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I.  Project Description
This is a project to coordinate the current and future marketing efforts of libraries in the state of Washington.  This effort will pull together the key constituents including those involved in the statewide database licensing project, information literacy project, the Washington State Library as well as key academic, public, school, and special libraries.  The object is to develop and implement a coordinated “library” marketing program that while spreading a common message, also highlights the unique identities of individual libraries and projects.  Additionally, training and tools will be acquired or developed to assist libraries and librarians in carrying out library promotion efforts.

II a.  Goals
(1) To significantly raise visibility and public awareness of libraries of all kinds.

(2) To promote the use of libraries and information for all citizens.

(3) To facilitate collaboration among libraries in terms of marketing and public relations.

(4) To develop mechanisms for a coordinated “library” theme while maintaining unique identities for individual libraries.

(5) To promote access through libraries (physical and virtual).

II b. Specific Objectives
· To raise awareness of libraries as a whole while identifying and highlighting local, individual libraries.

· To coordinate a common marketing theme across all libraries in Washington; building on the work of the ALA campaign of 2001 and efforts of major libraries in the state.

· To develop both a mechanism and to coordinate the marketing efforts of major State Library initiatives (e.g., statewide database licensing, information literacy) and to emphasize these programs in library marketing efforts.

· To tap into the expertise of library staff across the state while at the same time using professional marketing and public relations firms to develop and coordinate a statewide campaign.

· To deliver tools, resources, and direction to individual libraries through two forms of assistance:

(1) a physical “kit” – a turnkey marketing and press kit aimed at small or understaffed libraries.

(2) a set of guidelines, activities, and key political tasks for daily and regular visibility and awareness

(3) training for library staff in marketing techniques and the use of the tools and guidelines

· To identify or brand a web site (or URL) as a common entry point for information about and to all libraries.

III.  Statement of Need

Libraries aren’t considered central to the daily life of many people in society. Most people have a traditional image of libraries.  There is a positive aspect to this: libraries are helpful places; libraries provide good books; libraries provide services.  There is also a negative aspect to this: libraries are intimidating; libraries are for the highly literate and educated; libraries mostly “do” books.  Many individuals and communities do not look to the library as the key to the information age.  There is a general unawareness of the scope, breadth, and interconnectedness of libraries.

The existing marketing and public relations campaigns designed to change this viewpoint are not coordinated.  In fact, two of the major state library supported initiatives—statewide database licensing and information literacy—are both planning major marketing campaigns, independent of each other.  Various public library campaigns are unconnected.  Uncoordinated marketing is less effective and less efficient, and may even work against the common goals.  This proposal seeks to maximize the impact of expenditures and effort of local libraries, while developing an underlying base message and funding an advertising campaign of benefit to all libraries in Washington.

IV.  Relationship to LSTA

The project focuses on the following LSTA priorities:

(4) Encourage libraries in different areas and encouraging different types of libraries to establish consortia and share resources.

(6) Targeting library and information services to persons having difficulty using and library and to underserved urban and rural communities, including children (from birth through age 17) from families with incomes below the poverty line.

The project is also central to the priorities of the statewide plan, Designing Our Future, as described in the criteria outlined on page 2 of the Preliminary Proposal Guidelines:

· provides direct results to patrons

· promotes use of libraries and information

· promotes access to libraries

· enhances visibility and public understanding of the value of libraries

· encourages collaboration among libraries, across levels, and with other agencies and organizations

V.  Clients Served

All citizens in the state of Washington will be served through library staff at all levels.

VI.  Benefits and Impact

The benefits and impact to the general public include:

· increased awareness of libraries

· better, more accurate, more timely access to libraries

· increased opportunity for the public to have their information needs met

· more effective information service to the public (better service, more widespread access to resources and information)

· more efficient information service and access (availability, ease of use)

The benefits and impact to the library community include:

· improved awareness of services.

· new perceptions and use by the public

· more widespread use

· improved communication between libraries and their constituencies

· viability in the electronic age

VII.  Accountability Measures

The success of the project will be determined in relation to measurable outcomes including:

· a comparison of the degree of coordinated marketing at the end of the project with the baseline summary compiled in year 1

· a comparison of the state of public awareness and perception of libraries at the end of the project to the baseline summary compiled in year one

· the breadth of the statewide marketing campaign, i.e., did it reach throughout the state?

· the number of library staff receiving marketing training and the use of the training materials and tools

· the draft of recommendations for long-term sustainability of coordinated statewide marketing

VIII. Scope of Work

The project will span several years, the exact duration to be determined in year one:

· Year 1: Investigating and creating

· Year 2+: Implementing, formalizing, assessing, sustaining

Year 1: Investigating and creating: Understanding the current situation and laying out a plan for the future, beginning to build the infrastructure and the collaborative environment, beginning coordinated marketing.

 (1) Setting up infrastructure for coordinating statewide marketing.

· Project Board to:

· set vision and create policy

· convene decision-makers

· set guidelines for coordination

· recruit and hire the Statewide Marketing Coordinator

· select advertising/public relations agency

· Statewide Marketing Coordinator (Administrative Position) to:

· carry out the decisions of the Board

· manage the budget

· administer 3 major activities:

· coordinate library marketing in the state – local, LSTA, statewide campaigns, etc. (e.g., coordination includes getting buy-in, building relationships, facilitating complementary actions)

· oversee the development and implementation of the Statewide Marketing Campaign

· manage the process of developing of training materials and tools for local implementation 

· Subcommittees

· Training and Tools Subcommittee

· Campaign Subcommittee

NOTE: Coordination - getting folks to buy-in and cooperate – will require a range of groups and actions meeting in various contexts.  Therefore, we do not recommend setting up a single subcommittee focusing on coordinating marketing efforts.  The Statewide Marketing Coordinator should have the flexibility to set up mechanisms as deemed desirable and appropriate.

(2) The Coordinator and Project Board will convene a series of coordination summits with library leaders and public relations staff (and possibly national leaders if deemed valuable) to discuss and agree on a set of coordination actions, links to local efforts, and the guidelines for the statewide campaign.  They will develop a series of actions and timelines for coordination.  The operational word is harmony.  Membership for subcommittees will also be recruited.

(3) The Project Board will define broad goals for both subcommittees.

(4) Facilitated by the Coordinator, the subcommittees begin assigned activities.

(5) The Coordinator oversees the:

· assessment of the state of public awareness and perception of libraries in WA (create and borrow for studies already conducted)

· analysis of what’s going on and what’s planned for marketing

· analysis of what’s going on and what’s planned for coordination of marketing efforts

· development of a needs assessment in terms of marketing and coordination of marketing efforts

· proposes a plan to the Project Board.

Year 1 will be deemed successful if:

· the Coordinator and all necessary boards and committees are in place

· the summary and analyses are completed

· there is agreement among library leaders about the goals and guidelines for cooperation

· a plan of action is confirmed

Year 2+: Implementing, formalizing, assessing, sustaining:  Verify and formalize coordination relationships, implement in-depth coordination, hold training, launch coordinated major campaign, finalize assessment and long-term plan.

(1) Training: develop additional programs and tools, disseminate, assess effectiveness, revise, and complete training statewide.  Seek sustainability for the most successful training elements (tools or programs) based on the assessment.

(2) Coordination: set up communication systems and meetings (marketing/public relations specialists at each library), regional; promoting the sharing of expertise, approaches, and materials.  Continue “harmony” efforts.  Determine critical elements for success and seek long-term funding to provide these elements.

(3) Campaign: build campaign, finalize plans, ensure co-branding, spin off pieces for local use, launch campaign.  Complete. Post-campaign assessment. Recommend follow-up on statewide and locally

(4) Assessment:  include drafting recommendations for long-term sustainability of coordinated statewide marketing.  Conduct a summative assessment and establish criteria for assessment of continuing elements.

Year 2+ will be deemed successful if:

· the training materials and tools are created and disseminated to all regions in the state

· training and use of training materials and tools are available and used in 75% of libraries in Washington

· there is recognizable coordination across library types and regions

· the campaign is implemented and analyzed upon completion

· long-term critical elements for success are identified and a plan exists for further development of these elements

· there is a clear sense of the degree of success of the project and next steps

IX. Budget

The year one budget is $108,500. See the attached budget spreadsheet for further details.

We should also consider the risks and benefits associated with corporate sponsorship or partnering to fund various aspects of the project, (media buys, staff training, etc.)

X. Sustainability

One of the charges of the Project Administrator and Board is to identify A) does the project assessment suggest a benefit sufficient to merit a long term existence, B) if the answer to A is yes, then design a program to sustain the ongoing work begun by the project and find appropriate funding.

XI. Risk

The risk for libraries and the state is not doing this project.  There is widespread recognition of the need to engage new users in libraries, change the perception of libraries, and move libraries to center stage.  Coordinating marketing efforts, training staff in all libraries on effective marketing, and a statewide marketing campaign has the potential to make a substantive difference.  Again, the greater is to maintain the status quo.

XII. Timeline

See above: VII. Scope of Work

XIII. Project Evaluation

Standard media tracking and statistics, public opinion measurements and outcome assessment tools will be utilized to evaluate the project‘s effectiveness.   The following issues will be investigated.  The project coordinator will manage this process:

· Effectiveness of the various media used

· Effectiveness of the message 

· Effectiveness of the operational structure (administration & consortium)

· Cost Benefit Analysis

· Participant library opinion relative future collaboration

· Effectiveness of training and local toolkits

XIV. Sponsor Group

This project proposal grew out of a meeting on coordinated marketing sponsored by the Library Council of Washington.  There were representatives across library types including Bill Ptacek, King County, Deborah Jacobs, Seattle Public, John Popko, Seattle University, Betty Bengston, University of Washington, Mike Eisenberg, University of Washington, Ann Marie Clark, Fred Hutchinson Cancer Research Center, and Jan Weber, WLMA; a representative from OSPI in place of Gayle Pauley; and a representative from Seattle Public Schools.
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