Notes

Community Television of Santa Cruz County (CTV)

Strategic Planning Committee

October 27, 2008

Present:  
Tess Fitzgerald, Alan Pagano, Kathy D’Angelo, Joyce Anderson, John Patterson; Diane Brown, consultant; Michaela Hayes, trainer

Workshop:  
Strategic Thinking
 

Objective of session: (See Agenda.)

As a group, develop skills in strategic thinking by engaging in a strategy formation session: 

· Review present and future business model (customers, services/ programs, service areas, financial model)

· Understand CTV’s market and market position/niche

· Clarify CTV’s identity and branding

· Review and discuss major current questions facing CTV (per October 9 meeting)

· Develop work plan to address these, including tools to use on an ongoing basis for strategic thinking (ability to think and act strategically on an ongoing basis) and strategy formation 

Outcomes of session: 

· Address issues/challenges in support of the longer range planning of the strategic planning process

· Obtain structure and tools for ongoing process for strategic thinking and strategy formation

Overview of session

1) Start by developing CTV’s “identity statement”: 

· Mission & Impact (drawing on current mission statement)

· Who (customers)

· What (services & programs)

· Where (geographic area served)

· How (financial model: how CTV is financially viable)

· Trends that impact the current and future business model

· Competitive advantage: What makes CTV different? What is its unique value to its customers / stakeholders? 

Customers + Services & Programs + Geographic Scope + Financial Model = Business Model 

2) Consider the current business model and future business model: 

· Who will we serve? (What might be different from current situation? Who will we not serve? [if applicable])

· What services / programs will we deliver? (What will we not offer? What will be different from current situation?)

· Where will we offer these services/programs? (geographic scope) (Where will we not offer services/programs? What will be different from the current situation?)

· How will we be financially viable? (What funding will we seek? Is there funding we will not seek? What will be different from the current situation?)

3) Consider trends and how these will affect the future business model. 

4) Consider other organizations (competitors, partners). What are their strengths? What are our strengths? 

5) Identity statement =  CTV’s branding; consistent message about who CTV is

6) Critical issues (“big questions”): identified in Strategic Planning Process

7) “Strategy Screen”: use for decision-making; deciding which strategy to implement to address the critical issue

8) Identify / develop strategies to address the critical issues. 

Determine what needs to be done in order to implement the strategies: What else do we need to know? Conduct market research (gather information) to “test” the identity statement and proposed strategies. 

Mission Statement 
The mission of Community Television of Santa Cruz County is to strengthen the spirit of community and enrich individual lives in Santa Cruz County by fostering communication through television and other electronic media.

Values 
· Promote free speech

· Foster diverse points of view

· Recognize community diversity

· Help people find their own voice

· Emphasize community

· Encourage communications

· Create opportunities

· Expand educational access

· Promote participatory democracy

· Provide public interest programming

· Promote viewership

· Encourage artistic expression.
Customers

	Current Customers: 

Who do we serve now? 
	Currently not serving or only serving minimally
	Future Customers: 

Who do we want to serve?

	Cable TV viewers: Anyone subscribing to cable = 71,000 households; this is the potential, but we don’t know how many watch CTV

Website viewers: Anyone who watches our programming on our website (Note: Some programming is on the website.) 

Public, Education and Government (PEG) entities in Santa Cruz County (bulk of funding comes from PEG)

Some local police and fire, health agencies

Nonprofit organizations: Many repeat customers but many not served because they don’t have funds for production. (There is usually a charge for producing PSAs. CTV offers some free services for PSAs.)

Also, serve local performing arts community members who want to record a show.

Members: Some support CTV because they support the mission and organization. Many are members because they want to support a friend who is a producer (to volunteer, must become a member).

Businesses: Some (a few) are members. Businesses watch CTV because it serves as a barometer: helps them know what’s going on in the community. But we don’t know how many watch CTV.  


	Youth: Anyone born after 1985; we lack content that appeals to this population and we don’t have much on the Internet (on our website). Technology (YouTube) is making it easy for kids to do it themselves (make videos) at low-quality level. They are interested in being on the web, not TV.

Latino community: People who have Spanish as their primary language. There is no educational or public programming in Spanish; lack of bilingual staff; a few programs in Spanish.

Those who depend on the Internet as their primary media source. CTV does not have streaming video. 

Few services to schools K-12; a few more services to 4- and 2-year colleges, but not much.

Public health agencies: Could do more with health departments.

Businesses: “We have mostly turned our back on the business community”: CTV doesn’t do a lot with the business community. (See below: Need to find out how much we can do, based on PEG requirements and nonprofit status.)

	All of our current customers, and expand in the following areas:  

Cable TV viewership: We would like to increase our viewership among cable subscribers. 

Business involvement: Businesses are interested in putting our coverage of them on their websites. Business sponsorships are a potential source of income. Need to expand local business involvement; look for how they can benefit from their support of CTV.

Web viewers (not serving well)

Youth 

Spanish-speaking community: This is a social justice issue for this county. We have an obligation to expand services to the Latino community. 

This ties to our mission statement:  we could really help to “strengthen the spirit of community,” bring different constituencies together.

To make this a reality, need more diverse producers, staff, and trainers. Need to address transportation issues: geographic barriers (real and perceived) between different communities; this limits access to studio. 

Increase services for nonprofits  




Demographic information

Background information on the demographics of the county was reviewed. (See separate document.)

Summary of demographic data: The Hispanic/Latino population is growing as a percent of the total population. The Department of Finance projects that by 2010 the Hispanic
 population will be 36% of the total population of the county. It will comprise a majority (54%) of the population under age 20 and 39% of the population age 20 – 34. There are differences in demographics between the two major cities in the county: Santa Cruz and Watsonville. Specifically, Watsonville has a younger population, a large Hispanic/Latino population (75%), a large portion of its population age 5 or older speaks a language other than English at home, and the median household income is lower.   

Programs and Services

	Current Programs / Services: 

What do we offer now? 
	Currently not offering or only offering minimally
	Future Programs / Services: 

What do we want to offer?

	Complete video production studio and field training

Public affairs /community services production

Classes and workshops

Access to equipment and production facilities
Services to nonprofits: PSAs and mini-documentaries. Charge and also offer some free public service announcements.

Coverage of lectures
Coverage of community events 

Coverage of nonprofits’ events

Education

Government – current broadcasting is very popular

Fiscal sponsorship of two film festivals (we break even or may lose money on this) 

Productions for hire – events, mini-documentaries


	Youth programs: e.g., summer programs, enrichment programs

Not doing a lot in the schools. 

Note: We don’t do enough publicity / marketing to raise awareness of our programs and services. 


	We could do more production for hire and training, especially if we had more volunteers. We could expand our revenue from this. (See Funding discussion notes below.)
We could cover more local news.

Youth sports. Comcast has sports, but not local youth sports. 

We could expand project-based classes and weekend workshops.

We could offer fee-based youth summer and after school enrichment programs. 

Expand into South County. (Note: This is a geographic expansion: it means increasing our presence, allowing us to serve more community members; also an expansion of our programs and an increase in our programming in Spanish.)

We could expand our hours to accommodate people who need more evening and weekend hours. This would allow increased access to equipment and production facilities. 

We could do a lot more in the schools. 

Not want to do more of: We don’t want to do more fiscal sponsorships, but we want to continue the ones we have.


Geography

	Current Geography 

(service area): 

Where do we now offer services / programs? 
	Geographic areas currently not serving or only serving minimally
	Future geographic areas served: 

Where do we want to offer services / programs?

	We offer programming to the entire county, but we are limited by where people subscribe to cable. 

Most customers are in the City of Santa Cruz and in North county in general. 


	Watsonville doesn’t have as many on cable; Charter Cable is the provider, but they aren’t making the area very cable accessible.

To reach Watsonville, will need to work with Charter and also be on the Internet. 

Due to our physical location, we are not as easily accessible to residents of south county. 
	Trends: Our future geographic scope will be determined by a variety of factors: 

· AT&T as new cable provider could make us much harder to find

· Decisions by cities dramatically affect our viewership

· New state franchise law could allow companies to void current contracts.  

In sum, it is an uncertain landscape. 

We want to serve the entire county: this is our mission. We need to secure the PEG contract to do this, plus get other cable contracts, expand in other cities in addition to the City of Santa Cruz. 

We will be able to serve the entire county if our programming is available on the Internet: our geography becomes “virtual” - only limited by our ability to put programming on our website. Internet allows us to serve people who don’t have cable. 

Why go on the Internet? (especially since it isn’t limited to Santa Cruz County)

· It offers archived programs on demand

· There is a strong trend of everyone going online

· It offers a wider audience to see member productions

· Being online provides more value to our customers

Schools: Internet access in every classroom. There may be an opportunity to provide production training onsite in schools or after school HS; i.e., similar to ROP. (Note: It’s not known how much ROP offers.). This would increase exposure of students to CTV. Schools can’t internally staff video classes because of budget, but might contract for this. CTV could train school staff or could provide training for a fee. Schools hire out professional videography needs; instead, could hire CTV.


Funding (See also John’s Briefing Paper.)

	Current Funding Sources


	Funding Sources we do not have or that are only a small portion of our funding
	Future funding sources

	· 88% of current funding comes from PEG fees: from the government franchise agreement

· 8% comes from production fees

· Other 4% = membership fees (<1%); classes (1%); interest income


	Memberships

Sponsorships

Classes (fee-for-service)


	Trends: PEG – strong potential to decrease (perhaps not until 2014, but could drop by a third). Since this is the large majority of CTV’s funding, this is a concern for future viability and sustainability. 

Future additional income possibilities: 

Production for hire beyond current nonprofit customer base; for business.
Note: Need to check to see if it goes against mission and regulations that prevent a “call to action” ad.

Video training films for sale by local businesses: This would also provide experience for interns and volunteers.

Rent our studio with or without paid staff; production facility and equipment for hire.  

Production of commercials or web content for businesses. Note: Need to check regulations to see if 100% of productions must air or just 88% (that is, is it tied to the % of funding that’s from PEG?).

Sponsorships and underwriting (PBS model)

Potential to expand PEG in Watsonville, Scotts Valley, and Capitola: especially if providing new improved value to customers, i.e. services to Latino community. 

New civic center in Watsonville and Mello Center: There may be need for more broadcasting of events at these venues.

Serve as aggregator of local content (other CTVs are doing this) – as a way for people to put their content on our website.


(Tip for developing strategic thinking capacity: Review funding analysis worksheet periodically and analyze revenue and expense by program

The funding analysis worksheet provides an easy-to-understand way for board members to quickly understand the funding situation of your organization. Review it periodically (such as, once every six months: for what’s changed; every year as part of annual planning process). Also, analyze your programs/services and compare revenues and expenses: Which programs/services are “money-makers?” Which ones are “loss leaders?” Is there any action you need to take to adjust revenue/expenses to assure financial viability? 
Discussion of Competitors 

Note: This discussion helps reveal CTV’s competitive advantage or  “what makes it different/unique,” how it provides value. 

What makes us different? What do other organizations do well? What do we do well? 

Note: It is important to consider competitors by type of program/service.

Competitors in Production Training

· Cabrillo College

· UCSC

· High schools – ROP (Note: Need to determine how active ROP is at present.)
Competitors in Production for Hire – 3 top competitors

· Digital Media – For profit 

· Advantages: high quality equipment and production; script writing and actors; full production company

· Disadvantages: very expensive, can’t go live

· Comcast

· Advantages: Higher end equipment; have cornered local sports services (but not youth sports); script writing and actors; full production company

· Disadvantages: no studio, can’t go live
· Impact Productions

· Advantages: Very high quality productions (higher quality than ours), script writing and actors; full production company 

· Work focuses on: weddings, big documentaries, commercials

· Disadvantages: expensive, can’t go live

Other competitors

· Compass Rose 

· San Jose Public TV (but doesn’t really enter CTV’s service area)

· Latino programming: There are two competitors: 

· Univision Spanish programs – local Santa Cruz news, cooking

· Azteca Channel 19 – Note: Need to research this. Not sure whether this channel is local or not.   
(Tip for developing strategic thinking capacity: Know your competitors

Complete the Competitor Analysis worksheet. Don’t worry if you don’t get everything filled in. Fill it in over time as you learn more about the competition. Review as a group periodically, such as quarterly at staff and board meetings. Focus on what’s changed in the external environment since the last time you looked at the competition. Consider what you admire about the competition. What do they do well? Then consider: What does CTV do better than others? What could it do better than others to meet its stakeholders’ needs?

What else do you need/want to know about the competition? Make an action plan for how you will get this information. 
Competitive Advantages

What makes us different / Why we are needed / What is our value for the community?

Top advantages are in bold and are in a general order of most important (at top). 

· Local, community-based: Government / Education / Public access 

· Free speech venue: CTV has identity as being objective, transparent; offers public access

· Studio training and rental and staff

· Nonprofit organization, 501(c) 3: 

· Volunteers available for training and production: 30 – 40 volunteers now; could expand this; don’t have a volunteer program per se; would need more volunteers to expand

· We can go live

· “Monopoly” on government broadcasting

· Mobile unit

· Post on CTV website

· Can put on cable

· Less expensive than others who do production for hire

· Relationship with schools

· No commercials

Competitive challenge
· Content is king. People are interested in content more than brand. Little loyalty to CTV.

(Tip for developing strategic thinking capacity: Identify unique competitive advantage that stakeholders value and that is true for your organization

When thinking about CTV’s competitive advantage: Push yourselves. Focus on what is unique/different about CTV and that also meets a critical community need and is aligned with CTV’s mission. Some things may distinguish CTV, but may not matter to the community. Always think in terms of: What is it about CTV that makes us valuable to our community? If we weren’t here, what need would not be met?
Trends (See also John’s Briefing Paper)

Notes/comments are in parentheses. 

· Demographics of the county are changing:

· There is a growing youth population. (Need increased emphasis on youth; need to partner more closely with schools – this is an opportunity.)

· Latino population growing and is a young population; concentrated in south county, but growing throughout the county.

· Youth moving away from TV as a medium. (Need more content on Internet.)

· PEG income is expected to decrease. (Challenge)

· Production for hire potential. (Opportunity; need to train more volunteers to fully capture this opportunity.)

· Internet as a geography. (Need to address this; need more content on the Internet.)

· More attention to business, nonprofits (These are opportunities.)

· Equipment / Technology 

· Trainers will need to be trained on new equipment. (Technology is always changing; need to stay on top of this.)
(Tip for developing strategic thinking capacity: Trend Analysis

Trends are constantly in flux. Monitor trends (demographic, economic, political, environmental, etc.) on an ongoing basis. Set aside time (even just 15 minutes) at staff meetings and board meetings to discuss trends and their impact.

Critical Issues (See October 9th Strategic Planning Committee notes)
The following issues, from among those identified by the Committee, were identified for discussion: 

1. What does the community want us to be?

2. How do we demonstrate that we meet a large community need and are not insular?

3. How do we keep and increase our audience?

(Note: We decided to pick one of the above to discuss at the strategic thinking session.)

How do we demonstrate that we meet a large community need and are not insular?

First we need to ask: What does the community need and want? 

Some answers include: 

· To learn to produce quality video. (How do we know this? The evidence is in the huge interest in YouTube. But, is there a demand for higher quality?)

· To communicate with each other.

· Community members want a locally-focused communications medium that highlights the community.

· We need a well-informed, democratic, civil society. CTV helps create this. CTV provides objectivity and transparency. For example, CTV films the entire county board of supervisors meetings. Nothing is edited. 

Key to our identity: 

Transparency and civil society and access: this is why we provide PEG; how we pursue our mission.

Brainstorm of ideas about how can we demonstrate that we meet these community needs

· Better serve the nonprofit community as a demonstration of how we serve the community: We could do more of this. There is a need. For example, we could look at a list of all the nonprofits in the community (e.g., from the Community Foundation) and do outreach to them. Some specific services we could provide include: 

· PSAs: post on CTV and NP website; this would give us more visibility, as well as helping the nonprofits

· Mini-docs

· Training

· Event coverage

· Brand ourselves with a strong identity. (Note: This is a strategy. We need to document the evidence of our impact on the community. Then, we need to communicate it.)

· Strengthen recordkeeping of activities. (outputs) (Note: We need proof of our impact. We need to capture this proof on an ongoing basis.)

· Get testimonials from people who have been helped by our services

· We need metrics of how we measure if we’re meeting need and delivering impact:

· For example: Increased Latino viewership. Question:  How do we strengthen the spirit of community and enrich individual lives in the Latino Community? (per our Mission Statement.)

· We can track website visits.

· Improve community calendar; become the Community Spokesperson: keep people informed of what is going on in the community.

· We are the only organization in the county that offers people the opportunity to come into a studio and put it on the air. Comment: Is this what people really want?

In order to impact the community and advance CTV’s mission, we need to be financially stable and sustainable. Need to demonstrate value to stakeholders. Need to prepare for the PEG contract negotiations.  

(Tip for developing strategic thinking capacity: Prioritize 

Financial stability is key to sustainability of any organization. An organization never wants to be overly dependent on one source of funding. In the case of CTV, though, its PEG funding defines its mission to a large extent. So, it is essential to maintain this funding in order to fulfill its mission. This is a top and immediate priority. The strategic thinking process asks the organization to focus on the most important and immediate priorities and to develop strategies to address these.
(Tip for developing strategic thinking capacity: Identify the current Big Question and develop a strategy to address it

The group determined that its current “big question” is how to retain the PEG contract. The discussion then focused on how CTV will address this “big question”: what strategy/ies it needs to implement to answer this question. The ensuing discussion modeled the process of developing strategy. This process can be applied to other critical issues (“big questions”) facing CTV. Note that sometimes the discussion reveals that in order to develop a strategy, more information is needed. Or, assumptions need to be tested. The group should then develop a simple work plan for obtaining the information, testing the assumptions. Then, they should regroup to determine the strategy. This should be done in a short period of time in order to maintain the momentum of addressing the big question. 
How do we demonstrate to our education and government constituencies that show we make a difference in the community?

· Government: How can we demonstrate our value to government?

· As a result of our programming, government meets Brown Act requirements. 

· We are a money saver for the county. Because of our broadcasts of government meetings, fewer copies of videos and DVDs are requested.

· Fewer general phone questions are directed to government staff, which means less staff time (this reduces costs; could be 1 FTE).

· We create increased public awareness of work of government policymakers.

· We redefine the meaning of access (beyond “wacky” TV). (Note: Need a strategy to improve our image with government.)

· We broadcast in evenings even though meetings are in the morning. This assures that working people have access.

· ADA access and requirements: We assure that government meets these requirements. 

· What would make our services to government even more valuable?

· Streaming on the web: assure even greater access.

· Spotlight on city services programs – go beyond government meetings; help the public know more about what government is doing for the them and the community. (Note: CTV has done something like this for county services. Use this approach to spotlight city services: what the city governments are doing.)

· Serve as spokesperson for the government.

· Offer more content; more productions on government. 

· Positive shows on results of government work.

· Need to increase awareness of CTV.

· Education: What do we do that provides value for educators? 

· Programs:  “What’s happening in education”

· Other things we could do (examples): 

· Highlight achievers, e.g., science project winners

· Highlight youth successes. Youth watch youth.

· Provide exposure of how the education community functions.  

· Utilize CTV as a vehicle to educate, e.g., broadcast college lectures; K-12 teachers doing parenting classes; government teachers could offer lecture/session to community on how to ready themselves for an election.

· Training and equipment for K-12 students

· Opportunity to integrate script writing into English classes 

Strategy: Re-brand “access” as promoting transparency; different than the “crazy” public “access” shows. Catch wave of public demand for government and corporate transparency

Strategy: Develop strong relationship/partnership with government and education.

(Tip for developing strategic thinking capacity: Strategy Screen

Use the Strategy Screen tool (from the Strategy Revolution book) to identify the criteria you will use to choose your strategy. This tool is essentially a tool for decision-making. Use the tool as a group to determine what criteria you will use to select your strategy for addressing each Big Question. The criteria may differ by Big Question. 
Summary: 

The group determined that its strategy for maintaining the PEG contract will be to prove its value to government and education entities. The group identified some ways that CTV provides value. The group determined to take action to become more visible and increase these entities’ awareness of CTV’s value. It also determined to learn more about what it can do to provide value to these entities. The two strategies above reflect these decisions. The next step is to develop an action plan for this with actions, responsible persons, dates, check-in points, and outcomes identified. 
What objections (or questions) might education and government agencies raise at contract renewal? What would they challenge?

· They would ask: How well are you serving the Latino community?

· Need to build capacity in Watsonville  

· How to offer classes and programming in Spanish?

· Do we need to have a physical presence in south county?  If yes, how?

· Mobile unit not enough. Still need to come to Pacific Ave to pick up equipment.

· Partner with another organization; use space in Library, at Mello center, and/or in schools to store equipment so it’s easily accessible.

· Have local staffing. (Note: This is essential to make inroads in the community. Must be physically present.)

What’s the benefit of CTV to Charter Cable in Watsonville?  (They and Comcast are the ultimate customers) How do we prove our value to them? 

· We help them by increasing interest in cable subscription.

· We help their business.

· Strategy to develop stronger presence and relationships in south county: ED to spend more time as ambassador to Charter, Watsonville City Council, Watsonville Community Collaborative, Latino Chamber of Commerce.

· Idea: Broadcast Spanish simultaneous translation for city council (at present, the meetings are translated, but the translation is not broadcast).

· Ask: What are the needs of the Watsonville government and education stakeholders?

· Bring PSA capability to south county nonprofits.

Strategy:  Consistently build trust and have a presence in South County
Summary: 

A key issue related to retaining the PEG contract is that CTV must increase its presence in South County. The group brainstormed on how to achieve this and determined that CTV must have greater physical presence in South County. An important next step will be to develop an action plan to achieve this with actions, responsible persons, dates, check-in points, and outcomes identified. 
(
(Tip for developing strategic thinking capacity: Develop and implement action plans

The action plans identified above should be developed using the “Next Steps Work Plan” tool. The group should establish dates for holding “check-in” meetings to review progress and outcomes. 
(Tip for developing strategic thinking capacity: Share learning 

The group attending the Strategic Thinking workshop should share the process and outcomes with the larger group (other Committee members, Board, staff). This is how strategic thinking is integrated into organizations: by engaging everyone in the process and learnings, and by continually revisiting the process. 
(Tip for developing strategic thinking capacity: Repeat process every six months 

It is suggested that CTV repeat this process periodically. This reinforces the strategic thinking processes and integrates them into the ongoing processes of the organization. 






� This process and the associated tools were developed in an R&D project led by La Piana Associates, Inc. (� HYPERLINK "http://www.lapiana.org" ��www.lapiana.org�) CTV is using the tools from the book, The Nonprofit Strategy Revolution: Real-Time Strategic Planning in a Rapid-Response World (David La Piana, 2008, Fieldstone Alliance), to support it in developing its strategic thinking and acting capacity. 


� The Department of Finance uses the term “Hispanic.” 
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