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Advocacy Case Study

Identifying the Community Need

Library staff realized that their computers were always in high demand, frequently having a wait time of more than an hour. After talking with their patrons and observing their computer usage habits, they realized that the computers were being used by students of all ages to improve their education, complete homework, conduct research, and learn new skills to increase employability. Staff realized that they could be fulfilling this community need at a higher level, if they had additional, sustainable funding for computer maintenance, software upgrades, and Internet access.

Developing an Advocacy Goal  

Next, staff leadership looked at what a sustainable budget would require, based on expected costs. They were able to determine that an increase in their annual budget of two percent would provide the additional hardware and staff training and time needed to fully meet their community need. Knowing that the city council already supports their annual budget requests, library staff knew they needed something more to meet this sustained budget. Looking at the city council schedule, they saw an opportunity to include the library as a “technology provider” in a bill allocating education funding.

This decided their advocacy goal: to increase library funding by two percent by adding the library as a technology provider in the education funding bill. 

Implementing the Advocacy Plan 
Library staff put together an advocacy plan with several key objectives throughout the year to help them measure their success.  While the ultimate goal was to get libraries added as a technology provider in the education bill, library staff identified three prior objectives to help them accomplish this. 

First, the library planned to increase the number of community leaders who were aware of how computer and Internet use at the Library was contributing to education. Drawing on staff connections and social media networks, the library invited community leaders and others to an open house to see the computer facilities and learn about free programs available to library users. Staff also invited the media to interview key community members and library staff about how the library contributed to education. After the open house, library staff followed up with media with updates on the program and even had a business leader—who had hired several employees after they received training at the library—write an op-ed to the local newspaper.

Second, the library aimed to get at least two city council members to be vocal supporters of adding the public library as a technology provider. To help with this, the library set up one-on-one meetings with key city council members. Accompanying the staff were library users who lived in that city council member’s area to talk specifically about how they or their families used the library. Library staff were ready with a fact-based one-pager, a testimonial video featuring success stories, and media clips from the open house. 

Finally, the library sought to reduce any pushback—and even encourage support—from schools on the library receiving education funding. To this end, the library reached out to teachers and schools to share how libraries support education and to look for additional ways to support the community’s students. In particular, library staff collected information about students using library computers for homework and project assistance. 

Results
Thanks to the library’s efforts, the city council members came to the meeting knowing that their community valued the education and job skills training they received through the library. And because the library reached out to teachers, the city council members heard the same story through schools. The city council voted to include libraries as a technology provider. 

Discussion Questions
· What was the community need and how did the library plan to fill it?

· What was the advocacy goal?  

· What are the three objectives that the library identified to help meet the advocacy goal? Are these good objectives? 

· What are some of the tactics that accompanied each objective? 

· What are some additional objectives or tactics you would recommend? 

[image: image3]
Tips for Creating an Advocacy Goal
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To develop an effective advocacy goal, here are important reminders and tips:
· Ground your library advocacy goal in the needs of your community. By always thinking of how your library serves the community, you will have a stronger foundation for messages and outreach. 
· 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. 
· Don’t confuse your advocacy goal with objectives or advocacy tactics that are required to accomplish your advocacy goal.
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Idea Capture
Please use this space to capture ideas and notes from this session.

As you start to develop an advocacy goal for your library, the questions below will help guide the process. 





Community need: What are some needs in your community?


Library Offering: What service(s) can the library offer to meet that need? 


Barrier: What is preventing the library from filling this community need?


Assessing the Problem: Why does this problem occur? What can we do to change this/what solution will help the library overcome this barrier?


Finding a Solution: What solutions are possible through advocacy (i.e. which require convincing decision-makers to make a policy or funding change)? 









