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C o l l e g e  &  R e s e a r c h  L i b r a r i e s news

Tips to help your institution prosper

by Terry Kirchner w ith contributions from the ACRL Professional Enhancement Committee

A dvocacy is the  act o f pleading for o r sup 
porting  a change in an  existing system  
w hich will p roduce  results that are per

nen t and  will benefit future users o f  the  sys
tem. An advocate is o n e  w ho  speaks o r acts 
o n  b e h a lf  o f  a n o th e r  o r  in su p p o rt o f  a 
cause .”1

Public libraries have m ore actively p ro 
m oted the  n eed  for advocacy program s than 
have academ ic an d  research  libraries. In re
ality, how ever, all librarians m ust engage in 
ongoing advocacy to guarantee  the long-term  
survival and  prosperity  o f  their individual in
stitu tions a n d  th e  library  p ro fessio n  as a 
w hole.

Elsie Freem an Finch no ted  that any librar
ian w h o  claims no t to have the  tim e to  build  
su p p o rt for his o r he r library w as com m itting 
“political su icide.”2

T he goo d  new s is that all o f  us p robably  
d o  som e form  o f advocacy for o u r libraries 
an d  th e  library profession already. But the 
effectiveness o f o u r advocacy efforts m ust be  
questioned.

As editor-in-chief o f Library Journal, John  
N. Berry III challenged  librarians to  reth ink 
their advocacy strategies: “The library advo
cacy m ovem ent has b een  very effective at 
enlisting  advocates fo r libraries, from  Bill 
Clinton to Bill Gates. It has failed m iserably

m

to  define an d  p rom ote  the  crucial role o f  the 
librarian  in th e  in form ation  fu ture, e ith e r 

ath rough  ben ign  neglect o r conscious p rofes
sional self-effacem ent.’’3

Having “non-librarian” allies w h o  speak  
u p  for the  im portance o f libraries is good, 
bu t it is no t enough. To be  successful, advo
cacy m ust b e  a full-time and  consciously p ro 
active behav ior pattern  in the  library p rofes
sion.

To grab o u r fair share o f the  financial re
sources and  to  establish and  m aintain c red
ibility in the  b ro ad er academ ic com m unity, 
librarians m ust learn to  effectively m arket and 
advertise library services.

Principles o f advocacy
Like it o r not, libraries are m em bers o f the 
h ig h ly  c o m p e t i t iv e  s e r v ic e  in d u s try .  
M egabookstores, on line  b o o k  dealers, and  
o th er In ternet sites a re  just a  few  o f the  com 
petitors that libraries m ust face everyday. To 
survive, w e  m ust learn h o w  to  play by  the  
new  rules o f the  inform ation game.

Providing g o o d  service alw ays has b een  
an d  alw ays will be  im portant, bu t librarians 
m ust learn  ho w  to  effectively p rom ote  sys
tem ic ch an g e  w ith in  th e ir o p e ra tio n s an d  
w ithin th e  library profession  to  allow  for the  
en h an cem en t o f service delivery.
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Rem em ber to h ig h lig h t that 

librarians do m ore than w orry  

about w hether or not books are 

properly shelved. Stress the role of 

librarians as providers of 

inform ation, as instructors w ho  

encourage learning, and as global 

professionals w ho can quickly  and  

e fficie ntly  access resources from  

around the w orld.

Elizabeth E. B ingham  high ligh ted  these  
princip les o f advocacy  that cap tu re  th e  n e ed  
for effective system ic change  for en h an ced  
service delivery:

•K n o w  y o u r case; docu m en t facts.
•K n o w  th e  o p p o sin g  case  an d  its argu

m ents an d  dev elo p  strategies.
•O p e ra te  from  a so u n d  base  o f support.
•K n o w  y o u r resources an d  allies.
•  In tervene  h igh  e n o u g h  to  get the  job 

done.
•T ak e  a positive approach .
•  D em onstrate to  the  system  h o w  it is in

terfering  w ith  o r defeating  its ow n  goal.
•U se  overt p o w e r on ly  after u sing  the  

first seven  principles.
• W hen  in p o w e r contest, d o n ’t pussy

foot.
•  Use an  advocacy  effort to  streng then  

y o u r group.
•  Always b e  aw are  o f vulnerability.
•  Assess risks realistically; identify them ; 

w eigh  th em  against gains.
•  D o n ’t play  th e  devil’s advocate .4
A lthough libraries a n d  librarians are  often 

no t in th e  business o f do ing  business, w e 
sh o u ld  look  to  see  w h a t core  p ractices cou ld  
he lp  ensu re  that libraries stay in business. 
M any o f th e  suggestions p ro v id ed  in this ar
ticle m ay so u n d  like com m on  sense  to som e 
an d  com plete ly  im practical to  others; there  
are m any diverse advocacy pa ths that librar
ians can  follow.

T he p u rp o se  o f raising these  suggestions 
is to  help  facilitate creative discussion o n  easy- 
to-im plem ent, low -cost, a n d  effective ad v o 
cacy activities that academ ic an d  research  li

b rarians can  inco rpora te  in to  their daily ro u 
tines.

Establish  a m arketing plan
M arketing p lans en ab le  libraries to  develop  
an d  m aintain  a  core  im age w hile  segm enting  
th e  lib ra ry  u se r  b a se  in to  n a rro w  ta rg e t 
g roups. Services a n d  p ro ducts can  th en  be 
d irec ted  to  the  target g ro u p  individuals for 
w h o m  th ey  have the  m ost re levance.5,6

To lea rn  m ore ab o u t m arketing  plans, a u 
dit an  underg rad u a te  advertising o r m arke t
ing course. Auditing a course  serves several 
im portan t ro les sim ultaneously. Not on ly  will 
you gain useful academ ic know ledge, bu t you 
will gain  increased  visibility in th e  academ ic 
com m unity: faculty an d  studen ts will associ
ate w ith  you  in b ro ad er contexts th an  just as 
a librarian.

If you  h av en ’t th e  tim e o r interest in a u 
diting advertising o r m arketing  courses, see 
if y o u r library cou ld  sp onsor research  projects 
w h ere  studen ts first dev elo p  a n d  im plem ent 
a m arketing  p lan  an d  th en  follow  u p  w ith  an  
advertising cam paign  for y o u r library. W hy 
pay  an  ou tside  consu ltan t for services that 
no t on ly  serve th e  educational goals o f  your 
academ ic institution, b u t cou ld  b e  d o n e  for 
free, as well?

Prom ote yourse lf and your library
B reak the  ste reo type  o f the  m eek  an d  tim id 
librarian an d  capitalize o n  your strengths and  
know ledge. As a profession, w e  provide valu
able inform ation an d  services that enab le  o th
ers to  en h an ce  their lives, careers, an d  intel
lectual pursuits; so m ake sure  that p eo p le  
d o n ’t forget ab o u t y o u r ro le in their personal 
an d  professional advancem en t.7

Find w ays to  p rom ote  n ew  library services 
an d  products: w rite an d  distribute a  quarterly  
o r  b iannual new sle tter o r get a  guest sp o t o n  
the  cam pus o r local radio  station. Ask the  
cam pus o r local n e w sp a p e r to  w rite  a fea
tu re  article ab o u t library staff w ith  specific 
skills o r  interests. T hese  articles cou ld  help  
attract n ew  library users: s tuden ts an d  fac
ulty  do in g  re la ted  resea rch  o r com m unity  
m em bers involved in sim ilar h o b b ies o r ac
tivities.

W hen  giving library orientations an d  lead
ing training sessions, focus on  inform ation  
literacy an d  no t just b ibliographic instruction. 
In fo rm atio n  lite racy  e n co m p asse s  b ib lio 
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graphic instruction and  allows you to becom e 
an  expert in relevant areas such  as copyright, 
research m isconduct and  ethics, o r Web d ocu
m ent design. By becom ing  a k n ow n expert 
o n  cam pus you p rom ote  no t only yourself, 
bu t also your library and  the  library p rofes
sion.

R em em ber to highlight that librarians do  
m ore than  w orry abou t w h e th er o r not books 
are p roperly  shelved. Stress th e  ro le o f li
brarians as providers o f  inform ation, as in
structors w ho  encourage learning, and  as glo
bal professionals w h o  can quickly and  effi
ciently  access reso u rces from  a ro u n d  the  
world.

In today’s day and  age, tim e is m oney; so 
alert your studen ts an d  faculty abou t h ow  
using your services can help  them  m ake m ore 
effective use  o f their time.

Network
In addition  to  develop ing  an d  m aintaining 
cordial relationships w ith the departm ental 
chairpersons and  the  college/university  ad 
m inistrators, establish close ties w ith th e  d e 
partm ental and  adm inistrative su p p o rt staffs. 
Not only will you ex p an d  your netw ork  of 
friends, you will also have access to informal 
netw orks that can  enab le  you to m ore easily 
get your m essage h eard  by  the appropria te  
high-level faculty o r administrator.

In addition, su p p o rt staff can  provide you 
with im portant feedback and  inform ation that 
will he lp  you to m ore proactively an d  effec
tively develop p lans and  strategies that m atch 
the  b ro ad er institutional an d  departm ental 
agendas. Are there w ays that you can  incor
po rate  “cu tting-edge” technologies into your 
conversations and  docum ents so that adm in
istrators and  departm en t chairs get excited 
abou t w orking w ith the  library?

Expand your horizons
Earlier I m en tio n ed  that auditing  a course  
w as o n e  w ay o f  gaining new  know ledge  and 
increasing  y o u r visibility on  cam pus. O ther 
p rofessional activities that librarians cou ld  
actively pu rsue  include teaching courses that 
relate to your second  m aster’s deg ree  o r your 
Ph.D ., serving as a g uest lec tu rer o n  a li
brary-re lated  top ic  su ch  as digital tech n o lo 
gies, getting  yourself ap p o in ted  to  cam p u s
w ide  com m ittees, o r serving o n  th e  faculty 
senate.

“The quality o f the library service  
is judged  by the user’s perception  

o f an individual m em ber o f staff. 

For that individual user the  
particular m em ber of staff w ho  
deals w ith his/her enquiry does 

not m erely represent the library— 

he or she is the library.”8

O n a m ore social level, a ttend  cam pus 
sporting  events, concerts, lectures, an d  o ther 
cultural events. If students, staff, faculty, and 
adm inistrators see  you supporting  events that 
they  sp onsor o r participate in, th ere  is a bet
ter chance that they  in tu rn  will becom e al
lies for you an d  your library.

Promote a “user frie n d ly” 
environm ent
Just as advocacy m ust becom e a central ele
m ent in a library’s everyday existence, so  too 
m ust a proactive service philosophy. Your 
efforts at develop ing  a m arketing  plan, p ro 
m oting  yourself an d  your library, netw ork
ing, an d  expanding  your horizons will not 
he lp  you accom plish  y o u r overall goal o f 
develop ing  and  m aintaining m eaningful, sys
tem ic change if you do  no t have any clien
tele to serve.

“The quality o f  the  library service is judged 
by  th e  u se r’s p e rcep tio n  o f an  individual 
m em ber o f staff. For that individual u se r the 
particular m em ber o f staff w h o  deals w ith 
h is /h er enquiry  does no t m erely rep resen t 
the  library— he o r she is the  library.”8

Ensure that everyone w orking for the  li
brary understands h o w  im portant his o r her 
role is in upho ld in g  the  service philosophy, 
and  m ake sure  that they  are p roperly  trained 
to  fulfill their role!

K eep tabs on  th e  changing need s o f stu
dents, faculty, and  staff by establishing library 
services review  com m ittees to  keep  feedback 
and  com m unication  channels open . This ac
tivity feeds directly into the  m arketing plan, 
w hich should b e  an  ever-evolving docum ent 
that reflects shifts in user dem ographics and 
needs.

(c o n tin u ed  on  p a g e  849)
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educational purposes are generally untested  
and  unknow n. W hile this article is lim ited to 
consideration o f the  use  o f DVD in a set top  
situation, that limitation m ay be  unrealistic, par
ticularly as m ore experience is gained  w ith 
using it.

Libraries an d  m edia centers m ay find, at 
least until the  m iddle o r  en d  o f the  next de 
cade, that they  have a variety o f form ats avail
able, som e o f w hich  m ay b e  com puter-based 
(with VHS continuing to play an  im portant role 
for m any program s), w hile DVD will b e  used  
to  provide interactivity, m ultiple views, and  
higher resolution for those program s that need  
those qualities. It m ay well b e  that the increased 
capabilities o f technology could  lead  to a  situ
ation w here  there  is no  standard  format. The 
definition of a  video m ay also evolve from 
that o f a linear program  v iew ed  th rough  a 
player w ith very lim ited m anipulative capa
bilities to  a m uch  broader definition em brac
ing m ultim odal and  m ultim edia concepts.

G iven the rapid  pace o f technology, p re
dicting the  future o f  video in libraries is specu
lative at best. There has b een  nothing to  indi
cate that, at least for the  next five years or 
possibly longer, DVD will m ake the  VHS for
m at obsolete. Library and  m edia professionals 
can continue to purchase materials in the  VHS 
form at w ithout fear. In the long term, video 
will becom e a primarily digital m edium ; al
m ost surely DVD in som e form  will play a 
part in this transition.

Notes
1. O n e  o f the prim ary reasons for develop

ing DVD w as to allow  hom e video users to 
take advantage o f the  in d ependen t surround- 
and low-frequency effects [LFE] channels avail
able in theatrical so und  formats.

2. T here are also “hybrid” disks that can  be 
used  in b o th  com puters and  players as w ell as 
a projected DVD-audio format. A version will 
probably b e  developed  that is fully com pat
ible w ith the n ew  high definition (HDTV) stan
dard. T he form at is still evolving.

3. Additional technical information about DVD 
can be found at DVD Frequently Answered Ques
tions at http://www.videodiscovery.com/vdyweb/ 
dvd/dvdfaq.html.

4. That interactivity does no t necessarily 
com e easily, see Philip D e L ande and “Shadoan 
R eborn ,” E M edia  P rofessional 12 (January 
1999): 51.

5. For som e indication o f the  potential o f 
DVD using a full-featured player see: Robert 
A. Starrett, “P io n eer DVD-V7200 Industrial 
DVD-Video Player” E  M edia Professional 12 
(March 1999): 33. ■

( “A dvocacy  101… ” co n tin u ed  from, p a g e  846)
Stay involved
R em em ber that libraries d o  no t exist in an  iso
lated  world, so follow  im portant legislative, 
political, econom ic, and  cultural m ovem ents 
to  see  ho w  they m ight affect you and  your 
library.

ALA an d  your state and local library asso
ciations can  serve as im portant sources o f in
form ation and  assistance on  advocacy issues. 
D on’t hesitate to contact them. ALA’s ALAWON 
serves as an  excellent resource for legislative 
concerns and as a source for advocacy training.

T o  c o n ta c t  ALAW ON, g o  to  h t t p : / /  
w w w .ala.org/w ashoff/alaw on.

Advocacy is no t just an  action; it is a skill 
that peo p le  learn  over time. Practice your ad 
vocacy techniques: learn what advocacy meth
ods w ork best with your personality and within 
your oiganization. Make it your business to stay 
in business: prom ote yourself and your library!
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