Section 6.
Promotion and Funding

Promoting the I nfor mation Center

Why is promoting the center important? Because aninformation center islike
any service— people canonly useit if they know about it! But to have others
really “know” about the center often means more than just telling them the
center exists. Often it means actively offering services so people discover
through experience how valuabl e the center can be.

An important step before starting to promote the center is to first think about
those the center wishes to serve. Try to answer these questions — What are
the issues that concern them? What kinds of materials do they find useful ?
What can the center do to assist them? How do these groups or individuals
get their information?

If the center is sponsored by an organization, the same questions need to be
asked. What is important to the organization? How can the center help the
organization be more effective and visible? What can the center do to demon-
strate its ability to help? Who are the people in the organization the center
should try to serve? Isthe organization having special problemsthat the center’s
services may help solve? Who are the people in the organization who need to
learn about the center and its services? If the center is supported by an organi-
zation, the center’s success will ultimately be defined by its ability to assist
that organization.

Different kinds of promotional activities are needed. Some promotional
activities will be special projects or programs; others may well be regularly
occurring activities. There is no single activity that will succeed in telling
everyone about the center.

Suggestionsfor Promotional Activities

Brochure About the Center. The center’ sbrochure might include: the services
the center offers, thetypesof information it has, wherethe center islocated, its
telephone number, and whenitisopen. The brochure should be professionally
designed with an uncluttered appearance and printed on good quality, colorful
paper. Send it to people who should know about the center and strategically
place it in your organization and community so people can pick it up — the
public library, supermarkets, the town hall, and schools.

Posters. These can provide the same kind of information as the brochure.
Make them colorful, attractive, and small enough to be easily posted on bulle-

Rolett, Virginia; Kinney, Jean (eds.). How to Set Up and Run an Information Center on Alcohol, Tobacco and Other Drugs:
A Guide. Canadian Centre on Substance Abuse, Center for Substance Abuse Prevention, Substance Abuse Librarians and
Information Specialists, May 1995



Section 6. Promotion and Fundings

tin boards.

Newsletters. Prepare anewsletter for the center or provide information about
the center to otherswho write newsdletters. Tell about new publicationsin the
information center, changesin services, and meetings or events. Thiscanbea
very effective means of promotion. Each time anew issue arrives, people are
reminded of the center. Some publishers of books and newsletters will offer
free “review copies’ of books to the center if a book review and/or notice is
published in the newsletter. Exchanging your newsletter with other organiza-
tions can bring newsletters to the center without subscription costs.

Displays and Exhibits. These are also good ways to promote the center’s
services. If the display includes books, prepare alist of the books on display
with the center’ slogo or letterhead. Visitorswon’t haveto copy titlesand the
center will receive increased visibility.

Talks and Presentations. Presentations about new resources and how to find
them may be of interest to schools, health care providers, and others in the
community. Ask members of your organization to mention the center’ s ser-
vices and distribute center brochures whenever they make presentations.

Attendance at Meetings. Look for opportunities to attend meetings within
your organization. Offer to help prepare reading lists for projects and pro-
grams, or offer to find current statistical information and research materials
for the presenters.

Provide Quality Services. All the servicesthe center provides must be of the
highest quality. A user may mention to one or two peopl e the good assistance
received at the center, but will tell nine or ten about a rude or intimidating
response from someone working in the center.

Successful promotion and public relations activitieswill not only increase the
use of the center, they can also help improve the funding of the center. If the
host organization perceives the information provided by the center to be es-
sential to the materialsit is devel oping and the speechesits members are writ-
ing, the organization will have aself-interest in protecting and expanding the
resources of the center.

In addition, theincreased visibility that results from the promotional activities
may make it easier for the center to seek funding from foundations and other
organizations or agencies. Even if the center does not seek general funding,
the center may choose to seek funding for a special project such as book-
marks, an exhibit, or acomplementary newsletter to abroad audience. How-
ever, this must never be undertaken without approval from the director of the
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host organization. The center and agency must choose carefully the organiza-
tionsthey accept fundsfrom. No fund-raising activities should beinitiated by
the center without written, advance approval from the host organization.

A budget isthe “library or information center’s central planning document
and it is also the authorization to proceed on those plans.”!

A budget is a planning document that justifies recommended expenses. A
budget can make it possible to undertake exciting and vital library operation.
Resourcesin an organization are allocated in response to budget presentations.
A budget is much more than alist of where money has been spent.

Developing budgets is an inevitable part of an administrator’s tasks. Itisa
general requirement within agencies, even when the agency isthe sole source
of acenter’sfunding, and it isalso arequirement for all grant applications. A
bit of thought as to how to approach this budgeting processis helpful. Typi-
cally there are three major categories of expenses: personnel, non-personnel
and indirect costs.

Personnel Costs. In addition to salaries and wages, personnel costs include
fringe benefits. Fringe benefits cover an employer’s contribution for health
insurance, disability, retirement, and the like. Agencies generally have afor-
mula for determining these costs as a fixed percentage of the employee’s sal-
ary. The percentage may be as much as 35% of the salary. The personnel
portion of a center’ s budget isinevitably the single largest budget item.

Non-personnel costs. These include expenses for the purchase of materials
for the center, such as books, journa subscriptions, and videotapes. It also
includes equipment costs for computers, office furniture, computer software,
and other related items.

Office expenses and suppliesform asub-category of non-personnel costswhich
cover telephones, duplication expenses, stationery, etc. Travel makes up an-
other separate sub-category, and special feesfor organizational memberships,
consultants, or vendor services make up one more. Printing costs, which can
be substantial, are another sub-category. Agencies and grant applications
generally will indicate the particular categoriesto be used in designing abud-
get. For the center’ s purposes, the categories selected should reflect the differ-
ent kinds of expendituresit plansto utilize.

Indirect costs. These represent the costs associated with rent, heat, and elec-
tricity that an agency allocates to its different programs.

1 Koenig MED. Budgeting Techniques for Libraries and Information Centers. New Y ork: Special Libraries Association, 1980. p.1.
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Types of costs. Another useful distinction to make in considering a center’s
budget isthe portion of expensesthat representsfixed costsversusthosewhich
arevariable. Fixed costs are expenses that represent smply the costs of “be-
ing in business.” For example, personnel and salaries are constant, predict-
able, and incurred independent of the level of activity. In asense, one hasto
hire people even before one opens the door. There are other costs that vary
with the level and type of activity; these are “variable costs.” Variable ex-
penses include such things as long distance tel ephone charges, costs for print-
ing and the cost of materials. These costs can change. Also they are not
incurred until particular projects or activities take place. In constructing a
budget, fixed costs are easier to estimate. Variable costs represent a* guessti-
mate.” The estimates can be reasonably accurate if one sets down the ex-
pected activity, reviews the expenses that are involved, reviews similar costs
for prior years, and keeps in mind anticipated or desired changes.

Itiseasy, oncea budget has been developed and monies set aside, not to
think about it again until the time comes to reviseit. However, regularly
reviewing expenses which relate to particular kinds of efforts can be a very
useful devisein planning and determining how particular projectswill be con-
ducted. Onevery simple example might be the preparation of handoutswhich
acenter wishesto provide. Aspart of itsoutreach efforts, acenter may wish to
distribute to schools alist of resource materials. It wantsto list materials the
school might purchase for its library, aswell aslocal resources that can pro-
vide speakersor lend films. At first glance this might appear to be avery low
cost item and something the center can “easily” do. Inreality, thismay not be
the case.

To estimate the cost associated with the effort, there are different things to be
considered. For example: Is this information already on hand, so that the
project involves primarily compilation? If not, how much professional and
staff timeisrequired to identify materials, secure copies, and review them in
order to makeinformed decisions asto what will beincluded onthelist? How
much time will be needed to prepare a draft of the list, on a word processor,
and to proofread it so asto have camera-ready copy for either printing or du-
plicating?

If these factors are taken into account, the minimal cost of preparing such a
wholly new resource list might be considerably more than one had expected.

Professional Time

20 hours x $ 20/hr. $400.00

tasks: identifying materials, reviewing materials, drafting annotations,
contacting local agencies, proofing final copy, drafting cover letter for
distribution, other

Saff Time
20 hoursx $ 12/hr. 240.00
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tasks: identifying sources of items, securing copies, word processing,
proofing final copy

Non-personnel Costs

items:

duplication (10 pages x .05 page x 50 copies) 25.00

materials purchase 50.00

postage (50 packets x .50) 25.00

miscellaneous 15.00
115.00

Total Costs: $754.00

With asense of the actual cost of aparticular item, oneisin abetter position to
make choices between doing A or B or C. Oneis aso prompted to consider
aternative meansto accomplish the same objective. Intheabove case, it prob-
ably would be wise to determine if a colleague has already developed a sug-
gested core collection for school libraries. If so, one can request permission to
duplicate the list, crediting those who developed it. Also, one might decide
that rather than trying to include a section on local resources, one might sim-
ply list the center, or another organization, that isableto provide further assis-
tance. If one looks at the costs associated with this second alternative, both
professional and staff time are significantly reduced, possibly by as much as
75%, and other expenses are essentialy only those associated with prepara-
tion of the material for duplication and associated printing and mailing costs,
for atotal cost of approximately $275.00.

The above discussion focused upon expenses. The opposite side of the coin
isrevenue or income. There are generally three different sources of revenue
for acenter. Thefirst isthe basic operating funds or subsidy which a center
receivesfromitshost agency. Another income sourceisfrom contracts, grants,
or monies that the center receives for special projects. This might be a grant
or contract from a state agency to develop a set of materials that they would
then distribute and make available. 1n suchinstances, the center has contracted
to provide a specialized service for which afeeis paid. Another source of
potential incomeisuser fees. Thislatter category may bethe most troublesome
for centers. In many instances user fees cannot be set at a level to wholly
reimburse costs. In this case, any income helps to offset or reduce costs, but
the services arein fact partially subsidized by the host agency.

Setting Fees.  In setting fees one needs to takeinto consideration several
factors. Oneisthe actual cost of providing the service. How much staff time
isinvolved? Again, therearelikely to bereal coststhat may not beimmediately
apparent. If the center alows, and even encourages peopleto usethe collection,
how much staff time must be devoted to explaining how to locate materials,
orienting users to the files, demonstrating how to search on a computerized
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database, responding to questions, printing out the results of a computer
search, or locating and re-shelving material s the patrons browse through? Or,
if the center has a circulating collection, how much staff timeis consumed by
checking out and retrieving materials that are borrowed? What is the volume
of materialsthat need to be reshelved or that are never returned and/or otherwise
lost? Is there special equipment the center needs to have on hand to
accommodate users? For example, does the center need a separate computer
terminal or photocopy machine designated for clients? Recognizing that there
arereal costs, centers may want to consider categoriesof clients, differentiating
between those they have been established to serve versus those affiliated with
other groups. Centers may well wish to distinguish between staff of a for-
profit treatment program versus personnel of alocal, not-for-profit community

agency.

Another important item in considering fees is the cost of collecting and
processing monies. Do people pay as they go? Is prepayment required on
orders? Or, must the center generateabill, send it out, and deal with collection
issues? Arethere some regular usersfor whom the most cost-effective way to
handle fees is to send out statements on a quarterly basis? If so, it may be
useful, so asto avoid later misunderstandings, to designate amaximum amount
that can be charged.

Types of User Fees. Typically there are different kinds of fees that a center
may charge which reflect different types of services. One obvious areais a
chargefor materials, such asafeefor resourcelists, or amailing and handling
feeevenif the materialsthemselves are free. There are also feesthat might be
levied for specialized professional services, such as conducting specialized
literature searches or responding to aspecial information request. 1n establishing
feesfor these services, themagjor item to consider isthe personnel timeinvolved.
Some centers have apolicy of responding to questionsthat can be answered in
15 minutes or less without charge. However, depending on the volume of
such requests, suchindividual small services can add up and reflect asignificant
amount of staff time. The center definitely benefits from the time invested in
responding to users. That is, without adoubt, the most effectiveway of learning
what the interests of users are and how well the center’s materials respond to
those interests. The center also learns of the need for new kinds of materials
and may wish to assembl e information packetsfor frequently asked questions.
The packets, pre-assembled, can be handed out with a minimum of effort.

The abovediscussion serves primarily asbackground on the kinds of questions
a center needs to answer as it considers the matter or fees, cost recovery, and
income. Beyond books on thistopic, a source of assistanceis other centers, as
well as administrative and fiscal personnel within one’s own host agency.
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Herring MY . Organizing Friends' Groups : A How-To-Do-It Manual
for Librarians. New York: Neal-Schuman Publishers, 1993. ISBN

1555700624. 144pp.
Includes chapters on preparing for and organizing an advisory or friends' group, setting up
programs and annual events, and developing public relations activities. Bibliography.

Sherman S. ABC'’sof Library Promotion. 3rd edition. Scarecrow Press, 1992
263pp. $29.50

Barber P, Crowe L. Getting Your Grant : A How-To-Do-It Manual

for Librarians. New York: Neal-Schuman, 1992. $35

Shaver M. Public Funding Resourcesfor Alcohol and Other Drug Programs.
Piscataway, NJ. NJ Alcohol/Drug Resource Center & Clearinghouse, 1993.
$14.95. Phone: 908/932-0787.

Useful to those seeking public funding for alcohol/drug education and prevention. It includes
information on —

1) How to access federal grant funding programs 2) Currently active programs and contact
sources

3) Listings for both activity and research programs

4) Understanding and using the Federal Register

5) Using the Catalog of Federal Domestic Assistance.

Koenig MED. Budgeting Techniquesfor Librariesand Information Centers.
New York: Special Libraries Association, 1980. 71 p. ISBN 087111 278 7.
Currently available as a reproduction of the original edition.

A handbook for the budgeting process from the perspective of planning and justifying the
library’ s future operations.

Center for Substance Abuse Prevention (CSAP). Substance Abuse and Men-
tal Health Services Administration. CSAP’s Foundation Resource Kit.
Rockville MD: National Clearinghouse for Alcohol and Drug Information
(undated).

3 audio tapes and aloose leaf notebook. Includes useful information for those charged with
accessing philanthropic organizations- grant proposal development, selection of organiza-
tions to approach and bibliographies.
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