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Abstract

In March 2000, Coca-Cola approached Pact to help in the design of a national library project. After working with Coca-Cola for several months to create a detailed program, Pact discovered that local legal and financial regulations prevented the two organizations from partnering to implement the project. With a recommendation from Pact, Yayasan Pakta, Pact’s local sister NGO, joined the project. The Coca-Cola Foundation Indonesia and Yayasan Pakta have since worked throughout Java to transform four pilot libraries into youth learning centers. Each library developed an individualized multi-phase 3-year plan, including personnel development, community outreach, program development, and income-generating activities. Although difficult to quantify, the first year of the project has led to considerable change in the library environments. Staff mentalities have begun to shift from bureaucratic to entrepreneurial and customer service-oriented. Library attendance has also increased. Community members have begun to participate in a wide range of associated activities from storytelling to essay competitions.  The success of the first four libraries has motivated Coca-Cola and Pakta to identify additional libraries to continue the transformation of these once “storage rooms of books” into attractive alternative educational centers for youth.

Background

Pact and Coca-Cola develop Library Project

In January 2000, Pact sponsored the workshop “Insight to Action,” along with the Prince of Wales Business Leaders Forum. The purpose of the workshop was to increase the understanding of how business-NGO partnerships can promote social and economic development. Representatives from Coca-Cola Indonesia were present at the workshop; Coca-Cola was in the process of establishing a foundation to support community development projects, in particular youth education programs. Two months after the workshop, Ms. Titie Sadarini, Chief Executive of the Coca Cola Foundation Indonesia Operating Committee, contacted Mr. Greg Rooney, Country Director of Pact Indonesia, to help in the development of a library project. Coca-Cola had a vision to transform libraries into agents of change. CCFI realized that it needed help designing and implementing a program, as it had no prior experience working with NGO’s. Coca-Cola wanted to work with an organization that had the skill to build capacity, and a good working relationship with local NGOs.  

After a series of conversation, CCFI realized Pact had skills that CCFI desired in a partner; the two organizations spent four months working out the details and logistics of the National Library Program. After signing a contract to start the program, the organizations learned that they could not work with each other. Indonesian law prevents businesses from giving money generated through local sales to international NGOs. Since a project between Pact and Coca-Cola would divert Indonesia-generated sales profits to Pact, the partnership was not legally permitted. Mr. Rooney then contacted Mr. Chandra, the Executive Director of Yayasan Pakta, to see if the local NGO was interested in the project.
Pakta Joins the Partnership

Yayasan Pakta began in 1996 as a sister NGO to Pact Indonesia. The initial relationship between Pakta and Pact Indonesia was described as “One Home, Two Doors.” The two organizations shared a common goal to help strengthen the ability of local NGOs to perform on mission. As Pakta grew, and developed its own programs and connections with donor organizations, the costs of a partnership with Pact began to outweigh the benefits. In 1997, Pakta became an independent NGO, with legal status from the Indonesia government. Mr. Chandra became the Executive Director of Pakta; all of Pakta employees are Indonesian nationals.  

In September 2000, when Mr. Chandra received the phone call from Mr. Rooney, Pakta had been working on a range of environmental and IT projects. Mr. Chandra's most important concern, in deciding whether or not to accept the project, was if CCFI and Pakta shared a similar vision. After talking with Rooney and a representative from Coke, Mr. Chandra realized that CCFI was deeply committed to increasing literacy among youth; the project was not simply a means to get good public relations. After meeting, CCFI decided that Pakta also had the qualities and skills to implement the library program. With no major change to the program design and budget, CCFI and Pakta signed a 3-year contract. 

Program

The shared vision of the project was not simply to change libraries, but to move beyond thinking of libraries as bookstores to agents of change; a welcoming space where children could develop their reading, writing and communication skills. Along with creating community-learning centers, the CCFI stipulated that the project should have an economic benefit to the local communities.

The entire project budget comes from CCFI. CCFI receives its funding from Coca-Cola Indonesia and Coca-Cola Amatil, the bottling company used by Coke. The budget approved for each library is split into two portions. The first portion, known as direct assistance, is a direct grant given to each library.  Direct assistance makes up approximately 60% of the budget and is used for improvement of library infrastructure, including books, materials, and other physical changes.  The remaining 40% is given through Pakta in the form of technical assistance to improve the skills of library staff members.  The budget assigned to each library is approved on a library-by-library basis, depending on the projects that each library decides to undertake. The maximum budget for each library is 200 million rupiah (approximately US$20,000).  In addition to the library budget, CCFI pays Pakta a flat fee for its services rendered in the agreed 3-year period. 

Pakta and CCFI jointly participate in the process of selecting the libraries. Pakta reviews a listing of public, private, and NGO libraries across Indonesia. From this comprehensive listing, Pakta selects a set of potential libraries. To make this initial cut, among other criteria, libraries need to have a focus on youth, and if possible be in/near a region where a Coca- Cola office exists; CCFI wants to have its employees available to participate as volunteers. Pakta also wants to work with different types of libraries, including urban and rural, as well as private and public libraries.  By working with a diverse set of libraries, the initial libraries can serve as models of change for libraries across Indonesia. 

After selecting a library from the comprehensive listing, Pakta holds a preliminary discussion with the library. At the next regularly scheduled bi-monthly meeting, Pakta and CCFI consider Pakta's recommendation. If both organizations are interested, a representative from CCFI also visits the library. If both partners agree that the library is a good match for the project, Pakta completes a general assessment of the library as a precondition to signing a funding agreement. Each library is then required to develop a detailed project proposal. Pakta facilitates a workshop in which library employees discuss the project and voice their opinion about changes they desire in the library. 

The project requires a 3-phase proposal from each library. In phase 1, the focus is on internal reconstruction. These internal changes often include: developing personnel skill of staff, infrastructure improvements, and purchasing books. Phase 2 focuses on community outreach and continued internal improvement.  Libraries hold a range of activities from creative writing competitions to story-telling events and other youth programs. The third phase focuses on creating a sustainable strategy, while continuing the first two phases. At the start of phase 3, Pakta holds a workshop with each library to brainstorm possible methods of fundraising. Depending on the library, phases vary in length of time and may overlap. Each phase in the work-plan includes a detailed description of the projects to be completed, the specific indicators to measure the success of each project, the timeline for completion, and the associated budget. The library determines all of these measures, and Pakta and CCFI jointly used the library’s own criteria to judge success at the end of each phase. After 3 years of funding and assistance in the project, each library is to be self-sustainable.

If Pakta and CCFI approve the submitted work-plan then the three partners sign a formal agreement.  Soon after, the library and Pakta facilitate a need assessment meeting open to members of the neighborhood community. Parents, youth and librarians discuss changes they would like to see at the library. Based on the results from this community assessment, the work plan is refined. In order to change details of the original proposal after this point, the library must submit a written proposal to CCFI and Pakta.

The project has started in four libraries and a fifth location has been selected. The four libraries include a public government library in Jakarta, a private library in Bandung and two village libraries in central Java. 

Operations

CCFI and Pact began working with the Public Library of South Jakarta, before Pact left the project. The library serves a wide range of customers, and has a large area with child’s books. The library has a cheap joining fee of 3,000 rupiah (US$ 0.30) per year and no per book borrowing charge. Phase 1 is particularly important at the government library. Government employees view libraries as a place to serve out their time in civil service with minimal effort and creativity. During phase 1 the project aimed to change the mindset of employees and to make the library a more exciting place to work. The community also viewed the library as a place that stored boring old books; thus, the library planned to update its collection of books and decorate the building to create a more attractive and friendly environment.  In order to create a more entrepreneurial environment in which hard work reaps rewards, CCIF and Pakta agreed to give employees a small bonus if they achieved the phase 1 goals in the pre-determined time schedule. 



The Public Library of South Jakarta is also helping other libraries within the National Library Project through donations of old books and furniture.

The libraries, described below, have also been working to transform their environments:

The wife of a renowned professor and director of an Indonesian research institute initiated a private library in Bandung. The late professor had an extensive private collection, and from the private holding of books his wife started a library. The library is committed to attracting more children to make use of the private collection. The library has a nominal joining and monthly fee for borrowers. The library is very progressive in both its project design and commitment to customer service; the private sector mindset of the library makes it quick to incorporate improvements in environment and measures to ensure long-term sustainability. 

The LIA Foundation started a library in the village of Pundungsari, Gunung Kidul County, Yogyakarta Province. After setting up the library, the LIA Foundation handed it over to the local community to run and maintain. This small one room library is owned by the village but is on government land.  The village in this dry, mountainous region is nonetheless relatively wealthy from the large number of individuals working in the nearby city to supplement family incomes.

The rural library participating in the project is in the village of Kalilandak, Purwekerto County, Central Java Province. This library services several outlying village communities. Working with the village library has utilized Pakta’s skills of working with local NGOs and rural communities. When Ms. Sadarini, Chief Executive of CCFI and Ms. Ratna Soetjahjo, Project Officer for CCFI, attended a proposal-writing workshop that Pakta held in the village, they realized that the local communication and work style was extremely different from their own urban business climate. Pakta naturally navigated between the local community and CCFI. Additionally, the local leaders quickly accepted Pakta employees as partners who treated them equally and with respect.
Pakta and CCFI have had a good working relationship. At the meeting scheduled every two weeks 3 CCFI employees (including representatives from Coca-Cola Indonesia and Coca-Cola Amatil Indonesia) and 4 Pakta employees attend. The meetings have a candid atmosphere in which all of the players feel able to make suggestions and voice criticism. The regular and open communication between CCFI and Pakta help to address problems as they emerge. The lack of hierarchy at the meetings and the clear commitment from CCFI make the partnership a rewarding experience for Pakta. Pakta views itself in an equal partnership in which it has a similar level of authority as CCFI to shape the discussion and project.

The two organizations have had some areas of differences. For example, CCFI initially envisioned its work with traditional libraries, involving large public buildings filled with books. Pakta has challenged this notion to argue that libraries are a way for communities to access books—whether in a rotating box or a beautiful building.  Mr. Chandra provides the example of traditional boat libraries in South Kalimatan that transfer reading materials through swampy areas. In addition, the board of CCFI largely consists of individuals who work and think in a business paradigm; for them, a different mindset must be developed to make sense of the time scale and partially qualitative evaluative methods in social development.  Making changes to the library structures can occur within a period of weeks, but to see a change in people’s behavior takes longer. 

Impact

The Library of South Jakarta completed phase 1 in July 2001. The project report submitted by the library at the end of phase 1 met high standards of professional quality; the contrast between this document and the library’s initial proposal is quite stark. The library successfully completed 80% of its projects; CCFI and Pakta decided to give the employees 80% of their potential bonus to further convey that performance leads to benefit. Along with making physical improvements to the library space, and holding internal staff trainings, the library held a workshop on how to tell stories and invited staff from local libraries throughout Jakarta. The library re-designed an area specifically for children; a design expert from Coke volunteered her time to create the new atmosphere.  A library staff member, who has drastically improved his customer service skills, led customer service workshops in the two village libraries involved in the project. The library staff has visited other respected libraries in the area to exchange ideas and learn how to improve their own library.  The library also decided to extend its hours from 3pm to 4pm each weekday and to open on Sundays. Implementing this change has been politically risky. As government employees, librarians must seek government approval to make changes to their working hours. The government refused the library’s proposal to open on Sundays; standard government hours throughout Indonesia are M-F 8pm-3pm. However, the head librarian has opened the library based on local demand. Every week he documents the increase in attendance; the first week approximately 90 people came to the library on Sunday, within a couple of months the number has increased to 200. Weekly attendance has also increased. The spirit of initiative and teamwork among staff members has dramatically grown.  As a means to support these changes the library has begun to rent space for evening seminars, offer photocopying services, and charge a small fee for borrowing books. 

The library in Bandung completes phase 1 in December.  As part of its internal changes, the library has bought books and furniture, improved its customer services, and renovated library space for children. The library has already implemented sustainability measures by opening a canteen and holding a formal book launch fundraiser in 2001. The fundraiser attracted members of the local government and academic community, and raised 10 times more money than the organizers expected.  With growing revenue from the canteen and a new initiative to offer catering to local households, the library remains committed to maintaining free lending. The library is beginning to offer Internet and photocopy services as a means to generate revenue. Additionally, it has started outreach to the community through an Independence Day essay competition and story-telling hours. The library has incorporated daily story telling for children; this frequency far surpasses the library’s proposal to tell stories twice a month. The library has seen a significant influx in 6-10 year old children; the majority of children that come do not receive a formal education and live on the streets. 

The local government runs the district library in Yogyakarta Province. A strong commitment exists among local staff to draw more kids to the library. During phase 1, a major accomplishment included receiving a deed from the government guaranteeing that land with the current library building can indefinitely be used for a library. After collecting this deed, the community no longer worries that after making physical improvements to the building, the government will desire to reclaim the land. 

Working with the rural library in Purwekerto has been largely a lesson in management. Pakta has helped to train the staff in the development of a financial report and to deposit library funds in a bank. Previously the head librarian kept US$ 8,000 cash in his office to pay monthly expenses, instead of using a bank.  Due to its rural location, the project’s ability to generate economic development projects through side businesses is more difficult. As a means to better cover costs the library charges 200 rupiah ($US 0.02) per book. The main goal for this with library is to determine how it can increase outreach to youth and develop in a sustainable way.

The project will expand to a fifth library by the end of 2001. This library, in rural Northern Sumatra, plans to place a collection books within a community meeting spot. A local NGO is trying to incorporate reading for youth at a traditional coffee house and use the space to hold other meetings related to a river sustainability forum. Through side businesses in bamboo handicraft making and catching fish the NGO hopes to sustain the library at the local café.

Ms. Sadarini and Ms. Soetjahjo recognized several qualitative improvements across the libraries. These changes include:

· Spirit of learning and sharing among CCFI libraries; the large government library has shared staff skills, training workshops, and physical resources, including books and furniture, with village libraries.

· Staff moral has increased, as witnessed by the self-initiated choices to increase library hours and surpass project goals. 

· There has been considerable non-quantifiable recognition of library by community members.  

· Community members have sensed and seen improvements; in support, several members have helped to further develop the libraries’ new programs. 

Analysis

A good working relationship exists among local partners. 

Pakta has had a natural working relationship with the library staff and the communities that they serve. This relationship has proved critical to the day-to-day implementation of the project, and started to bridge the gap between the business mentality of CCFI and the public sector style of the librarians. Each partner is not only clear about its role, but clearly understand how its function fits into the overall success of the project.

The initial focus to change the internal mindset within the libraries is critical.

The public government library in Jakarta has been the most challenging partnership. However, the project’s focus on customer service training and creating performance-based incentives has led to a noticeable shift in the mentality of staff. The staff has started to take initiative in proposing programs not included in the original project document. The staff has also implement side projects without financial support from CCFI. This behavior marks a sharp contrast to earlier experiences, especially when Pact had to handhold the library staff through the process of creating the initial project proposal.

The locally initiated project has led to timely implementation.

The project design takes into consideration the expected barriers to successfully implementing a program in Indonesia. Asking the libraries to design their own project proposal is time-consuming but generates a significant level of buy-in and begins to shift the mentality of how librarians view their work. The performance-based measurements additionally challenge libraries to become more entrepreneurial and, thus, self-sustainable. Finally, the bi-monthly meetings between Pakta and CCFI allow the partners to respond to any potential problems that emerge as they emerge. 

Summary

Initially designed by Coca-Cola and Pact Indonesia, the National Library Project is an effort to transform libraries into agents of educational change. The lofty vision of the project has been translated into a detailed and well-designed program that starts by shifting the mindset of library employees and creating community buy-in. Along with changing the atmosphere of libraries to attract youth, the project works with libraries to design income-generating activities to support the on-going improvement of programs and books long after the final CCFI contribution. The close and respectful working relationship between Pakta and CCFI has allowed for effective implementation, monitoring, and review of the project thus far.  
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Over time working with the librarians has resulted in a noticeable shift in the mentality of staff. The staff has started taking initiative in proposing programs not in the original proposal, and implementing side projects without financial support from the library program. This behavior marks a sharp contrast to the initial of proposal writing period, during which time Pact and CCFI handheld the staff to determine how to improve the library to serve the needs of local youth. A snapshot of library programs thus far include:


Decorating the Children's Corner


Folklore Story-telling Competition


Youth Drawing Competition


Mobile Library


Satellite Library in Jakarta Suburb


Youth Study Group





Along with education and outreach programs the library has invested in the following money-making measures to ensure long-term sustainability:


Book Bazaar


Small Business Program


Photocopying center


Computer Center
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Community partnerships…


	Simply good business!





A Detailed Look: Public Library of South Jakarta





The first library in the program was the Public Library of South Jakarta. Pact worked closely with the staff of the library to help in the development in the library's proposal; the initial proposal submitted by the library staff lacked professionalism and the level of detail required to get funding for the project. During the several day workshop, Pact employees taught library staff how to translate the library changes they desired into a project proposal including a schedule of implementation, a detailed budget and a criteria by which to evaluate the project's success. The proposal submitted following the workshop satisfied the requirements of the program, and included a wide variety of projects from story-telling to a satellite library in a low-income community in the outskirts of Jakarta. Soon after the completion of South Jakarta's proposal, the project partnership shifted from Pact to Yayasan Pakta as a result of funding regulations.
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