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4. Developing Your Advocacy Goal
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	Expected outcome

Participants will understand how an advocacy goal is created and how it serves as the foundation for a library advocacy plan. Participants will develop individual library advocacy goals. 
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Expected timing

120 minutes
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Materials

Advocacy Action Plan Workbook
Tips for Creating an Advocacy Goal

Advocacy Case Study
Session Feedback Form (optional)
	SESSION OVERVIEW

This session explains the process for developing an advocacy goal and using a series of discussions, large and small group activities, and individual work. Participants will develop their own advocacy goals in this session, to use throughout the training and as the foundation for their Advocacy Action Plans.  
LEARNING OBJECTIVES

The participants will:
· Understand the purpose and process for developing an advocacy goal.
· Be able to develop an advocacy goal for their library.
· Understand the basic structure and components of an advocacy plan and how to develop one for their library. 

SESSION IN CONTEXT
This is the third core session of the training and should come immediately after the session on Defining Advocacy. It also draws on conversations about the library and the community from the Value of the Public Library session. Future sessions will refer back to the advocacy goal that is first introduced here, as well as to the Advocacy Action Plan that participants will begin to develop. This is the first session that uses the Advocacy Action Plan Workbook.  



	
	Session Outline

1. Welcome and Introduction (5 min) 

2. Developing an Advocacy Goal (50 min)

· Discussion: Relationship between Community and Library Needs
· Activity: Can You Identify the Advocacy Goals?
3. Turning Your Advocacy Goal into an Advocacy Action Plan (35 min)

· Activity: Advocacy Case Study
4. Advocacy in Action (25 min)

· Activity: Develop Your Library Advocacy Goal
5. Closing Comments and Session Evaluation (5 min)
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For general ideas about localization, see the Advocacy Training Implementation Guide, page 27.
	Localization

· What levels of library staff are participating in this training? It will be important to address participant assumptions and concerns about their role in setting an advocacy goal for their library. Some of the frontline library staff may feel the advocacy goal is not their responsibility, but that of their library’s leadership. Set aside some time to talk about the importance of everyone knowing how to set an advocacy goal and develop a plan to reach it, even if they will be playing a supporting role in their home library.
· Do participants represent library associations in addition to libraries? Their advocacy goals and the scope of their advocacy will differ from an individual library, but the process of developing an advocacy goal and action plan should be the same.   
· Are there examples of successful advocacy efforts on behalf of libraries in your community, country, or in neighboring countries that you can use for the training? Are there any successful advocacy campaigns for other issues (e.g. from NGOs) that your audience would recognize? It is helpful to have a few examples ready to go. Be prepared to specifically identify the advocacy goal that was pursued or achieved. 
· What are challenges in your community that could be addressed by the library and its services? You should have good examples of this from the Value of the Public Library session. 

· What are some of the challenges that might prevent local libraries from offering services to the community? To illustrate the difference, be prepared to share an example of a challenge that can be addressed through advocacy and one that is not.


Trainer Instructions and Suggested Talking Points

Part 1: Welcome and Introduction (5 minutes) 
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	Segment overview

Set goals and expectations for the session and answer initial questions.



	PPT
Session Purpose
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	Welcome and session purpose 

· Provide context for the training session and the importance of understanding how to develop an advocacy goal.
· In this session, we will focus on an essential outcome for this training: developing an advocacy plan. The first step to creating this plan is to set an advocacy goal.   
· Regardless of what position you hold in your library or library system, knowing how to develop an advocacy goal and Advocacy Action Plan will make you a valuable part of your advocacy team. 
· We will be discussing what an advocacy goal is, how one is developed, and how it serves as the foundation for an Advocacy Action Plan.
· This session will serve as a foundation for the rest of the advocacy training program. 


	PPT
Session Agenda
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	Session AGENDA
· Present the agenda, reference the materials that have been shared as handouts, and reinforce the participatory nature of the training.

· In this session, we will:

· Discuss the purpose and process for developing an advocacy goal;

· Learn how an advocacy goal serves as the foundation for an Advocacy Action Plan;

· Develop your own library advocacy goal.
· We will begin filling in your Adovcacy Action Plan Workbooks during this session. It is an important tool you will use throughout the advocacy training.
· I would like to invite all of you to actively participate during group discussions and group activities during this session.


Part 2: Developing an Advocacy Goal (50 minutes)
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	Segment overview

Discuss how to develop an advocacy goal by identifying three things: a community need, the barrier to the library filling that need, and the solution that is possible through advocacy.
Learning Objective

Participants will understand the purpose and process for developing an advocacy goal.



	PPT
What is an Advocacy Goal?
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	What is an Advocacy Goal?  

· Review the definition of advocacy again and introduce the definition of an advocacy goal.
· It may be helpful to have the definition of advocacy written on a flip chart or white board during this session for easy reference. 
· Let’s begin by reviewing the definition of advocacy from the Defining Advocacy session.

· Advocacy is the actions individuals or organizations undertake to influence decision-making at the local, regional, state, national, and international level that help create a desired policy or funding change in support of public libraries.
· Like any important undertaking, you need to have a clear goal to develop an effective plan to achieve the results you want.
· In the context of this training, an advocacy goal is the specific change or action you want decision-makers to make in order to create the desired policy or funding change you seek in support of sustainability for your library. 
· A clear advocacy goal will help you prepare your Advocacy Action Plan, which includes identifying the tactics that will help you reach your goal and the resources you will need for those tactics (these could be financial or human resources).


	PPT
Developing an Advocacy Goal
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	Process for Developing an Advocacy Goal   

· Introduce the process for developing an advocacy goal.

· Reinforce that an advocacy goal should focus on how a library can support its community, rather than what a library needs.
· Let’s discuss the process for creating an advocacy goal, starting with identifying the problem that we want to solve.

· With this in mind, the process we will follow is:

· Selecting a community need that the library can fill;
· Identifying the barrier to libraries filling that need;
· Identifying solutions for overcoming that barrier;
· Selecting the solution that can be achieved when decision-makers are involved.
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15 minutes
	Discussion:

Relationship between Community and library needs 

Shift thinking from what a library needs to what a library can offer.


	PPT
Discussion: Relationship Between Community and Library Needs


	Ask participants to brainstorm the needs in the community that the library could address. Write down all of the ideas. 
This discussion revisits an earlier discussion from the Value of the Public Library session, where participants brainstormed how the library services helped address community needs. 

We will use that former framework to help participants shift their thinking from focusing on what the library needs (e.g. funding, equipment, staff, policies) to thinking about how the library can help solve a community problem or meet a community need (e.g. to help address community unemployment, the library can provide computer skills training and Internet access to help people conduct job searches, learn how to write a CV, and apply for jobs online).
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	· Let’s practice—instead of thinking about what your library needs are, let’s think about community needs that can be met by library services. 
· What are some needs in your community? 
· What services could the library provide to meet those needs? 

· What is preventing the library from providing those services? 
· How can we solve this problem/remove this barrier? 
· Which of those solutions requires the involvement of a decision-maker and can be achieved through advocacy?

· Please take some time to write down the needs you think are most relevant in your community—you’ll come back to that later.




	PPT
Advocacy Goal Example

(slides 6, 7)
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	Advocacy Goal Example

· Discuss the process using a specific example. You can either use the example in the talking points below or use another one that is more relevant to your community.
· Reinforce that an advocacy goal in the context of this training is one that is focused on decision-makers who can influence or change policies and funding that impact libraries.
· So how does this process—identifying a community need; recognizing the barrier; and finding a solution that can be achieved through advocacy—work? Let’s look at an example: 
· Community need: Access to technology. We want all members of the community to have access to the Internet and the benefits and opportunities that it can offer.

· Library: We offer free public computer and Internet access to everyone in the community.

· Problem: The library has outdated computer and Internet services and is no longer able to meet the computer and Internet needs of the community.

· Why does this problem occur? [Ask group for their ideas; offer these responses if needed.]
· Libraries do not include technology maintenance in their annual planning.
· The library has no established standards for technology maintenance and updates.
· The local government does not provide funds for updates to computers and Internet services.
· What are some possible solutions? [Ask group for their ideas; offer these responses.]
· The local government increases the public library’s annual budget to cover the cost of updating computers and Internet services;
or

· The library has a technology maintenance and replacement schedule to ensure its technology services remain up-to–date for users.
· Think about the definition of advocacy. Which of the possible solutions requires convincing decision-makers to make a policy or funding change?   

· The local government increases the public library’s annual budget to cover the cost of updating computers and Internet services. 

· This is an example of an advocacy goal. In fact, we can make our goal stronger by adding a funding amount and timeframe. For example:

· By June of next year, the local government increases the public library’s annual budget by two percent.

· When developing an advocacy goal, it is important to be as specific and clear as possible. 

· It is also important to know that an advocacy goal like this will take time to reach—and this is okay.  

· Now that we have discussed an example of a library advocacy goal, let’s look at a few other examples. 
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15 minutes
	ACTIVITY 1:

CAN YOU IDENTIFY THE ADVOCACY GOALS?
Emphasize the difference between an advocacy goal and other library goals.



	PPT
Activity: Advocacy Goals Test

	Use the PPT slide to guide the discussion. Go through each example one by one and ask the group whether or not it is an advocacy goal. Reveal the answers and then discuss them with the group. 
Next, use the community challenges identified by the group earlier in this session and ask the group for ideas of advocacy goals that help meet each of the challenges. 
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	· As you can see, the goals that require a policy or funding change, made possible by engaging decision-makers, are advocacy goals. 

· The other goals, while important, offer only short-term solutions, which is not the type of goal that will guide our advocacy efforts. 
· Now let’s practice coming up with some goals of our own—what are advocacy goals that would work for the challenges we brainstormed earlier?



Part 3: Turning Your Advocacy Goal into an Advocacy Action Plan (35 minutes)
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	Segment overview

Discuss advocacy objectives and tactics and how they help build an Advocacy Action Plan. Use a case study to demonstrate how everything is connected.
Learning Objective

Participants learn the basic structure and components of an advocacy plan. 



	PPT
Advocacy Objectives
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	Advocacy Objectives   

· Introduce advocacy objectives—they are measurable steps that will move you closer to achieving your advocacy goal. 

· Use an analogy that will resonate with your audience to help show the difference between an advocacy goal and the supporting objectives.

· Advocacy goals are lofty by nature. Remember that we defined an advocacy goal as a desired policy or funding change you seek in support of the sustainability of your public library. In most cases, it takes time and a lot of work to reach a library advocacy goal.
· To help you measure your progress towards this goal and break the work up into more manageable pieces, each advocacy goal should be accompanied by a set of objectives. 

· Objectives are specific and measurable changes to the situation facing your library today that bring you closer to the advocacy goal. You can also think of them as a series of achievements that, when taken together, help you reach your goal. 

· Think of advocacy as if you were preparing a meal. The advocacy goal is the dinner as a whole. The objectives are each of the individual dishes. Each dish will require ingredients, time, planning and attention. You might find yourself tackling several dishes together. If one dish fails, you can replace it with another. And when all of the dishes are assembled, you have successfully reached your goal (the fully prepared meal). 


	PPT
Advocacy Objectives Examples
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	Advocacy Objectives Example

· Provide a specific example of what advocacy objectives could look like. Replace with a more relevant example for your community, if appropriate. 

· Let’s go back to our earlier advocacy goal example: by June of next year, the local government increases the public library’s annual budget by two percent. Objectives could include:  

· Objective One: the library’s chief supporter on the city council once again provides testimony urging continued funding of the library. 
· Objective Two: At the time the testimony is given, the majority of the city council members are aware of the ways in which public Internet access at the library is benefiting the community and the number of citizens using the service. 

· Objective Three: By January of next year, the city council proposes a new resolution that positions public Internet access as a core library service and recommends an annual budget increase.
· Objective Four: By April of next year, the budget increase is set at two percent to cover the necessary costs for updated computer and Internet services. 

· Can you think of any other objectives to meet this goal? 
Objectives

	PPT
What Makes A Good Objective? 
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	What makes a good objective?
· Describe what makes a good objective and what it is meant to measure. 

· We talked about objectives as achievements or measurable changes in the library’s situation. 

· A good objective will be quantified (tied to specific numbers), qualified (where you describe the kind of change you want to see), and should have a set timeframe. If you don’t have all three of these components, it will be difficult to tell whether or not you have achieved your objective. 

· Let’s take a look at the kinds of change our objectives measure: 

· No change—objective one represents no change, as it is maintaining the situation that already stands (our library champion once again supports the library). 
· Relative change—objective two is relative change, as it is improving, increasing, decreasing, or strengthening something (we are increasing awareness among the city council members).
· Absolute change—objective three represents absolute change, as it creates or establishes something that didn’t exist before (a resolution to make Internet access a core library service and eligible for a budget increase).  



	PPT
Building Toward Your Advocacy Goal
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	bUILDING tOWARD YOUR advocacy Goal 

· Show how specific advocacy tactics, described in Defining Advocacy, can help you realize your advocacy goal.

· Once you have established your advocacy goal and objectives, you will determine which advocacy tactics to use. 
· Remember that tactics are defined as the actions and tools you use to reach your objectives in support of the advocacy goal. 
· Think of them as a means to an end: tactics could be an action (such as holding an open house for policymakers at your local library or distributing information to community leaders); a tool (such as an infographic or video); or an approach (like branding or grassroots organizing).

· In our dinner analogy, tactics are the ingredients, which, when combined in the right way and cooked for the right amount of time, form our various dishes (objectives).  


	PPT
Advocacy Tactics Example
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	Advocacy Tactic ExampleS 

· Use the previous example to show how tactics support an advocacy goal and objectives.

· Let’s look at our second objective—At the time the testimony is given, the majority of the city council members are aware of the ways in which public Internet access at the library is benefiting the community and the number of citizens using the service.

· What are some tactics for doing this? 

· [If not offered by the group, contribute the following] Tactics could include:

1. Identifying the key members of city council you need to reach and persuade, through researching online or reaching out to existing contacts. 

2. Collecting evidence of library use and support of Internet access. You could interview library users for stories and examples. You could pull together facts on how the library is changing lives in your community. You could pull information from websites, news stories, or other forums that demonstrate enthusiasm for the library. And you could develop a set of materials that packages the information in a memorable way. 

3. Organizing the community to demonstrate support of the library. Some ideas include working with the media to develop stories about the importance of public Internet access; organizing community events to raise awareness; and providing easy tools for the public to use in reaching out to decision-makers themselves.
· Keep in mind that tactics can be as simple as setting up a meeting or as broad as launching an awareness campaign. The main thing is they should always help advance your advocacy work to achieve your objective and ultimate goal. 
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20 minutes
	ACTIVITY 2:
Advocacy Case Study

Illustrate a successful advocacy planning process.


	PPT
Activity: Advocacy Case Study
MATERIALS
Advocacy Case Study
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	Divide the group into smaller groups. Ask each group to read the case study and discuss it. 
Ask questions to guide the small group discussion [10 min]. Bring the group together again and ask them to share highlights from their discussion. Probe responses and then summarize and connect insights to session.
· What was the need in the community? 

· What was the advocacy goal that the library decided on? 

· What were the steps the library identified to achieve that goal? 

· What tactics were used for each of the steps? 
· Does this example feel relevant to the kind of advocacy you would do for your library? 

· What, if anything, would you have done differently? 




	PPT
Advocacy Action Plan
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	Developing An Advocacy Plan    

· Introduce the Advocacy Action Plan. 
· Remind participants that the full Advocacy Action Plan will be discussed again in a future session (Putting an Advocacy Plan Into Practice).
· Taken together, your advocacy goal, the objectives, and the tactics that help you achieve your goal and objectives form an Advocacy Action Plan.   

· Think of it like a recipe book—it will tell you the ingredients you need to buy, how to prepare all of the components of the meal and the time it will take each dish to cook, so you can have everything ready to serve. 

· This plan will help turn advocacy from a concept into a plan that you can implement. 

· One of our main goals for this training is to give you all of the tools to develop and implement your own Advocacy Action Plan. Throughout the rest of this training, we’ll be using the Advocacy Action Plan Workbook to start building a plan that is relevant for your library and community.  

· The workbook will be used throughout the training. By the end, you will have an advocacy action plan to bring back to your library. 


Part 4: Advocacy in Action (25 minutes)
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	Segment overview

Review important tips for developing an advocacy goal and ask each participant to develop an advocacy goal for their library based on their community’s needs. 
Learning Objective

Participants create library advocacy goals and begin their Advocacy Action Plan development.



	PPT
Tips for Creating an Advocacy Goal

MATERIALS
Tips for Creating an Advocacy Goal
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	Tips for Creating An Advocacy Goal    

· Introduce the focus of this segment, which is to develop an advocacy goal. 

· Remind participants of what they should keep in mind when developing an advocacy goal.
· It’s time to apply what you have learned about advocacy goals and develop an advocacy goal for your library. This goal will be the foundation for an Advocacy Action Plan that you will develop during the training and put into practice after this training. 

· For many of you, developing an advocacy goal and building an Advocacy Action Plan will be a new experience. Some of you may feel that you are not in a position to decide on the advocacy strategy for your library, and that is okay.
· Understanding the process to develop an advocacy goal and plan will help you understand what makes advocacy effective and how you can best support advocacy efforts at your library—regardless of your role. 
· There are three tips to keep in mind for creating an effective advocacy goal:
· First, ground your library advocacy goal in the needs of your community. By always thinking of how your library serves the community—by offering services and resources that help people improve their education, health, communication, businesses, and more—you will have a stronger foundation for messages and outreach. 

· Second, your library advocacy goal should directly support your library’s mission and its main organizational goal. If your advocacy goal does not directly help you achieve your library’s main goal, it is not a goal you should prioritize. 

· Third, don’t confuse your advocacy goal with objectives or advocacy tactics. Media outreach, meetings with decision-makers, and library events are all tactics that you will use on your way to reaching your advocacy goal. 

· Following these tips will help you develop a strong advocacy goal.
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20 minutes
	ACTIVITY 3:

Develop your Library Advocacy Goal 
Ask participants to develop a library advocacy goal and two to three objectives using the Advocacy Action Plan Workbook.


	PPT
Advocacy Action Plan Workbook

materials

Advocacy Action Plan Workbook

	Ask participants to use the Advocacy Action Plan Workbook to develop an advocacy goal for their library, along with two or three objectives. As participants will be referring back to the brainstorm from the beginning of the session, make sure any notes and points of agreement you captured during group discussions are clearly visible.
For this activity, be prepared to answer questions and help guide the development of their advocacy goals, to ensure they are strong and can be used throughout the training. Depending on time, consider bringing participants back together to share their goals with the group.
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	· We will now take a moment to go back to the challenges specific to your community that you identified and believe the library could help solve:
· What are needs in your community that the library could fill? 
· What needs to change to allow your library to fill those needs?  
· Which of these solutions could be achieved through advocacy? 
· Open your Advocacy Action Plan Workbook to “Your Library Advocacy Goal” on page 3, and fill in the Need and Solution sections. 

· Now take a moment to think about: 
· What is your advocacy goal? 
· What are some advocacy objectives to support this goal? 
· Now write your advocacy goal down in your workbook. You will use this advocacy goal to guide your advocacy planning throughout the training.
· Next, write down three objectives that will help you measure progress towards your goal. 

· Who will share their advocacy goal with the group?

· Great work, everyone. You are on your way to developing an advocacy plan for your library.




Part 5: Closing Comments and Session Evaluation (5 Minutes)
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	Segment overview

Review what has been accomplished and set expectations for the next session of the training.



	PPT
Closing
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	Closing 
· Review the session agenda, confirm what participants achieved, and address any final questions. 
· Thank you for being such engaged and thoughtful participants. 

· Let’s review what we set out to accomplish in this session: 

· Discuss the purpose and process for developing an advocacy goal;

· Learn how an advocacy goal turns into an Advocacy Action Plan;

· Develop your own library advocacy goal.

· Do you think we have covered all of these topics well enough?

· Are there any final questions about anything that has been discussed?

· Your library advocacy goal and the Advocacy Action Plan you started to develop in this session will be used throughout the rest of the training. The remaining sessions will help you complete your advocacy plan and strengthen your advocacy skills.
· [Customize by country: give directions on next steps in the training program, for example, next session, break, etc.] 


	PPT
Evaluation

Materials
Session Feedback Form
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	Session feedback (optional)

· Ask participants to complete and hand back the Session Feedback Form, sharing their thoughts on the content and delivery of the session.
· Note: They do not need to include their names on the evaluation.
· Finally, I would like you to complete a short evaluation of this session. We will review this feedback to make sure that we do the best job possible of delivering this session in the future.

· Thank you again for your participation!
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