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ADVOCACY IN ACTION 
A Story from Poland
The plan was simple: to move a public library into a school and to merge it with a school library. The result: less space for a public library.  Alicja, a librarian from the Public Library in Buczek, decided to act. First, she talked to library users—they weren’t satisfied with the idea of relocating the library. Secondly, Alicja met the school director—they didn’t want these changes either! Then, Alicja invited four members of the municipal council to the public library and talked to the mayor. The result? There would be no merger! It’s so important to talk to people who are influential, and not to be afraid of these conversations. Advocacy is also about informing all people who are somehow involved in your problem and to attracting the attention of those who can influence the decision.
A Story from Moldova 
The library in Soroca had a problem: the children’s department looked—and felt—like an abandoned building. With no heating, deteriorated walls, a bad roof, mold, and no modern equipment, the library became a place children avoided rather than sought out. To turn this around, library staff worked to engage regional and local leaders in the cause—from the Department of Culture to the regional president. The library obtained the needed financial resources to renovate and equip the children’s department– but the funding did not cover the cost of heating for the new space. To demonstrate the need for more funds, library staff invited local councilors and authorities to the launch of the new space. The meeting was held in the children’s department where attendees could experience the newly renovated site—and the cold—for themselves. When they saw the need and what could be done with a small amount of funding, the councilors also committed to supporting library operating costs like utilities in the long term.
BRINGING THE LESSONS OF ADVOCACY TRAINING

BACK TO YOUR LIBRARY
Introduction

Congratulations on completing the Turning the Page: Supporting Libraries, Strengthening Communities advocacy training! Now that you have learned the essentials of conducting public library advocacy, as well as tips and tools that will make you an effective advocate, it’s time put what you know into action to build support and secure long-term funding for your library.

In the advocacy training, you learned about the value of the public library, developing an advocacy goal, identifying target audiences, and creating library advocacy messages. Your training may have also included additional sessions about telling your library story, media outreach, effective presentations, building library partnerships, or putting an advocacy plan into practice. You should also have a draft Advocacy Action Plan that you developed for your library as part of the training. This is a great start.

To help you implement what you have learned, we have designed this guide as a companion to the advocacy training. It provides practical advice for introducing your Advocacy Action Plan to library leadership and peers, improving and adjusting the plan to fit the realities of your library, and building a team that is enthusiastic about implementing the plan.

USING The guide

Whether you’re a librarian or your library’s director, here you will find information to start your library advocacy. This guide is the direct result of conversations with library staff who have gone through advocacy training and with the trainers to address common challenges and concerns about generating support for library advocacy. If you’re wondering, “What are the immediate steps I can take?” we hope to answer your questions. 

We know that you have many responsibilities. This guide is here to help you. Start by taking a look at the topics and resources included in the Table of Contents. If you don’t have time to read the whole guide, look for the areas that seem most interesting or relevant to you. You can always go back to other sections as you continue your advocacy work. 

We wish you much success with your library advocacy! 
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Getting Started with Advocacy 

This section focuses on the recommended steps to inform your library leadership, partners, and team members about the importance of library advocacy and the steps to develop an advocacy plan that fits your library and builds on your library team’s knowledge, information, plans, and relationships. It also provides advice for keeping an advocacy plan on track, from managing an advocacy team to measuring progress and making adjustments to the plan. 

Building an Advocacy Team
Your advocacy efforts will be easier, and often more successful, when you work as part of a team. No matter how small your library, you can create an advocacy team with a fellow librarian, a regional library director, or community volunteers. 

As a team, you can share ideas, information, and experience. You can ensure that advocacy efforts are merged into the activities and outreach your library is already doing. And you will ease the burden of responsibility on just one person by dividing the work according to your team members’ strengths.
Securing Leadership Support
Any successful advocacy activity needs library leadership. If you are not in a position to make decisions on behalf of your library, and your leaders were not involved in the advocacy training, getting their thoughts and support will be critical. Some suggested steps for engaging your leadership include: 

Creating a presentation that helps you communicate 1) the importance of advocacy and 2) how you plan to conduct advocacy for your library. Use the handouts from the advocacy training, especially from Value of the Public Library, Defining Advocacy, and Creating Advocacy Messages to refresh your memory on important topics. Focus the presentation on:

· What advocacy is

· What it can help you accomplish 

· How to communicate the importance of your public library to others

Setting up time to talk to your library leadership about advocacy. Be prepared to explain the importance of advocacy and how advocacy can help you secure sustainable funding. You should also be ready to discuss: 

· What the library’s priorities and general strategy are (you want to be sure your plan is aligned with the overall goals of the library)  

· What the library’s funding needs are 

· What common community challenges exist that the library could help solve

· The importance of setting an advocacy goal

· How leadership wants to be involved in the advocacy plan (i.e. its refinement and implementation) and the collection of resources (e.g. library stories and available data)

You can introduce your initial advocacy plan as part of this presentation, and should plan on at least sharing your advocacy goal. But remember, you will want to involve leadership in refining and improving the plan. 

Working with your leadership to build a strong team. You should be prepared to talk about who you want to work with from within your library or library network, or you should be ready to ask leadership who they think should be involved. Ideally, your team should include 2-3 key people. To make sure you are structuring the team and their responsibilities correctly, do a quick analysis of: 
· Your team’s strengths, including organizing events, public speaking, strategy development, community relationships, or creating materials 

· Your team’s weaknesses and how can you improve these areas 
· The opportunities that your library has coming up where certain team members would be particularly effective and important to involve
· The challenges that could prevent the active participation of key team members
Building a Strong Team: A Story from Poland
Rather than competing with the Center for Culture for funding, support, and visibility in a rural community of 9,000, the Public Library decided to work with the Center for Culture to develop a joint advocacy plan. While developing the advocacy plan, they identified common goals and projects they wanted to carry on together.  This included activities that would help strengthen the image of the library as a vibrant meeting space, not just a place for borrowing books.

See Appendix I: Presenting the Advocacy Plan for information on how to outline a presentation for library leadership, talking points for communicating the importance of advocacy, tips for conducting effective presentations, and advice for building a strong team. 
Engaging Your Peers 

Successful library advocacy requires collaboration among library staff. Now that leadership is on board, the most important step is to empower the team who will be helping to implement your library’s advocacy plan. When the team feels involved in the planning process and committed to the advocacy goal, they will be more engaged in advocacy efforts. 

Set aside time to formally share what you learned in the advocacy training and what this could mean for your library with your full team. You can use the same presentation you develop for library leadership, or create a new one. The goal is to ensure that everyone on your team, from supervisors to staff, understands the importance of advocacy and how you hope to introduce advocacy into your library’s work. Consider asking your library leader to introduce this presentation, voicing his/her support of the advocacy plan and explaining how it fits with the library’s overarching strategy.   

As you meet, remind your team of the critical role your library plays in the community. Think about what you found most compelling during advocacy training, as these are the lessons that will get your team as empowered and motivated as you feel now, and share concrete examples and data that demonstrate the library’s impact:
· What made you truly believe in the importance of your library? 
· What made you believe in yourself as an advocate?
· What did you find particularly inspiring? 
When working with your team, take steps to set them up for success. 
When staff is busy and prioritizing other projects, it’s difficult to see results. Don’t be discouraged! Here are a few possible solutions to this barrier: 
· Be clear on roles, approval processes, and preferred communications so your team understands how to work together effectively.

· Set a clear timeline for the advocacy plan. Scheduling time to discuss deadlines will build teamwork, boost morale, and sustain dedication to the project. 
· Develop an advocacy plan that integrates advocacy with your existing work. Your library’s existing programs and activities may help support your library advocacy goals.

· Keep the team’s morale high. Share stories about how your library and services are changing lives in the community. Announce new partnerships, good ideas, or achievements. Thank and recognize team members who are doing exceptional work. 
 Engaging Peers both Inside and Outside the Library: A Story from Botswana
Following the advocacy training, a librarian in rural Botswana realized that the library would need village leadership and other government departments to reach their advocacy goals. She therefore started by building a library committee comprising library staff, the village development committee (VDC), ministerial or departmental representatives, and village leadership. She shared the advocacy training highlights and involved the staff in refining the advocacy goals she set. She made a series of presentations to the library committee emphasizing the critical role the library plays in community development and explaining to different partners how their active involvement would help the development of the Mahalapye society. She also held weekly meetings with the team to give feedback and get individual member feedback on the different assignments or roles.

Adapting your Advocacy Plan
As you learned in training, conducting successful library advocacy begins with an advocacy goal and an action plan to help you reach that goal. At the end of your training, you already had all the essentials for an Advocacy Action Plan outlined in your Advocacy Action Plan Workbook.

As soon as you have built an advocacy team, you will want to revisit this action plan. You now have time to talk with your coworkers and discuss how advocacy can advance your library’s priorities and complement the general strategy for the library. You’ll learn more about your library’s existing relationships with key target audiences. You’ll also have access to stories, statistics, or other resources from your library’s programs and impact that will be valuable to your plan. 

Reviewing Your Advocacy Plan 

Discuss the advocacy plan with your library leadership and advocacy team and ask for their feedback. Then, adapt the plan so the planning process is collaborative. Establishing this from the outset will help your team understand the goals of your advocacy efforts and feel committed to its success. 

Conduct a quick inventory of the resources, materials, and information you already have. Many of your existing relationships and materials can be helpful in your new advocacy efforts. Take a look at:

· Information you have about decision-makers’ perceptions of the library 

· News coverage about your library and relationships with the media
· Programs your library offers and data about how people use them

· Other data and statistics about library use and impact on a local, regional, or national level
· Stories you’ve heard about the impact your library has on your community
· Existing partnerships and opportunities for new partnerships

· Current outreach channels and social media platforms
· Calendar of opportunities to engage with decision-makers and partners
· Information about your library funding structure and relevant dates
Also, make a note of any gaps you have in data, stories, or information so you can take steps to gather that information.
See Appendix II: Refining the Advocacy Plan for more information about revising the Advocacy Action Plan you began developing in training.

Collecting Information, Statistics, and Success Stories

Once you’ve identified missing information you’d like to gather, there are simple steps you can take to get the stories and data you are interested in: 

Set aside time to talk with your library’s target audiences to get their thoughts on the library. This also gives you or a member of your team an opportunity to get to know your target audiences better and practice presenting information about the library in an informal manner. 
Conduct simple surveys and interviews with fellow library staff, library users, and other community members to uncover the personal stories that demonstrate how your library can impact the community with proper funding. These personal narratives can be shared to engage media outlets, decision-makers, and library stakeholders.
Consider meeting with both current and potential new partners, to get a sense of partner priorities and where there might be common ground.
Gathering Information: A Story from Ukraine
Before launching an advocacy campaign “Development of village libraries in our raion”, the librarians from Okhtyrka raion library prepared several questionnaires for local citizens to find out public opinion about further developments expected by the community members. The questionnaires were distributed in every village of the library system. They asked about services the residents want to receive in libraries. In total, 1,000 respondents provided their feedback. Another part of data collecting was done through an online survey in social networks so more potential library users could be involved with the campaign. The feedback received was incorporated into the draft development program supported by raion government.
Gathering Experiences from Library Users: A Story from Botswana
Originally, librarians in Botswana had a collection box for stories by the reception desk and encouraged library users to write and drop off their stories. Unfortunately, few users submitted stories, and a majority of the stories lacked details. However, as librarians went house-to-house to conduct outreach and follow up on overdue books, they would then get amazing feedback from library users on the positive contribution the library had on their lives. The library staff decided to invite these people to the library to share their testimonies and stories with others—either in written or recorded form, or at library events. 
See Appendix III: Gathering Information for guidance on conducting interviews, fielding surveys, and collecting stories. 
Keeping Your Advocacy Plan on Track

Congratulations! With these steps, you are ready to implement your library’s Advocacy Action Plan. Remember, advocacy is more like a marathon than a sprint—you will not reach your goals overnight. It’s important to monitor your progress and adjust your plan based on the progress (or barriers) you see.

Monitoring Progress 

Take a look at the tips below to see which ones you can implement. The more you can do, the better your monitoring (and ultimately, results) will be.
Keep track of the activities you have conducted. Think of the tactics as a checklist—what have you done and what were the results? An easy way to approach this is to review your advocacy activities and accomplishments on a regular basis, such as the end of each month. Remember to reach out to partners and others who might be able to share numbers of event participants, news stories, materials developed, library visits, and more. 

Use the objectives you identified as tools to monitor progress toward your advocacy goal. If you find that you are not meeting the objectives in the time allotted, ask yourself why. Were they not realistic? Are there other ways you could approach it? What have you learned to help you avoid roadblocks in the future? What other opportunities have come up, and how are you handling those? 

Monitor the effect of your advocacy. What has been successful? This requires more analysis. Keep track of the messaging and tactics that are effective and the ones that need adjustments. To track change in attitudes, levels of library support, and understanding of its services, you can use surveys and interviews, as well as solicit input from partners and team members. 

See Appendix IV: Assessment for a checklist to help you track your progress and where you might need to make changes. 
Modifying Your Plan

Now, let’s talk about what would happen if you did not meet an objective. Let’s say that your city council prioritizes education, and your team set as an objective: “By June, school leadership agrees to promote the library as a key partner that supports education.” What would you do if, despite your library’s best efforts, leaders didn’t recognize the library as a partner? 

It’s natural to feel discouraged, and likely members of your team will. However, the plan is not a failure: it’s not unusual for advocacy plans to evolve and change. Sometimes you must change tactics, and if changing tactics is not possible or not working, you may need to change the entire objective. Will the objective be successful if given more time? Could you focus on teachers instead of school leadership? Is there a program that demonstrates the ways in which there is an existing partnership? 

This flexibility is a key component of any successful plan! Just make sure you understand why you are making the change, and that you communicate this change to your whole advocacy team so there is no confusion.
The Importance of Staying Flexible: A Story from Ukraine
A youth library in Kyiv city started an advocacy campaign called “Mediateka for Youth.”  During public hearings, it became clear that local authorities wouldn’t support the campaign because of unexpected budget cuts for the next year, even though at prior stages and meetings with decision-makers, they had fully supported the idea. The library director and the team needed to revise their advocacy plan and change advocacy goals.  They re-oriented the project towards finding non-government partners and postponed the campaign implementation. The library director described the lessons learned from this situation: “Before planning an advocacy campaign, you need to set clear goals and have planned a few different ways to reach them in case of unexpected changes. You should keep in mind that real project costs are usually higher than expected and revise your plan accordingly during all the stages of the campaign.”
Staying Up-To-Date on Your Skills

Your comfort with and skill at conducting advocacy will improve with time, and the more you refresh your advocacy knowledge, the more confident you will be. 

Take advantage of any opportunities to expand your advocacy skills, especially if your advocacy training program offers follow-up seminars, check-ins with your trainer, tools, or other opportunities. 

Maintain the relationships and networks you gained during training. These fellow library leaders and staff can continue to share ideas for your ongoing advocacy efforts.

Look for chances to improve your project management skills as well. Leadership, collaboration, sharing lessons learned, and highlighting successes are all important to improving your advocacy skills.
Learning from the Library Community: A Story from Moldova
In Moldova, participants in the Novateca advocacy training program are given opportunities for library exchanges with other training participants in the country and participants in the Biblionet training in Romania. These exchanges of success stories and best practices drive libraries to be more innovative and committed to their advocacy goals. Through exchange opportunities, the library staff from Soroca, Moldova learned about everything from the importance of professional development for librarians working with children to the importance of advocates having support from friends and family. 
Thank You

Thank you for being an advocate on behalf of your public library. Advocacy comes in many shapes and sizes. You may be advocating for significant policy or funding change, or looking to maintain your library’s current level of support. You may be planning a number of advocacy-specific activities, or shifting how you present your library’s programs. Regardless, you will be more successful if you remember the importance of: 
1. A realistic plan. While advocacy is about setting lofty goals, focus on what you can achieve. Set realistic objectives so you can monitor progress and avoid getting discouraged. 
2. An informed team. Clear and regular communication will ensure everyone understands their role on the team. 
3. Openness to ideas. Teams who explore new approaches and partnerships will have more opportunities than those who only stay with tried and true methods. 
4. Flexibility. As you try new ideas, your team must be willing to switch to an alternative or back-up plan if they aren’t getting you the results that you want.
Good luck! 

Appendix I: Presenting the Advocacy Plan

Presenting your Advocacy Plan to Library Leadership

The key points below provide a recommended structure for a presentation to library leadership that would ideally be accompanied by a PowerPoint or other visuals. When making the case for advocacy to your full team, consider organizing some brief workshops or webinars to build a stronger understanding of the key advocacy concepts—especially if you or a team member has training experience. 
1. Introduce the concept of advocacy. The actions individuals or organizations undertake to influence decision-making at the local, regional, state, national, and international level and help create a desired policy or funding change in support of public libraries. 
2. Emphasize that this project is about creating sustained funding for your library. Funding—made possible through improved policies and/or increased or sustained local funding—is essential to ensuring public libraries can thrive and offer important services to meet community needs. Include information about your library’s current funding situation.
3. Explain how advocating for continued or more funding is different than fundraising.
a. Funding is the recurring and reliable allocation of resources that your public library receives. 

b. This can be supplemented by non-governmental sources, such as individuals, corporations, or support groups like "Friends of the Library." This is fundraising—it is important, but less sustainable than government funding, as it often comes as one-time donations, small donations, or project-specific donations. 

4. Explain the shift that needs to take place for effective advocacy. Outreach needs to focus on what matters most to decision-makers to persuade them to support the library. This means talking about not what the library needs, but rather what the library offers. 

a. Give examples of the perceptions key people in the community have about the library.

b. Explain how the library can promote its services and how it contributes to the community and meets community needs.

c. Tell a story of how your library helped change someone’s life. 

5. Explain how to introduce advocacy into your library’s work. 

a. Present the team you are hoping to assemble.

b. Explain the Advocacy Action Plan structure and how existing activities can be a part of the plan.

6. Depending on time, you can also outline the basics of the Advocacy Action Plan. 

a. Introduce the advocacy goal, how it ties into the community needs, and the desired results.

b. Introduce the audiences your library needs to reach, along with information about what they think, feel, and know about the library. 

c. Outline the advocacy objectives and timeline, along with the key tactics to achieve them. 

7. Conclude by highlighting the importance of the library to the community and how advocacy will help your library get the funding it needs to continue its programs.
Delivering a Persuasive Presentation

Use these tips to prepare for your advocacy presentation with library leadership and team members. These same tips will apply for future presentations to your team and community leaders. 

Preparation:
The more comfortable you are, the more you can focus on the reason you’re there: to convince your audience about the value of advocacy for library sustainability.

· Review your key messages and talking points. Your presentation can’t focus on everything. Having three key points supported with examples will help you communicate your message most effectively. Consider focusing on: 1) what advocacy is, 2) how advocacy can help your library, and 3) how to communicate the importance of the public library. Stay focused on what your audience is most interested in (whether they’re your leadership, your staff, or other stakeholders).

· Practice in conditions similar to the actual setting. For example, if you will be speaking at a podium, practice with a podium. If you will be using a microphone during your presentation, practice with a microphone. If you are speaking from prepared remarks, practice them out loud and preferably in front of someone. Visualize your audience and speak as though they are in the room.

· Act out the situation and rehearse hard questions. Practice delivering your message briefly and simply. Consider all of the questions you might be asked and prepare answers with supporting examples.
Presentation:
Just as if you were telling your library story to a local decision-maker, focus on connecting with your audience and making clear, succinct points.

· Everything you say should reinforce your message. Stick to your message and don’t be afraid to repeat it. 
· Use data and statistics to back up your main points. This can be specifics about the library’s funding needs, facts about library programs and how they’re used, or examples of the library’s impact on people’s lives. 
· Use anecdotes and personal stories to illustrate a key point and connect with your audience. These can be stories you’ve found showing the library’s impact, examples shared in the training, or something you found motivating from the training.
· Organize your remarks and answer questions by framing your messages around three key questions:

· What do you need to know?
· Why should you care?
· What needs to be done?
· “Flagging” helps you emphasize what is most important with strong introductory phrases:
· “I’ve talked about many elements of advocacy planning, but it really comes down to these three things…”
· “The most important thing to remember…”

· Flagging also helps you bridge to a message or anecdote focused on the three key questions listed above. Use phrases like:

· “This sounds complicated, but here is an example…” (What do you need to know?)

· “Using advocacy, a library like ours was able to …” (Why should you care?)

· “I’ve also heard…and that’s why we need to…” (What needs to be done?)

Delivery:
Communicate your message with confidence and clarity.

· Make your first words count. Engage your audience from the start with a clear voice and strong eye contact. Be familiar enough with your key messages that you can maintain comfortable eye contact.

· Your appearance will be part of your message. Your facial expressions should match what you are saying. If it’s appropriate, smile!

· Think about your posture and hand gestures. If you are standing: stand up straight, plant your feet shoulder-length apart, and let your arms rest comfortably by your sides so you can gesture naturally.

· Speak slowly and project your voice so that you can be heard clearly. Enunciate and speak at a moderate pace. (This should feel slower than normal.)

· Adjust the volume, tone, and speed of your speech to emphasize key points. Be expressive. Vary your pitch and intensity to add emphasis and emotion. Use pauses or repetition to signal your most important points.

· Make eye contact with individuals in the audience to foster a connection. Look for familiar or friendly faces.

· Keep it visual, but stay focused. While slide presentations and visual aids can help key points resonate, avoid reading verbatim from a slide or focusing on the screen rather than your audience. If a slide is text heavy, your audience may focus on reading the slides instead of listening to your presentation.
Final Tips for Persuasive Presentations:
Lead with a positive conclusion and then state supporting facts. All remarks should support your lead statement.

· Be brief. Keep responses to questions short and to the point.

· Personalize your answers. Your perspective matters, so illustrate core messages with personal anecdotes.

· To pivot to your core advocacy messages, use phrases such as:

· “What’s more important is…”

· “Another thing to remember…”

Appendix II: Refining Your Advocacy Plan
Your Advocacy Action Plan (Template)

	Library Advocacy Goal:



	Objective One:


	Objective Two:
	Objective Three :

	Advocacy Tactics and Activities

(to meet Objective One)
	Advocacy Tactics and Activities

 (to meet Objective Two)
	Advocacy Tactics and Activities

(to meet Objective Three)

	Target Audiences for All Objectives

	Primary Audience:


	Secondary Audience:
	Community Stakeholders:

	What is their relationship with the library? 

	
	
	

	What do they know, think, or feel about the library? 

	
	
	

	What are some facts that would help to change their minds?

	
	
	

	What are some stories that would help persuade them?

	
	
	

	Core Advocacy Message:



	Supporting Messages (Primary) 


	Supporting Messages (Secondary) 
	Supporting Messages (Stakeholder) 


Refining Your Advocacy Plan

As part of the advocacy training, you developed an Advocacy Action Plan for your library. Now that you have time to gather information and discuss with your leadership and peers, you should revisit this plan and ask, “Are there changes we can make to strengthen this plan?” Remember, it is critical to work closely with your library leadership, your peers, and any team members who will be helping you conduct advocacy for your library—it will not only get your team on board, but also ensure that your advocacy plan is a seamless extension of your library’s work.  
The Advocacy Goal:
The first step for revisiting the advocacy plan is to reexamine the goal, now that you can discuss with your team how advocacy can advance your library’s priorities. Make sure your team is in agreement not only on the goal, but also on the rationale behind the goal.  
· Is the advocacy goal right for your library?
· Why is it the right goal for your library? 

The Target Audiences:
Once you have refined the goal, look at the target audiences. If you don’t know already, find out who really makes the decisions about library funding. In addition, research decision-makers’ perceptions of the library—either by reviewing available resources or talking to peers who have worked with them in the past. If possible, talk to them yourself to get their thoughts firsthand.  
· Are your primary audiences the people who make decisions on library policy and funding? 
· Are your secondary audiences the best people or organizations who can influence them? 
· What have you learned about what they know, think, and feel about the library?
· What approach (factual, anecdotal, or inspirational) is most likely to move them? 
Impact Data, Stories, and Other Information: 
Next, look through the available data and statistics about your library and its users. Ask your peers for resources you may not have considered. Review your library services in the context of how they help people in the community and think of stories you have heard or witnessed from library users. 

· What are some compelling facts and statistics you can add?

· What are some stories from users who have benefited from library services?

· What do you think would be particularly compelling to your target audiences? 
Advocacy Messages and Library Story: 
With the information above, review your messages and library story. Practice saying them out loud and review them with your peers, especially if your colleagues are involved in outreach about the library. 

· Are these the messages you want to share about your library? 
· Do they fit your library’s voice? 
· What can you add or change to make them stronger? 
· How can you make your story feel more natural and engaging?
Advocacy Objectives: 
Now come back to the advocacy objectives. Remember, a good objective will have a timeframe, be quantified (tied to specific numbers) and be qualified (explaining the change you want to see). 
The objectives can be within your control, such as, “Bring community stakeholders together for a presentation about February’s library services,” or more ambitious, such as, “Confirm by June that a member of the city council will propose an increase of library funding to their peers.” The objectives can also reflect an absence of a change, such as, “The city council does not vote to exclude libraries from education funding,” or a status quo, such as, “The local business community maintains their close relationship with the library and sees the partnership’s value.”

 When looking at the objectives, consider: 

· Are these the right objectives? 
· Are they measurable and realistic? 
Advocacy Tactics and Activities:

Now, review the tactics (activities) that will help you meet the advocacy objectives and ultimately your library advocacy goal. These tactics can be as simple as setting up a meeting or as broad as launching an awareness campaign. Tactics included in the advocacy plan could include: organizing a community event at the library, developing a brochure about a library program, reaching out to the media about how self-employed individuals use the library, attending a city hall meeting to learn about community priorities, or conducting a survey about public Internet access. 
· Are these the right tactics? 
· Have you considered the timing and library activities that are already planned? 

· Does your team have the resources (including the skills and time) to implement these tactics?

Other Plan Elements:
Finally, come back to the other sections of the Advocacy Action Plan. Review the media strategy, relationships, and coverage your library already has, as well as the spokespeople available. Look at your library’s social media platforms and those of partners, target audiences, and others you want to reach. Also, make sure you have a list of all of your library’s current partners including the benefits of partnership for them and for your library. 

· Can you add or change anything about the media or social media strategy? 

· Based on your audiences, are there new platforms you should explore or prioritize? 

· Are there partners you should add? 
Sample Advocacy Plan 
	Library Advocacy Goal:

Increase library funding by 2% by adding the library as a technology provider in the education funding bill.

	Objective One:

Within four months, increase the number of city council members and community leaders who are aware of how computer and Internet use at the library is contributing to education.
	Objective Two:

Get (at least) two city council members to be vocal supporters of adding the public library as a technology provider in the education bill, in advance of the bill’s review.
	Objective Three:

Gain support and mitigate pushback from schools and teachers on the library’s receiving education funds by the time funding discussions begin. 



	Advocacy Tactics and Activities

(to meet Objective One)

· Host an open house to show the computer facilities and highlight free programs available to library users.
· Use staff connections and social media to invite community leaders and stakeholders to the open house.
· Engage key media outlets by  inviting reporters to the open house, introducing them to library spokespeople and following up with program updates. 
· Submit an op-ed that could run in the days leading up to or immediately following the open house.   
· Have students who use the library write letters to their council member(s). 
	Advocacy Tactics and Activities

(to meet Objective Two)
· Schedule one-on-one meetings with key city council members and library staff.
· Ask library users from council members’ area to talk to their representatives about the libraries’ benefits.
· Prepare supporting materials on the library’s role in education, including a fact-based one-pager, testimonial video with success stories, and relevant media clips.
	Advocacy Tactics and Activities

(to meet Objective Three)
· Schedule meetings with teachers and school decision-makers to both share how libraries support education, and identify additional ways libraries and schools could partner.
· Prepare supporting materials with specifics on resources available to students and how students have benefited from library services. 


	Target Audiences

	Primary Audience:

City Council members
	Secondary Audience:

Community leaders in education 
	Community Stakeholders:

Teachers and parents who are library users

	What is their relationship with the library? 

	· They determine library funding, as well as funding to other community institutions.
	· They are familiar with the library as a community resource and potential partner. Some are occasional library users themselves. 
	· They—and their students or children—visit the library and use its services, often to further education goals. 


	What do they know, think, or feel about the library? 

	· They know that libraries provide access to free programs and computers for all users, but compete for limited fundingwith other community institutions. 

· They have not previously thought of libraries as education centers, though they recognize that students of all ages use libraries. 

· Some council members take their kids to the library for story hour, and use the computers to read the news. But, it’s hard to find an available computer due to the crowds.    
	· They have positive experiences with the library as an available public space for events, a safe place for students to go after school, and a venue where classes and workshops are held. 

· They have seen the library introduce programs that are of interest to the community and that respond to certain needs. If pressed, they would recall that several of these programs were focused on education. 

· If asked how libraries contribute to education, they would focus primarily on its contributions to students K-12.
	· Parents of young children see the library as helping kids learn to read through reading rooms, workshops, and child-focused programs. 

· Parents and teachers see the library as a safe place for students to go after school to complete homework or conduct research. They have also started recommending programs hosted by the library that could help students gain valuable skills. 
· Parents and teachers recognize how helpful the computers have been for their students’ assignments. They have heard, however, that they have to wait up to an hour to access a computer after school. 
· Teachers rarely partner with the library to find ways to work together. 

· Parents rarely see the library as furthering their own education goals.

	What are some facts that would help to change their minds?

	· For 84 percent of users, the public library is the only cultural and information center where they can access services free of charge. And 19 percent of public library users have no other means to access the Internet.

· 80 percent of student users and 40 percent of adult users say they have used public internet access at the library to complete a homework assignment or online course.  
	· 42 percent of the local community has completed digital literacy classes in public libraries, a 7 percent increase from last year. 
· The library offers 8 different education programs and workshops a year specifically for adults, including computer classes, language classes, book groups and writing sessions, and financial literacy classes. 

	· 3 in 5 students (60 percent) surveyed reported they like going to the library for special courses in online banking, digital skills, language lessons, and more. 

· 80 percent of the community’s students report going to the library once a month to complete homework assignments or to conduct research. 

· With three extra computers, the wait time for computers on an average day could be reduced to 10 minutes.

	What are some stories that would help persuade them?

	· Last year, many students needed a place to go to finish their homework after school and receive tutoring. Library hours were extended to three nights a week to provide this space, but with additional funding, library hours could be extended to all five week nights. 
· Our library conducted a survey of parents and students to see what programs and workshops would be particularly useful for them. Based on the results, we set up two new programs: one was a video exchange program that connects local students over Skype with seniors in America, giving them the opportunity to practice their language skills. The other was a financial literacy course for adults in partnership with a local bank.
	· Maria’s three children have been coming to the library after school for years, while their mother finishes her day at work. They use the computers available at the library to complete their homework assignments. Recently, Maria saw a webpage her daughter designed during a workshop held at the library. She signed up for the same workshop and was able to develop a new website for her business. Maria now joins her children at the library for 30 minutes at the end of the day to check orders and answer questions that come to her website.  
	· A local school partnered with the library to host a weekly research workshop after school to both help students gain important research skills, and give them support on a paper focused on community history. The library even expanded its lesson on primary sources by asking some of the older members of the community to come by the library for a series of interviews with the students on their experiences growing up.  

· The library hosts a peer tutoring program where students help each other with homework problems to gain self-confidence and build relationships. Teachers not only reported improvements in grades, but also improved teamwork and active participation in their classes.  

	Core Advocacy Message:

Students of all ages have used the library to advance their education through classes, workshops, and access to information. With additional funding through the education bill, these services can expand to help students build on the knowledge they gain in school, to help adults learn valuable new skills, and to better serve our community’s educational goals.

	Supporting Messages (Primary) 

· Public access to computers and the Internet is a critical service that our library provides to the students in this community. Students of all ages rely on this service, with 80 percent of student users and 40 percent of adult users say they have used public internet access at the library to complete a homework assignment or online course.    And for 84 percent of our users, the library is the only place they can access the Internet free of charge.

· The library is constantly looking for ways to support our students and meet their needs. Last year, we surveyed our regular library users to help us determine what education programs we would offer, setting up a new language exchange program using video chats for students learning English and starting a financial literacy course for adults in partnership with a local bank. 

· With increased funding, we could do so much more to help our students thrive. Last year, we extended our hours on three nights to give students a place to do homework after school, but were unable to extend our hours on all five days.   
	Supporting Messages (Secondary) 
· Public access to computers and the Internet is a critical service that our library provides to the students in this community. Not only do students in grades K-12 rely on this service to help them with homework assignments, but adults have been furthering their own educational goals. In fact, our library saw a 7 percent increase in digital literacy class enrollment at the library this past year. 

· Every year, more parents discover services and resources at the library that can help them learn valuable skills. For example, Maria and her family have long used the library as a place for the school-aged children to complete homework assignments and work on projects. It was only recently, however, that Maria realized the website design workshop her daughter took for a school project could help her build and maintain a website for her business. 

· We currently offer 8 different education programs and workshops a year specifically for adults, including computer classes, language classes, book groups and writing sessions, and financial literacy classes.  With increased funding, we could do even more to help our community thrive.
	Supporting Messages (Stakeholder)
· By offering access to computers and the Internet free of charge, public libraries have long been an important partner for schools and students. In fact, 80 percent of the community’s students report going to the library once a month to complete homework assignments or to conduct research.  
· The library is constantly looking for ways to support our students and meet their needs. Last year, a local school partnered with the library to host a weekly research workshop after school to help students both gain important research skills and to give them support on a paper focused on community history. The library even expanded its lesson on primary sources by asking some of the older members of the community to come by the library for a series of interviews with the students on their experiences growing up.  

· We want schools—and teachers—to see the library as an extension of your staff and school day. By allowing the library to receive funds from the education bill, we can support the lessons you are teaching your students and help ensure that students are coming to class prepared to learn.  


A Look At A Successful Advocacy Plan
Kent District Library (KDL), in Kent County, Michigan, U.S.A, developed their library advocacy plan as a result of their in-person advocacy training, just like you. Their long-term goal was to increase their funding by establishing a higher funding (or millage) rate, which was up for renewal on the 2014 ballot. Voters had established a ten-year property tax in 1994 to help fund the library system, but since that time, support for increased funding in the form of a higher rate had been mixed at best. 
To convince voters, KDL determined that they first needed to demonstrate broad community support. With this in mind, KDL set an initial advocacy goal of establishing a Citizens’ Campaign Committee (CCC) by September 2013 with at least one citizen leader from each of KDL’s 26 participating municipalities. They wanted a set of passionate, influential people on the committee who could persuade both municipality leaders and the community at large of how important the increased funding would be. 

Even though KDL started off from a strong place relationship-wise, they knew they had to start planning years ahead to build a team that could help them pass the initiative in August 2014. Municipal leaders already understood how important the library was to the community, but KDL knew that if they wanted increased funding, they would need to keep the library in the forefront of conversations. Andy Saur, who developed the plan, quickly identified that “it is the voices of community leaders and the connections of community leaders that will determine the success of the CCC.” 

To reach their goal, KDL first tasked a leadership team with the creation of the CCC, asking them to set a strategy and determine the ask, as well as sending them to the most important voting areas to reach out to municipal leaders directly. Next, KDL asked branch managers and circulation managers to each submit 1-5 names, with contact information for community leaders in each municipality who may be interested (and skilled) enough to join the committee. They requested all names by February 2013. In the spring of 2013, they reached out to the top tier of recommended contacts to confirm their participation, kicking off the first in-person meeting of the CCC in September 2013. To urge support, KDL developed specific data points and anecdotes, such as:

· In 2011, visitors used KDL’s public computers and wireless Internet free of charge for over 560,000 hours—the equivalent of 64 years of time. 

· KDL offered over 4,000 community programs in 2011, like the “Girls Count” math club for young girls. The club offered hands-on activities such as "Barbie Bungee" to learn about linear regression and a cooking class to develop fraction skills. One mother mentioned that her 7-year old daughter came home actively talking about what she learned in the club, which she never did with school.

Once the committee was established, the goal shifted to urging CCC members to speak out on a regular basis between September 2013 and August 2014—with a focus on reaching local municipal leaders and community groups—to build understanding and support for the millage increase. KDL worked with CCC members to create a short speech for participants to use in conversations around the community.

The result? In 2014, voters gave solid support to the funding proposal, allowing KDL to secure funding for 10 more years at a record-high rate. 
Appendix III: Gathering Information
Story Collection

A Story from Ukraine

In my village, Hremiache, Rivne province, lives a young family. Last year, the husband, Serhiy, lost his job, and the wife, Svitlana, was on maternity leave, so the family lost all its income at once. Serhiy came to the public library for help. A librarian helped Serhiy write a resume and they posted it on a job search portal.  Sehriy successfully passed an interview and now works at a gas station in a neighboring town. The public library saved this family’s finances by providing resume writing services and Internet access for free. Last year, 1,381 Bibliomist-equipped libraries helped 17,490 people write resumes and saved them 943,350 Ukrainian Hryvnia on employment services. 

A localized story illustrating how your library has helped the community can bring your advocacy efforts to a new level. When facts are combined with a personal narrative, you have the opportunity to connect on a human level, engaging media outlets, policy elites, and library stakeholders with one story.

Finding and developing these stories takes time and resources, so don’t be frustrated if it takes a month or longer to find a story that meets your criteria. You should begin identifying potential stories at the start of your advocacy project. You may be able to do this through an informal survey of community members or by talking to library leadership and staff. 

What Makes a Story Compelling:
After finding a potential story, you must decide whether it is the kind of story that you’d like to use when talking to decision-makers. Consider: Is this a strong, compelling story? Are there clear results? Does this show the importance of increased library funding? You’ll also want to make sure that the people you highlight are relevant to the story your library wants to tell. For instance, if you want to highlight a partnership between the library and the local school, interview children, parents, and their teachers. Or if you want to discuss a job preparedness program that the library offers, highlight both employers and program users to create a well-rounded story.

Ideal stories will have: 

· A defined beginning, middle, and end 

· A clear need that was directly addressed through the library’s program
· A direct link to your local elected officials and community leaders’ priorities
· Specific results achieved from the library efforts

Story Collection Tips: 

Below are things to consider when starting your story collection effort:

· Librarians will frequently have the best idea of who to engage—they have built relationships with library users and will know who is passionate, approachable, and who has been impacted by library services.

· If you are having a hard time finding stories, host an informal focus group at the library inviting people to share the impact of a library program.

· Remember, you may need to talk with several people before finding an appropriate story for your outreach. Give yourself ample time to talk with many people to find the right story.

· During your initial discussions, explain how you will share their stories, depending on your library’s advocacy plans. Ideas may include sharing a summary of their story at a meeting with elected officials or having them talk with local media. 

· Once you decide to use a story, always discuss how you will use it with the participant before moving forward and get their consent. Never give out their contact information without getting their permission.

· Reflect the diversity of your community. Gather stories from all of the types of people who use the library service you’d like to highlight.
Conducting Interviews

Once you’ve identified a potential story, you’ll need to develop it. This can be done through a series of interviews, both with library staff and one or two of the community members who were impacted. Don’t let the word “interview” worry you; instead think of this as a focused conversation where you’ll come prepared with questions to uncover any details relevant to the story. This will not only reveal any holes in the story, but also allow you to paint a more complete, engaging story. 

Keep in mind these interview tips can be used for more than gathering stories. You can conduct interviews before starting your advocacy project to determine community needs; with elected officials to see what they think of your library; or with community organizations or leaders that you’d like to partner with to see what inspires them.

Structuring the Interview:
While you will likely have an idea of the story before talking to the people, a good way to start the conversation is by having them share their story. Not only will this give them a chance to loosen up (which is especially important with people you don’t know well), it will allow you to see if there are any inconsistencies between versions of the stories. Before starting the conversation, let people know that you may interrupt them with questions. Keep it structured like a conversation and ask questions—both if you feel the storyteller may be skipping an important part, and if they allude to details that may create a more complete story. At the end of the interview, review your list of questions to make sure that everything is answered and see where you need more details.

The Questions:
Remember that the interview will be more successful if you view it as a two-way conversation. However, making sure the questions below are answered during the conversation will lead to a more complete story. Ask open-ended questions that require more than a “yes” or “no” answer to get the information you need.
1. How did you first know that this was a problem for the community?

2. What was the response of your library staff? How did they address this need? How did you discover this program?
3. What tangible impact did the program have on the community/you? (Try to get specific examples on how individuals were helped and what it meant to them.)
4. What were the results? (Ask for quantitative metrics where possible. How many people were reached? How much money was saved? Was there a return on investment?)
Fielding Surveys

If you are looking at a larger geographical area where you don’t know all of the local library staff, a survey can help identify success stories for your advocacy. Surveys can also determine how your library is perceived in your community and identify problems in the community that your library can help solve.

Structuring the Survey:
First of all, determine your goal for the survey. What do you want to discover? This will depend on how new your library is to conducting advocacy:

1. New to advocacy: If your library is just starting its advocacy efforts, you may consider a basic survey to discover more about your community and library supporters. The results can shape your advocacy approach, including what to focus on when you engage policy leaders. 

a. Consider including questions to see how people feel about library services. What makes them visit? How do they use the library? Are there items or support that would help them more? These questions may also result in success stories.

b. In addition, include questions about the community to determine if there is a problem or need that the library can address. What is our community’s biggest problem? Are there people (teens, seniors, or special populations) that could use more support? 
2. Already conducting advocacy: If your library is already active in your community, consider a survey to check in on your goals and see how the community is responding to your efforts. If you’ve done an initial survey at the start of the project, you can see how your community’s perceptions of the library have changed. You can expand the survey to see how impactful decision-makers think your work is. 

At the end of the survey, leave an optional field for people’s contact information, which will allow you to follow up with people for more information if you come across an interesting story or idea.

Distributing the Survey:
If your library has an email list, you can send out the survey link in that way. In addition, if the survey is more specialized (e.g. tailored to decision-makers or library volunteers), you can send personalized emails that will help increase participation rates. If possible, include a link on your library homepage that is prominently displayed for people who use the library Internet or access online services from home. In addition, you can print out paper copies of the survey to have people fill out when visiting the library. If you use a free online survey-provider, such as SurveyMonkey, you’ll be able to get instant results and simple analysis on results, allowing you to pull out survey highlights. 
Appendix IV: Progress Assessment

Assessment: How is Your Library Advocacy Going? 

This form is designed to track your progress and reflect on what is working and what is not. The timeline may not match your timeline exactly, so think of the work as happening in phases. Consider asking a coworker, peer, or even family member to conduct a regular check-in, ask you these questions, and discuss the responses with you. It will help you stay on track. 

	ONE WEEK AFTER THE TRAINING

	· Reviewed notes and your draft Advocacy Action Plan from the advocacy training

· Scheduled a meeting with your library leadership

· Identified team members to engage

· Began gathering supporting data and examples of your library’s impact
	1. Have you completed these activities? Are they underway? 

2. If not, what is preventing you from moving forward? Is there anything you can do to change that? 



	TWO WEEKS AFTER THE TRAINING

	· Prepared a presentation and/or remarks for leadership

· Developed a clean copy of the Advocacy Action Plan (if you plan to share at this point)

· Met with your leadership about the training and the advocacy plan 

· Reached out to your team members and scheduled a time to meet with them
	1. Have you completed these activities? If not, what do you think needs to happen to move forward? 
2. How did your leadership respond? Was this what you expected? What have you learned for future presentations? 

a. If negative: What might make your leaders reconsider? Is there a time you could continue the conversation? 
3. What can you do to apply advocacy lessons to your own work and support the work of others? 

	THREE WEEKS AFTER THE TRAINING

	· Adapted presentation to present to your team 

· Met with your team and set responsibilities, meetings, and timeline 

· Began gathering data and stories

· Began revising the plan

· Began scheduling interviews and conversations that will inform the plan


	1. Have you completed these activities? If not, what do you think needs to happen to move forward? 

2. Is there anyone else you need to talk to who may not be part of your core team? 


	 A MONTH AFTER THE TRAINING

	· Completed draft of the plan

· Reviewed existing materials and identified gaps

· Held interviews, as available, to gather information and experiences

· Identified statistics and information to strengthen your arguments 

· Began gathering this information
	1. Have you completed these activities? If not, what do you think needs to happen to move forward? 

2. How do you feel about your advocacy plan? Does it seem realistic and manageable? What information do you still need? 
3. Is your team motivated?

4. Who can you talk to who might direct you to some good information that you don’t have access to? 

5. Have you had trouble scheduling interviews with stakeholders or decision-makers? 

a. If yes: Are there any other avenues you could try or relationships you could tap? 
b. Is there any other way you could get the information? 

	SIX WEEKS AFTER THE TRAINING

	· Presented final advocacy plan to leadership and full team

· Continued interviews and information gathering

· Identified how to track your activities and progress
	1. Have you completed these activities? If not, what do you think needs to happen to move forward? 

2. How do you feel about the advocacy plan now? Was it positively received by your team and your leadership? 
a. If no: Are there changes that would make it more appealing? 

3. What are the first three things you’ll start on the plan? What are the first activities coming up? 

	TWO MONTHS AFTER THE TRAINING

	· Reviewed the Advocacy Action Plan and tracked progress against it
 
	1. Are you finding it easy or difficult to make the advocacy plan a reality? 

a. If difficult: What is most difficult about it? Is there anything you can do to make it easier? 

	THREE MONTHS AFTER THE TRAINING

	· Reviewed the Advocacy Action Plan and tracked progress against it

	1. Are you staying on track with your advocacy efforts? 

a. If not: What isn’t working? Why do you think things have stalled? What could you do to get back on track? 


Library Advocacy: 


The actions individuals or organizations undertake to influence decision-making at the local, regional, state, national, and international level that help create a desired funding or policy change in support of public libraries.





Your Advocacy Team: 


Help “in the Kitchen”


In the advocacy training, we described advocacy as a meal you are preparing. Your team helps you cook or distribute dishes. If not in the kitchen, they can lend you recipes or ingredients, or give advice on what your guests like. 








Advice for Library Leaders


If you attended the advocacy training as the leader of your library, consider meeting with the one or two individuals you plan to work with most closely on advocacy efforts. Make sure they have a solid understanding of advocacy and how it will benefit the library before presenting to a larger group. You can also get their advice on who should be a part of the full advocacy team. Finally, keep your library association and your library board members informed of your advocacy plans and goals.








Check Your Progress


In this section, you should have:


Planned a presentation communicating the importance of advocacy


Met with library leadership to discuss your plans for library advocacy 


Identified who in your library or community will join your advocacy team


Determined your team’s strengths and areas for additional support 





Successful advocates are inspired by their mission, confident in their skills, and clear on their goals.





Check Your Progress


In this section, you should have:


Met with your team to discuss advocacy and new lessons from training


Determined roles and responsibilities within your team


Identified the best way to communicate regularly with your team


Set a timeline for your advocacy plan





Sharing Your Advocacy Plan


In Appendix II, there is an advocacy plan overview template to capture the main elements from your library’s advocacy plan. Use it as a tool with your peers to discuss the plan and the revisions and improvements you’ll want to make as a team.





CHECK Your Progress


In this section, you should have:


Worked with your team to revise your Advocacy Action Plan 


Inventoried existing information, data, and stories to strengthen the advocacy plan


Identified opportunities to expand existing partnerships


Brainstormed opportunities to build new partnerships





Check Your Progress


In this section, you should have:


Set meetings with target audiences to learn more about their perceptions


Conducted surveys and interviews to gather stories showing your library’s impact 





You should also begin to:


Schedule meetings with existing partners 


Reach out to potential partners 





Celebrate Milestones


It is as important to recognize your achievements as it is to monitor them. Organize events at the close of major milestones, such as the end of an advocacy campaign. Share positive feedback with members of your team. And highlight successes in outreach to partners, supporters, and the media. 





CHECK Your Progress


In this section, you should have:


Determined how you plan to track your progress








CHECK Your Progress


In this section, you should have:


Learned when and how to modify your plan 


Revised the timeline for your advocacy plan, if needed





Check Your Progress


In this section, you should have:


Identified opportunities to brush up on your advocacy skills


Reconnected with fellow participants from the training
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