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Valuing Libraries …Valuing Your Library Workbook, 2010

VALUING SCHOOL LIBRARIES:  
DEMONSTRATE YOUR IMPACT
Webinar Hosted by CJRLC, HRLC, INFOLINK and SJRLC
February 4, 2010

Presented by:

Joanne P. Roukens, Executive Director

Highlands Regional Library Cooperative, Denville, NJ 
www.hrlc.org
All materials are based on the WebJunction “Demonstrating Impact” pages. http://webjunction.org/do/DisplayContent?id=1193 

OBJECTIVES:

After this program, you will be able to:

· Define what is valuable to customers and funders/stakeholders

· Execute a seven-part strategic process

· Identify your library’s “Value Proposition”

· Quantify your library’s value

· Make your case

VALUE AND VISION 

What is value?  Article “Value and Vision” by Eleanor Jo (Joey) Rodger, American Libraries, Nov 1, 2002.  http://webjunction.org/do/DisplayContent?id=1200 

What is not value:

[image: image4.png]Feasible




Strategic Triangle

For each item in our service portfolio, we must ask:

1. Is it publicly valuable? (Do our customers view it as valuable?)

2. Is it politically and legally supported? (Does the board/administration support it, can we do it legally, and is it legislatively supported?)

3. Is it administratively and operationally feasible? (Does it work within the library’s administrative organization?)

Enhancing Value

· Evaluate each service 

· Identify feasible enhancements 

· Listen and understand agendas  

· Recognize trends and realignment

EXERCISE 

NOTE:  What is “valuable” is not just what is in the library’s services.  We’re also asking what is valuable in people’s lives, business and social settings.   You can include specific “library things,” but also include larger notions of value.

1. What do you think is valuable to your customers – your students and faculty?

2. What do you think is valuable to your funders/stakeholders - your administrators, parents and funders?

DEMONSTRATING IMPACT:  PART ONE - STRATEGIZING 

Seven Strategizing Steps:

1. Assess your resources 

· Your approach will vary depending upon your library’s size and what staff resources you have available.

· Many of the models were done by large libraries, systems, and states, but every size can do this. 

· Principles stay the same. 

· Fit plans to your library and your abilities.  The first go around can be basic, develop it as time goes on.

List Your Resources – What services, staff and information resources do you have?
2. Identify your target

· Who do you need to convince?  Is this primarily focused on your principal, superintendent, school board, or parents and students?

· It is critical that you understand what makes your funding sources tick, what their values are, what they want to hear.

· Find a way to express your library’s value in terms they understand.

List your targets:

3. Become a library lobbyist  

· Get out of the room – it is about building effective, personal relationships.

· Mingle in your building
· Make yourself visible
List names of people you should be visiting with regularly:

4. What is important to funders

· What is on the mind of your school board?

· What keeps the town council members awake at night?

· Supplement your personal connections with hard data: look in the local papers for surveys of constituents, reports on local trends, hot-button issues.

· You must tie your value to what is important to funders.

List the issues affecting your school or community:

List what your stakeholders care about:

5. Identify what you do best

Establish a firm and clear statement of your library’s role in education of students.

· Make sure you have a powerful mission statement.

· Do a strategic plan – doesn’t have to be huge, but you need some idea of where you need to be going. 

List the services your library does best:

6. How will you articulate your value?

Lots of ways to think about the benefits your library brings to the school.

· Focus on the items that create the best fit between what you offer and what your stakeholder’s value.

· Remember that your audience’s attention is limited, and so is your time.  Do you really need at 200+ page report, and do you really have the time to do massive original research, or will a one page summary using existing info get your point across?

· To have the most impact, your info needs to be concise, easy to understand (stay away from jargon!) and you must be able to substantiate it. 
List the ways you can articulate your value:

7. Find the connection

Now that you see how your library makes a difference, you need to 

· Connect the dots between what your library offers and what your stakeholders care about.

· Simple and powerful

· Value Proposition – article on WebJunction - http://webjunction.org/do/DisplayContent?id=1201 

Value Proposition:

1. Formal definition of value proposition: an offer to some entity in which they get more than they give up, as perceived by them, and in relationship to alternatives, including doing nothing.  

2. You are offering them a benefit that they view as valuable, even when compared to competing agencies/departments.

3. More –

· It’s an offer, NOT a demand

· Again, not what you value, but about your consumers’ perceptions

· Needs to be valuable in a competitive environment

4.  OR - 
If you give me this (the money I am seeking), you will get that (specific benefits that come from library services). 

4.  OR - 
The promise that a library makes to its customers about what they can expect to receive in return for their time, their effort, their loyalty, and especially their dollars.
5.  Basically, the common ground of what your library does well and what your funders value is your Value Proposition.  

Draw the Value Proposition Diagram:

6. Must fill two requirements:

· Actionable by you and your organizations

· Must be creditable and compelling to target audience

Keep your value proposition to the point.  

EXERCISE:    Create Your Library’s Value Proposition 

Make a list of at least 4 services that your library does best, and then make a list of at least 4 services that your customers or funders value/need in their lives to make them easier or better.  Be as specific as you can.  Some of the same things may appear on both lists.  These can contribute to your Value Proposition.  From the two lists, find a meeting ground and create your Value Proposition.  Remember it needs to be short, actionable, creditable and compelling.  

Let’s do an example together:

ACME CLEANERS

Services the Acme Cleaners does best:

You, the customer, need:

THE CLEANERS’ VALUE PROPOSITION:  


YOUR LIBRARY

Services that Your Library does best:

11.

12.

What your customers and stakeholders need:

4.  

5. 

6.

7.

8.

9.

10.

11.

12.

YOUR LIBRARY’S VALUE PROPOSITION:  


DEMONSTRATING IMPACT:  PART TWO – QUANTIFYING 

The purpose of quantifying is to support you when you make your case.  

Quantifying translates intangible benefits into hard numbers that your funders will be able to relate to: dollars and cents!  

What are your library’s intangible benefits?  (Things that traditionally we have not put prices on.)

Approaches to Quantifying:

1.  Traditional statistics

Libraries traditionally evaluate performance on statistics, such as collection size, circulation, number of patrons, etc.  These numbers can be useful for demonstrating a basic level of service, but they don’t speak that loudly to your funders.  These numbers are most effective when combined with other information that addresses community values and social and economic impact. 

2.  Outcome based evaluation

OBE has been getting a lot of press lately, and many grant programs are requiring OBE as part of the grant process, including IMLS.  OBE shows results as determined by set categories. This produces results that are specific, and can be    very powerful.  However, this can also be a rather involved process.  A summer reading program could be evaluated using this method.

3.  Return on Investment

Common in the for-profit sector, ROI shows the value of services received.  Florida completed a groundbreaking report about its libraries using this method.  With this method you get a crystal clear statement of how funds are used and what benefits are received.  Typically, it has been difficult to quantify benefits for non-priced goods and services.

4.  Anecdotal

Stories are a very powerful, effective and time-honored way of communicating.  Patron stories about your library’s services are very important and help make your case, but they cannot do it alone.  As nice as stories are, they lack hard evidence.

5.  Data from Peers

There are many resources available to use to compare your library with similar libraries.  You can also use general library industry data (for example, the excellent OCLC 2003 publication “Libraries: how they stack up”).  But be cautious when relying on this:  it may backfire if you come out ahead of the curve, and remember that all politics are local.

Bottom line

The best and most powerful arguments will come from information about the realities of your own community and your own library.

Data Collection:

1.  What data do you need?

· The data that you need will be based on your strategy and your locality- going back to what will speak to your funders.  

· You need to have enough to establish the library’s value to your funders.  Keep in mind how much (or little) time you have.  

2.  Data Collection

· Easiest way is to repackage data you already have.  This is what we will be showing you.  

· You could also compile and analyze raw data that you have already collected. 

· The most difficult and time-consuming way is to collect fresh data exclusively for this project.  

We are doing it the easy way!  The sample we worked with for Niceville was created using the stats from a real library.  Including the time it took to gather the statistics, it only took an hour and fifteen minutes to complete.
 What you are going to do:

Homework:  Create a “Value of Services” document 

1. Gather your statistics:  at minimum you need population, total $ amount for last year’s budget, circ/usage figures from last year.

2. Print out the Price List.  Select the items you want to use.

3. Open the “Fill In Worksheet.”  Some common items are already listed.  Delete and add, as you want.  Fill in the usage column.   When you are done, divide the total value figure by your budget figure.  Multiply this number by 100 (or just move the decimal two places to the right) and this will give you the percentage of your return on investment.

WARNING – Publicly displaying your budget total is a two-edged sword.  Judge this for yourself.  Some will say "Oh, you are getting that much?!" and others will say "Oh, is that all you’re getting?!" 

Formula:  To get value%, divide total value of services by total budget dollars, and multiply result by 100.  This is a basic percentage formula. Every dollar spent brings so many dollars in return.

DEMONSTRATING IMPACT:  PART THREE – MAKE YOUR CASE 

Seven strategizing steps: 

1. Assess your resources

2. Identify your target

3. Become a lobbyist

4. Identify what is important to funders

5. Identify what you do best

6. Determine how to articulate value

7. Find the connection

CONSTRUCT YOUR ARGUMENT


Documents and Resources

There are a number of documents and resources you can use to help you construct the arguments to demonstrate your impact and value.

1. Your Value of Services document

2. Your mission, vision statements, strategic plan(s)

3. Your budget – show your budget and you show where your priorities are
4. Circulation and other statistical reports
5. Business Plan

Business plans – downloadable 

· Kenosha Public Library (Wisconsin) 20 page plan


http://www.kenosha.lib.wi.us/publications/BusinessPlans.html 

· Oakville Public Library (Ontario, CA) 26 page plan


http://www.opl.on.ca/BP_05_v9_OPLB_Summary.pdf 

The Oakville plan is a very impressive document.  The Oakville plan creates two sets of priorities:

1. Corporate – strategic planning, performance measurement, advocacy, town as partner.

2. Customer Service – collections, branding & merchandizing, outreach, early childhood literacy, customer service impact.

List the Documents and Resources You Have:

Things we can boast about:  

Tell Your Library Story 

· Iowa Library Story Tool Kit

 http://www.silo.lib.ia.us/for-ia-libraries/tell-library-story/ 

Telling the Library Story, just like storytelling, brings together elements that weave a compelling tale of the library's value.  

Seven Steps for Constructing Your Story

1. Plot (What is the story?) 

2. Characters (Who are the important people in the story and what makes us care about them?) 

3. Setting (What is the environment in which the characters find themselves in the story?) 

4. Audience (To whom are we telling the story, and why are we telling "this" story to "them?") 

5. Script (What are the words that fit together to make the story?) 

6. Technique (How are you going to tell the story?  Will you write it?  Speak it?  Live it?  Find your own style, hone your delivery, and consider new methods and ideas for telling your library's story.) 

7. Props (What can you use to help effectively tell the story?  What makes the story believable?) 

Talking to Power

· Talking to Power” by Kathy St. John


http://webjunction.org/do/DisplayContent?id=8

 HYPERLINK "http://webjunction.org/do/DisplayContent?id=8581" \t "_parent" 581 

This a wonderful article that we highly recommend everyone read.  Kathy St. John gives some basic guidelines for how to initiate and cultivate relationships with people in positions of power that will help library staff become more confident, strategic and successful.  That fact is librarians need these skills.

· “Talking to Power” Points

1. Know your audience

2. Know your organization or community

3. Join clubs, committees, boards

4. Use your contacts

5. Be knowledgeable

6. Be prepared

7. Learn to “sell”

8. Be nice – firm, not demanding
9. Be confident

10. Be relentless & ubiquitous

11. Be punctual

12. Keep in touch 

13. Be brief
“Elevator” speech or the “Impromptu Speech”

We may have only minutes to tell our stories, so we had better know them well.  By “elevator speech,” we mean any short opportunity to speak to a stakeholder.  This could be in the elevator, the grocery line, at a reception, a celebration, a committee or board meeting, etc… Somewhere there are only a few minutes to make an impact.


What does it do and what is it in general:

· Important first impression
· Compelling and descriptive

· Highlights specific accomplishments

· Contains a benefit for the listener

· It’s a pitch disguised as conversation
B.A.S.E.

The four key concepts of the “elevator” speech:

· Brief

· Articulate

· Sincere

· Enthusiastic

You can also use the K.I.S.S. method – keep it short and sweet!

The elevator speech answers these questions:

1. Who am I?
2. What do we do?

3. Whom do we serve?

4. What makes the library unique?

5. How does the library bring value?

Impact Letter

Your communications with funders should not only be at budget time.  A simple, written report in the form of a letter can have great impact.  What are the elements of an “impact letter?”

1. Not a request for money
2. Provides additional information 

3. Puts the case in practical terms 

4. Brief format with punch

5. Pertinent statistics

6. Value of services

7. Invitation to be in touch
Bob Watson of Lake Villa (IL) District Library sent this letter to his mayor and board members, translating the value of his library into dollars and cents. 

Go here to view the letter: 
http://webjunction.org/do/DisplayContent?id=8

 HYPERLINK "http://webjunction.org/do/DisplayContent?id=8496" \t "_parent" 496 

EXERCISE

Now you get a chance to start to create your story and to tell it.  You will be placed in small groups of about 3-4 people.  Together you can help each other by giving support, ideas and acting as a sounding board.  Look at your Value Proposition.  Using the principles of good story telling and short speech guidelines we have discussed, start to create a one-minute elevator speech.  Later, on your own, you can expand it to a three-minute speech.  You have 10 minutes.  Then we will ask a few volunteers to share what you have written.

My One-Minute Elevator Speech:

MAKING A PRESENTATION


At some point, everyone here will need to make a presentation to a group for funding, for visibility, for connection to the organization or community.  It is a skill that you need to acquire.  However….

Presenting is not public speaking; presenting is persuading.  

Powerful presenting is: 

1. Enthusiastic 

2. Organized

3. Audience focused

4. Flexible

5. Humorous

6. Purposeful

Preparation and Content

Eight Steps:

1. Develop objectives – realistic and specific

2. Know your audience

3. State the main ideas

4.  Decide on types of supporting materials – Research!  We are really good at this.

5.  Create an opener 

Types of openers:  

1. Quotations

2. Rhetorical question

3. Declarative statement

4. Real-world situation

5. Current event

6. Scenario or illustration

7. Anecdotes

6.  Structure the main body

7.  Develop transitions – linking points

8.   Prepare the closing – Summary, Review, Action
Vocal, Visual and Verbal Image

· Five key elements in vocal image:

1. Pitch 

2. Pace

3. Volume

4. Resonance

5. Pausing – don’t be afraid to use this

· Convey enthusiasm and energy.  If you’re not excited, no one else will be either.

· Vocal problems to avoid:

1. Harshness

2. Nasal Tone

3. Breathlessness

4. Voice dropping and rising at the end of each statement

5. Mumbling, slurring and using “fillers”

· Verbal image:

1. Use words correctly 

2. Use proper grammar – affect vs. effect -  “I’m trying to get an effect by affecting you positively.“

3. Increase your vocabulary

4. Never use profanity, slang, and try not to use professional jargon

· Five visual images to avoid:

1. Swaying back and forth

2. Thumping, tapping, gripping furniture

3. Staring at notes, ceiling or floor

4. Talking to the projected image instead of your audience

5. Standing in front of projected image

· Strengthen your visual image with:

1. Good, varied eye contact

2. Standing to the left of the projected image

3. Changing your facial expression

4. Using appropriate gestures

5. Standing straight, but at ease

· Three Rules for Dress

1. Dress appropriately for your audience

2. Be conservative

3. Emphasize quality

a. Questions

1.  
Plan time for questions – before, during, after

2.  
State when you will take questions

3.  
Anticipate some specific kinds of questions

· Visual Aid Guidelines

1. Simplicity – avoid clutter

2. Consistency – same style

3. Legibility – make letters big and bold

4. Clarity – avoid small type, avoid all caps

5. Quality – make it neat and professional, proofread, use color

· Handouts

1. Always have extra copies

2. Make sure they are accessible and in order

3. Get assistance handing them out

4. Time them properly

5. Use color

· Rehearsal and Feedback

You must rehearse, get feedback and rehearse again. Put your own personality and experience into your presentation.  Be you. 

MAKE YOUR CASE INDIRECTLY

Marketing & Branding

A consistent program of marketing and branding attracts support and increases use of the library.  


· Supplement your direct message
· Complementary messages to a wider audience

· Specific goal of communicating your value

· Create advocates
Who are our advocates? 

We highly recommend you look at:

“Making the Case for Your Library” by Sally Gardner Reed. Excerpt from her book at:


http://webjunction.org/do/DisplayContent?id=8

 HYPERLINK "http://webjunction.org/do/DisplayContent?id=8577" \t "_parent" 577 
Marketing Resources at WebJunction

http://webjunction.org/do/Navigation?

 HYPERLINK "http://webjunction.org/do/Navigation?category=393" \t "_parent" category=393  

Marketing Asks:

· Who are we targeting?
· What are we offering customers?

· What drives their decisions? 

· What is their library experience?
· What could we do better?
· What should we stop trying to do?

· How can we communicate better?
Ways to deliver your message 
Summary & Review 

· Value – what is it, how do we enhance it

· 7 steps to strategizing

· Value Proposition

· Quantify benefits

· Make your case, deliver it

· Create advocates and champions!

ACTION  

1.
Gather your statistics
2.
Create your “Value of Services” document

3.
Create your “Strategy for Communication” plan

4.
Go advocate for your library!
Valuing Library Toolkit

Copies of everything you need, plus PowerPoints and other documents are at:

www.hrlc.org/funding/valuinglibs.htm 

Strategy 
+ quantify 

= Impact

Contact Information:

Joanne P. Roukens, Executive Director

Highlands Regional Library Cooperative

973-664-1776

jroukens@hrlc.org 

The Highlands Regional Library Cooperative (HRLC) is a proud member of the New Jersey Library Network.  The Cooperative and its services are made possible in whole or part by funding to the New Jersey Library Network from the NJ State Legislature and the New Jersey State Library, an Affiliate of Thomas Edison State College.

This workshop was made possible by a funding partnership between the New Jersey State Library and HRLC.

Norma Blake, New Jersey State Librarian

Joanne P. Roukens, Executive Director, HRLC

2010
	Valuing Libraries is supported by the New Jersey State Library and is funded by the Institute of Museum and Library Services, an independent federal agency whose mission is to create strong libraries and museums that connect people to information and ideas.
















































The Highlands Regional Library Cooperative and its services are funded by the New Jersey State Library, 
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