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Programs
Our current programs are as follows:

· Video Training Program

· Currently offer approximately 15 different classes, for a total of approximately 200-225 classes yearly, serving 600-700 students (many repeating).

· 95% (302 of 317) of current members have taken classes.

· Classes offered in all equipment we have available for use.

· Guiding philosophy has been general,  basic “how not to break it” training.

· Very little follow up in seeing that training and skills are absorbed--  it’s a “sink or swim” approach.

· Facility/Equipment Use Program

· In a typical year, we will check out 1200-1300 pieces of equipment.

· By far, cameras are the most popular checkout item with over 500/year.

· Between 60-70 of our members check out equipment each year, amounting to about only 20-25% of our membership.

· Only 26%  (82 of 317) of current members have ever checked equipment out or used the facility. 

· In the last fiscal year, there were approximately 12,000 hours of facility and equipment usage hours.

· Productions for Hire program

· Over the past several years, Community Television has begun to increase the number of productions for hire it does.

· Productions for hire include events we are asked to cover, special studio productions we do for non-profit organizations and local governments, public service announcements for local government and some non-profits, and non-profit mini-documentaries.

· Last FY we covered approximately 70 community events, did 6 studio productions for hire, and 3 mini-documentaries.  We were paid for 73 productions.

· The payments we generally receive are not market rate and they do not always cover our costs.  This is not a money making enterprise but it could be if we priced things that way.

· Launched last fall, our mini-documentary program provides a low cost way for local non-profits to get the word out about their organizations.

· Public Service Announcement Program for Non-profits

· Community Television produces public service announcements for local non-profits free of charge on a first-come first-served basis.

· PSAs are produced in the studio once a month.  When we have an intern available they sometimes produces PSAs shot in the field.

· Community Television produces 30-40 free non-profit PSAs per year.

· Fiscal Sponsorship Program

· Community Television offers fiscal sponsorship to organizations doing work that supports our mission.

· Our fiscal sponsorees can raise funds and apply for grants under our non-profit umbrella.

· Community Television provides administrative support and takes an adminstrative fee of 7.5%. 

· Public Affairs/Community Service Production Program

· Community Television produces three studio talk show programs as a service to the community – Community Express (Monthly), Latinos Al Dia (8 times/year), and What’s Happening In Education (6  times/year)

· Epicenter, a video news magazine, was launched in FY 07-08.  Two episodes have been produced.

· About $14,000 is allocated toward this type of production for FY 08-09.

Programming Trends

My general sense is that the trend in public access here at Community Television is toward a smaller number of producers submitting programs.   Only 27% (87 of 317) of members have ever submitted programming.  The majority of programming is coming from other sources.

The revolution in on-line video has had the effect of lowering the number of videos we receive.  Because of YouTube and other similar services, we are no longer the only game in town.  Getting a program up on YouTube is frequently the route that local producers take, particularly the more technologically savvy.  This allows them quickly showcase their work and find an immediate audience that is trackable.

Another trend is towards programs being produced by those who own their own equipment.  Editing and graphics capabilities have expanded exponentially, allowing the average person to produce high quality video in the comfort of their own home. 

Audience

There is a potential audience of 71,000 households in Santa Cruz County.  We do not have any hard data on who is watching.  Anectdotal evidence suggests that Santa Cruz City Council meetings and Democracy Now are our most popular programs.

One thing to consider when thinking about audience is that the way people are watching television continues to change.  The rise of video delivered via the web to computers and cell phone means that people can watch television when they want and how they want.  “Appointment television”, or the idea that you sit down to watch a program at a certain time, is no longer the dominant mode.  DVRs have made it much easier for people to record programs and watch them when they want to.

More and more of our future audience will be watching television through mediums other than cable television.  This is a reality we must face.

Trends in Community Television Programs and Programming

What is happening in Santa Cruz is happening all over the country, so the trends tend to match.  

In terms of what I’ve seen from other stations when it comes to trends in programs and programming, I would say that Community Television is somewhere in the middle.  We are not on the cutting edge, nor are we mired in the past.

One trend in video production training I think is worth noting is a move towards classes that are more project-based and more focused on building production skills (editing technique, how to tell a story, etc.) than on training in specific technologies.  The technologies always change but skill in telling a good story never does.  Project based classes gives learners the whole picture rather than just bits and pieces.  This is a direction I think we definitely could and should move in.

The big trend affecting our equipment/facility program is the fact that many people don’t need us anymore.  High quality video equipment is vastly more affordable than it used to be.  Equipment used to be the main draw for the community.  Those days are long gone.  This is still an important service to provide but the number of people accessing it will continue to dwindle. 

There is also a trend towards community television stations doing production for hire as a revenue source.  The Media Center in Palo Alto is one example.  Grassroots TV in Aspen, Colorado is another.  As funding sources shrink, this trend is becoming more prevalent.  This hasn’t been a major revenue source for us but it could be.

The big trend in programming has to do with delivery.  For the most cutting edge stations, cable television is viewed as just one of many ways to deliver programs.  There is a lot of experimentation going on.  Many stations are streaming their channels, and some even offer programs on demand.  Many, like Community Television, use BlipTV to offer short low-quality programs on their websites.  No clear model has approached and the technology has produced mixed results.  

Key Challenges with Programs/Programming
· Key Challenges with Programs

· The world has changed--  people have their own equipment and don’t need us to produce programming.

· The world has changed--  people access television differently and we are wedded to a cable-model. 

· We’re not set up to be a professional production house so expanding production-for-hire and making it profitable would be challenging.  Also, much of our production has been for non-profits and they don’t have the budgets to pay full-freight.

Finances

PEG Obligations

Community Television has a contractural agreement with the City and County of Santa Cruz, the City of Capitola, and the City of Watsonville to provide public, education, and government television services in Santa Cruz County.  The agreements with Capitola and the City and County of Santa Cruz are more or less identical in scope while the contract with Watsonville is less ambitious in scope.  In general, as part of these contracts, Community Television is obligated to provide the following:

· Manage and operate the public, education, and government channels

· Operate a Community Access Center (Video Production Facility) open at least 40 hours per week.

· Provide for equal access

· Develop operating policies and procedures for equipment and facility use.

· Provide training to residents of Santa Cruz County and education and government employees who work in the County

· Provide for playback/cablecast of all programs on the PEG channels

· Provide for maintenance of all equipment

· Support special needs ground in production through training and other means

· Actively promote the use and benefit of PEG channels and production resources to cable subscribers and the public

· Have outside entity conduct a Triennial Review of Community Television services every three years

· Submit an annual report by Sept. 15th each year

Revenue

Approximately 88% of current revenue (based on most recently completed FY) comes to us in the form of PEG fees mandated by our contracts with the City of Capitola, and the City and County of Santa Cruz.  PEG fees are set based on the basic cable rate so they have risen gradually over the years.  Currently PEG fees are .64 per subscriber per month for Charter areas (Capitola and some unincorporated areas) and $1.29 per subscriber per month for Comcast areas (City and County of Santa Cruz). 

The next most significant source of income is from production related activities, which was about 7% of our income last FY.  Production income includes anything we made from production activity (government meetings, mini-documentaries, event coverage, studio production for hire) and related actitivities (DVD sales, etc.).

Here is a visual representation of Community Television income from last fiscal year.
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Business Model
As you can see, our current business model is based almost entirely around funds we receive by contract from local government.  This has been the business model since Community Television was founded.  Given the fact that funding in the future is likely to be reduced, it would be prudent to develop a business model that is not so dependent on PEG fees.  As I see it, the most likely sources of income with a new business plan would include:

· Production Income – develop a more professional production capacity and increase work-for-hire income
· Business Underwriting--  because we have the potential to reach many people, this could be developed into a significant source of income
· Annual Campaign--  we need to develop an annual campaign that solicits larger donations from supporters.
· Increased Membership--  expand membership beyond the traditional production-oriented individual
· Other fee for service activities--  if our funding is eventually reduced, other fee for service activities, such as training could be developed into more profitable ventures
Expenses
Last FY, Community Television had a budget of $735,000.  Actual expenses were approximately $683,513.  This figure does not include rent of $99,360, which is paid directly by the County of Santa Cruz.

Expenses for the organization generally break down along these lines:

· Wages – 58%

· Payroll Taxes/Workers Comp – 5%

· Health Benefits – 10%

· Pension – 2%

· Equipment Maintenance – 5%

· Other Operating Costs--  20%

Here is a visual representation of Community Television expenses:
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Current Budget
In general, our current budget mirrors the percentages of income and expense detailed above.  The overall budget, however, is larger than in previous years due to an expanding payroll and increased health care costs.  Estimated income from PEG fees is higher this year than in previous years, and this has helped us meet expenses.  In future years high payroll and health care costs may become a bigger issue as PEG funding decreases.

Trends in Fundraising and Other Non-PEG Income Strategies
The trends in non-PEG revenue generation for Community Television stations generally mirror the business model ideas detailed above.  Fee for service production work takes years to develop but it holds promise.  Underwriting is another source of income that many stations tap.  New revenue sources like these take years to develop, so if we’re going down that road we need to start soon.

Key Financial Challenges
The key financial challenges Community Television faces are:

· Dependency on PEG fees leaves us vulnerable if and when our funding is reduced

· There is no history of fundraising here--  the PEG fee cash cow has left us with minimal capacity in this area

· We are drowning in a sea of non-profits.  Are we ready to enter the competitive world of non-profit fundraising?

· We have significant equipment costs that we have not prepared for.  How are we going to be able to stay on top of changes in technology on a limited budget?  We need to start budgeting for our depreciation.

Staff, Volunteers and Infrastructure
Staff and Volunteers
Currently we have a staff of 20:

· 5 full-time staff members

· 16 part-time staff members

· Relatively high number of staff members is due to the nature of production, the more production work you do, the more people you need

· From a management standpoint, having less people working more would be desirable

Volunteers:

· We have a small core group 30-40 members who volunteer on productions

· We don’t have a formal  volunteer program and this is a definite weakness


 

Infrastructure
Facility:

· We currently operate a facility at 816 Pacific that contains 4,492 square feet of leased space.  There is an additional 1,035 square feet upstairs that is not on our lease that we have developed partial use of with the blessing of our landlord.  The space includes a 900 square foot studio.

· Our lease expires at the end of 2009 so there is a decision on location looming ahead of us.

Equipment:

· Compared to many Community Television stations we are well equipped technically.

· Pluses—editing systems have been upgraded to Mac Final Cut Pro and iMovie, checkout cameras are all new within two years, studio is now all digital recording, we have a modern remotely programmable playback system, we have good well-functioning production tools for members and stuff.

· Minuses--  We are way behind the curve when it comes to digital video and high definition.  Technology is changing rapidly and much of our technology is based on developments from the 1990s.

· Strongly recommend that we budget for equipment replacement.

Trends:

· There is an emerging trend (introduced by Denver Open Media) to use new technology to reduce staff hours spent on things like encoding video and program channels.  Denver Open Media has what they can an “ingest station” where members upload their own video into the system.

· Move towards creating a “digital workflow” that cuts down on the time spent creating programs digitally.  Examples of this include recording to digital hard drive and send programs directly from editing stations to the playback system.

· Many stations are moving towards high definition and digital equipment.  In a few short years our equipment will be obsolete.

Key Challenges:

· Keeping with the latest technological changes is expensive.  How are we going to manage this in the current climate? We don’t want to be left behind.

· Our lease is expiring at the end of next year.   If we want to move, how will we manage that?  If we want to stay, will this space be viable for us long-term?
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