Strategic Recovery Plan for Pacifica Radio, Inc.
(Approved without objection by the Pacifica National Board on Feb. 25, 2021)

Any Strategic Plan should reiterate the Purposes, Principles and Commitment to Diversity that are stated in the very beginning of the Pacifica Bylaws.  Further, a Strategic Plan should aim to fulfill these principles and purposes.

Article One, Identity and Purpose, Section 2: Purposes
The purposes of the Foundation, as stated in Article II of the Articles of Incorporation, are as follows:
To establish a Foundation organized and operated exclusively for educational purposes no part of the net earnings of which inures to the benefit of any member of the Foundation.
To establish and operate for educational purposes, in such manner that the facilities involved shall be as nearly self-sustaining as possible, one or more radio broadcasting stations licensed by the Federal Communications Commission ("Commission") and subject in their operation to the regulatory actions of the Commission under the Federal Communications Act of 1934, as amended.
In radio broadcasting operations to encourage and provide outlets for the creative skills and energies of the community; to conduct classes and workshops in the writing and producing of drama; to establish awards and scholarships for creative writing; to offer performance facilities to amateur instrumentalists, choral groups, orchestral groups and music students; and to promote and aid other creative activities which will serve the cultural welfare of the community.
In radio broadcasting operations to engage in any activity that shall contribute to a lasting understanding between nations and between the individuals of all nations, races, creeds and colors; to gather and disseminate information on the causes of conflict between any and all of such groups; and through any and all means compatible with the purposes of this Foundation to promote the study of political and economic problems and of the causes of religious, philosophical and racial antagonisms.
In radio broadcasting operations to promote the full distribution of public information; to obtain access to sources of news not commonly brought together in the same medium; and to employ such varied sources in the public presentation of accurate, objective, comprehensive news on all matters vitally affecting the community.

Article One, Identity and Purpose, Section 3: Principles
The Foundation is committed to peace and social justice, and seeks to involve in its governance and operations individuals committed to these principles.
Article One, Identity and Purpose, Section 4: Commitment to Diversity
The Foundation is committed to diversity and inclusion of all nations, races, ethnicities, creeds, colors, classes, genders, sexual orientations, ages and people with disabilities in its programming, staff, management, committees and governance.
***************
Below will be listed:
An EMERGENCY Strategic Plan that addresses financial matters only, a SHORT TERM Strategic Plan, a MEDIUM RANGE Strategic Plan and a LONG RANGE Strategic Plan.

Emergency Strategic Plan: Immediately address deficits at the stations

Because of Covid-19 and unaddressed declines in listener support at all 5 stations, here is a suggested very short emergency plan to keep Pacifica afloat:

1)  Start immediately to make expense cuts at all stations where expenses exceed revenue.  The iED should oversee this and place this as a top priority.
Immediate emergency action needed: 
The IED and the GM’s and PD’s and the governing bodies must prioritize the crisis of listenership and submit a unified plan to rebuild our listener base.  (added by Lawrence)
 KPFK’s expenses are exceeding its income by approximately $70,000 to $90,000 PER MONTH.  The National Board directed that expense cuts be made of at least 30% at KPFK.  The iED and the KPFK GM should place this as the first priority immediately.
The iED should address shortfalls at all the other stations.  This is urgent as there are no reserves to cover any shortfalls.  
2)  The iED and iCFO should ensure that any further PPP funding or other similar loans or grants are tracked and applied for as soon as possible.
3)  All other fund-raising efforts emanating from the National Office should be continued if they are cost effective but 1) and 2) above should take priority over any other efforts.

Follow up:  Pacifica management (iED and iCFO) together with the PNB should monitor progress on reducing shortfalls on a weekly basis.  A report from iED and iCFO should address this on at least a monthly basis. 

Short Term goals: Addressing the Loan
Expense cuts should be continued so that income meets or exceeds expenses at every Pacifica Unit. 
       (1) Careful attention should be paid to any financial shortfalls at any station or unit.  If any shortfalls occur, action should be taken rapidly to mitigate them.  
       (2)  The iED and Pacifica Counsel should finalize negotiations to extend the $3.2 million loan as soon as possible and get that extension approved by the PNB.
Follow up:  Report back from Loan Committee on progress in renegotiating/extending the loan. This is due by the end of January, 2021. If an extension/refinance of the loan is not completed by end of January then the Loan Committee shall return to PNB with alternative proposals.

Medium term goals: Restore CPB funding
1)  Ensure the budgeting process is moving forward and that all requests for financial information from NETA and our Auditor are responded to rapidly so that the 2019 Audit is completed as quickly as possible.  This is important as it will make it easier to refinance the $3.2 million loan and to eventually get CPB funding restored.  (It should be noted that as our east coast stations have gotten significant CPB funding as they have qualified for special minority grant funding, any deficits that those stations carry would be ameliorated if CPB funding is restored.)
             a)  The iED should work with NETA staff to debug slows and inaccuracies in financial reporting that jeopardize timely financial reporting and rapid compliance to NETA and Auditor requests for information.  If station or unit staff are slowing the process down, this should be documented and filed in the Personnel File of any staff member who is not complying.
	b)  Ensure that every station has a functioning Community Advisory Board.  
	c)  Ensure that all meetings (Community Advisory Board, LSB, PNB, PNB Committees, etc.) are properly noticed.

Follow up:  The medium term goal is to restore CPB funding. We can apply for CPB funding if our audits are up to date by June 2021.  That means the 2019 ad 2020 audits must be completed by then as well as compliance with other CPB requirements. Get monthly reports from NETA and Auditor and weekly reports as deadline draws closer.  

Approved without objection by the Strategic Planning Committee meeting on Jan 5,2021 and approved by the Pacifica National Board without objection at its meeting of Feb 25, 2021.  (Draft of meeting minutes are available upon request.)
Alex Steinberg Chair, Pacifica National Board


Long Term Strategic Plan and Goals:

The Pacifica National Board has not yet voted on a long term strategic plan. I should clarify that when we use the term “long term strategic plan” this does not refer solely to plans that are going to be implemented in the future but many of these plans should be ongoing.  We are using the phrase “long term” to distinguish the efforts here from the more immediate goals outlined in our short and medium term plans. 

While we are a few weeks away from inscribing out long terms plans we are having discussions, mostly on the Strategic Planning Committee, but also on some other PNB committees,  about a number of areas that look promising.  Here are some of those areas:
· Put into place regular review of Programming at all our stations compliance with Pacifica Mission and how it contributes to the financial health of a station.

· Once we are caught up with our audits, hopefully by June of 2021, we will become eligible for grants and donations from which we have been locked out for the past 5 years.  Those would be in addition to whatever grants we can obtain from the Corporation for Public Broadcasting. Those grants can be most effectively used to invest in our future by creating a budget line to hire a Development Director and a Social Media / Marketing / Publicity Director for Pacifica. 

· Partner with other non-profits that share our goals to expand our media platform. The future of radio is to become a multi-media organization, one that includes our core broadcast radio facilities to be sure but also expands into Internet radio, Podcasting, simultaneous broadcasts on Cable Access channels, satellite radio, etc.  

· Development of National Programming that strengthens the Pacifica brand and incorporates collaborative efforts of all our 5 stations plus the 250 Affiliates.  We already have the embryo of such National Programming with our Covid, Race and Democracy programs.

· Work on a plan to monetize Podcasting through a subscription service.  This could be a significant new stream of revenue.  Some preliminary work is already being done in this area at some of our stations. 

· Explore the possibility of a Private Bond Offering as one possible method for raising revenue to pay off our debts. 

· Create a Pacifica Advisory Board composed of luminaries who represent what is best in the Pacifica culture.  These might include public intellectuals such as Noam Chomsky, Rabbi David Lerner and leading activists for human rights such as Stacey Abrams.  In addition the Advisory Board can include people who may not be so well known but who have special expertise in areas where we need assistance, such as fund-raising, marketing multi-media technological issues, etc.   The creation of this Advisory Board would place Pacifica in a much better position to implement its educational mission and leverage its history of opposition to war and oppression.  It would also make Pacifica a far more attractive organization for potential major donors.

· Reduce legal costs and liabilities that have proven very expensive in the past  through a concerted program within Pacifica to ensure that all staff and contractors undergo periodic training in sexual and other types of harassment. 

· Implement regular performance reviews of all staff and management to better implement departmental, regional and national goals. 

· Review every budget for excessive and wasteful spending practices. 

· Consider a proposal to have our bylaws rewritten from a technical point of view by a parliamentary group with the goal of making them compliant with recent developments in parliamentary practices and corporate law.

· Review of the substance of the bylaws with the goal of simplifying our current governance process to make it less cumbersome and more adaptable to changing conditions. 


· Bring the Pacifica employees handbook up to date to make it compliant with current human resource standards and employment law.  We did update the employees handbook in 2018 and that was an important positive step, but there are still things in the handbook that need to be improved. Probably this should require a bi-annual review.

· Efforts should be made to standardize accounting, membership databases and management, financial reporting, etc., so that the same software is used by every unit of the Foundation and so that information is easily cloud accessible.

· Union contracts should be standardized as much as possible across the network.  This would make financial reporting and administration much more efficient. We have already taken significant steps in this direction and it should be continued. 

· All ongoing legal matters should be reviewed with a view toward cutting expenses where possible. 

· Start a Chicago based Internet radio channel to create a presence in the Mid-West with the goal of eventually purchasing a station in Chicago. 

There are of course many other items to consider,  and not all these items will eventually be implemented, at least not in their current form,  but this list should give one an idea of the direction the Pacifica Board and Pacifica Management wishes to go as we seek to stabilize our finances, to become sustainable and eventually to expand our share of the markets we are in and create a presence in new markets. 

Presented by Alex Steinberg,
Chair, Pacifica National Board
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