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1. Leadership and Membership
Members

	Name
	Institution
	Role

	Laurie Blandino
	CARLI
	Chair

	Stefanie Bluemle
	Augustana College
	Member

	Margaret Chambers
	CARLI
	Member

	Marlee Graser
	Southern Illinois University Edwardsville
	Member

	Michelle Haake
	CARLI
	Member

	Dennis Krieb
	Lewis and Clark Community College
	Member

	Megan Pearson
	CARLI
	Member

	Devin Savage
	Illinois Institute of Technology
	Member

	Nicole Swanson
	CARLI
	Member




2. Purpose and Background
The CARLI Advocacy Task Force was established by the CARLI Governance Board at its September 2025 meeting, with the final charge approved at the December 2025 meeting. The task force was convened in response to the June 2025 board discussion following the disruption to IMLS funding, which surfaced broader questions about how CARLI and its member libraries communicate their value to decision-makers at the campus, state, and national levels.

The task force is intentionally time-limited. Its charge is to identify initial goals, recommend priority activities, and propose strategies and partners for advancing advocacy work.

Charge
Review the “Advocacy” section of the CARLI Strategic Plan with the goal of making progress on the goals (see goals a and b below):

1. Establish and communicate the value proposition for academic and research libraries in Illinois
1. Document the value that CARLI creates; articulate to policymakers and legislators how CARLI provides value to the State of Illinois and why it is a good investment of taxpayer dollars
1. Measure return on investment of services/programs to ensure that financial resources and staff efforts are focused on identified priorities
1. Identify CARLI success stories; furnish information to stakeholders and policymakers
1. Work with accreditation bodies to include library standards and metrics as part of the institutional review process
1. Provide opportunities for sharing information among the membership about funding successes and challenges
1. Organize and facilitate innovative member conversations, including conversations about DEIA

Activities for the Task Force to Consider
1. Develop a surveying/feedback strategy for help in capturing user stories to use with audience specific message by CARLI and in templates for libraries.
1. Identify specific audiences and useful stories/data points.
1. Develop infrastructure for centralized, statewide data collection (IPEDS/ACRL stats).
1. Review sites such as the Orbis Cascade Alliance site, Alliance Advocacy Framework Orbis Cascade Alliance, for possible inclusion/adaptation for CARLI.
1. Consider the statements from the June 2025 board meeting. How might these inform the work of the task force?
11. The library promotes scholarly belonging. It’s a place of exploration and learning.
11. Libraries help contribute to students’ sense of belonging.
11. The library is a non-judgmental, academic space where students can ask questions freely. We talked about empathy and understanding that library staff exhibit.
11. Library staff members contribute significantly to retention and graduation. We know that libraries help students get better grades.
11. We help students become content and idea creators.
11. Citizens today need critical thinking skills. Libraries can help with that.
11. Imagine a world WITHOUT libraries – what would that look like and what would be missing?

Timeline
A full report due to the CARLI Board at their June 2026 meeting.

Scope of This Report
This report addresses advocacy at two levels:

1. Member library advocacy: Supporting individual CARLI member libraries in communicating their value to their own campus administrators, accreditors, legislators, and other stakeholders.
1. Consortium advocacy: Supporting CARLI’s ability to communicate its own value as a statewide resource to the University of Illinois System Office, the Illinois legislature, the Illinois Board of Higher Education (IBHE), and other decision-makers.


3. Key Findings
The Advocacy Landscape
Through review of existing frameworks and toolkits, the task force identified the following conditions shaping CARLI’s advocacy context:

1. Advocacy is not a one-time project. Multiple consortia nationally are working on this simultaneously. CARLI is well-positioned to share and benefit from cross-consortial learning, particularly through ICOLC.
1. No existing toolkit fully meets CARLI’s needs. Resources from ACRL, Orbis Cascade, ALA, and others offer useful components.
1. Audience specificity is needed. Provosts and chief academic officers respond to ROI data and student success metrics. Legislators respond to individual user stories. Accreditors require standards-based arguments. Faculty require a different framing entirely. A single generic tool will not serve these audiences.
1. Member libraries need support not just in gathering data but in translating their work into language that resonates with non-library audiences. Outside communications expertise may be needed.
1. Accreditation is an active risk. The removal of library-specific language from HLC accreditation criteria, however well-intentioned, is resulting in libraries being absent from institutional assurance documents in practice. This trend is replicated across multiple regional accreditation bodies and requires proactive advocacy.

Resources Reviewed
The task force reviewed the following existing resources. This list will be expanded into an annotated bibliography (see Priority 1).

	Resource
	Notes

	Kate McDowell – 
Data Storytelling Toolkit (U of I Urbana-Champaign)
	IMLS grant in FY21, toolkit website launched in July 2024. Well-constructed; walks through scenarios and story examples. Somewhat public library-focused but transferable to academic context.

	Orbis Cascade Alliance Advocacy Framework
	Site last modified February 2025. Useful for governance structure and prompting questions. Action planning template (Vision / Needs / Messages / Responsibility / Timeline).

	ACRL Libraries Transform Toolkit
	Developed circa 2017. Included template materials (posters, flyers). Some work absorbed into the ACRL Value of Academic Libraries committee.

	ACRL Academic Library Advocacy Toolkit
	Most current ACRL resource in this area. More topic-oriented than template-oriented; points to other resources rather than providing ready-to-use tools.

	ACRL Standards for Libraries in Higher Education
	New edition recently released. Comprehensive list of library activity areas. Useful reference for scope of what libraries do.

	ILA Ready, Set, Advocate
	Most current ILA resource in this area. Primarily public library-focused. Includes adaptable templates. Value in identifying components applicable to academic library contexts.

	ALA Advocate’s Toolbox
	Most current ALA resource in this area. Intended for both library workers and library advocates. Includes resources for advocating for funding, with state legislature, and for civic engagement.




4. Priority Recommendations
The task force identified four priority areas for the board’s consideration. The first three are recommended as focus areas for ongoing work. The fourth is identified as an important adjacent area that should be tracked.

	#
	Priority Area
	Timeline / Status

	1
	Annotated Resource Bibliography
A curated, annotated list of existing toolkits, frameworks, and scholarly literature organized by institution type and audience.
	Short-term; in progress

	2
	Data Infrastructure
Library data and peer benchmarking capacity to support advocacy at both the member and consortium level. Tied to ACRL Benchmark implementation.
	Ongoing; dependent on Benchmark procurement timeline

	3
	Member Library Advocacy Toolkit
A modular toolkit to help member libraries gather success stories, identify audiences, and craft audience-specific messaging. Developed in phases.
	Long-term; recommend beginning with module 1 (story-gathering framework)

	4
	Development and Advancement Connections
Connections to institutional advancement and fundraising communities as a source of communications expertise and best-practice materials.
	Long-term



Priority 1: Annotated Resource Bibliography
The task force identified a concrete near-term deliverable: a curated, annotated bibliography of existing advocacy toolkits, frameworks, and relevant scholarly literature. This resource would serve both the task force’s own work and member libraries seeking starting points for their own advocacy efforts.

Proposed Organization

1. Section A: Consortium and statewide advocacy frameworks (Orbis Cascade, PALCI, peer consortia)
1. Section B: Member library-level toolkits (ACRL Library Transforms, ALA Ready Set Advocate, McDowell Data Storytelling Toolkit)
1. Section C: Audience-specific resources (administrator communication, legislative advocacy, accreditation)
1. Section D: Scholarly literature on administrator and provost communication preferences

Priority 2: Data Infrastructure
Reliable, comparable data is foundational to all advocacy work. Two developments shape this priority:

1. IPEDS Academic Libraries Survey data is not available going forward, creating a gap in the national data infrastructure that many member libraries relied on for peer comparisons.
1. CARLI board has approved funding for a subscription to the ACRL Benchmark Service for all interested member libraries (minimum two years). Procurement is currently in process, pending resolution of accessibility review requirements. Implementation is expected to begin at the start of the next fiscal year.

The task force recommends that data infrastructure be a named priority in the board report, with the following components:
1. Complete ACRL Benchmark procurement and support member onboarding.
1. Develop a CARLI-specific facet or filter within the Benchmark tool to enable statewide and consortial data views. This is in progress with ACRL.
1. Assess whether additional data capacity is needed beyond Benchmark, particularly for aggregating member library stories and qualitative evidence.

Priority 3: Member Library Advocacy Toolkit
A full advocacy toolkit of the scope discussed cannot be completed within the task force’s current timeline. The task force recommends a modular approach that allows components to be developed and released incrementally.

Proposed Modules

1. Module 1: Story and Data Gathering Framework. Structured process to help member libraries identify what they want to accomplish and select appropriate methods (surveys, focus groups, interviews). Branching design: advocacy/marketing track (lighter weight, avoids IRB triggers) and research track (for institutions choosing more rigorous methods). Includes ready-to-use templates.
1. Module 2: Audience-Specific Messaging Guide. Framing guidance for key audiences: campus administrators (ROI and student success data), legislators (user stories and statewide impact data), accreditors (standards-based evidence), college/university boards (accreditation standing, cost efficiency, and mission alignment), and faculty.
1. Module 3: Storytelling and Distribution. Guidance on translating data and stories into compelling formats for non-library audiences. Builds from the McDowell Data Storytelling Toolkit. Includes examples of high-quality advocacy materials from peer institutions.
1. Module 4: CARLI Feedback Loop. Mechanism for member library stories and data to flow back to CARLI for use in consortium-level advocacy. Critical to ensuring the toolkit serves both member libraries and CARLI’s own value proposition.

Design Considerations

1. Account for the full range of CARLI member types: community colleges, private institutions, research universities, and special libraries have different obligations and threshold requirements.
1. CARLI’s role in supporting member libraries should be visible but not undermining of member libraries as primary service providers.

Priority 4: Development and Advancement Connections
Institutional advancement and fundraising communities including the Academic Library Advancement and Development (ALADN) represent a source of high-quality advocacy and communications materials. When institutional advancement offices are involved in producing library advocacy materials, production quality and audience resonance improve significantly.

This area does not fall squarely within the task force’s current charge, but the task force recommends that it be tracked and potentially assigned to a future advocacy committee. In particular, the idea of pooling resources across consortia to hire outside communications expertise merits further exploration.


5. Recommended Structure for Ongoing Work
The task force recommends that advocacy work at CARLI be treated as ongoing. The following recommendations address how this work should be structured after the task force completes its initial charge.

5a. Continue the Task Force through June 2027
The task force recommends that the board extend the work of the Advocacy Task Force through June 2027, with the potential to establish a standing Advocacy Committee pending a review of the Advocacy Task Force progress over the next year. The task force’s experience suggests that a defined scope and set of concrete deliverables rather than a broad open-ended charge will be essential to the committee’s effectiveness.

Proposed committee scope:
1. Develop and maintain the member library advocacy toolkit (Priority 3), releasing modules incrementally.
1. Monitor the advocacy landscape and make recommendations to the CARLI board on emerging issues requiring consortium-level response.
1. Coordinate peer sharing among member libraries on effective advocacy practices.
1. Maintain the annotated resource bibliography (Priority 1) as a living document.
1. Other topics that arise

5b. Staffing/Consultant Considerations
The task force recommends that the board consider engaging a consultant to help launch this advocacy work. A consultant engagement could be scoped to a defined deliverable, and potentially be structured as a cross-consortial effort shared with ICOLC peer organizations.

A consulting contract could be scoped to develop the foundational member library toolkit, conduct an environmental scan of peer consortia efforts, and/or facilitate a cross-consortial planning session.

The task force also identified two longer-term staffing directions for the board’s consideration in future budget cycles:
1. A data analysis or assessment-focused position, to aggregate and interpret advocacy data across the membership
1. A communications or marketing-focused position, with expertise in translating library work for non-library audiences; depending on scope, this could also be structured as a contracted or shared role across consortia


6. Accreditation
The task force identified accreditation as a distinct advocacy challenge that warrants its own attention.

Recent changes to HLC accreditation criteria removed library-specific language, with the stated intent of making standards more flexible and less prescriptive. In practice, however, member libraries report that this is resulting in their exclusion from institutional assurance documents not because reviewers are hostile to libraries, but because the structural prompts that previously ensured library inclusion are gone.

This trend is not limited to HLC. Cross-consortial discussions suggest similar dynamics are playing out across multiple regional accreditation bodies.

Recommended Actions
1. Map which regional accreditation bodies apply to CARLI members and identify where library standards language has been reduced or removed.
1. Connect with accreditation contacts at member institutions to understand how the changes are playing out in practice.
1. Engage with ACRL and ALA on national-level advocacy with accreditation bodies.
1. Consider whether CARLI should formally adopt an advocacy position on accreditation standards, consistent with the model used for the “Free Speech Needs Free Libraries” statement.
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