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The WERU Strategic Plan is a set of outcomes and strategies, based on the station’s mission and philosophy and arrived at through a collaborative process, designed to guide the station’s development over the next three years.  It is a way of organizing our efforts to serve the public as a community broadcaster.

Strategic Planning Timeline: 

1. Basic information gathering phase (staff, volunteers and members where invited to provide input during 1999-2001).

2. Synthesis & Draft Plan produced by GM and Board (January – June 2002). 

3. Gather feedback on Draft Plan from staff, volunteers, member/listeners (June – August 2002).

4. Final Draft of the Strategic Plan & Budget (The Board tentatively plans to approve the Final Draft in September or October 2002).

5. Delegate work & implement plan (Fall 2002 and beyond).

WERU’s Mission Statement and Core Values provide the framework within which we develop, understand and implement the Strategic Plan.  All elements of the plan must support our organizational mission statement and must function in accordance with our core values. 

Organizational Mission Statement:

· WERU’s mission is to provide a community based non-commercial radio service for people living in the areas covered by WERU’s signal,

· WERU will broadcast programs designed to serve the needs of those not fully served by other broadcast media, 

· WERU will be a “voice of many voices” offering a wide variety of people an opportunity to share their experiences, concerns, and perspectives with their neighbors over the WERU airwaves.

Proposed Revision:

WERU's mission is to be a voice of many voices that builds community and respects diversity by producing and broadcasting musical, cultural and informational programs as a noncommercial, educational radio service.

Organizational Core Values:

· WERU is committed to volunteerism as the primary element in its operations and programming, and will recognize and celebrate the contributions of everyone who makes WERU possible.

· WERU will provide media training and access to community members who wish to be involved in station operations and programming.

· WERU will seek the majority of its financial support from its coverage area, especially from its listeners.

· WERU will predominantly broadcast programs that are locally produced, but will also offer other programming with global as well as local perspectives. 

· WERU will strive to be a “voice of many voices” by offering opportunities for diverse experiences, concerns, perspectives and forms of expression to be shared over the public airwaves, especially those that are under-represented in the mainstream media, to be shared over the public airwaves.

· WERU will provide a broadcast service that is noncommercial, friendly, informal, and positive in spirit, while maintaining the highest standards of technical and programming excellence. 

· WERU will measure programming success by its service to our listening community, and listener feedback will be the primary way to assess that service.

· WERU will practice collaborative decision-making and will actively solicit and utilize input and participation by all members of its community.

· WERU will operate in a fiscally responsible manner.


· WERU will seek to increase listenership and membership by increasing public awareness of the station and by providing relevant service to the community.

· WERU will be a community-based organization in terms of governance, management, funding and programming.

The strategic planning Vision Statement asks the question: “If WERU were fulfilling its mission three years from now, what would that look like?” In other words, what kind of things would be happening that would signal that we are doing a good job fulfilling the WERU mission?

Vision Statement for WERU Strategic Plan: 

· People will see WERU as an essential resource for entertainment, information, education, expression and inspiration.

· WERU will be recognized for the production and transmission of excellent and diverse music, public affairs and other spoken-word programming.

· WERU will build “social capital” by facilitating connections between individuals and groups of people, within and outside of our local communities.

· WERU will serve as a model of an innovative and vital community organization.

Outcome Statements identify the goals and overall results we want to achieve.

Strategic Plan Outcome Statements:

Programming: 

WERU programming will meet community needs underrepresented or not addressed in other media, through music, spoken-word and community-centered journalism.  The programming will help to forge connections between groups of people in order to build “social capital” and community relationships.  The programming will be diverse and of high quality and will inspire listener financial support and continued volunteer participation in its production.

Development:

Development efforts at WERU will generate the funding necessary to support ongoing station operations as well as new initiatives introduced through the process of strategic planning.

Public Relations:

Public relations efforts will promote community awareness, celebration and financial support for the good work of WERU volunteers, staff and the station as a whole.

People Resources:

WERU will have a sufficient number of diverse, trained volunteers and paid staff to accomplish the programs and projects of the organization in a model working environment where people feel valued, appreciated and supported.

Facilities & Technology:

WERU will have “state of the art” facilities and equipment in order to carry out its programming and to serve the needs of volunteers, staff and the community as they strive to fulfill the organization’s mission.

Governance:

WERU will function as a model community organization that makes decisions and carries out programs and projects in a collaborative manner.  The station’s policies and procedures will serve the needs of volunteers, staff and community members striving to fulfill the organization’s mission.

Strategies are the specific actions that we will take in order to accomplish our goals.

Strategies for Achieving Outcome Statements (parties responsible and rough timetable in parenthesis):

Programming:

Assess WERU programming and make recommendations to GM regarding the station’s balance of news/public affairs vs. music.  Assessment and recommendations should additionally address the balance of local vs. national public affairs content, as well as possible program schedule changes to accomplish programming goals.  (PAC and PD with assistance from GM.  Report due by September 2003.)

Implement programming recommendations regarding public affairs vs. music balance and evaluate on a three and six-month basis. (PD and PAC.  Schedule changes completed by January 2004.)

Develop and support a Youth Radio public affairs program as a permanent part of our program schedule.  (PD and Youth Radio Coordinator.  Ongoing.)

Strengthen and expand working relationships between WERU and community members, community groups and local nonprofit organizations in order to ensure a continued supply of community-centered and issue-oriented public affairs programming.  (GM, PD and volunteer producers, in coordination with Public Relations Committee.  Ongoing with assessments by PAC at least annually.)

Development:

Evaluate station income streams and develop plans and goals for each, including membership, underwriting, events, grants and endowment. (Development Committee in collaboration with DD, FM and GM.  Annually.)

Evaluate and improve effectiveness of membership pledge drives with the dual goals of retaining existing members and recruiting new members.  (Development Committee and DD.  Quarterly assessment in conjunction with scheduled pledge drives.)

Plan and conduct a fundraising campaign to improve and replace existing transmission equipment capabilities.  (Development Committee with collaboration from DD and GM.  Completed by January 2004.) 

Public Relations:

Establish a new Board Committee known as the Public Relations Committee.  (Board to establish the Committee, which will consist of 1 member of the Development Committee, 1 member of the PAC, 1 Board Member, the Development Director and any other interested parties.  Will be established by October 2002.)

Create an annual public relations plan and calendar.  (Public Relations Committee, Development Committee and DD.)

Re-establish the Community Advisory Panel, which will meet annually to discuss and assess how well WERU is fulfilling its mission and operating according to its core values.  (Board of Directors.  Ongoing with reports on CAP activities at least annually.)

People Resources:

Establish and support an ongoing Youth Radio Project that provides training to teens and produces a monthly teen public affairs talk show.  (Youth Radio Coordinator)

Strengthen policies and procedures for recruiting, training, placing and supporting volunteers. (GM, Volunteer Reps, Volunteer Coordinator – if position created.  Completed by March 2003.)

Evaluate overall staffing needs, including the feasibility of adding the following positions: Youth Radio Coordinator, Volunteer Coordinator, Events Coordinator and News Director.  (GM and Personnel Committee.  Report annually in September.)

Conduct a staff salary and benefits study and explore budget implications.  (Finance Committee with input from GM and Personnel Committee.  Completed by September 2003.)

Encourage increased public participation and leadership in Board and Committee work.  (Governance Development Committee and Public Relations Committee.  Ongoing.)

Evaluate and make recommendations regarding paid staff and volunteer training needs, and assess budget implications.  (GM with input from PD, PAC and Personnel Committee.  Ongoing with reports at least annually.)

Facilities & Technology:

Upgrade broadcast transmission capabilities and equipment, including main transmitter, Bangor translator, studio-transmitter link (microwave), and preparation for digital broadcasting.  (GM in collaboration with Contract Engineer, PD and Consulting Engineer(s).  Plan to Board of Directors by September 2002, upgrade completed by September 2004.)

Develop a plan for upgrading studio facilities and equipment.  (PD and GM.  Plan due January 2003.)

Create an ad hoc committee to explore and enhance the web presence of WERU, and to conduct a feasibility study of Internet streaming of live WERU broadcast and archiving of local public affairs programming.  (Governance Development Committee with input from GM.  Committee will convene in November 2002.  Report due February 2003.  Implementation by June 2003.)

Upgrade and network office computer system.  (GM.  Completed by March 2003.)

Create a building and grounds maintenance and improvement plan.  (GM in collaboration with skilled volunteers.  Completed January 2003.)

Explore feasibility of a WERU mobile broadcast and production studio (van).  (GM and PD.  Feasibility report due September 2005.)

Governance:

Conduct periodic review of vital station policies and procedures.  (GM to present annual recommendations for review to Board at September meeting.  Board and GM will then delegate to appropriate staff and committees.)

Conduct annual review of Committee Charters.  (Committees will submit annul charters each January.  Board will review charters in February of each year.)

Create a Board Committee to recruit, nominate and orient new Board members and other Committee members known as the “Nominating Committee.”  (The Board will create this Committee by October 2002.)

Inventory existing and needed skills and interests on the Board and Committees, and create a “Board and Governance Handbook.” (Governance Development Committee will complete both tasks by February 2003.)

Conduct annual Board Development and Planning Retreats.  (Board President in collaboration with Board Members and GM.)

Re-establish the Community Advisory Panel (formerly known as the Community Advisory Board).  (Board and GM by January 2003.)
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