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Executive Summary

The National Federation of Community Broadcasters with the help of Jim Lewis, Lewis Kennedy Associates, conducted a station assessment for KBOO in May and June of 2008. The following are the primary observations and recommendations.

KBOO has a lot going for it—there is significant community involvement with the station and genuine engagement from diverse communities. There is a commitment to having things change at the station and ensuring that KBOO is relevant and has an impact in the Portland area. On the other hand, KBOO has been losing audience and membership over the last couple of years. However, there is agreement on the need to make changes to reverse this direction. And the station is in the fortunate position of having a reserve fund that gives them the time to decide on these changes with a high level of participation and analysis rather than having to rush into something because of a funding emergency.

Based on an analysis of the data provided by KBOO and the in-person discussions that Carol Pierson and Jim Lewis had with staff, board and volunteers, we make the following recommendations.

Programming and Positioning

· Identify target audience(s) for day parts that accomplish KBOO’s mission while providing an important audience service.

· Launch a Campaign for Excellence for KBOO programming

· Move Democracy Now! into drive time 

· Provide a consistent, quality news and information service from 7am until 7pm. Use music in mid-day while high-quality information programming is being developed. Consider using national programming and inserting local content if possible to assure consistent quality.

Development

· Begin a structured major annual giving program

· Test the concept of three shorter pledge drives instead of two long ones and determine the optimal length of each break

· Have program host participate in breaks and set-up a standard outline that includes why to give (mission), what you get (benefits, premiums, challenges) and a call to action

· Increase mail program for renewals, additional gifts, and lapsed donors

· Promote planned giving options

More specific recommendations and details are in the report. KBOO is making some very important changes and change is never easy. We applaud your efforts and your process.

The Assessment

The National Federation of Community Broadcasters (NFCB) was hired by KBOO to conduct an assessment of the station’s overall operations with particular attention to programming and development. Carol Pierson, President and CEO and Ginny Z. Berson, Vice President and Director of Federation Services of NFCB and Jim Lewis of Lewis Kennedy Associates conducted this assessment by telephone, email and in-person visits.

Carol Pierson and Arthur Davis, Manager of KBOO had numerous phone conversations during early 2008 to plan the in-person visit and to share information about audience and fundraising. Jim Lewis joined these conversations beginning in May. Carol and Jim spent three days visiting the station and interviewing staff, volunteers and Board members May 27 through 29, 2008. The following are our appraisal and recommendations.

Background

In 1968 when KBOO went on the air, it was the primary community/public radio station in the Portland Oregon market, airing NPR, Pacifica and local public affairs and music programming. Over the last 20 years other noncommercial stations have focused on much of the programming that only KBOO carried: Oregon Public Broadcasting does a full-time news and information service that covers most of the state with NPR, PRI, APM and local news and public affairs programming; KBPS provides a full-time classical music format; KMHD has a full-time jazz service; and commercial station KPOJ carries the progressive Air America format including a local Portland personality. After some impressive increases in audience and membership (Listenership increased from 50,000 to 70,000 between 2000 and 2003; membership from 3,000 to 7,000 between 2000 and 2004) KBOO started seeing declines in 2004. Current CUME is 55,000 – 58,000 and membership has declined to 5,600 members. Fortunately during this period of growth the station created a reserve fund and started an endowment so that they have some resources to make improvements even though their income has declined from $790,000 to $620,000 this year. During this period they have lost much of their CPB funding and are threatened with total loss in FY 2009.

KBOO gets 81% of its budget from membership; 7% from underwriting/advertising; 5% SCA rental; and 3% interest income. The population of Portland is 700,000 with 1.5 million in the metro area. The demographics are 80% white; 7% Hispanic; 6% Black; 6% Asian; and 1% Native American/Hawaiian. The mission and goals of the station are to serve the underserved segments of the population so KBOO does active outreach and recruitment to communities of color and disadvantaged groups such as the homeless, teenagers, non-English speakers, and the gay/lesbian communities. Thirty percent of KBOO’s total airtime is produced by people of color: KBOO’s locally produced programming is 16% African American, 14% Latino, and 5% Asian.

Over the last year KBOO has put considerable effort into changing the culture at the station which was sometimes very contentious. Working with a local conflict management consultant the station has made considerable progress in developing a spirit of cooperation and an openness to change that is often hard to find at any radio station. There is widespread understanding and support for the importance of making program changes (for the first time in 10 years).

Programming

The most important issue facing KBOO at this time is the loss of audience. This impacts the station in several ways—fewer members, lower loyalty, and fewer membership dollars. In addition the station is having less of an impact on the community. For these reasons KBOO has committed to re-evaluating its entire program schedule for the next year. They have already instituted program evaluations and the entire evening block of programming is being overhauled—all programmers are having to re-apply for their programs. 

The Board of Directors has set the following programming goals for the next year:

Improve Programming: Increase listenership to better serve programming charter and increase membership with quality programs and improved scheduling while reflecting our core values. Objectives: a) create consistently compelling radio. Use programs that work well as models to improve or replace programs that are not compelling or meet mission; b) make our programming decisions more flexible and proactive (recruitment, contracts, block reviews and/or renewals) develop ability to experiment; c) improve blocks and strips to better reach audience; d) address most pressing program issues during the coming months while gathering research and community participation for further changes; e) aim for our historical level of 70,000 listeners along with increased use of streaming and downloading.

The station has done two surveys for members and listeners (822 respondents to Survey for Change and 107 current and lapsed members for Democracy Now! survey) and held two community meetings with about 150 people participating. Based on the surveys about half listen to public affairs and half listen to music. Respondents described KBOO as “independent, true to its mission, diverse, progressive, community and informative.” There was considerable agreement that the station needs to improve how it sounds on the air. Hosts need to be better prepared, not preachy, and improve technical quality and radio basics. In addition, many mentioned that the scheduling needs to be better organized. Finally, there was a desire for more outreach and involvement with the community and a better website that enhances the programming and ties the station into the community.

Positioning
KBOO is described as “doing what other stations aren’t” or an “alternative.” The station needs a stronger, clear, positive identity. I would emphasize local/Portland, information and culture, diversity, real, connector of folks/community. Bring Portland’s Communities Together, or something like that.

It is critical that you are clear on what audience you are targeting at different times of the day (see comments below). This is probably the most important thing to do in this process. If KBOO tries to serve everyone you will end up not serving anyone well. Programmers should have a good sense of who they are talking to when there are preparing and presenting their programs. And the schedule needs to be arranged so that the target audience is the same across the week and during that block of programming. Perhaps you could get grant funding to do a market analysis of what programming is needed in Portland. Once you are clear about who is being targeted, be sure that this information is understood throughout the station.

With these issues settled, be sure that your visual identity is consistent with your on-air identity and appeal to that audience

On-Air Sound

KBOO sounds like it is very involved with the Portland community—from local content to community calendar announcements. This is a great strength. Unfortunately, the quality of the air sound is very inconsistent. Many of the survey respondents and community meeting attendees talked about the need to improve on radio basics, hosts that don’t seem prepared or are preachy or ranting or rambling. Talk show calls should be screened before they go on the air, callers need to be treated with respect but controlled by the host, and guests need to be introduced. 

We recommend that KBOO launch a Campaign for Excellence On-Air. There could be three elements: Training; Feedback; and Recognition. KBOO has some excellent talent already on the air and there are trainers in the field that can help. Both Marilyn Pittman and Dick Brooks have been very well received in the trainings that they have done at stations and at the Annual Community Radio Conference. But in addition to outside trainers, meetings could be organized for different genres: talk show hosts, Radiozine producers (maybe live and pre-produced separately), news producers and readers, music hosts, etc. Programmers can share solutions, tricks, processes and give each other support and feedback.

It is also necessary for the Program Director and the AM and PM News and Public Affairs Directors to provide regular feedback (which I think does happen to some extent now). It may be helpful for them to have some coaching training which many non-profit support centers provide. This should become part of the annual programmer contract renewal process so that there are goals for program hosts each year. Ideally this will all happen in the context of people buying-in to the Campaign for Excellence.

Finally, it can be helpful to recognize a particularly well done show as long as it isn’t going to create bad feelings. This can be an example that other hosts can learn from. There could a discussion about what made it an exemplary program with advice from the recognized host and observations from other programmers.

Recommendations:

Launch a Campaign for Excellence to improve KBOO’s air sound using training and evaluations to help programmers create more compelling radio.

Talk show calls need to be screened to be sure that new voices are heard on the air and that the technical quality of the callers is okay. This doesn’t mean excluding people or manipulating the content as is done in commercial radio—just improving the quality. The programs are also stronger if there are guests rather than just opening the phone lines.

The news programs and Radiozine would benefit from consistent hosts who are excellent on the air. The morning news that I heard had interesting content but not very strong readers. Can/do Kathleen and Jenka anchor these programs along with the strongest volunteer readers?

Set-up a listserv for the talk show hosts so they can coordinate content; do the same for other programs in the same strip.

The orientation process seems quite good. It needs to be integrated into the Campaign for Excellence so there is energy and excitement about KBOO sounding the best it can on the air.

Schedule

KBOO has a mixed format with news and public affairs in the morning (7am-noon and 5-7pm) and mostly music the rest of the time. Some programs are in languages other than English and some are only on once a month. There isn’t consistency of content or sound from day to day or from program to program much of the time. Because radio in general has moved into single formats, listeners expect some consistency about what a radio station does each time they tune-in. Generally people use radio at the same time(s) each day and most often in morning and afternoon drive-time and on Saturdays and Sundays from 10am until 2pm. Music listening is usually highest during the work days. 

It is best if a station is doing the same type of programming during morning and afternoon drive-time. Weekends can be somewhat different but it is best to appeal to the same dominate audience during these times as well. Both consistency from day to day and the program flow (so that you aren’t driving listeners away) are important dynamics in audience retention and building. Stations can program for different audiences if they strip the programming so that there is consistency and take advantages of natural turn-over in the audience (end of morning or afternoon drive-time). You might want to look at a commercial station’s or OPB’s audience data to see when large groups of people turn their radios off as opposed to tuning to another station. It makes sense to put your strongest programming at the times that most people are listening. Also, determine what other stations are doing at various times. It may not make sense to put a strong program on when another station is carrying a very strong program that appeals to the same audience. You can pursue several strategies—going head to head with a competitor or counterprogramming—but in either case the stay clear on who you are programming for, who is the target? Remember, almost all listeners listen to other stations as well.  

Spanish language programming presents particular challenges to the station. If the goal of the station is to keep people listening as long as possible, switching to a different language is a guaranteed tune out for much of the audience. On the other hand, if KBOO ignores this audience, what station is going to provide a critical media service for it? Making as much of the music programming bilingual as possible will make it accessible to the entire audience. This could be a first goal. Programming that must be in Spanish to reach its intended audience should be in a block outside of prime radio listening hours (6am-6pm weekdays and 10am-2pm weekends). I would recommend a large enough block to really pull-in the Spanish speaking audience and to precede this block with bilingual music programming. It would also be good to see how much of the Latino population in Portland is monolingual Spanish. It might be a better service to the entire audience to incorporate programming about Latino issues into the regular news and information programming so that the Anglo audience would be educated as well.

Recommendations:

The Talk Show strip is from 7:30am until 9am which is not a great time for call-in programs. People are generally very busy during this time or driving. I would recommend after 9am or just before afternoon drive.

Democracy Now! is the most popular program on the station according to the recent surveys. It should be scheduled during morning or afternoon drive-time. I would recommend airing it at 7am or 8am.

Radiozine has some strong elements but needs to be presented as a consistent program with a consistent host, if possible. The elements can be knitted together by the host and music that creates a unified context for the diverse elements.

Midday (mostly) music is kind of a jumble. If the station can develop a strong, consistent news and public affairs service from 6am or 7am until 6pm or 7pm I think this would be a very strong schedule. (See attached schedule possibilities and list of program sources.) However, it should be built slowly so that the content is compelling enough to compete with OPB and Air America. The strongest positioning that KBOO has is local since both OPB and Air America provide mostly national content. It is better to build slowly toward this than put on programming of lesser quality.

Process for Program Changes

The change process is already well underway at KBOO. The first group of changes is scheduled for August and involves the evening schedule and possibly adding an additional airing of Democracy Now! at 7am. This seems to be a good strategy. It will allow you to test how DN! works at 7am while planning the more challenging changes to the daytime schedule. 

Changes to the daytime schedule are planned for January. It may be wise to map out the ultimate schedule that KBOO would like and then start making changes as the pieces are ready. The station needs to sound compelling and engaged in the community so that anyone interested in what is happening in Portland will want to tune-in. Most importantly, when they do tune-in, they talk to all their friends and colleagues about what they heard on KBOO yesterday. This is the best promotion that the station can get. 

In the meantime, launching the Campaign for Excellence should start immediately engaging as many people as possible. There is plenty of evidence from the surveys, community meetings and declining listening to support the importance of this step. Perhaps KBOO alumni can also be used to help in this effort.

Website

KBOO has been investing in its website development using a part-time contractor as well as having a part-time staff position which it hopes to increase to full-time. Improvements in the website came up a number of times during the community meetings and in the survey. The site is being developed so that programmers can enter their own information and that this information will be on the web but also available for the quarterly program/issues lists that the FCC requires and other reports that are necessary. Priorities include: improving the program schedule and search functions; clarify ownership of content; podcasting; calendar improvements.

The website will continue to be a more important feature for interacting with KBOO listeners and bringing new listeners to the station. The efforts to make it more effective are to be applauded.

Our development consultant was intrigued by KBOO’s potential to use social networking software to more closely bind members to the station. Research by Audience 88 and 98 cited the extent to which listeners to a station consider themselves members of a community of values as a key discriminator in their listening and giving. In a word, public radio listeners display “tribal” characteristics. If that is true for a mainstream station, it is likely to be even more true for a progressive community station. Might KBOO benefit from using social software solutions to capitalize on this feeling of community, giving KBOO members the opportunity to meet on-line a discuss such interests as local progressive issues, alternative music, live performances, books, etc.? We regard this as an area for future exploration rather than an urgent current priority, but it is an opportunity that should not be lost. Costs to establish such a site are minimal and moderating some of these social forums could be a volunteer, rather than staff-intensive activity.  

Recommendations:

Continue and increase investment in website. The powerpoint presentation on the NFCB website might be helpful in learning from the experience of other public broadcasters. http://www.nfcb.org/projects/projects.jsp#ima 

Use news volunteers to post updated Portland news on the website as well as producing radio pieces. Have people take pictures to use with news content while they are out reporting. Have fresh news content 2 or 3 times each day.

DEVELOPMENT

Private support

KBOO raises most of its private support from individuals and businesses. The following sections place how KBOO performs relative to other stations and how it might improve.

Individual Giving

KBOO compared to other stations

At KBOO, individual giving means membership and membership means on-air fundraising and a sustained giving program. There is no major giving program to speak of, and the direct mail program is quite small and completely tied to the on-air program. 

We have discussed with KBOO management team the limitations of comparing the membership performance of a community station to a “mainstream” public radio station. Because community stations do not program to maximize audience, they must spend more time on the air to reach their budget goals. Given this additional time on air, they convert more of their listeners to donors, but research suggests that they depress audience in the process. Moreover, because their audiences tend to be smaller than “mainstream” stations, their Arbitron audience estimates are more volatile. 

Nevertheless, audience is the only standard we have for comparing membership among stations. The following chart compares KBOO FY 07 results to those for the 54 stations that use Target Analytics donorCentrics™ reports and three stations whose programming is “most like” that of KBOO. (One is a Pacifica licensee, another a community station.) The bars compare donors per cume listener, while the line tracks dollars per cume listener. The audience standard for all three is Fall of 2006—the first book in FY 07.
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In this comparison, KBOO does very well at converting listeners to contributors—better than all 54 stations, better than the average of the three we selected for comparison—in fact, better than any one of the three. Revenue per listener is a different story. KBOO about matches the 54 station average, but falls well below the average of the three stations whose programming it most resembles. 

Average Gift. The explanation for this apparent contradiction can be found in the following chart, which compares the average gift for KBOO and the above two groups.
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KBOO receives a lower average gift than the average of either group. Among all 54 stations, only four have a lower cumulative average gift than KBOO. This is particularly surprising in that the method by which KBOO raises revenue—which we call a “contributions” rather than an “annual membership program—is calculated to emphasize high gifts per member rather than high renewal. The result is a high average gift. The two stations that most resemble KBOO raised over $160 per donor in FY 07.

Gift Distribution. To determine where the opportunities lie, we looked at the range of gifts and revenue by dollar class of KBOO and the two station groups. This is somewhat problematic, in that the KBOO figures include only on-air drives and not giving through the sustainer program. Nevertheless, the differences are so striking that they are instructive.
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KBOO has a far greater share of gifts and revenue of $1-$100 and $100-$999 than either of the other groups, but substantially less at $1,000 and greater. While KBOO may have more $1,000 cume gifts in the sustained giving program, the on-air figures are so low as to suggest to us that gifts of this size are seldom sought.  

Revenue by Source. The following compares the sources of KBOO revenue to the average for the other two groups of stations:
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In the above chart, on-air includes all revenue received via the web; some stations raise substantial income from web gifts received outside of pledge, both from membership gifts received throughout the year and through e-fundraising activity. “Other” includes all sources not included in the first three; some stations receive a considerable amount of revenue through telemarketing activities and more transom mail income than KBOO receives.

KBOO shines in sustained giving, raising 30.1% of its revenue from this source. It raises about the same proportion of revenue in on-air as all 54 stations, but far less than the three peer stations. In fact, two of these three stations are over-shifted toward on-air fundraising and it makes their programs very volatile. KBOO raises a smaller percentage from mail than the 54-station sample and slightly more than the three peer stations. 

But the mail results are deceptive. If KBOO did not have its strong sustained giving program, it is probable that a larger percentage of this revenue would be received via mail. Given the high proportion of EFT payments, the program appears to be reasonably well balanced.

Renewal. The station reports a 60% renewal rate. If so, that matches the 54-station average. We were unable to independently confirm this figure. Even if we accept it as accurate, however, EFT clouds the picture. The station reports that 37% of its givers made an electronic payment in FY 08. (Not all of them are sustaining givers, but that is all we have.) Assuming for the sake of this example that 37% of KBOO’s members are sustainers and that they renewed at a rate of 90%, the renewal rate for the remainder of the file would be 42%. 

By itself, this would be an extremely low renewal rate, but taken in isolation, it’s fairly meaningless. Renewal increases with longevity on the file, and the renewal rate for multi-year members—those who have renewed at least once—is often twice that of the first-year rate. Therefore, the overall renewal rate depends on both these rates and their proportion on the file. If the non-sustaining segment of the KBOO file consisted exclusively of first-time givers, a 42% renewal rate would be above average. (As we will see from the on-air figures in Gifts by Type, we know that such is not the case.) The higher the percentage of multi-year members, the poorer the true renewal picture is. 

The true figure is guesswork. We don’t know the percentage of new vs. multi-year members, let alone their renewal rates. And since the percentage of true sustainers is probably lower than the percentage of those using EFT, the 42% estimate is almost certainly high. Given all these factors, we think it is a reasonable assumption that renewal is below average.

Gifts by Type: As the above discussion suggests, we were unable to obtain information on gifts by type. The station does report that its two on-air drives in FY 07 received 26-32% of gifts from new members, but on-air is not the entire membership program. The all-station average for all members in FY 07 was 30.3%, in the same range as KBOO’s on-air average. We had no information on the station’s overall proportion of new, renewing, and rejoining members, and the proportions of total gifts from all four gift types, including additional gifts. This is important information for KBOO to know. A majority of donorCentrics™ stations in FY 07 received more gifts from rejoining members than from first-time givers. Additional gifts have remained at about 22% of all gifts for the past few years. At KBOO, the figure is almost certainly lower, due to the fact that sustained givers are not asked to make additional gifts and must “volunteer.” But what proportion of non-sustaining members do so? What is the mix between new and rejoin gifts? Knowing this information can suggest opportunities. 

Gifts per member. We were unable to determine gifts per member—an important indicator of the strength of additional giving in a station. The report we received recorded every sustainer transaction as a separate gift, making it seem that gifts per member were higher than they are.

Conclusions

We recognize the danger in suggesting that KBOO (or any station) should look like every other station, but a comparison of national trends and any local station can identify opportunities. The following appear to be the key trends and opportunities. 

1. The fact that members are high in proportion to listeners is both good and bad news … and for the same reason. It suggests that KBOO is maximizing the potential provided by its available audience. We know through CPB-funded research conducted for Audience 88 and Audience 98 that listening causes membership and KBOO itself accepts the premise by graphing the declining trends for both membership and audience. 

It follows that the single most effective way to increase membership is to build audience.
That said, any program can be improved, no matter how successful or sophisticated, and we believe the same applies to KBOO. 

2. Conversely, the facts that revenue is only average in relation to audience and that the average gift is low suggests that there are opportunities in the program. Clearly, one opportunity is to increase the upper end of giving by seeking more gifts of $500 and above. There is no existing structure—“gift club”—to do this. Another opportunity may lie in additional giving, but we lack the data to show this. 

3. Renewal rates for non-sustainers are below average—how much lower we cannot tell. This represents an opportunity which we explore in the next section. 

4. Some of the above discussions about unavailable information may seem to imply criticism of station personnel, but—for those non-staff members who may read this report, such as board members—staff is well aware that there are metrics that are not yet being tracked following the recent software upgrade and have asked us what they need to know and why. To summarize, here’s the list:

· Total revenue, members, gifts, average cumulative gift, average transaction

· Gifts and Revenue by Technique (on-air, direct mail, sustainers, etc.)

· Gifts and revenue by source (renewal mail, rejoin mail, etc.) and average gift for each

· Gifts and Revenue by Type (New, renewal, rejoin, additional)

· Gifts and Revenue by Dollar Class (Suggest $1-$50, $50-99,. $100-$250, $250-$999, $1,000+ because it’s become an industry standard. Okay to set up subclasses with them, e.g., $1-35, $35-$49, etc.)

· Renewal rate overall, for new members, and for multi-year givers

· Within the multi-year rate, renewal by longevity (2 years, 3 years, 4 and more years)

· Gifts per member

· Lapsed file by longevity (12-23 months from last gift, 24-35, 36-47, 48-60, and 60+)

· If available from database, upgrade/downgrade by donors and revenue for renewing members. (We typically state this as a proportion of renewal income; e.g., upgrade revenue from renewing members was 3.6% of renewal revenue. It answers the question as to whether contributions from your renewing members are keeping pace with inflation.) 

Membership strategy

The KBOO membership program is built around the two pledge drives—fall and spring. There are two drives per year, each about three weeks in length. In recent years, the station has had to extend one of these drives. 

Pledge

Tracking is done by program rather than by day, so that it is not clear what patterns exist and whether three weeks is optimal. (Typically, drives start and finish strong, and sag in the middle. One of the tasks of the pledge producer is to reduce that sag by introducing new elements during the drive. In “mainstream” stations, the audience cumes so rapidly that, by the end of the first week, essentially all the audience has heard a number of pledge breaks. Thus, stations are making drives more efficient by using various devices to build the middle of the drive and eliminating on-air days. See Recommendations.)

We did not hear any on-air breaks. We were told that the station used to air breaks of from 3-7 minutes duration in each half-hour block, but has now moved to four 4-minute breaks. The change was made because breaks would begin to draft at about 4:00 in. No pledge outline system is used, but we are told that breaks are now “themed.” On-air hosts do not play the central (and often intensively competitive) on-air role that they do in many community stations. Until the recent structural changes, most hosts did not participate in on-air breaks, some physically leaving the booth while the break was taking place. Now they are expected to begin and close the break, but the actual break content falls to others, some of whom are not otherwise heard by listeners. 

Pledge talent emphasizes dollar-a-day gifts and sustained giving in increments of $5, $10, or $20 per month. (Given this, the low average gift is somewhat surprising and is another reason for tracking the average gift by technique and source.) KBOO uses literally hundreds of premiums. Many, such as books and CDs, involve no purchase cost, but managing the volume in a small operation is a major departmental headache. The station’s experience seems to show that non-logo, program-related premiums are a “must” around music programs. 

KBOO does use on-air challenge grants, obtained primarily from individuals, with only one recent grant obtained from a business. A typical challenge is $500, to be matched over a period of time. Grants are structured so that they will be reached, rather than requiring a stretch to achieve. (This may be good strategy, given the fact that the station is not programmed for audience flow and the resulting lower TSL. An NPR or all-music station can assume greater audience flow and thus can use larger challenges to achieve bigger goals over a longer period of time.) 

Benefits

In addition to on-air premiums, benefits include a monthly listener guide (“delivered right to your door by a uniformed civil servant”—we like that touch), opportunities to serve on a station committee and to vote for the board, and a membership card. The membership card’s participants have not been seriously revised in two years, we were told. It offers discounts to a range of restaurants, music and book retailers, organic food purveyors, and a host of other businesses. A few performing arts organizations are included, but there is no strategic linkage with underwriting and the list has not been revisited in awhile.

Mail

A letter is sent out to current and past donors prior to both drives. The letter is a sweepstakes, rather than a renewal letter. As such, about a third of the first-page copy deals with the sweepstakes “offer” rather than the station’s “case.” As is also typical of sweepstakes appeals, the design of the letter is promotional rather than businesslike, using different typefaces and capital letters in a larger font within the copy. The mailing strategy is cost-centered—i.e., it goes first to current donors and then is backfilled with lapsed names until it reaches the line item for that mailing in the budget. 

A letter is sent between drives to those on the lapsed file. (It was not clear how deeply into the lapsed file this mailing is sent.) In FY 08, only one of these was sent, but we were told that in most years two are sent. The letter lacked a strong “grabber” opening, had no PS (both are the two most important elements of a letter), did not make an ask on the first page, and dwelled at some length on challenges the station faces, including declining audience. The ask itself was “muddy,” by which we mean that it asked for both programming input and gifts. 

Two add gift appeals are sent, one each near the end of the fiscal and calendar years.  The summer appeal was a versioning of the lapsed letter outline above and shared its problems. We did not find a copy of the winter letter. 

As the above suggests, there is no real renewal letter (and certainly no renewal series) and thus no opportunity to ask for upgrades. Response devices do not contain a personalized gift ladder, and it is not clear whether the station’s DonorPerfect software can generate one.  

Telemarketing

Telemarketing is not used in the program.

Web

The website has a secure pledge form, located two clicks from the home page. Because web gifts are not separately sourced, it is not known how much traffic is generated, either during on-air drives or outside of them. We were told it is not well integrated into pledge breaks and that web giving is seldom, if ever, mentioned outside of pledge. 

Recommendations

There are numerous recommendations we might make to improve this program, but they could prove overwhelming. We have focused, therefore, on a few key areas:

1. For the coming year, test the concept of three shorter drives rather than two long ones. The excessive length may be driving audiences away. Three drives give the station one more opportunity to catch listeners during an available giving cycle. (How many days? We would consider the same number of days divided by three drives as a maximum. Given some of the other ideas here, could each drive run 12, rather than 14 days?) We recognize that the drive length is partly dictated by a desire to include every available program in each drive. We would structure the three drives to include every available program at least once a year—and some twice. Space them at approximate four month intervals. (See #8 below.) 

2. Track not just programs, but revenue and gifts received during on-air days in order to tune this approach. Is there a big dip in the middle which (a) needs to be specifically addressed or (b) suggests that some days are just not productive and can be eliminated?

3. Test break lengths. A standard 4:00 is too low and will result in a sameness, in time. Test one break of 6:00 and another of 3:00 during each half-hour block. This would allow talent to set up a proposition—meaning a challenge grant, dollar goal, or member goal—during one break in order to maximize the call-in opportunity and to update progress on that proposition later in the half-hour. “Test” in this case means not an A/B test, but trying it out to see how it works and changing within the drive if it doesn’t. 

4. Set up some standard break outlines that rotate through standard break elements: why to give (mission), what you get (benefits, premiums, challenge grants, etc.), and call to action (call now with a gift of $x … or make your gift at kboo.org.)

5. As the above suggests, integrate the web into every call to action, and make the pledge form accessible through one click, at least during the drive.

6. Wherever possible, require on-air programmers to participate in pledge breaks on their programs. Listeners respond better to appeals from those who they feel they know than to voices that have no connection to the content. One way to do this is to promote internal competition for good pledge results through posting what each program has produced in some accessible place. (This must be carefully managed; at some stations, programmers go over the top in an attempt to outdo each other—stretching breaks and only going for high-dollar pledges.) Promoting this role must be accompanied by talent training. Just as KBOO would never allow an untested program host on the air, it should not turn responsibility for revenue generation over to people who have no experience of feel for doing it. 

7. Streamline premiums and benefits. The good thing about bad economic times is that it offers a readily accepted rationale for simplification. When small numbers of books are offered by writers for free, use them as pledge drive giveaways for drawings, rather than as premiums. Emphasize logo offerings in non-music blocks and narrow the selection of music items to a manageable handful that span the principal genres that produce pledges. As discussed in the next section, we also recommend focusing the membership card and taking advantage of underwriting relationships to the mutual benefit of membership and underwriting.

8. With three equally spaced drives, establish a three-times-a0year mail program. Turning first to renewals, three months before each drive, send a first renewal effort to those due to renew four months hence. Send a second notice two months prior, and a third one month prior. (You are obviously mailing to fewer prospects each time, since those who renewed in the first appeal no longer have expiration dates within the range you’ve selected.)

Make the focus of this series renewal only. We are asking for a renewal gift, and not for anything else. 

In the first two letters of the series, ask members to consider an increase in their gift. Generate the response device from a spreadsheet, rather than from the system (unless the system can generate a file asking for an upgrade.) The spreadsheet contains columns with all information needed by the mail house, another column with the last renewal gift (we will call this Column X), and three columns that contain a formula that asks for the next higher gift.  (Microsoft Excel has a lookup wizard that can set up three ask ranges based on the value in Column X.) What we want is an ask string on the response device that requests a gift of approximately 2x, 1.5 x, 1.25x, and “other”, where x is the last gift. For example, if the last gift was between $40 and $50, the response device would present options for $100, $75, and $60, plus “other”, to be filled in by the donor.

Code responses devices so that you can track response rates at a fixed number of days after the mailing—we recommend eighty, Tracking means recording the number sent each notice, the number who responded to that notice, the total cost and revenue from each segment, and the average gift for each. This is because we want to know how each renewal notice is doing—whether it’s making money, where they are holes in the renewal program that can be fixed through better copy or better packages, and whether it can be expanded. 

9. One month prior to each drive, mail a rejoin letter to donors who have lapsed over certain set periods of time. Make the focus of this series renewal only. (We never use the word “lapsed” or “former” to non-current donors. We want them to renew their support.) Again, nothing else should be asked of them, and the focus is on giving. We would recommend mailing to those whose last gift was 15-36 months during two of these appeals, and a third that mails to those who have been lapsed for much longer. Segment the lapsed file by month of last gift, and enter the code on the response device, so that you can track performance of each segment. The information to be captured for each segment is identical to that for renewal mail, except that we are tracking segments rather than notices. Over time, this will tell you which segments are particularly responsive. Mail more to the responsive segments, and less to those that are unresponsive. As with renewal mail, we want to become more efficient and identify opportunities for increasing revenue. An ask string similar to that above is not as important in lapsed mail as often the goal is simply to get the giver to reactivate. (In fact, many stations test below-minimum special offers to rejoins, just to get them back on the file. We believe this technique lies in KBOO’s future, after it has swept the lapsed file several times and begins to see marginal results.) 

10. Mail additional gift efforts to active members not in the renewal cycle prior to each drive. Continuing to mail the year-end and fiscal year-end appeals are fine if they do not conflict. One of these might be an annual sweepstakes mailing. The others should be focused on aspects of the case for support. One might ask for support for local news, another to support enhancements to music programming, etc. By carefully coding these appeals and the responses, the station can begin to identify segments that are particularly responsive to news, local music, etc. and have small constituencies within the file to approach for special needs in these areas. 

11. Begin a structured major annual giving program for those willing to contribute $1,000 and above. Donors at this level are interested in association and recognition more than premiums. Prospects are gathered on-air and by board invitations to those already giving whose pattern of previous gifts suggest they have the interest (measured by number of gifts or number of years on file) and capacity (measured by consistent giving above a certain amount, such as $250. Ample resources for how to implement such a program can be found on the CPB major giving website, http://www.majorgivingnow.org, which LKA developed. In addition, LKA will be conducting major giving web conferences for NFCB during July, August, and September. 

12. KBOO asked us to recommend whether it should market planned giving options. In a word, yes. We believe that this subject is too often overcomplicated by development professionals. Most planned gifts come to organizations via bequests. Securing bequests requires no expertise on the part of the organization. It requires a gift acceptance and gift use policy (examples are to be found at  http://www.majorgivingnow.org) and marketing of the fact that KBOO is a candidate for planned gifts. Additional resources are to be found at another CPB web-based toolkit, http://www.pg-now.org, which LKA developed in concert with Oregon Public Broadcasting. Add a checkbox to station communications, including mail response devices, that says, “Please contact me about including KBOO in your will or estate plan.” Put little ads in the listener guide. Put a simple planned giving page on the station’s website. Mention wills and bequests during station breaks, particularly around those in which KBOO fulfills a unique mission or where it offers music programming of interest to older members of the audience. (We don’t mean Glenn Miller. We mean The Grateful Dead. Yes, friends, those of us who grew up in the Sixties are making wills.) 

Additional resources

Some of this information has been rather technical, and we recognize that the membership staff is new to some of these concepts. An excellent guide to running and measuring a membership program is Fundraising Fundamentals: A Guide to Annual Giving for Professionals and Volunteers by James M. Greenfield, published by Wiley. 

Corporate support

Underwriting and other business support is managed by a single part-time individual, the Underwriting Coordinator. He is budgeted at 25 hours per week, but currently works somewhat less than that due to demands of an outside project. He is responsible for on-air underwriting and guide sales and receives a lower hourly wage plus commission on all sales. 

Total gross revenue from both sources hit a five-year high, $62,768, in FY 07; the net after commissions, but not including hourly salary, was $52,570 during that year. In FY 08, gross is projected to decline to $53,819 and net before hourly salary to $43,421—an 8.3% decline. The underwriting coordinator says renewal rates are down and cites the economy as a major cause, but, as noted above, it is also true that he has not devoted the full budgeted time to the effort. 

There is great ambivalence about underwriting in progressive community stations. Historically, many stations have not accepted it. While this has changed at most stations, including KBOO, underwriting is viewed with some suspicion. The underwriting coordinator himself admits to “mixed feelings” about the revenue source, some of which relates to his belief that underwriters do not receive much “promotional utility” from it—in other words, that they do not benefit from increased sales. . 

He cites several practical barriers to increasing revenue:

1. The lack of “promotional utility” referenced above 

2. An inconsistent program schedule, which does not build the kind of audience loyalty that other public radio stations can call on

3. Lower public awareness of KBOO as compared to other stations

4. Internal factors, such as failure of on-air programmers to read scheduled announcements and a past failure to properly invoice clients. (He claims he had to call clients and ask them what they’d paid.)

He reports that he had some success with programmers providing leads to specific underwriters, particularly on Spanish language programming, but that he’s had pushback when he’s asked others for suggestions (see Individual Giving recommendation #6. There seems to a cultural disconnect here in which many programmers do not see the value of protecting the financial future of the station on which their program airs.)

In addition to on-air announcements, underwriters are credited on the web site and in the program guide. Both have generated leads. Other leads come from program hosts, as mentioned above, from interested businesses calling the station, and from what he calls “tepid” calling—making cold calls to businesses that already have some awareness of KBOO or a particular program. The station’s air is currently not used to market the value of underwriting, though it has been in the past, and there is no advertising budget to create awareness of the underwriting opportunity. 

There is little cold calling because it has been found to be unproductive. As was stated to us in a memo “…if the most consistent givers … are doing so based on charitable motivations and their love of KBOO, … many, if not most …. are relatively “self-selecting.” While this may seem somewhat defeatist, many mainstream stations find that some of their best sales come from simply answering the phone. 

One other opportunity is not used, however, and that’s the station’s Membership Card. Many stations that offer member discounts to businesses make those opportunities available only to on-air sponsors. (They also offer opportunities to non-profits, such as performing arts organizations.) There is an opportunity here to offer a tangible benefit to underwriters—traffic generation—while helping to update the Membership Card, whose list of participants has reportedly been neglected for at least two years. 

There is great sensitivity over the appropriateness or acceptability of some underwriting within the KBOO culture. The stations underwriting guidelines prohibit accepting support from companies that “have been shown to” participate in a variety of activities and practices held to be socially irresponsible. The final guideline gives the board the authority to reject any company it “determines would be detrimental to the social responsibilities of the station.” Underwriting from a national bank doing business in Portland was rejected because the underwriting coordinator felt it would not go down well with management, staff, or board. Partly as the result of this kind of estimate, there are few generally known names on the list of KBOO underwriters. Most are professional services, clubs, co-ops, and a variety of boutique businesses serving the progressive community. By their nature, most have little to spend and, as the earlier quote suggests, underwrite for philanthropic, rather than marketing reasons. 

Contracts tend to be rather small—most are under $1,000—so there is a built-in disparity between inputs and outputs. In other words, it takes a lot of work to raise a fairly small amount of income. The coordinator has a broader span of control than do most underwriting managers—including some tasks that no one in underwriting would be expected to perform. He is responsible for all aspects of the underwriting relationship except invoicing. He markets and sells underwriting, writes copy, schedules the spots, sends invoicing information to the accounting department, coordinates with programming and, with their participation, communicates new announcements and changes to on-air producers (a task which appears to involve negotiating with them to read the spots), maintains the current underwriting list for the guide and the web, examines the log for unaired spots, and handles collections if invoices remain unpaid. In sum, a disproportionate share of the job consists of process management rather than sales. 

We checked the gross revenue received by KBOO with a community station in a fairly comparable market. KBOO revenue was somewhat better, if program guide sales are included. The sales effort at this station was more passive than that at KBOO. There, the development manager functions as the sales manager, and she is responsible for all aspects of fundraising except the capital campaign, so prospecting consists entirely of responding to inbound inquiries—answering the phone or responding to email requests generated by the web.

Recommendations

Given the limitations imposed on underwriting, it is a finite resource. There is no silver bullet here that is going to make KBOO an underwriting powerhouse. Nevertheless, there are several steps the station can take to improve revenue:

1. If the position is budgeted for 25 hours, the coordinator should spend 25 hours on it—not 15 or 16. 

2. KBOO should test paying a finder’s fee to program producers who recommend businesses that sign up. The fee could be quite small—5% or so—but would encourage programmers to use the personal network they establish while producing KBOO’s programs to the station’s benefit.

3. It should prepare more marketing-based presentation materials. The current materials are not graphically arresting, contain too much copy, and emphasize the station more as a cause than as a marketing opportunity. We are not suggesting it should not be positioned as a cause, but that the marketing benefits should get at least equal play.

4. A broader conversation needs to occur on what will be considered acceptable underwriting partners. The line about the board having the right to reject any business it considers “detrimental” should be eliminated, in our view. A board’s job is to set policy. As the underwriting rule is stated, it is a management task. As stated, a case can be made that no automobile manufacturer, no matter how much it is now trying to be environmentally responsible, could underwrite on the station’s air. Is that what KBOO wants? 

5. There are greater opportunities for messaging from non-profits. There does not appear to be a deliberate non-profit marketing strategy. Many stations receive a majority of their underwriting sponsorship from not-for-profit companies, from performing arts organizations to advocacy organizations. 

6. Restructure the Membership Card to offer discounts to non-profit organizations and to only those for-profit businesses that underwrite on KBOO. This could be a significant benefit to many businesses, a service to members, could save the membership department work, and could provide a real marketing opportunity to the underwriting effort. 

7. Promote underwriting more aggressively on KBOO’s own air. The station needs to use its best marketing tool to market itself. 

8. Identify other areas in which the people skills of the underwriting coordinator can be used to make this a full-time job. We have often been struck by the fact that the skills needed for true major gift fundraising are more akin to those used by corporate support representatives than by membership personnel. One of our former colleagues at OPB made the transition from underwriting sales to major gift officer with almost no hesitation. The difficulty in such an arrangement is that major gift fundraising cannot be commissioned under prevailing ethical guidelines and that a conflict in time and interest could result in one activity being pursued to the detriment of the other. Balancing these pulls require the right person and close supervision and monitoring. 

OPERATIONS/MANAGEMENT/GOVERNANCE

The primary purpose of this assessment was to look at programming and development. However, there were a few issues that came up during the process that seem worth highlighting.

Congratulations on the positive attitude toward change that has been developed at the station. This is a monumental achievement.

Some attention/training in decision-making would be helpful. This was mentioned during some of the interviews especially in staff meetings. Some clarity is necessary about when a decision has been reached and acknowledge what it is.

Coaching training for staff who work with and train volunteers would be helpful. This may be available through a local non-profit support center, such as TACS.

Improvements are needed in how the station looks. You want it to be welcoming but not so cluttered and a little more spruced up.

Evaluate the election process for the Board and how new Board members are integrated. Recommendations included having a retreat right after the election; develop an orientation process; create a Board manual; committee and Board agendas should be available a week ahead of the meeting; clarity on decision making.

Appendix

Possible Program Schedules

News and PA 6 or 7am – 7pm

	Time
	Option 1
	Option 2

	6am
	The Takeaway (PRI)
	Music

	7am
	The Takeaway with local news inserts
	Democracy Now!

	8am
	Democracy Now
	The Takeaway w/local inserts

	9am
	Talk Radio
	The Takeaway (PRI)

	10am
	Radiozine
	Radiozine

	11am
	Radiozine
	Radiozine

	12 noon
	Local Public Affairs
	Talk Radio

	1pm
	News & Notes or Tell Me More (NPR)
	Local Public Affairs

	2pm
	Flashpoints
	News & Notes or Tell Me More (NPR)

	3pm
	Various National & Local PA
	Flashpoints

	4pm
	Democracy Now
	Democracy Now

	5pm
	Local News and Free Speech Radio* 
	Local News and Free Speech Radio*

	6pm
	Local Public Affairs or Talk Radio
	Local Public Affairs or Talk Radio


* You might want to create a one-hour news block of local and Free Speech Radio News mixed together and anchored locally

Music in Mid-Day Option

7am
Democracy Now

8am
Radiozine

9am
Radiozine

10am
Talk Radio

11am 
Mixed formats and Local Public Affairs

Noon
Music – AAA and World with a local focus

1pm
Music

2pm
Music

3pm
Flashpoints

4pm
Democracy Now

5pm
News – Local and FSRN

6pm
Local Public Affairs

Suggested Sources of Additional Programming

Listener Commentaries – Topic of the Week – use website

The Takeaway, produced at WNYC with PRI, NYT, BBC fed live at 3am-7am

News and Notes (NPR) African American focused but good general audience

Tell Me More (NPR) Also African American focused but good general audience

Pacifica station programs 

http://www.radiofreeamerica.info/
This Way Out – weekly GLBT program

Latino USA (NPR)

Making Contact

Randall Davidson’s list of free programs (davidsor@uwosh.edu)

PRX.org

Similar Stations to Talk With/Compare Schedules 

(contact information on NFCB website)

KFAI, Dan Richmond PD, Minneapolis MN

WMNF, Randy Wynne PD, Tampa FL

KPFT, Dwayne Bradley SM, Houston TX

WORT, Norm Stockwell OD, Madison WI

KBCS, Steve Ramsey SM, Bellevue WA

KGNU, Sam Fuqua SM, Bolder CO

WMPG, Jim Rand SM, Portland ME

KUNM, new PD, Albuquerque NM (does NPR but lots of local news)
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Sheet1

				FY 08 (proj)		FY 07		FY 06				FY 07		KBOO		All dC Stations		3 "Most Like" Stations

		Revenue		$   754,799.00		$   603,988.00		$   613,064.00				Donors/Cume		11.2%		8.1%		8.3%

		Donors (May)		5,572		6186		6,205				$/Cume		$   10.98		$10.79		$12.36

		Cume (Fall)		52,600		55,000		61,700						KBOO		All dC Stations		3 "Most Like" Stations

		Av Gift		$   135.46		$   97.64		$   98.80				Average Gift		$   97.64		$   134.90		$   150.99

		Donors/Cume		10.6%		11.2%		10.1%

		$/Cume		$   14.35		$   10.98		$   9.94

				2007 Combined

				N		$

		Under $20		109		1051

		20-39		552		13123.5

		40-59		583		25419

		60-79		1151		73902

		80-99		70		6108.5

		100-119		317		31736

		120-200		534		71470

		200-999		210		65106.2

		1000+		3		3000

		TOTALS		3529		290916.2

		<$100		2395		113495.5

		$100-$1,000		1061		168312.2

		$1,000+		3		3000

		TOTALS		3529		290916.2

		<$100		67.9%		39.0%

		$100-$1,000		30.1%		57.9%

		$1,000+		0.1%		1.0%

		TOTALS

		# of contributors between 1 to 49  cumulative		4,372		3,544

		# of contributors between 50 to 99 cumulative		6,015		7,738

		# of contributors between 100 to 249 cumulative		8,336		8,806

		# of contributors between 250 to 999 cumulative		1,918		2,448

		# of contributors between 1000+ cumulative		248		244

		Total $ from contributors giving 1 to 49 cumulative		$131,753		$92,963.02

		Total $ from contributors giving 50 to 99 cumulative		$378,461		$450,635.23

		Total $ from contributors giving 100 to 249 cumulative		$1,154,561		$1,124,260.70

		Total $ from contributors giving 250 to 999 cumulative		$734,226		$1,003,713.94

		Total $ from contributors giving 1000+ cumulative		$529,916		$372,687.00

		Share of Givers		KBOO		All dC Stations		3 "Most Like" Stations

		<$100		67.9%		49.7%		49.5%

		$100-$1,000		30.1%		49.1%		49.4%

		$1,000+		0.1%		1.2%		1.1%

		Share of Revenue		KBOO		All dC Stations		3 "Most Like" Stations

		<$100		39.0%		17.4%		17.9%

		$100-$1,000		57.9%		64.5%		69.9%

		$1,000+		1.0%		18.1%		12.2%
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