Proposal for Roll Out Marketing Training for Libraries in Wales

April 2006

This proposal has been developed by Becca Wyatt at the request of Rheinallt Jones, Project Manager @ Your Library and Nicola Jones, Project Officer Strand Three @ Your Library.

1.  Context

@ Your Library is the Strategic Library Development Programme 2005 – 2007 that is funded by the Welsh Assembly Government and is managed by CyMAL Museums Archives and Libraries Wales working with the National Library of Wales, Welsh local authorities, further and higher education institutions.

There are four programme strands to the @ Your Library programme:

Strand 1
Creating a national online resource discover system, opening up access to Welsh library resources.  

Strand 2
Developing new audiences through reader development activities and new information content for the online public library.

Strand 3
Promoting library services through a national marketing plan and reader development activities.

Strand 4
Developing opportunities to improve workforce skills.

This training programme is designed to underpin the overall @ Your Library Programme in 

that it takes an holistic approach to both strategic and tactical marketing in support of the 

wider aims and objectives for the development of Welsh Libraries in line with the Initial 

Strategic Library Development Programme.  It is also designed to underpin and support the

recently developed @ Your Library National Marketing Strategy and the Marketing Plan 2006

- 07.

2.  The Training Programme

The training programme includes the following aims:

· to enable key staff to have an understanding of marketing and how it relates to their role, responsibilities, aims and objectives within the library service and the delivery of the @ Your Library National Marketing Strategy and Plan.  The training relates marketing practice to appropriate aims & objectives for the development of the service and relevant standards;

· to understand how marketing practice can benefit the service strategically, managerially and operationally;

· to enable key staff to incorporate strategic marketing into management planning and operational delivery;

· to support marketing skills development of the marketing ‘champions’ as proposed in the @ Your Library National Marketing Strategy;

· to engender a marketing philosophy in all areas of service delivery in order to better fulfil aims and objectives.

With the following desired project outcomes:

· a value added marketing culture across the library service that actively contributes to the achievement of aims and objectives;

· to ensure learning informs strategic decision making for the following year’s planning process (with commensurate evaluation during the annual planning process)

· added value skills development for librarians and library supervisors currently working for the service;

· the potential for a training package that can be used for the induction of any new staff; 

3.  Approach 

Overview of Course Content & Design

The training programme is designed to take account of the different perspectives and needs of managers and service delivery staff in relation to the benefits of a marketing approach for a libraries and information services.

Each organisation represented at the training receives a questionnaire from the training consultant in advance of the course.  This questionnaire is designed to establish the key issues facing the organisation in the marketing context and organisations are asked to supply key documents such as an existing marketing plan, business development plan, overall aims and objectives as set by their authority or college/school, reader development plans and an overview of existing user/potential user research. This questionnaire is used to inform the course design so that the consultant trainer understands the current context in which each organisation is working and the particular challenges they face.  It supports the consultant in referencing key points during each training day.  

Both the managers’ programme and the service delivery staff programme cover the basic theory of marketing and de-mystifies a very over used and mis-understood piece of business jargon.  Both programmes relate the essential principles of marketing to the delivery of library services and focus on the inherent benefits.  In each case specific examples are used from actual practice and comparison are drawn with other cultural services, and in some cases the commercial sector as appropriate.

The difference between the two programmes

The managers programme takes account of the strategic marketing issues necessary for planning, meeting standards and managing service delivery, whereas the service delivery programme looks more closely at tactical day-to-day marketing work that can support strategic thinking and planning at a grass routes level.  

The Managers Course

This covers the essential principles of marketing and its benefits and includes a strategic overview on issues such as relationship marketing, demographics and segmentation, branding, management information and management process in marketing.

It also takes account of issues of change management, team building and internal communication.

The Service Delivery Staff Course

This again covers the essential principles but looks at the benefits in a day-to-day context and is designed to help them understand how their work can impact positively on the strategic aims and objectives of management.    It looks at the difference that they can make in a smaller, or larger branch library and focuses on one of the marketing tools that is more likely to be within their control:  promotion.  It looks at the different demographics of their existing users and the different ways in which they use the library.  It looks at ways in which barriers can be overcome, the need for different types of communication for different types of people and appropriate forms of promotional communication.  The focus of the course is more tactical and examines the practical issues in delivery of good marketing practice.  It also takes account of internal communication.  

Course Structure

Both courses offer two days with a minimum of six weeks in between, preferably longer.  After the first session that examines the key marketing principles the delegates return to their roles and begin applying the thinking to their particular job and service through relevant project work discussed and set up at the first training day.

They are asked to return to the second training day to present their project work to the group.  The issues raised are then explored through team work and discussion during the rest of the day.    The key principles are also revisited during the day.

This two day approach with a gap allows delegates to apply the theory in their given context and start to think for themselves about application, and identify areas of knowledge and expertise that they would like to expand on.  

At the end of the second day the delegates, both managers and service delivery staff, will be in a position to determine how they can take forward marketing practice within their service as part of their annual cycle of planning and operation.

Connections are made between the two levels of staff in that each project within each authority or library discipline has a Guardian at Management level and Champion at service delivery level.  These two members of the teams are responsible for communication between management and service delivery staff and part of the second day is spent exploring the issues around internal communication and the best method to take this forward.  It is anticipated that a member of staff will then undertake the role of Champion of marketing within their service.  This is in line with the suggestion in the @ Your Library National Marketing Strategy & Plan. 

Style of Training

The training mixes informal instruction on the key issues in marketing with a relaxed workshop approach to exercises designed to help delegates work through several of the issues discussed.  It encourages discussion and feed in from delegates wherever possible, especially at the second session.  The exercises are also based on information provided by the authority, service and for this programme @ Your Library, in relation to particular issues that exist and are practical in focus.  

Each course has a workbook that records the theory and allows space for delegates to make their own notes.  It also includes some template sheets for analysing commonly identified issues in marketing practice.

4.  Specific Requirements for Training Programme Roll Out

The pilot training programme for @ Your Library Wales was designed to work across library authorities and to include FE/HE and school libraries for both managers and service delivery staff in both the North and South Training Consortia.  

It is proposed that the programme continues to work across the different sectors of the library service.  

To ensure the training programme remains relevant throughout the roll out the training consultant will continue to work closely with the @ Your Library project officers and manager for its design and delivery.  There will be regular feedback and evaluation throughout the programme.      

The roll out will take account of the strategic and operational issues that delegates and  their organisations face as they begin delivery of the @ Your Library National Marketing Strategy and Plan in 2006 – 2007.  

As part of the preparation for each course, all delegates current marketing knowledge will be assessed by a brief questionnaire.  This enables the trainer to pitch the course appropriately.

All delegates receive a workbook related specifically to the course work and project preparation for the second day.   

It is proposed that the programme is offered to the three training consortia across Wales.  Each consortium will be offered two days training for senior managers and two days training for front line staff with six weeks between to allow for project work.  

In order to maximise the benefit to each organisation, it is proposed that criteria be set for the Managers who attend.  It will be more beneficial for each organisation if representatives of the  highest level of management attend so that the philosophy and principles of marketing are embedded in the thinking of those responsible for strategic planning and fulfilment and that there be the highest level of support for those that take on the role of Marketing Champion for the organisation.      

5.  Benefits

Benefits to @ Your Library, Wales and Welsh Libraries in general

This training programme is designed to support the recently adopted @ Your Library Wales Marketing Strategy & Plan.  This is a forward looking and ambitious development tool for Welsh Libraries across all sectors.  There is a need to skill the workforce in such a way that they are empowered to take full advantage of this innovative approach to development.  This training programme will support workforce development in the context of marketing, which in turn supports the wider aims and objectives for development of the service nationally.

Benefits of Two Day Approach

The two day approach with a six week gap enables delegates to conduct a marketing based project for their organisation, to present it at the second day, to establish the issues/challenges that arise from that work and identify tangible, practical methods to develop their service.  

All delegates have the opportunity to confirm their learning by applying their knowledge to the project work and work creatively on the second day to problem solve around the issues raised.  The project work also gives the opportunity to contribute their own creative resources and existing knowledge and experience to organisational development that will have a deliverable outcome.  

Benefits of two levels of training

The challenges facing management and front line staff differ.  Management will be required to consider both the strategic and tactical issues in delivering a marketing approach in their organisation, whereas the front line staff, whilst needing to understand the strategic context of their role in marketing, are more likely to have control over promotional or marketing communications work in their particular library.

The course takes account of this, and also supports both managers and front line staff in setting up appropriate methods of internal communication to support overall delivery of good marketing practice as well as facilitating team work and supporting motivation of all staff.  The roles of Guardian and Champion are well defined and all staff are involved in working through the best method of communication to ensure that good marketing practice is delivered on an ongoing basis.  It also helps ensure that the projects are rolled out following completion of the training programme.  

Benefits of Cross Sectoral Approach

The cross sectoral approach enables delegates to compare and contrast the issues facing the different types of library provision as well as to consider collaborative working between the sectors as appropriate in the future. It also offers the opportunity for delegates to consider the varied ways in which the public use libraries across a lifetime depending on their life stage and specific needs and wants.  

Benefits of Senior Management Involvement

Marketing must be adopted and embedded as an holistic approach to organisational development if it is to work and support organisations in achieving required targets and standards.  Without the most senior level of involvement there is a danger that it will be viewed as a discreet silo or ‘someone else’s job’ whereas to be given the best chance of success it must become embedded in the senior management teams approach to development.  For example, it is preferable that the Chief Librarian or equivalent depending on the sector, attends the training.  This is something that has worked successfully in the South East (SEMLAC roll out – 2004 – 2007 ongoing).  

6.  Coaching for Marketing ‘Champions’

It is proposed that the Marketing Champions (once selected) receive specific training to enable them to develop their role, and support the development of the @ Your Library National Marketing Strategy & Plan.

Through this training they will receive:

· confirmation of their learning from the initial training programme and further skills development;  

· support in developing their role and an holistic approach to marketing in their organisation including project management and team building skills;

· training that will enable them to cascade learning at whatever level is required in their service;  

· mentoring & support in problem solving as the marketing strategy and plans roll out.

Benefits

Supporting the ‘champions’ in this way will enable them to add value to the marketing strategy & plans for their service and to add value nationally to the delivery of an enhanced quality library service for Wales.

It will help them to sustain a marketing approach by enabling them to cascade and develop the skills base in each service.

It will support the process of embedding a marketing approach in each service and help ensure that the marketing approach remains integral to service development and does not become isolated in a silo or department.

It will support workforce development in enhancing the skills base of the individuals.   

Coaching Programme

Once appointed it is proposed that the champions receive a two day training programme.  

The first day will support them in:

· defining their role;

· confirming existing marketing skills/experience;

· identifying a realistic marketing project plan/action plan relevant to their role and the context of their particular service’s needs.

The second day will enable them to:

· develop management, team building and communications skills;

· develop training skills in support of cascading training to their colleagues in each service.

Following on from this initial training, and anticipating that the ‘champions’ will meet as a group possibly quarterly or every six months, the consultant trainer would attend these sessions and offer further coaching as required – possible a half day to support the champions development/training needs, identified in advance of the meeting. 

 7.  Costings

1.  For each training consortium

3 days research, development & design @ £400 per day

£1200.00

2 days delivery senior managers @ £500 per day

£1000.00

2 days delivery front line staff @ £500 per day


£1000.00

Workbooks:  40 workbooks




£  200.00

Feedback & evaluation assessment following each

Consortia programme 1 day @ £400



£400.00

Total







£3800.00

Plus expenses:  travel, accommodation, subsistence.

2.  Training Programme Roll Out Administrative Support/Liaison

Liaison meetings for planning, evaluation & feedback with 

@ Your Library Project Manager & 

@ Your Library Stand 3 Project Manager

Final feedback/evaluation on Pilot Programme 

1 day @ £400






£400.00

Design of criteria for delegates 0.5 days @ £400


£200.00

Design of questionnaire for all delegate organisations

1 day @ £400






£400.00

Refine workbooks to reflect 

National Marketing Strategy & Plan – 2 days @ £400

£400.00

Total







£1400.00

Plus expenses:  travel, accommodation & subsistence

3.  Marketing Champions Coaching Programme

Initial Phase

2 days course design @ £400 per day



£800.00

2 days course delivery @ £500 per day



£1000.00

Total







£1800.00

Plus expenses:  travel, accommodation & subsistence.

Follow up sessions

1 days preparation & coaching design @ £400 per day

£400.00

I days delivery @ £500 per day




£500.00

Total







£900.00

Plus expenses:  travel, accommodation & subsistence
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