. According to the
U.S. Census, itstotal population in 2000 was 16,782. 72.7% of its population is white,
13.5% is black or African American, 12.3% is Hispanic or Latino, and 5.1% is Asian.
68.5% of Carrboro residents are renters, which is higher than the national average of
33.8%. Thisis partialy due to the town's close proximity to the University of North
Carolinaand the large number of students, visiting scholars and others who arein the
areafor alimited time. 60.9% of Carrboro residents have at least a bachelor's degree,
while 24.4% of United States residents have at |east a bachelor's degree.”

Carrboro has a "council/manager form of city government"? in which "members

of the Board of Aldermen make decisions and set policy to insure the safety, health,



attractiveness and economic and social well-being of the community".® The town
manager implements policies adopted by the mayor and board of aldermen.

The Carrboro Branch Library is part of the Hyconeechee Library System and the
Orange County Public Library. The Hyconeechee Library System is composed of the
Caswell County, Orange County, and Person County public libraries. From the 1950's to
the 1970's, Carrboro had a small library which was primarily run by volunteers. From the
1940's to 1995 the Orange County Library Bookmobile served Carrboro communities.

The Carrboro Branch Library opened in 1995. It islocated in the McDougle
Middle School. In 1996, it became a branch of the Orange County Library and the
Hyconeechee Library System. The Carrboro Branch Library isthe result of years of
dedicated advocacy by the Friends of the Carrboro Library. Thislibrary isacombined
public library and school library media center. The Carrboro Branch operates after

school hours and on the weekends.



LITERATURE REVIEW

I ssues relative to the creation of the Carrboro Cybrary are reflected in several
areas of LISliterature: relations between public libraries and local government, strategic
planning for public libraries, cybraries, and articles about towns that built new libraries.
While this topic does not fit neatly into one category, these four topics help put the
creation of the Cybrary in context. Unfortunately, little has been written about cybraries
and much of the literature about local government relationships with public librariesis a
bit dated.

Alphonse Trezza and Albert Halci summarize the relationship between local,
state, and federal government and public libraries. While the article focuses primarily on
methods to improve library services, its summary of state and local involvement was
useful. Local government has the most impact on library services of all the branches of
government®. They explain "In general, local government fulfills three broad essential
functions: (1) it createsthe public library and provides for its government; (2) it provides
it with a source of income from public revenues; and (3) it provides a broad framework of
regulations within which the local library must function”.”

The literature indicates that local government officials do not understand the

value of public libraries and that library directors and boards of trustees need to do a

better job of demonstrating libraries value. T. D. Webb writes, "...budget makers have



the genuinely difficult task of allocating funds to a service they don't understand and one
whose social valueis obscure".® He suggests that libraries should partner with local
government agencies and provide specialized information servicesto local government
employeesin order to prove the library's value. He arguesthat if government officials
are able to see the value of library services, they will be more willing to increase library
funding.

Virgil Blake conducted a study of seven directors of public librariesin medium-
sized communities to determine whether alibrary director's level of political activity
affects the amount of local government funding the director's library receives. He found
that four out of the seven directors are politically active. "When local government
support for public libraries is measured in either reported or constant dollars, the data
from the seven medium-size urban communities over the three year period of this study
support the contention that political activity on the part of public library directorsis
important to the level of support given the local public library".”

Later, Blake conducted a study of library directors and boards of trustees and
municipal officialsin a Northeastern state to determine how often library staff and
supporters interact with government officials. He found that the two groups rarely
interact and that library officials do not solicit input from local community groups when
drawing up their library budgets. "In short, the library and its representatives do not seem
to be deeply involved with other municipal officials'.? Blake suggests that library
officials must increase contact with municipal officialsin order to build library support

and increase funding.



George D'Eliaand Eleanor Jo Rodgers report the results of a Gallup poll that
solicited 300 community opinion leaders views of public libraries. "The objectives of
this second survey were to determine which of the library's roles the opinion leaders
considered to be important for their communities and how much they thought the
community should spend on library services'.? Community opinion leaders ranked
"formal education support center”, "preschooler's door to learning”, and "independent
learning center"'® asthe library's three top roles. The poll aso assessed opinion leaders
support of library funding. A majority of leaders "answered that the community should
spend more than $20 per capita'™. While the results may be a bit dated and are described
by the authors as only "illustrative"*?, they provide a good introduction to public officials
opinions of public libraries.

Library strategic planning literature puts Orange County Library Services Task
Force'swork in context. In"Public Participation in Strategic Planning of Library
Services', Saxton and Greiner outline the strategic planning process at Anaheim Public
Library and give advice to other librarians who want to conduct successful strategic
planning processes. Anaheim utilized a"Citizens' Advisory Committee”, "Community
Focus Groups", "Future Libraries Visioning Forum', and " Surveys and Comment
Forms" * to actively solicit input from community members. During the process, the
authors realized the need to balance community desires with limited resources and they
recommend four methods to help strike the balance: "maximize the level of public input”,
"engage staff at all levelsin all stages of the process’, "assess al input critically", and

"use the plan as a valuable tool to assist in decision-making". **



Another area of library literature that is interesting and curious as it relates to the
creation of the Cybrary is articles about communities that advocated for anew library.
Most of the articles are informal descriptions of the process written by participants. In
1995, Neva Robinson wrote her master's paper about the process of creating the Carrboro
Public Library. A thorough search of the library literature turned up no empirical studies
of communities that advocate for anew library.

Neva Robinson's master's paper, "The Carrboro Public Library: A Dream of the
Community, A Reality Because of the Friends" was the most useful in thisresearch. In
1995, she interviewed seven members of the Friends of the Carrboro Library and
examined their files and newspaper articles to create a chronological history of the
creation of the Carrboro Public Library, now known as the Carrboro Branch Library. She
found that, "Politics played alarge part in Carrboro getting alibrary. The town doesn't
have the financial resources to have an independent municipal library" and "The
community has to really want the service, and then support it".*> Interviewees saw
money as the primary obstacle to the creation of the library.

Robinson examined the history of Carrboro libraries. She found that Carrboro
had a small community library in 1934. The Carrboro Civic Club managed the Carrboro
Civic Club Public Library from 1950 to 1974, with some assistance from town
government and Hyconeechee Regional Library. In 1974, the Civic Club attempted to
turn the library over to town government, but negotiations were unsuccessful and the
library closed in 1977.°  From the time library closed until 1995, Carrboro was served

by Hyconeechee Regional Library's bookmobile.*’



In 1988, plans for a Carrboro library were first proposed and a Friends group was
established. According to Robinson, the Friends group's persistence was critical to the
creation of the Carrboro branch library. They demonstrated that Carrboro residents
needed and wanted a library, raised funds, advocated for local government funding,
worked on site selection and library planning, and overcame many obstacles to open the
library. Thelibrary'slocation isinnovative—it is co-located in an elementary and middle
school media center. In 1994, Carrboro and Orange County provided funding for the
Carrboro library and the library finally opened in May 1995.

The non-research based articles written by participantsin library building projects
were also useful. Three of the four libraries | read about worked within their library
system to build the new library. With the exception of the towns of New Belvedere-
Tiburon, California, which left the Marin County system and created an independent
library system, building efforts were similar.’® In all of these situations, Friends groups
or alibrary foundation raised funds through book sales, town dinners, and other
fundraisers. Libraries applied for grants and LSCA funding. Friends groups and
community members lobbied town and county government for funding. One effort
actually involved volunteers in the building the library.

The literature shows the importance of private and community fundraising for
new and expanded libraries. All four libraries focused their efforts on fundraising and
building community support. The residents of northeast New Hanover County, North
Caroling, "an affluent area'™ formed the Northeast Library Action Committee (NELAC)
to advocate for anew library in northeast Wilmington. After a couple of setbacks,

NELAC convinced the New Hanover County library director and the county
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commissioners to purchase a building that formerly housed a supermarket. The
commissioners required library supportersto raise $1 million in private funds. Thelocal
Friends group and NELAC held small and large fundraisers including soliciting corporate
grants, raffles, and "Treasure Chest" sales, and ultimately raised more than $1 million,
without hiring an outside fundraising director. The county commissioners were initially
skeptical, but were won over by the Friends' fundraising success.

The new Redwood Falls, Minnesota library was funded entirely by $1.8 millionin
donations. The library created the Redwood Area Library Foundation (RALF) to
spearhead fundraising efforts. Fundraising was initially very slow, but received a boost
from an anonymous challenge grant. Asin Wilmington, RALF choose not to hirea
professional fundraiser. Funds came from amix of sales and activities and grants from
businesses.”

Philomath, Oregon residents constructed their own new library building with a
"barn raising approach”.”* A library building committee created a plan for the library.
Philomath received a Library Services and Construction Act grant for the new library.
After someinitia problems, a committee was created to direct fundraising. The town had
to get a specia exemption from an LSCA requirement that anyone who worked on the
project be paid a minimum wage, so that volunteers could construct the library. The
author lists several reasons why this effort was successful: "1. A determined community
and supportive library district. 2. A core group willing to adjust to the varying needs of
the project over time, and willing to fine-tune individual roles to make sure that things

continue to get done. 3. Several committed individuals fulfilling the roles of project
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manager, fundraising manager, and most important construction manager/project
foreman, are vital to the completion of the project" .

As | mentioned previoudly, the towns of New Belvedere-Tiburon, California left
the Marin County system and created an independent library system.?® The two towns
originally planned to work with Marin County to open a new library, but when it became
obvious that Marin County would be unable to help as quickly as the communities
wanted, New Belvedere-Tiburon chose to leave the Marin County system and create an
independent community library. Once the separation became final, the community began
intensive fundraising, resulting in $2.4 million for the new library. They "solicited
private funds through a major appeal, applied for grants from local foundations and
trusts, and campaigned for abond issue for a parcel tax.?* "The local community has
total autonomy in making decisions about local library services'.?

Very few cybraries exist. Asaresult, very little has been written about opening
and maintaining acybrary. The only relevant article found described the Eastside
Cybrary Connection, which is abranch of the Riverside, California Public Library. "The
ultimate goal of the Eastside Cybrary project isto become alife-long learning and
information center for children and their families. The strategy for achieving thisgoal is
to create a new collaborative after-school environment with contributions from the public
library, local academic institutions, and community-based organizations'.?® Riverside
Public Library created this branch and the Cybrary heavily relies on community
partnerships. It received Community Development Block Grant and Library Services and
Technology Act funds and donations from local businesses, the Friends of the Library,

and community foundations. Denny argues that this new and innovative type of library
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redefinesitslibrarians roles. She describes how the librarian acts as "outreach
coordinator...fund-raiser...instructor...volunteer recruiter...professional
supervisor...youth services coordinator. .. access services coordinator".?’

Based on the review of the relevant literature, the Carrboro Cybrary is a unique
situation. It exists because it had strong support from town and county officials, unlike
libraries that had to work hard to build support. Cybrary supporters did not need to

fundraise, and the planning process did not include extensive public input.
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METHODOLOGY

A case study of the creation of the Carrboro Cybrary was conducted. The author
utilized qualitative interviews and analysis of relevant documents to describe the events
that led to the opening of the Carrboro Cybrary. Babbie describes a case study as "the in-
depth examination of a single instance of some social phenomenon".

The author conducted qualitative interviews with four Orange County residents
who were active in the creation of the Carrboro Cybrary. "A qualitative interview is
essentially a conversation in which the interviewer establishes a genera direction for the
conversation and pursues specific topics raised by the respondent”.?®  Interviews took
between 20 and 45 minutes. Each participant was interviewed once. Interviews were
tape recorded and transcribed.

One participant was unable to meet in person, so she was e-mailed the list of
guestions which answered and sent the responses back. Although the participant did not
provide the amount of detail that she would have provided in an in-person interview, the
information she shared was useful.

Purposive sampling was used to identify participants. The Carrboro cybrarian and
aUNC School of Information and Library Science professor who chaired the 2004
Orange County Library Services Task Force identified active participantsin the Cybrary

creation whom should be interviewed. Eight people were asked to participate in the
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study. Four (50%) agreed to do so. In addition, one person was interviewed because a
study participant suggested she would have useful information.

Aninterview schedule was used to guide the interviews. Interview schedules are
alist of questions that the researcher wanted to ask during the interview. This method
allowed the researcher to elicit much information and allow for individual variationsin
responses.®® Because this researcher has little experience in qualitative interviewing, the
interview schedule consisted of detailed questions that insured that all areas were
covered.

The University of North Carolina's Institutional Review Board approved the study
(approval number LIBS 05-016). Each participant signed a consent form notifying her of
her rights. Interview recordings and transcripts do not identify participants by name, to
maintain confidentiality.

Interview questions varied based on the participant'srole. Two interview
schedules were created, "Interview Schedule for Leaders’, and "Interview Schedule for
Participants' (see appendix A and B). Because participants roles were not as clear cut as
anticipated, both interview schedules were used. Interviews focused on how participants
chose to work towards a Cybrary, the events leading up to the opening of the Cybrary,
how they worked with county government officials, which activities they undertook, why
they became involved, and what kept them involved.

Interviews were transcribed in Microsoft Word and coded. Themes that emerged
from the transcripts were identified, particularly those relating to the process that led to
the Cybrary, town/county relations, reasons for their success, and conflicts and

roadblocks that occurred.
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Additionally, documents pertaining to the creation of the Carrboro Cybrary were
analyzed, specifically meeting minutes and related documents of the 2004 Orange County
Library Services Task Force (provided by the chair of the task force), recommendations
of the 2001 Library Services Task Force and the Carrboro Library Work Group,
newspaper articles, and town and county documents and meeting minutes. Documents
were coded using the same categories used to code the interviews.

Coded interviews and documents were analyzed to create a detailed description of
the process of creating the library and the reasons for success, town/county relations, and
roadblocks and conflicts that occurred.

There are several advantages to this method. Qualitative interviews allowed for a
better understanding of an event that already happened. By interviewing severd
participants, the researcher heard several perspectives on what happened. Analyzing
related documents supplemented and clarified the information obtained from interviews.

Conducting interviews did have afew disadvantages. Each participant had a
different perspective on the event and it was difficult to figure out which depictionis
most accurate. Participants may not have been completely truthful with the researcher.

Their recollections of events may not have been completely accurate because of the

passage of time.
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RESULTS

Study Participants

Initially the researcher requested interviews from eight people who were involved
in the creation of the Cybrary, four of whom agreed to be interviewed. An additional
person was interviewed because a participant suggested that she should be interviewed.
Of these five people, two were members of the Friends of the Carrboro Library. One was
an alderman in Carrboro, one was a staff person for the Orange County Library
administration, and one was a member of the Chapel Hill Carrboro School Board. All
were female.
Thelnspiration for the Carrboro Cybrary

The story of the Cybrary begins with the Carrboro Branch Library, which opened
in 1995 as the Carrboro Public Library. In 1996 it became a branch of the Hyconeechee
Regional Library System and the Orange County Library System after years of work by
the Friends of the Carrboro Library. Thelibrary is co-located with the McDougle
School's media center, which serves elementary and middle school students. According
to one participant in that effort who was also involved in the Cybrary, "What we [Friends
of the Carrboro Library] were for other parts of the county, were an inspiration".

The school/library combination has limited what services the library may provide.
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Because the library islocated in a school, it cannot provide services to the public during
school hours. A member of the Friends noted, "So thislibrary has basically struggled,
because of image, perception, being in the middle of aschool. We have alwaystried to
differentiate from the school".

Because of the limitson library services at McDougle, the Friends of the Carrboro
Library expressed interest in expanding services in a downtown location. On March 21,
1998, the Friends of the Carrboro Library wrote to the Town of Carrboro's Space
Planning Committee to request that the Space Planning Committee consider "that the
Library'sinitial presence be a staffed service point offering two services: accessto the
public library catalog and to the Internet [and] site for Friends of the Library's ongoing
Book Sale" in the Carrboro Baptist Church/Community Center.®* This request was not
approved at the time.

The ideafor the Cybrary came from town officials and was not the result of a
grassroots effort. One participant noted that efforts were "Not driven by the people”.

The proposed placement of the Cybrary in Carrboro's Century Center came from
amember of Carrboro's Board of Aldermen. She knew that Carrboro residents desired a
downtown library, but that it would be difficult to get a freestanding library built
downtown. She was inspired by a cybrary branch of the Charlotte/M ecklenburg county
library system.

"And they were talking about creating alibrary that was really computers instead

of aprint collection...So | thought this would be a good way to kind of get afoot

in the door to get some library service extended to downtown Carrboro, by saying
that Orange County doesn't have to commit right away to a building and a full
scale collection, but they could put a computer based collection in downtown

Carrboro that would connect to NCLIVE and could connect to Orange County
libraries and provide that place in downtown Carrboro".
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Shefelt that model could be away to "aso find some real opportunities for partnerships
that would make it possible for the county to provide library servicesin afairly large
county where the population is alittle spread out in the northern part particularly, so you
may not have the density that justifies putting branch libraries al over the place”.

From Ideato Reality: The Process of Creating the Cybrary

The Cybrary ideafirst gained support in the 2001 Orange County Library
Services Task Force. A task force member succinctly described the Cybrary creation: "It
came strictly out of the first task force and it was implemented out of the second Carrboro
Library Work Group".

The 2001 Library Services Task Force discussed putting a cybrary in the Carrboro
Century Center. A member of the 2001 Library Services Task Force mentioned that
when the task force was meeting, the Century Center was being renovated and "we [the
task force] discussed that that would be a good way to provide extended servicesto those
people who were walking through Carrboro and so forth". The 2001 Library Services
Task Force Report included the following recommendation:

"The Carrboro Public Library, a branch of the Orange County Library, proposes

to offer servicesin the Carrboro Century Center. This service will be called the

Carrboro Public Library — Cybrary. The Cybrary will offer primarily Internet

access to NCLIVE resources and other World Wide Web based resources. Itis

not anticipated that this site will house a collection but instead will provide quick
access to collections held at the McDougle and Hillsborough libraries'.®
The task force further proposed that the McDougle librarian would oversee the Cybrary
and that the Carrboro Board of Aldermen would provide space for the cybrary rent-free

aswell as the computers and everything needed to connect the computers to the Internet.

The task force also recommended that the county open branches in the northern and
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southern parts of the county simultaneously to equalize access and "offering Saturday
hours, as well as uniformity of evening service hours' at Carrboro Branch Library.*®

The town alderman and the mayor reserved aroom in the Century Center for the
Cybrary and made sure that room had extra outlets, network connections, and the
infrastructure needed to install computers. The alderman noted "...1 think it was [the
mayor of Carrboro] and | both had to argue strongly and guard that space for the future
Cybrary because we were getting requests to rent it and use it for other things'.

According to two study participants, in 2003 the Friends of the Carrboro Library
successfully held up county funding for the Cybrary. The Friends wanted funding for
more hours at McDougle and were concerned that the Cybrary would take funding away
from McDougle. Cybrary proponents were upset by the Friends' actions.

The Orange County Board of Commissioners' "Resolution to Establish a Carrboro
Library Work Group" describes the situation this way:

"Whereas, upon hearing and receiving input from community stakeholders

regarding the 'Cybrary’ proposal and its possible impact on the Carrboro Branch

during budget deliberations, the Board decided to reserve the funding (estimated

at $39,406) associated with the start up of a'Cybrary’, and given the degree of

public interest, to consider appointment of a representative work group that could

explore issues and opportunities connected with alibrary presence in Carrboro".®*

As described in the above resolution, The Carrboro Library Work Group was
created by the Orange County Board of Commissioners in response to these concernsin
September 2003 "to examine issues and opportunities relative to the current Carrboro
Branch Library (at McDougle) aswell as the creation of a'Cybrary' at the Carrboro
Century Center".* The group met monthly from November, 2003 to March, 2004. One
of the work group participants had thisto say about the work group's purpose: "...mainly

what the task force was doing was seeing how the Cybrary fit in with the Carrboro
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Library at McDougle and potentially a freestanding library. But alot of the details had
aready been worked out. We were kind of developing a vision—would we continue to
have alibrary at McDougle? What are we going to do about it for the time being?".

Members of the Carrboro Library Work Group were recruited. "It wasn't out for
volunteers, because by the time we had pretty much put together the group based on the
past participation...we were trying to accomplish something in a shorter period of time.
So thisworked out to be in our best interests’.

One member participated in the work group because "l wanted to understand how
the Cybrary tied in with the town and the county's long vision for creating a freestanding
library, to be sure the needs of the existing library were not being neglected and the funds
weren't decreased as the result of adding anew library space’.

The group worked well together. Participants who were interviewed spoke
positively about the work group. They said it worked "quickly, efficiently”. One said,
"we didn't mess around"”. Another noted, "And it was a quick six month work group so it
worked fast. So there was no time for slacking”. Another participant explained, "It was
afascinating process to see different groups and their needs and desires mesh together
into a single recommendation”.

The Work Group recommended

"that the Cybrary in the Carrboro Century Center should be put into operation as

soon as possible. The agreements to implement this service that the Orange

County Commissioners and Carrboro Board of Aldermen approved in the current

year's budgets should be followed".*

The Work Group also recommended a $17,000 increase in funds for the Carrboro Branch

Library for extended hours and $46,000 for the Cybrary (this money was aready

approved by the Orange County Board of Commissioners).
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After county and town funding was approved, much had to be done to prepare the
Cybrary for opening day. The Orange County Public Library staff person explained, "We
then followed up by providing the Cybrary. And basically we did al of it prior to the
actua hiring of the Cybrary librarian, so [the Orange County library director] and | took
on the major role of actually purchasing, establishing, setting up, creating that area. So
we had abig role in that".

Six years after the Friends first proposed expanding the Carrboro Public Library's
services, the Cybrary opened on August 30, 2004. While the Cybrary has a small lending
collection, abook swap, and magazines and newspapers, its focus is on computers. Its
five computers give visitors access to a wealth of databases through NCLIVE, the Orange
County Library catalog, other Internet resources, as well as programs such as Microsoft
Office.

Still, the process was not over. In 2004, the Orange County Board of
Commissioners realized that the county needed to continue the work of the 2001 Library
Task Forceto develop a strategic plan for providing library servicesin Orange County.
On January 26, 2004 the Board of County Commissioners charged the 2004 Library Task
Force

"To review the Library Services Task Force Report submitted to the BOCC in

November 2001 and to subsequently make recommendations to improve library

services/facilitiesin Orange County specifically related to the expansion of the

Central Library in Hillsborough and the branch library in Carrboro".%’

One of the areas suggested for study was "possibly combine the Carrboro Library
operation of a cybrary and the McDougle Branch Library".%®
The task force took up issues that the Carrboro Library Work Group discussed.

On June 7, the Task Force endorsed two of the Carrboro Library Work Group's
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recommendations for " 1) extended hours and associated costs [at McDougle], and 2)
implementation of the Cybrary in Carrboro Century Center".>
The Futureof Public Librariesin Carrboro

The Cybrary is not the final goal, instead, it is a step toward building a
freestanding Orange County branch library in downtown Carrboro. In 2003, Carrboro
citizens expressed a desire for adowntown library at a charrette held by Weaver Street
Market, the local food co-op. "They wanted an accessible library with proper library
hours in the middle of Carrboro, and anything else was secondary to that...l suppose
having the Cybrary there just puts the foot in the door for adialogue”.

All the participants interviewed agreed that the Cybrary is a " stepping stone".
Said one participant, "My hopeisthat it doesn't change too much more and that we open
the stand alone library within a reasonable amount of time, and that we don't spend too
much time trying to work within this small eight, nine hundred square foot facility".
Another said ... what | really want to seeis there to be amove as quickly as possible, so
that the moneysin the Cybrary are put to good use to developing a down town library, so
we can merge with it and be down there. We all want to be downtown".

In 2004, the Carrboro Library Work Group recommended

" to the Orange County Commissioners that planning go forward for a free-

standing branch of the Orange County Library System in downtown Carrboro and

that both the county and the town of Carrboro incorporate this concept into their

long-range planning".*°

The 2004 Library Services Task Force supported the Work Group's recommendation.
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The appendix to the Task Force's final report states:

"That the Orange County Public Library combine the collections, staff, and

services presently located at McDougle Middle School and the Century Center,

and establish one branch library facility to serve the Town of Carrboro, western
unincorporated areas of the Chapel Hill Township, and the southern area of

Bingham Township. It isestimated that given the current 20-year population

projections, a newly constructed facility of 25,000 square feet would be needed".
The commentary accompanying the recommendation provides arationale for it.
"Although the present facilities are innovative approaches to addressing critical needs for
library services, access and resources are limited".**

One study participant expressed interest in expanding outreach and services at the
Cybrary. " | had visions, that the Cybrary, while it doesn’t have a collection of its own
could be like adirect link to Orange County library so people might be able to request
something from the Orange County library and it be picked up at the Cybrary very
quickly, which was another idea | saw in Charlotte”. Shealsosaid”... | think it exceeds
the vision in terms of what it can do in the hours that it isopen. | canimagine that a
whole lot more could be done as we can expand the staffing, the hours that it's open and
we could reach new constituencies’.

In spite of public support for afreestanding Carrboro library, funding will be a
major issue. "During hisreview of the April 2004 Carrboro Library Workgroup
recommendations, [an Orange County Commissioner] emphasized the fact that the
Commissioners are not able to make any financial commitments to a free-standing
Carrboro Branch Library at this point. Thisincludes siting alocation or retrofitting
buildings or any other financia obligations."** A work group participant observed that

"There are alot of roadblocks for the free standing library, the most significant of which

iswho isgoing to pay for it... how to fund alibrary in Carrboro, was not resolved and is
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apretty major issue". Another participant noted, "What we are really hoping now, and
the second committee...came out saying the county needsto put alibrary on its next
bond issue for downtown Carrboro. And that’s were we all come together and that's what
| hope we can all focuson". The Friends of the Carrboro Library isalso interested in
getting "some kind of capital campaign going".

Town and County Government Relationships

Successful relationships between town and county government were crucial to
thisendeavor. As mentioned before, the Cybrary was the idea of one Carrboro alderman,
and town and county officials were very supportive. "Because the county commissioners
and the board of aldermen both put their support behind this and worked hard on it and
then that the community as a whole was supportive of it too."

One study participant commented, "I also think that islike the first partnership
between atown and the county, at least that I've heard about. Especialy in library
services. | think that was areal win-win aswell. | think that the people who were on
board in the town make it work". Shealso said, "... the town board members and staff
members and the county staff and commissioners believed in it".

Another participant described the positive town/county relationship. "The county
commissioners themselves, [the Orange County library director], and some of the friends
were supportive too". "[One Orange County commissioner] particularly was there from
the start, and after our first county wide task force the county commissioners committed
to funding this, so we had support from them as a group in the beginning".

One study participant has a more critical view of the situation. She said, "It's their

duty to really find us land and build the library or it's the duty of the town and county
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together. Thetown doesn't seeit asitsduty. It'sdoing itsduty, it's got itsfacility down
there, basically, it provides the computers, but the personnel is always the most
expensive". She feelsthat county's branch libraries have been forced to compete against
each other for resources because the county has not provided enough funding. This
competition "has marred sharing and marred proper relations between the various support
groups’.

Orange County's unique library funding situation complicates funding requests.
Orange County has a county library system and participatesin aregiona library system,
but Chapel Hill, which is part of Orange County, has its own municipal library.
According to one participant, this causes confusion among library supporters because
"there was alot of confusion in Carrboro about who funds libraries and where the
funding should come from".

Conflictsand Roadblocks

As described above, the creation of the Cybrary was, for the most part, non-
controversial and supported by town and county leaders. The major conflict occurred
because of concerns about equitabl e distribution of resources between the Carrboro
Branch Library and the proposed Cybrary. The Friends of the Carrboro Library were
concerned that the Cybrary was receiving funds from the town, when the Carrboro
Branch Library had difficulty securing town funds in the past.

One Friends member describes the Friends feelings toward the Cybrary as "there
has always been ambivalence here, because we always wanted to increase our hours here,
and so the Cybrary was always seen as something with competing elements here". The

Friends member was also concerned that "ground rules for the future of how the Carrboro



26

Public Library would proceed" had not been adequately addressed. She also said, "...we
want to work with the Cybrary, that's not an issue”.

One Cybrary supporter commented on the funding dispute: "It was an unusual
situation that the roadbl ocks were coming mostly from the Friends of the Carrboro
Library. To have the both of the governmental agencies ready to put up the money and
get it started and to have it delayed by the Friends group was a mgjor roadblock. Other
roadblocks, no | can't think of any". When asked if there was anything she would have
done differently, shereplied "I would have tried to strategize more about how to bring the
Friends group over to being supporters’.

The 2004 Library Services Task Force discussed competition for funding. At the
June 7 meeting, a Friends member requested that the task force recommend increased
funding for the Carrboro Branch Library. According to the meeting minutes, the Orange
County Library director, "reminded the group that the Cybrary is opening to compliment
the services at McDougle, not compete in services. The Friends member said she, too,
thought they could be mutually supportive, especially if they were open at the same
time"*,

The task force's consultant commented on "competitive tension™ in Carrboro in
her OCPL long range library facility planning through 2025 document.

"The progress made in the last several years to extend and improve services to the

Town of Carrboro has been the result of approaches from Carrboro residents

directly to the Board of Commissioners. Although the resulting services are

under the auspices of the Orange County Library administration, a competitive

tension appears to have developed that could interfere with library progress

overall if the County does not assume a more comprehensive approach to library

service and facility development".*
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With the exception of the funding dispute, roadbl ocks were minor. One
participant in the Carrboro Library Work Group mentioned that the location of the
Cybrary and the location of the book drop were the only real issues that came up "I don't
remember anything being major. Just the room and where to put the book drop”.
"Having the joint group and partnership in that meeting all of the different members, it
was redlly easy to work through barriers'.

Why the Cybrary Supporterswere Successful

The participants interviewed indicated that the Cybrary's success was due to the
partnerships they established among local government officials and the town's and
county's commitment to the project.

"The most important thing | think was the interest on the part of [one Orange

County commissioner] and [the mayor of Carrboro] and the fact that, the

Friends group was helpful in bringing this focus on adesire for library servicesin

downtown Carrboro...A number of people turned out [at the charrettes], indicated

that there was alot of interest in having alibrary, so | think that gave us a base of
public support...Looking at how library services were provided throughout the
county, gave us some justification for a need for the county to help provide library

servicesin Carrboro, that it was afairly underserved area and then it was just a

kind of combination of my interest and expertise coming together with [the

Orange County commissioner's] interest and expertise and [the mayor of

Carrboro's vision for what downtown Carrboro should be like".

One reason for their success may have been that the Cybrary was not the
supporters' ultimate goal. "And | think because not only did we say thisis the vision of
the Cybrary, thisis how we are going to do it, thisis how much money we are going to
provide, but there is also that impending vision of the future, that it will be a stand alone
library in Carrboro, al of thiswill be combined in one. So | guess the thought that this
will not be the stopping point.”

It also helped that one of the town leadersisalibrarian. She said,



28

"I think it was right constellation of things. Since | am an elected official but | am
alibrarian, | knew the language, | knew how to talk about, | knew what it meant
to start alibrary and what would be involved and | knew something about where
the funding for public libraries comes from...I think it was afortunate time that |
wasin aposition as an elected official with library science expertise that could
help push it through, but that’s probably an unusual situation. | think it takes
community leadership and community support.”

Additionally, the task forces and work group worked well together. One
participant in the work group felt the group was successful because "We were successful

in coming together with one unified recommendation”.
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DISCUSSION

The Carrboro Cybrary endeavor is different from other library building projectsin
severa ways. Carrboro residents supported the idea of a downtown library. The Friends
of the Carrboro Library started the conversation about library services in Carrboro when
they opened the Carrboro Branch Library and started the discussion about library services
downtown after the branch opened in the McDougle School. A town alderman, who is
also alibrarian, came up with the idea of the Cybrary and was strongly committed to
opening it. County officials came on board pretty quickly. Because town and county
leaders supported the idea there was no need for a grassroots campaign to build support.
The town was fortunate to have space available in their community center for the
Cybrary. Their contribution of rent-free space, computers, and everything necessary to
connect the computersto the Internet was important to the opening of the Cybrary. This
straightforward process stands in contrast to library building projects in other towns
where library supporters must work to convince town and county officials of the
necessity of library services.

It isalso very different from the events that led to the opening of the Carrboro
Branch Library. The Branch Library isthe result of a grassroots campaign and

fundraising by the Friends of the Carrboro Library, while the Cybrary efforts were led by
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town officials. No private fundraising was required to open the Cybrary. It took eight
years to open the Carrboro Branch Library, while the Cybrary opened six years after the
Friends of the Library requested that the town provide space for library servicesin the
future Century Center.

Carrboro is also unigque because the town chose to open a Cybrary, which mainly
provides access to Internet resources, instead of atraditional library. As one participant
said, this may be a model for other county library systems that need to provide services to
apopulation that is scattered geographically and only has limited resources available.
The Cybrary is not the final goal, instead it is a step toward a freestanding library in
downtown Carrboro.

Each participant interviewed had a unigue perspective on the creation of the
Cybrary. The author has attempted to present everyone's views fairly. In the past, there
have been misunderstandings between library supporters in Carrboro, but the supporters
seem committed to working together toward the common goal of afreestanding library in
downtown Carrboro.

This research has a couple of shortcomings. Because of time constraints, only
five people were interviewed and not every document relating to the creation of the
Cybrary was analyzed. While all participants were involved in the Cybrary, three were
supportive and two were more ambivalent. Because the majority was supportive, the
results may be biased toward their point of view. The author's understanding of the
creation of the Cybrary may have been different if information was obtained from more

participants.
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APPENDIX A
Interview Schedule for Leaders
Interview Number: Date:
Start Time: End Time: Location:

1. Why did you decide to push for a"Cybrary"?

a. Wasthe "Cybrary" aways agoa?

b. When did you select that goal ?

c. How did you select that goal ?

2. Tell me about the events that led up to the creation of the Cybrary.

3. Tell me about your rolein the Cybrary efforts.

a. What kept you involved?

4. What activities did the Cybrary advocates carry out?

a. What was the most important activity?

b. Didyou fundraise? If yes, What type of fundraising did you do?
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5. What activities did you take part in? What tasks did you complete?

a. How much time per month did you spend on Cybrary activities?

7. Didyou actively recruit supporters and volunteers?

8. Did Carrboro residents always support the Cybrary?

9. Did you use the pressto build support?

a How?

10. What roadblocks came up?

a. How did you overcome them?

11. Did you get advice from anyone outside the group of Cybrary advocates?

a Who?

b. What did they suggest?
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12.

13.

What did you do to gain support from local/county officials?

What was your relationship with local/county government officials like?

14.

When did you get backing from county government?

15.

Does the new Cybrary match your vision?

16.

Why do you think you were ultimately successful ?

a. What contributed to your success?

b. What was the most important thing?

17.

What would you do differently?

18.

19.

Isthe Cybrary your ultimate goal?

a. Why or why not?

Who else should | speak with?
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APPENDIX B

I nterview Schedule for Participants

Interview Number: Date:
Start Time: End Time: Location:

1. When did you become involved in the efforts for anew library?

a. How did you find out about it?

b. How did you become involved?

¢. Why did you become involved?

2. Tell me about your role in the Cybrary efforts.

3. What activities did you take part in? What tasks did you complete?

a. How much time per month did you spend on Cybrary activities?

4. How were the Cybrary advocates organized?

a. Who were the leaders?

5. What kept you involved?



6. Why do you think you were ultimately successful ?

a. What activities were especially successful?
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7. Isthe Cybrary your ultimate goal ?

a. Why or why not?

8. Who else should | speak with?





