Access Humboldt Collaborative SWOT Matrix

	
	POSITIVE/ HELPFUL

	NEGATIVE/ HARMFUL


	INTERNAL Origin
facts/ factors of the organization 

	Strengths

(T)

- Lead agency for broadband design and construction 

-Full time IT person on staff

-Relationship with Archive.org

(P)

-Manage coverage of 7 local jurisdictions

-Well established I-net

-Archive.org hosts content

-Full time production manager

(F)

-2nd contract with jurisdiction as a consultant to monitor and advise cable franchise 

-Community anchor institution representation on board

-First annual fundraiser completed in Oct 

(E)

-Considered expert resource in cable regulation and media/broadband advocacy (no cable regulatory division) in county


	Weaknesses

(T)

-Low bandwidth access

-No media lab (no access to EHS lab)

(P)

-Under utilization of facility/equipment  

-Low percentage of programming on E & P is producer created 

-Lack of outreach for paid productions 

-Strict regulations for producers prohibits use of field equipment 

(F)

-Inadequate outreach for new members 

-No underwriting model

(E)

-No editing workshops available for members



	EXTERNAL Origin
facts/ factors of the environment in which the organization operates 

	Opportunities
(T)

-Using CiviCRM and interested in MERCI

(P)

-Access to EHS media lab

-Trying to make AH more of a production company

-Studio now being offered to members

(F)

-Developing diversified funding streams based in social enterprise (training with Zero Divide)

-Strategic collaborations with community orgs

(E)

-Housed in Eureka High School

-Launching new training workshops for producers 


	Threats

(P)

-Cable system available to a very small area of county

(F)

-Struggle with monetizing innovative ideas

-Cable franchise expires in 3.5 years 

-Extremely small media market

(E)

-Very low interest in media production in community 


(T) - Technology
(P) - Production
(F) - Fundraising
(E) – Education
Potential points of collaboration:
The following are points that were brought up during the group SWOT analysis and during individual conversations where Access Humboldt staff has expressed interest in finding out information and best practices from other stations in the collaborative.
· Youth programs 
· Educational curriculum
· Open Media Tools
The following are points of expertise where Access Humboldt could act as a strong resource for other stations in the collaborative. 
· Advocacy work
· Open Media Tools
· Cable franchise management
· Paid productions


       


AMP Collaborative SWOT Matrix

	
	POSITIVE/ HELPFUL
	NEGATIVE/ HARMFUL


	INTERNAL Origin
facts/ factors of the organization


	Strengths

(T)

-Steaming technologies

-Part time IT staffer/ED engineer

-Collaborative approach to programming channels

-All staffers are cross trained

-Large amount of broadband via I-net 
(P)

-Ready set

-Daily show produced in studio- Your Health, Your Town

-One consistent AMP staff person per city 

-Covers 6 different city government meeting

(F)

-Full time grant writer on staff and contracted developer for paid productions

-Evolving paid production funding model

(E)

-Flexible class schedule

-Bi-lingual trainer 

-Strong relationship with higher education system in Monterey


	Weaknesses

(T)

-Aging server

-No in house editing lab for producers

(P)

- Challenges working with Naval Post Graduate school (complicated contract, short notices for requests for production services, communication challenges)
-still figuring out a system for managing paid production accounts

(F)

-Complicated funding scheme due to number of cities 

-Need to purchase building or relocate within next year

-Lack of outreach/marketing materials

(E)

-Limited relationship with public school system

	EXTERNAL Origin
facts/ factors of the environment in which the organization operates


	Opportunities
(T)

-Development of Miro site for AMP

-Possibility of new "curated" community channel
(P)

-City governments see value in AMP coverage

-Large studio space available

 (F)

-Focusing staff time and contract workers on funding development

-Membership campaign

-Excess space to rent to NPOs or for storage

 (E)

-Creation of charter school housed at AMP

-Included in MCOE BTOP grant

-Good community for video journalism program with youth


	Threats

(P)

-Paid production services require significant staff time
-competition from for profit production companies/freelance producers for larger paid productions

(F)

-All fund from the city of Marina must be used as capital  

-Weak DIVCA ordinance in some cities


(T) - Technology
(P) - Production
(F) - Fundraising
(E) – Education
Potential points of collaboration:
The following are points that were brought up during the group SWOT analysis and during individual conversations where AMP staff has expressed interest in finding out information and best practices from other stations in the collaborative.
· Youth video journalism programs
· Outreach and marketing strategies/materials
· Fundraising strategies
The following are points of expertise where AMP could act as a strong resource for other stations in the collaborative. 
· Experience dealing with DIVCA
· Collaborative channel programming model
· Extensive research in to streaming technologies


       


CMAP Collaborative SWOT Matrix

	
	POSITIVE/ HELPFUL

	NEGATIVE/ HARMFUL


	INTERNAL Origin
facts/ factors of the organization


	Strengths

(T)

-Implementing CiviCRM and MERCI 

(P)

-Covers a wide array of community activities (“Cover 3s”) with large volunteer support

-Newly hired production coordinator

(F) 

-Board members well connected in the community

-Consistent success in grant writing

-Free rent, mailings, phone and internet through Gavilan  

-Earned income from paid production and education contracts raised over $55,000 in 2009 

-Newly hired outreach coordinator 
(E) 

-Contract with 8 weekly youth media programs
-New curriculum based on CA VAPA standards 

-Co-teaching classes with Rancho San Justo Middle School on video journalism 

 
	Weaknesses

(T)

-No IT or Technology staff

-Aging server

(P)

-Low market opportunity for productions at higher rates
(F)

-Limited viewership pool (13,000 subscribers)

-Large amount of staff time focused on member services means less time for development work and internal efficiencies  

-Large number of Gavilan students using CMAP resources for free with student membership 


	EXTERNAL Origin
facts/ factors of the environment in which the organization operates


	Opportunities
(T)

-Buying new server in 2011
-Considering getting laptop computers for producers

(P)

-Establishing new satellite studio in Hollister

(F)

-Strong strategic relationship within the community

(E)

-Multiple successful youth programs have provided leverage for community relations

- BTOP Grant enables more youth programs in Hollister

-Hiring new youth media staff
  
	Threats

(T)

-Working with INET consultant to rebuild network will be time consuming
(P)

-Lack of production contracts in area
(F)

-Location on Gavilan isn’t very accessible 

-Many community members think CMAP is part of Gavilan 

(E)
-Schools have limited funding so contracts are unsustainable as long-terms funding source




(T) - Technology
(P) - Production
(F) - Fundraising
(E) – Education
Potential points of collaboration:
The following are points that were brought up during the group SWOT analysis and during individual conversations where CMAP staff has expressed interest in finding out information and best practices from other stations in the collaborative.
· Underwriting models/earned income strategies 
· Outreach/marketing
· Productions as earned income
· Equipment suggestions
The following are points of expertise where CMAP could act as a strong resource for other stations in the collaborative. 
· Youth programs/curriculum 
· Grant writing
· Fundraising
· Staff productions

    
CMCM Collaborative SWOT Matrix

	
	POSITIVE/ HELPFUL

	NEGATIVE/ HARMFUL


	INTERNAL Origin
facts/ factors of the organization


	Strengths

(T)

-New, up to date equipment

-Streamlined digital media workflow

-Highly dedicated and qualified staff

-Innovate, forward thinking

(P)

-Strong studio usage

-Highly automated studio requires smaller crew to do shows

-High quality branding 

-Well produced community calendar

-High quality programming

-Partnership with local film festivals and youth organizations (MYC)
(E)

-High demand for classes

-Partnership with MYC (educational channel programming)


	Weaknesses

(T)

-Lack of IT staff
(P)

-Creating NPO partnership to seek grants for production development

(F)

-No support after initial $3 million runs out

-Lack of Board involvement 

-Community not knowing about CMCM

(E)

-Long class waiting list

-Not enough resources (primarily staff) to offer more classes or youth programs

-Not reaching “target” audience



	EXTERNAL Origin
facts/ factors of the environment in which the organization operates


	Opportunities
(T)

-Implementing Merci and CiviCRM

-Cross-connecting all media elements of CMCM

-Redesigning website

-Setting up satellite CMCM units and connecting them through infrastructure

(P)

-Creating CMCM promo

-Training members to cover community events

-CMCM special ops team 

(F)

-Developing underwriting model

-Creating strategic community relationships 

-Board taking on responsibility of fundraising

(E)

-Looking to partner with local high schools 

-Integrating 45 minute seminars in to monthly member mixers

-Creating new classes (ie-event coverage)
	Threats

(T)

- Tightrope having trouble supporting playback
 -Unable to shift to HD due to large broadband requirements

(F)

-Politics surrounding state franchise

-Majority of initial $3 million designated for “capital” use only




(T) - Technology
(P) - Production
(F) - Fundraising
(E) – Education
Potential points of collaboration:
The following are points that were brought up during the group SWOT analysis and during individual conversations where CMCM staff has expressed interest in finding out information and best practices from other stations in the collaborative.
· Underwriting models 
· Outreach strategies to educational institutes 
· Open Media Tools
· Youth programs
The following are points of expertise where CMCM could act as a strong resource for other stations in the collaborative. 
· High quality branding
· Strong educational curriculum 
· Up to date technology
· Open Media Tools


       


CTV Collaborative SWOT Matrix

	
	POSITIVE/ HELPFUL

	NEGATIVE/ HARMFUL


	INTERNAL Origin
facts/ factors of the organization


	Strengths

(T)

-IT person on staff

-Production truck

-Play out system

-Streaming capabilities 

(P)

-Large studio space

-Large, knowledgeable production crew

-Strong volunteer base/interns

-HS sports coverage

-PSA’s

(F)

-Guaranteed funding through city

-Developing underwriting program

-Staff is aware of needing to find new funding streams

(E)

-Enthusiasm for teaching
	Weaknesses
(T)

-Lack of bandwidth creates slow network

-Can’t host streaming (outsourced to Cruzio)

-DVD play outs aren’t reliable

(P)

-Aging studio

-Productions don’t reflect the community

-Lack of funding

-Lack of understanding who/what CTV is

(F)

-No fundraising board (impossible due to the make-up of the board)

-Branding/marketing (PTV and CTV to separate P channels from E & G)

(E)

-Curriculum needs updating

-Not taking advantage of own medium (ie-training videos)

-Need to offer more compelling classes

-Low youth enrollment in classes

	EXTERNAL Origin
facts/ factors of the environment in which the organization operates


	Opportunities
(P)

-No external competition (ie-PBS)

-Production truck will allow year round community event/HS sports coverage 

-Large number of paid production requests

(F)

-Looking in to writing grants (joint collaborative/individual)

(E)

-Get shared curriculum from collaborative (youth programs as well)

-Staff cross training to understand everyone’s position
	Threats

(T)

-Lack of space for community media producer computer lab

(F)

-Guaranteed funding coming to an end in 2014

 (E)

-Location/member base isn’t conducive to people coming in to take classes




(T) - Technology
(P) - Production
(F) - Fundraising
(E) – Education
Potential points of collaboration:
The following are points that were brought up during the group SWOT analysis and during individual conversations where CTV staff has expressed interest in finding out information and best practices from other stations in the collaborative.
· Outreach strategies to educational institutes 
· Youth outreach/programs
· Community recognition of CTV as a serious resource, not just “crazy” TV
· Courses:
· How much do courses cost? Are the free?
· Project based learning
· Scheduling (6 week course?, two days for  three hours?, two hours class?)    
· Educational curriculum, specifically handouts (orientation video)
· Underwriting models 
· Board makeup 
· Members taking more ownership in the organization (ie- attending board meetings)
· Inefficient programming work-flow (three programs to manage producers, scheduling, and programming)
· Dealing with overused/abused equipment (insurance policy?)

The following are points of expertise where CTV could act as a strong resource for other stations in the collaborative. 
· Production truck
· Sports coverage
· Paid productions


       


DMA Collaborative SWOT Matrix

	
	POSITIVE/ HELPFUL
	NEGATIVE/ HARMFUL


	INTERNAL Origin
facts/ factors of the organization


	Strengths

(T)

- Open media tools implementation

- Hosting own content

- Relationship with local ISP

(P)

-Longstanding productions

-Strong HS coverage (sports and arts)

-HS news show
-Strong volunteer base

-KDRT

-Strong local election coverage

 (F)

-Community awareness

-Strong relationship with hometown newspaper (Autumn column; good press releases)

-Strong community event/meeting participation

 (E)

-Diversity of youth media programs

-Popular Kid Vid camps

-Good relationship with school district

-Weekly HS student radio show (Student Voices)

-Project based learning structure

-One on one training


	Weaknesses
(T)

-Over reliance on experienced staff

-No documentation of work processes

-Technology and equipment assistance decreasing due to time dedicated to OMT

 (P)

-Outdated studio equipment 

-Production workflow (no central server)

-Under utilization of studio

-No volunteers can direct studio shows

-Large studio crew needed to produce shows

-No time to pursue programming acquisitions

-No media lab 

 (F)

-All fundraising goes to KDRT

-No grant writing

(E)

- Lack space and staff to support programs

-No class calendar on website

-No formal/documented certification process



	EXTERNAL Origin
facts/ factors of the environment in which the organization operates


	Opportunities
(T)

-Established I-net

(P)

-Bad economy means more volunteers

-Revamping studio (possibly hot)

-New spaces in building opening up

-Archiving programming

(F)

-Culture of fundraising being developed

-Transitioning to an active fundraising board

-OMT revenue stream with contract work

(E)

-Other schools interested in relationship with DMA

-Opportunities to co-teach media classes

-Interested in creating more workshops (ie-using social media, Photoshop, etc)


	Threats
(T)

- Over reliance on experienced staff with unique relationships

(P)

- Copyright issues with covering HS plays

(F)

- Uniting volunteers around fundraisers 

-Lack of unification between branches of DMA (TV and radio)

-Everything this free to the community

(E)

- Frequent staff turnovers at school

- Lack of commitment from school district

- Lack city/community services (ie-teen centers) to collaborate with for youth 

-Lots of workshop opportunities in Davis- lowers demand for DMA classes 


(T) – Technology

(P) - Production

(F) - Fundraising
(E) – Education

Potential points of collaboration:
The following are points that were brought up during the group SWOT analysis and during individual conversations where DMA staff has expressed interest in finding out information and best practices from other stations in the collaborative.
· Sharing curriculum 
· Grant writing
· Studio 
· Mobile productions
· Grants for youth programs/co-teaching classes at schools

The following are points of expertise where DMA could act as a strong resource for other stations in the collaborative. 
· Tech advice

· Open Source Tools
· Kids camps


       


SF Commons Collaborative SWOT Matrix

	
	POSITIVE/ HELPFUL

	NEGATIVE/ HARMFUL


	INTERNAL Origin
facts/ factors of the organization


	Strengths

(T)

-IT person on staff

-Lots of gear/ Access to BAVC equipment/labs

-Implementing Open Media Tools

-Launching new SF Commons website 
(P)

-Flash studio

-Live on air production capabilities 

-Consistent, active producers

-~70 producers regularly submitting content
(F) 

-Development department

-Access to development support on an as needed basis from BAVC
(E)

-Neighborhood Network establishing connections with local cultural centers

-Outreach to local school’s digital arts programs 


	Weaknesses

(P)

-No capacity- very limited staff

-Very high maintenance producers; no DIY work ethic- major staff time suck

-Not able to support paid productions
 (F)

-No capacity for outreach (not enough staff time to create outreach strategy)

-No revenue from workshops or membership fees
 (E)

-Low enrollment in classes

	EXTERNAL Origin
facts/ factors of the environment in which the organization operates


	Opportunities
(T)

-Connected to a good fiber network

-Working relationship with the city network- BTOP grant for broadband adoption
 (P)

-New interns/relationship with university internship programs

-Redesigning hours to be more accessible to public producers

-Moving locations; possibly more SF Commons specific space   

-Developing SF Commons sponsored shows       

-2 Public Access channels           
 (F)

-Last Monday of the month member mixers

-Community Advisory Board
 (E)

-BAVC runs very successful youth programs 

-BAVC feeding people to lower level SF Commons classes
	Threats

(T)

-Unable to support/manage expanding technological needs/demands for producers
(P)

-Institutional producer perceived ownership of organization- shun new people

-Constantly shifting learning curves/workflows
(F)

-Funding sabotaged by certain locals




(T) - Technology
(P) - Production
(F) - Fundraising
(E) – Education
Potential points of collaboration:
The following are points that were brought up during the group SWOT analysis and during individual conversations where SF Commons staff has expressed interest in finding out information and best practices from other stations in the collaborative.
· Underwriting models/earned income strategies 
· Programming workflow
· Working with very diverse producer base
· Collaborative funding models/grants
· Open Media Tools
The following are points of expertise where SF Commons could act as a strong resource for other stations in the collaborative. 
· Open Media Tools
· Creating Community Advisory Board
· Local journalism programs
· Community broadband initiatives 

       



