ADMINISTRATION

By: William S. Pasco

Radio reading and information services encompass many different specialized disciplines that are peculiar to the communications industry, or the rehabilitation field.  However, all organizations, no matter how big or small and no matter what their specialty, must be administered.  Administration principles are a constant no matter what type of organization is being discussed.  Administration reaches into every area of an organization, and good administrative practices are essential to the long-term success of all organizations.

Since good administration adapts itself to the particular type of organization involved and adjusts for the particular issues that type of organization faces, the basic principles of good administration do not change.  If they are forgotten, ignored, or compromised through ignorance, or the compulsion of the moment, the organization will flounder and may collapse altogether.

It has been said that administration in the non-profit field is, by nature, very hard, very under funded, and a place where only the desperate will want to work.  Such administrators are mistaken, and most likely are poor at administering their organizations.  The fact is that if properly administered, a non-profit organization can be a wonderful place to work for its employees and volunteers and an effective, innovative, and appreciated organization.

The bulleted lists of principles below are time tested.  Follow as many of them as possible, and your organization will be well on its way to success.

Administration covers the following list of sub-disciplines:

· Budget and Finance

· Human Resources Management

· Forecasting and Planning

· Office Operations and Information Systems

The chief administrator for an organization must seek advice and expertise from the following professions (attorney, accountant, insurance broker, banker, comptroller, and information services technician).  Expertise on these issues and from these disciplines must either be on staff or available through consultants.  Sometimes this expertise will be donated by community-minded professionals, but if not donated, it must still be obtained, even if the organization must pay for it.  If your audio information service is a part of a larger organization, some of this assistance will be provided for you.

Attorney

· Legal advice on organizational design such as incorporation, non-profit status, government relations, etc.

· Review of contracts leases and letters of agreement which bind the organization

· Advice on liability and risk assessment of policies and practices of the organization

· Representation of the organization in adversarial situations with ex-employees, government entities or other organizations

Accountant

· Implement a system for proper accounting and bookkeeping practices

· Assist administration in handling cash flow issues

· Provide administration regular balance reports so administration can adjust to changing conditions and unexpected expenses

· Annually review the organization’s books and financial procedures to certify the organization’s financial status, and alert administrators of issues which could result in financial damage to the organization

· File 990 tax forms to the IRS

Insurance Broker

· Advise administration on liability and assess potential risks to the organization

· Secure insurance coverage for:

· Property theft, facility damage resulting from fire, etc.

· Liability coverage for personal injury of employees, volunteers, or visitors to the facility

· Workers compensation coverage for employees injured on the job

· Health insurance coverage for employees and their families

· Liability insurance for directors on governing boards or staff working on behalf of the organization

Banker

· Assist administration in managing cash flow problems with short term or line of credit loans

· Secure longer term loans for capital improvements when necessary

· Advise administration on investment options permitting growth of the organization’s cash resources while allowing sufficient liquidity to operate properly

Comptroller

· Prepare the organization’s payroll, making sure that proper tax withholding, cafeteria plan deductions, vacation/sick leave, and other payroll issues are handled and tracked properly

· Annually prepare W2 and 1099 forms for distribution to employees

· There are many firms which can be hired to prepare and track the payroll of a small organization such as ADP (Advanced Data Processing)

Information Services Technician

· Design and implement computer system supporting office operations and other computer applications

· Maintain equipment and software

· Advise administration on possible new applications of computer equipment and software to improve organization functions

I.         Budget and Finance

· Create a detailed line-by-line budget forecasting receipts and expenses for one year.  It is best to underestimate income and over-estimate expenses.

· Create a general financial forecast for the next two or more years.  This is critical to the planning and fund raising process.

· Track day-to-day expenses and receipts.  Surprises are to be avoided.

· Create a system to track inventory items such as radio receivers, general supplies, capital equipment, etc.

· Arrange for an annual review of your books by an outside accountant.

· Make sure all federal, state, and local tax forms are filed on time.

· All receipts, including individual donations, grant funds, contract payments, etc., should be logged in daily.

· All receipts of cash and checks should be kept in a secure place.

· Receipts should be deposited in a bank regularly; large amounts of cash and checks should not be kept on the premises for extended periods.

II.      Human Resources Management

· No discrimination should take place in the hiring, promotion, or dismissal of employees based on disability, race, sex, religion, or national origin.

· A written policy should exist, detailing that no discrimination will be tolerated.

· A hiring procedure should be created and applied to all new hires.  It should include a public notice of new job openings, standardized hiring and interviewing practices, and a full check of references.

· Equal Employment Opportunity Commission (EEOC) guidelines should be followed in the hiring, promotion, and dismissal of all employees.

· Special care should be taken to abide by the Americans with Disabilities Act (ADA).

· Though federal rules governing mandatory practices are relaxed in organizations with less than 15 employees, your organization should do all in its power to make its hiring practices, work environment, and human resources policies non-exclusive.

· Full-time employees fall into one of two categories. Exempt employees are administrative and managerial employees who are paid a flat salary regardless of the number of hours they work.  Non-exempt employees are employees who work a fixed amount of time for a fixed amount of money.  They are usually not administrative or managerial.

· Non-exempt employees, must by law, be paid overtime for working over eight hours a day or over 40 hours per week.  Overtime can be paid with extra wages or compensation time.  Overtime is paid at 1.5 times the usual hourly rate.

· Full-time employees should receive benefits including, but not limited to, group health insurance, paid sick leave, paid vacation, and a retirement plan.

· Cafeteria plans have become very popular.  These are plans that allow the employee to choose from an array of pre-tax benefits.  Talk with your insurance agent or your human resources consultant for more information.

· Not-for-profit organizations are allowed to offer their employees a form of tax sheltered annuity (TSA) called a 403B plan.  This is similar, though not identical, to the 401K plan that for-profit businesses offer.  Talk with your insurance agent for more information.

· All employees have a right to an annual performance review.

· Performance reviews should be used as tools to encourage better performance, not as a punishment device.

· Annual reviews should be based on performance as it relates to the job description and actual goals and objectives of the employee, rather than on vague general standards.

· All employees have a right to a written job description.

· All employees must fill out an IRS W-4 tax withholding form and an I-9 form verifying their citizenship status.  Each state may require other forms be filed upon hiring.

· The organization should have an Employee Handbook available detailing general policies and procedures and explaining benefits policies, leave policies, and grievance policies.

· Each employee should answer primarily to one supervisor.  When an employee answers to more than one supervisor, or, worse, has no indicated supervisor, misunderstandings and breakdowns will occur, performance will be poor, and animosity will develop.

· Discipline procedures should be clearly spelled out.  No employee should be dismissed arbitrarily.  Poor performance or misbehavior should be carefully documented, as should good performance.  Discipline should be graduated, i.e. verbal warning, written warning, suspension, and dismissal.  The reason for all actions should be made clear to the offender, as well as the steps necessary to redeem him or herself.

· Both hirings and dismissals should be given in writing.

· Resignations should be in writing, not verbal.

· Whenever an employee leaves the organization for any reason, an exit interview should be conducted to determine what organization practices might be improved.

· Employees should never be promised promotions or raises unless the organization actually intends to promote or raise the salary of the individual.

· An employee should never be disciplined or reprimanded in front of other people.

· Overall, keep in mind that it is always a good idea to consult with a human resources specialist or attorney when in doubt.

Meetings and Conferences

· Department and/or full staff meetings should be held periodically to allow team building and information transmission.

· Meetings should not be scheduled unless there is something to discuss.

· All group meetings should have a written agenda.

· Group meetings should be scheduled for a finite period of time.

· The chairperson of the meeting must ensure that all present get a chance to express feelings, and that no one dominates the discussion.

· Individual attacks should never be tolerated at a meeting.  A meeting should be a safe place to express ideas.

· When difficult subjects are to be broached, face-to-face meetings between the individuals involved should be the norm.  E-mail and phone message warfare are destructive, do not solve problems, and should be discouraged.

· Just as with group meetings, one-on-one meetings should have a purpose.  Impromptu meetings are usually disorganized and waste time.

· When the subject of either a group or individual meeting is potentially hurtful to an individual or volatile, such as when discussing the need to discipline a volunteer, then care should be taken that the meeting is private.

· Meetings can either be a team-building tool or a destructive burden on the staff; it is up to the administrator to make sure meetings are positive, not negative.

III.     Forecasting and Planning

· If you fail to plan, you plan to fail!!!

· All organizations should have a carefully thought out mission statement which states the basic purpose of the organization.

· All organizations should set a vision - what the organization aspires to become and where it intends to go.

· All activities of the organization should support the mission and the vision.  If an activity does not support the mission and vision, it should not be undertaken.

· Steps on the road to attaining the organization's vision should be set as goals, objectives, etc.  These steps constitute a plan that may cover from one year to several years.

· Plans should be aggressively optimistic but also realistic.  Executing a plan takes time, talent, money, etc.  All of these elements must be accounted for.

· It is the administrator’s responsibility to orchestrate, but not dictate, organizational planning.  The constituencies of the organization - its listeners, volunteers, paid staff, etc. - should have input regarding the plan.

· It is sometimes helpful to bring in a strategic planning consultant to help with the planning process.

· Low-cost seminars on the basics of good planning are widely available.

IV.      Office Operations and Information Systems

The modern office has changed radically from only ten years ago.  Secretaries have been replaced by administrative assistants, and the change is more than just the name.  A modern office puts great information handling power at the fingertips of each employee.  Designing and maintaining this increasingly complex system requires a number of skills that the office manager before just did not possess. The entire area is rapidly developing and changing, so we only intend to get the administrator thinking through the bulleted list below:

· Every employee should be expected to be able to work with computers and standard software.  But remember the need to choose software and hardware accessible to people who are disabled.

· All employees should have computers available to them.

· Computers can be networked (connected together) or not, depending on the size of the organization.  Networking facilitates information exchange and shared resources but can be tricky to maintain.  Stand-alone machines are simpler to maintain and less expensive, but slow down the exchange of information and ease of sharing resources.

· The organization should have an Internet provider to allow for E-mail and use of the World Wide Web.

A standard software complement for a computer would include the following: 

· Operating System such as Windows 98 or Windows       Millennium


· Word Processor such as MS Word or Word Perfect

· Spreadsheet Program such as MS Excel or Lotus 1-2-3

· Database Manager such as MS Access or Lotus Approach

· Web Browser such as Internet Explorer or NetScape Communicator

· E-mail manager such as MS Outlook Express or Eudora

· Often standard programs are bundled for convenience into groups.  For instance, MS Office contains Word, Excel, Access, and Outlook Express plus a presentation manager called Power Point, a Web page creator called Front Page, and other programs.

· You may want other, more specialized software such as Quicken or MS Money to track organization finances, or screen reading software to enable a blind person to use the computer.

· The office should have available ink-jet printers for each computer if networking is not in use, and a laser printer for the network if there is one.

· Always buy as much computer as you can afford.  The machine will be obsolete in only a year or two if you scrimp up front, but it will be viable for four to six years if you buy wisely.

· Computer systems need regular attention.  Either assign a person to take care of the system, or establish a policy each staff member must follow.  (It is really a sad thing when an entire database is lost because the back-ups and other system maintenance were not done.)

· A desktop photocopier should be available.

· A fax machine should be available.  (A computer scanner and software can take the place of faxing if you prefer.)

· A standard typewriter is still necessary.  Some organizations insist on using forms that require typing.

· Do not accept used or obsolete computers.  They are cheap, but there is a reason for that.  Costs of systems have dropped to the degree that using outdated equipment is no longer a smart call.

· The telephone system is a very critical system.  We recommend that you buy a modern, well-known name telephone system such as Norstar, AT&T, etc.

· Modern phone systems are digital, and the desk phone cannot be plugged into the standard home-style phone jack. They require a "switch," which is a special central computer to operate.

· Someone should be assigned the task of understanding the phone system thoroughly, as it will need occasional reprogramming and adjusting.

· Many systems have voice mail as part of the system.  However, if yours does not, do not use an answering machine.  It may not even work with the system, and such machines are just not considered professional anymore.

· If you need an answering service, contact your local phone company.  Very modern, reliable and flexible systems are available as a service from them at a nominal monthly fee.

· A modern office should be well lighted, well ventilated and should avoid crowding many people into one room.

· Water should be conveniently available for employees and volunteers.  Alternatives to drinking fountains include bottled water or free-standing water filtering systems which can provide hot and cold water on demand for a monthly lease fee.

· Setting aside an area in which volunteers and employees can relax, take a break and/or eat without interfering with those working is a good idea if possible.

· A telephone should be available at every desk.

· Get at least three phone lines plus a fax line.

· If your system will allow it, have the audio from your audio information service featured while people are on hold.  This is an excellent public relations tool.

· Record keeping is a critical function.  If you keep records electronically, then make sure back-ups are made every few days and kept off premises.  If paper records are still used, photocopy important documents or make an electronic version by scanning and storing the copies off premises.

· At least one filing cabinet and desk should be lockable so that personnel records, petty cash, checks awaiting deposit, etc. will be secure.

· All work spaces and equipment should be selected with an eye to accessible universal design for employees and volunteers who are disabled.

In Conclusion

This general area of interest could obviously take an entire book and we have allowed only a short chapter.  There are many good management, administration and business books available, not to mention inexpensive seminars that can help an administrator improve his or her skills.  One of the most important administrative traits is caring for one’s employees, volunteers, and the people being provided services.  A true regard for people and belief in the mission of the organization will make up for many other shortcomings in administrative expertise.

DEVELOPMENT AND PUBLIC RELATIONS

By: Kim Walsh

A. DEVELOPMENT

Development is the art of building the necessary resources to operate an effective nonprofit service.  Development efforts include cash funding such as grants, contracts, donations and underwriting; in-kind support such as goods and services, and community resources such as advisory boards, professional organizations, think tanks, and collaborative projects.  For a station to be ultimately successful, it is critical to develop and implement both short-range and long-range development plans.  The following are key areas to consider in a development plan:

 I.  Budget 


A budget represents a financial “road map” to keep expenditures within means. 


A successful budget should not exceed available resources.


Use the budget to target your service’s fund-raising goals.


Special initiatives may have their own separate budgets.

Case Statement

· Draft a solid “case” statement that tells your story: who you are and what you do.  A simple piece that can be used in numerous presentation packages.

 II.  Funding Sources


Public Funding.  Local, state and/or federal funding may be available for short-term projects or general operating support.  Meeting with representatives from various agencies should help determine availability and application deadlines.  Funding may come in the form of an annual allocation or project contract.  Public funding, especially at the community level, should be pursued.  Good relations should be developed with your community authorities. 


Foundation Grants.  Numerous foundations offer funding for nonprofit services from small family foundations with grant ranges of $500-$5,000 to major foundations with grant ranges from $5,000-$100,000 and more.  Published foundation directories and periodicals may be of help in determining which support your cause.  Foundations often have very specific guidelines and requirements.


Business and Corporate Support.  Annual corporate campaigns chaired by a prominent corporate executive, and targeted pitches may be used to build support from the business community and make new corporate “friends.”

TIP:  Corporate funding is most often given with a specific agenda.  Keeping business needs in mind yields the highest rate of success.  Company goals may include: a) visibility for the company’s product within a desired market; b) to accomplish a specific goal that meets the company’s need; c) visibility for company executives within their peer group; d) partnership opportunities with like-minded groups; e) acknowledgment and support of employee community participation; f) historic CEO or CEO spouse involvement; g) good old-fashioned good citizenship.


Program Underwriting.  Some donors prefer on-air recognition for their contributions.  A good example is if the daily newspaper sponsors the time used for reading their paper.  Of course if a publication declines the opportunity for recognition, other underwriters should be sought.  The best underwriting programs use a rate chart that helps in determining the cost of sponsorship.  The rates may be developed similar to commercial media, or alternately by using the real cost of production as a basis.  Some companies will wish to use charitable giving dollars, while others use marketing or advertising funds.  Either way, the expenditures to your service may be tax-deductible for them.  An on-air message might be read at the onset of a program, such as, “Today’s reading of XYZ, your neighborhood, your news for over 50 year, is made possible by a generous donation from XYZ.  We thank them for their sponsorship,” or “This episode of Consumer Corner is made possible by a generous gift from the 1234 Company with 14 offices throughout metro-Detroit.  For locations call 1-800-000-0000.”


United Way.  The United Way or other combined giving programs (Combined Federal Campaign) can provide a substantial base of support, but can also entail limitations on other fund-raising activities and administrative trade-offs.

Service Clubs/Civic Groups.  Lions Clubs, Kiwanis Clubs, Rotary Clubs, Optimist Clubs, Fraternities, Sororities, and so forth should be cultivated.  Presentations, display tables at events and volunteer activities can be effective.  Group visibility is often important.  Clubs may be interested in buying and or distributing radio receivers or tackling other finite projects.

Individual Donors.  Individuals make up to 75% of all charitable giving. This type of giving may include annual campaigns, direct mail, planned gifts and bequests, and various other solicitations.  Women now accumulate more wealth than men and represent a fast-growing area for charitable giving.  Be prepared to provide annual reports or audited financial statements.  The giving pattern for men and women differ, also.  Men tend to give to friends because they’re friends; women want to know specifically what their gift will do.  Don’t forget to include your listeners in campaigns. 
TIP:  Positive cultivation generally takes at least six contacts a year, including              newsletters, surveys, and solicitations. On-air PSAs can help bolster other efforts aimed at listeners.

Matching Funds.  Don’t forget matching funds!  Many businesses will match (sometimes 2:1 or even 3:1) the gifts made by their employees to charitable causes.  Remind your individual donors often about this opportunity to increase their support.

TIP:  Most donors prefer to give to non-profits that can show low administration

and fundraising costs and a high percent of actual program expenditures.

Special Events.  Community fund-raising events also build friends and public relations.  They can range from small bake sales and car washes, to fashion shows and gala balls.  Successful events require a dedicated committee and thorough planning.  Recurring annual events may become easier to produce once established.

· Collaborative Projects.  Collaboration generally means the partnering of two or more organizations to develop, implement and fund a project.  Grantmakers like collaborations, especially if they see that pooled resources allow a project to operate more effectively.
III.  In-Kind Support

Donations of goods and services, facilities and other materials, help to defray cash expenses and may be easier to acquire than cash.  When planning your budget, consider making a list of items that could be donated in-kind.  Be creative. Items typical include:


Printing
       


Broadcast or office equipment



Office or studio space

· supplies


Accounting services


Legal services

· Coffee Office and supplies


Volunteer time


Prizes, gifts, raffle items
· Graphic design
TIP:  Always track the value of in-kind support.  It helps demonstrate to donors and evaluators the real cost of doing business and will often be accepted by funding sources in lieu of matching cash funds.  Tracking volunteer hours at its fair market value can really help!

IV.
Community Resources

People are a critical resource.  Building relationships with community-based organizations, community leaders and disability groups is key to expanding your resources, and your service.  Many of these connections are already in your circle, such as listeners, volunteers and their friends, family, employers and other support systems. Among the connections found to be helpful, include:


Service clubs, civic groups and religious-based groups


Support groups for specific disabilities (e.g. blindness, MS, diabetes, etc.)


Rehabilitation, orientation and mobility programs


Low vision clinics


Nursing home associations


Local professional associations


Corporate volunteerism groups 


City councils and community committees


Libraries for the Blind and Physically Handicapped

· Actively using your Board of Directors or Community Advisory Board as fund-raising ambassadors is imperative to overall success.  These special individuals have the ability to ask for support for your program without appearing self-serving.  They also lend their credibility to your cause.  Use these individuals to help you directly and to introduce you to others in the community that may be sympathetic to your needs.

V.
Stewardship


Say thank you!  

· Prompt tax receipting and thank you letters are essential for building recurring support and renewed giving.  


Include donors in affairs you plan


Host recognition activities


Send newsletters and other informational pieces


Follow up.  Stay in touch with your most important friends all year!

B. Public Relations

For the purposes of this guide “public relations” refers to all areas related to communications with internal and external publics including, image building, media relations, community relations, customer service and marketing.

I. Image Building

Building a positive image of your service is important.  This can be done most easily by sending simple and consistent messages about your program and its activities  Design a logo, slogan and mission statement that present a clear and precise message.  Use these in neatly designed collateral materials such as:

· brochures

· web page

· letterhead

· flyers

· solicitations

· newsletters

· program guides

· give-a-way items (T-shirts, buttons)

TIP:   Remember, these pieces don’t have to be expensive glossy pieces.  They can come directly off a standard office printer or copy machine.  But they do have to be neat, well organized and easy to understand.  Every printed piece that leaves your office should carry your message and help build your community image.

II. Media Relations

A positive presence in the media can be a valuable asset.  Getting to know your local media is an important step in building a solid media relations program.  Sending out consistent information and establishing yourself as a knowledgeable expert in your field can help.  Many people fear the media and worry about saying the right thing.  Here are some pointers:

· Never say  “no comment.”  This leaves the public assuming the worst.

· Always return reporter’s calls promptly; they are always on deadline and have editors hounding them.  Understanding their “business needs” will put you a step ahead.

· Find out what the deadlines are for various kinds of publicity.  Many publications and broadcast media have deadlines well ahead of the publication date; months for some magazines.

· When talking to a reporter, pretend you are talking to your mother.  If your mother would have trouble understanding your point, chances are the reporter is getting lost, too.  Use simple phrases, avoid jargon, explain thoroughly.

· Don’t repeat a negative statement that could end up as a soundbite on the evening news!

· Remember the ABCs of effective communication: Acknowledge a negative, Bridge away from a negative to your Commercial message.

· Always control you emotions during an interview

· After giving a complete answer, remain silent.  Reporters often remain silent to egg you into saying more than you really want to.  If you say anything, ask, “Do you have another question?”

· Never forget, that everything you say is for the record!  If you don’t want it in the news, then don’t say it.

Be proactive.  Send media releases about volunteer achievements, program accomplishments, staff changes, new programming, grants.  Write and distribute public service announcements to the broadcast media.  TIP:  Always send items to the media in the format they need by the deadline they establish, and to an actual person.  Find out what kind of stories they’re looking for.  Do your homework to ensure results.

III.  Community Relations

Get to know your community and explore every avenue for increasing community relations and awareness of your station and its mission.  Be a friend.  Some of the ways include:

· Participating in community committees, special events and task forces.

· Inviting community representatives to participate on your advisory board or as volunteers.

· Tapping the resources your volunteers or colleagues have to offer.

· Hosting community events.

· Providing speakers for service club meetings, community groups.

· Providing air time or public service announcements to other area organizations.

Customer Service

· Appropriate, courteous phone greetings.  Consider using your own programming on hold.

· Add a phone line for comments/suggestions.

· Consider a dial-in audio program schedule.

· Process all applications in a timely manner.

· Keep your listeners and donors informed about program changes.

· Make prompt follow up calls to all inquiries.

Marketing/Outreach

Design some active approaches to get the word out!  Do not take this area for granted.  Word of mouth is wonderful, but targeted efforts pay off.  You will need different methods depending on your target group, such as clients, volunteers, or donors.  Some helpful ideas:

· Ask other agencies that serve similar clients to distribute your brochures or demonstrate your receiver to clients.  Do the same for them.

· Distribute appropriate literature to community groups in your area.  Follow up regularly.

· Ask volunteers to be ambassadors in their communities.  They know their community and can readily pitch your service to nursing homes, service clubs, cable TV, etc. and like Advisory Board members, their requests sound less self serving than if the same message comes from paid staff.

· Use outreach workers (paid or volunteer) to spread your message to specific client groups.

· Recruit volunteers from the staffs of the publications you read, area hospitals, colleges, senior centers, church groups, etc.  TIP:  Afternoon or evening shift workers may be available and willing to read for hard to fill shifts.

· Promote volunteer opportunities in you sponsoring company’s internal newsletters.

SUMMARY:

Maintain a consistently positive message about your program.  Keep it simple and keep in the eyes, ears and minds of your community.   Good PR will support fund development efforts and quality fund development efforts can stimulate good PR.  Both can stimulate increased community awareness and listener applications.  Good luck!

Technical Guidelines for Creating an Audio Information Service

By: Art Hadley
The primary function of most audio information services is to provide voice recordings or broadcasts of printed material.  There are three main outlets for these recordings: 

·  standard broadcast (radio, cable, internet)

·  mailed recordings (usually cassettes or CDs)

·  telephone (dial-up information systems)  

In most cases, telephone system recordings will actually be recorded on a telephone.  Other material will generally be recorded using standard broadcast microphones, signal processors, and tape decks and/or computers. 

In this document you’ll find guidelines for construction of a full-featured audio information service.  New services starting up are often on a shoestring budget, and when faced with severe financial limitations, you may find the list of studios and equipment to be more than a little out of reach.  But it is possible to start small.  Let’s take a quick low-budget look at our two main outlets, telephone and broadcasting.

If you want to put up a telephone information system, there are not many short cuts available to you; you’re going to have to spend a substantial sum to buy an industrial computer filled with telephone interface cards and the very specialized software to drive it.  You’ll also have ongoing expenses in providing the telephone lines to use the system.  If you have a mid-sized daily newspaper you intend to provide every day (or at least every weekday), using live volunteers to read, you’ll be providing probably ten to twenty hours of programming each day.  This will be a substantial commitment in both time and money.  Still, if you’re not ready to do that – you’re starting small, and demand is not yet there – there are ways you could begin providing a rudimentary service at a lower budget.  For instance, you could use a cheap PC and low-cost phone software or even a large capacity digital answering machine to set up mailboxes with separate messages in each.  The messages can be articles in different categories with a short intro message defining the choices.  The recordings can be made from any phone, so you could hold off building studios until your budget has grown some.  However, if you’re trying to adapt cheap consumer or business telephone equipment and software, you’re going to be on your own.  You’ll have to innovate and compromise, and you’re not likely to find much help or others who’ve done it before.

For a broadcast operation, whether the signal radiates on an FM subcarrier, a TV subcarrier, or on the Internet, it is possible to start with a very small budget and operation.  No matter what the budget, big or small, most recording, production and playback will be done on a PC.  Simple audio recording and playback are not very demanding, so even an older, slower PC may be adequate (although a large hard drive is absolutely necessary).  A service starting with a very small budget could probably obtain a couple of PCs at very little cost.  While it is tremendously beneficial to add a microphone preamp (so the signal is strong when it hits the electronic chaos of the computer soundcard) and a limiter/leveler/compressor (so that the volume is consistent), it is possible to record perfectly adequate voice audio using a $10 microphone plugged right into an off-the-shelf PC, using a quiet office or living room for a studio.  Remember, though, that hour-long shows make for large file size, and you’ll need to network computers and maybe record CDs to move those shows around from one machine to the next.  Professional broadcast automation software will generally cost thousands of dollars, but there is professional software offered as low at $300, and there is probably low-cost shareware that could be used to set up an automated “radio station.”

It is often possible to obtain donations of professional equipment to start an audio information service.  However, old equipment is usually not worth the time and effort it would take to make it operable or simply figure out how to hook it up since manuals may not be available.  Broadcast consoles and tape cartridge players, especially, will probably require more in repairs and refurbishing than it would cost to replace them with new high-tech alternatives.  Reel-to-reel tape recorders may be available, but you may never need them, unless you already have tapes you want to play.  Probably the only used and donated pro broadcast equipment you should consider using is equipment racks, microphones, and microphone mixers.  Shure mic mixers last forever, and often go through several owners.  They are useful items, especially for an operation starting on a shoestring.  Broadcast tape cartridges, turntables, CD players, and mini-disc players can be used to play announcements and fill music, but so can your PC.

In the broadcast world, the ways our signals are disseminated are changing all the time.  Since TV SAP channels have gone largely unused, you might be able to obtain the use of your local PBS channel’s SAP for no money, which allows almost anyone with a stereo TV to hear your signal.  The standard FM SCA subcarrier has an uncertain future.  As FM (and probably AM, too) stations begin to transmit digital signals, it is possible that the subcarriers we use will become less viable from increased interference.  Yet the digital stream may offer us new “carriers” in the future.  While this means that you may be buying equipment which may soon become obsolete and that methods of transmission may appear that we’ve never dreamed of, it doesn’t mean that your core function will change.  No matter what the medium, quality recordings of human voice will always be the starting point.  So if you’re starting a service on a tight budget, you should know that your investments in transmission systems may provide you just a couple of years of service, but investing in decent microphones and good acoustical treatment of studios will provide a long-lasting return.  No one would guess the ways your signal may be transmitted twenty years from now, but if you built your studios right, they’ll still be in use, with little change, for a long time.

So let’s take a look at the typical functions of an audio information service, and the equipment, facilities, and techniques involved:

I.  Recording with a telephone
Your telephone information system will probably allow local telephones to be hooked up just like dial-in units coming in through the telephone network.  Or, you may have to install phones you’ll actually have to dial to get the system.  Either way, get good headset telephones.  If you’re auditioning models, try to find out how good the microphone sounds (they vary a lot) and make sure the buttons don’t click or klunk when you press them.

II.  Recording with a computer
Using DOS or Windows software to record standard .wav files allows you maximum flexibility to play them back.  Don’t buy a system that uses a special proprietary file format.  Windows .wav files can be recorded at any frequency response or signal-to-noise setting you’re likely to want, and any standard player can play back all versions, as can most broadcast automation systems and the best telephone systems.  To avoid losing massive amounts of programming from computer crashes, simply equip every computer with huge hard drives and keep multiple copies of shows until they air.  Recording at about the minimum quality acceptable for voice broadcast, 8k sampling at 16 bits, approximately one meg of disk space is required for each minute of audio.  At that rate, a 20 gig hard drive will hold over 350 58-minute shows.

In both cases, most recording will be done in studios, acoustically-controlled environments.  Following are some guidelines to creating and equipping those studios.

III.  Studios
There are four general types of studios you may want to consider.  If you have a broadcast operation (no matter where the signal goes, FM transmitter, FM subcarrier, TV cable, Internet, whatever), you’ll probably want a main point to control what goes out, the Control Room.  Then you’ll want a Production Room.  Here, you’ll do any audio work that needs to be done, such as repairing problem recordings, creating public service announcements and promos, etc.  Optimally, the Production Room should be equipped much like the Control Room.  That way, if the control room is down for whatever reason, broadcasting can continue from the Production Room.  And operator familiarity is enhanced by similar layouts.  Third, you’ll want Recording Studios for individuals to record on the computer, tape or telephone.  (In some cases, you may allow telephone recording to be done from the home, if you don’t mind the occasional air conditioner roar, airplanes, dogs, etc. in the background).  And fourth, you’ll want a Live Broadcast Studio.  In a main channel broadcast operation, this studio might be used for interviews or talk shows and should be equipped for a minimum of two readers.  

Control Room  

· There you’ll probably want a computer or three for on-air playback, recording, automation (both unattended and live-assist), etc.  

· And you’ll want some sort of console or mixer to allow multiple sources to be controlled.  

· You should have a cassette recorder and reel-to-reel here if you’ll ever use them.  Even if you don’t regularly broadcast cassettes, having a player online can let you air shows mailed to you, let you produce fill music or emergency programs for when everything else is broken, and you can use it to record live readings so volunteers can critique themselves.

· You might have some auxiliary audio sources, too, even if you won’t use them very often.  Some you’ll probably never need. But here are several items you might be called upon from time to time, even if only rarely, to get audio from and feed to your broadcast chain:

· AM-FM tuner

· Weather radio

· DAT digital cassette player

· Mini-disc player (or recorder)

· CD player (or recorder)

· TV broadcast receiver

· VHS videotape (VHS HiFi provides excellent audio quality at very low cost)

· Broadcast tape cartridge player (or recorder)

· Internet-connected computer

· You need a clock.  One cheap way of having accurate time is to spend $50 apiece and buy a half dozen atomic clocks, the kind that set themselves several times a day from WWV radio signals.  But the best way is to get a Master Clock system, which can provide a top-of-the-hour pulse to synchronize the clocks on your computers, too.  ESE makes a lot of this sort of thing.

Production Room
· Any audio work you don’t do on the air is generally done in the Production Room.  Ideally, the console/mixer here would be much like the Control Room, with items wired similarly.  Often, the audio with the highest quality demands may be done here, such as a chance to get your famous senator in to sit and record a public service announcement for you, which you’ll then add music to, mix, and put on CDs to distribute to local radio stations.  With PCs and audio software, a certain amount of audio production can be accomplished at any desk, but you’ll still want one place where limitations are few.

· For that reason, you might consider extra equipment you might not have in the air studio, like compressors/limiters, digital reverb and effects, etc.  

· Most of that work, however, can be done on the PC.  You will probably want to purchase some good audio editing software.  Cool Edit 2000 costs under a hundred bucks and can do anything.  For an extra $50, you can equip it for four-track recording.   Other brands of audio production software that many people like include Sound Forge and S.A.W. (Software Audio Workshop).

· Add a CD burner to your computer, so you can both make audio CDs (you’ll find many reasons why you’ll need to) and archive and store audio files, graphics, documents, etc.

· Consider multiple microphones so you can do group interviews here.

· A telephone interface would also be helpful for talk shows or phone interviews.

Recording Studios
· Each studio should be equipped the same, so readers are okay with using whichever is available.  Let’s just assume you don’t want to record 20th century reel tapes anymore, ever.  Then, here’s what a well-equipped Recording Studio should be able to do, and the equipment you’ll need to do everything:

· Solid countertop with carpeting or padding.  

· Microphone with foam windscreen, stand, and acoustic isolator (mic mount)
· Mic preamp/processor
· Cassette recorder
· Computer with audio recording software and fast network connection to allow files to be moved to other locations for playback and/or archiving:  Consider using a Liquid Crystal Monitor for the computer to reduce heat, save counter space, and especially to avoid the buzz that happens when people put the microphone close to the monitor screen.

· Headset telephone (if you operate a telephone information system)

· Speaker to monitor playback, preferably with a headphone jack which mutes the speaker

· Headphones
· Good lighting

· Timer
· Consider installing a cough switch by running the microphone wire through a small box with a nice silent push button switch.  The switch shorts the mic connections together to mute it.  Do not use such a thing on a (powered) condenser microphone.

Live Broadcast Studio
· Not much equipment is necessary for this room.  In most cases, recording or broadcast here will be controlled from the Control Room.  Here’s the equipment you’ll need:

· Microphones – Two is the minimum; three is better.  A third mic could be provided for and only hooked up when needed for groups.  Mics need stands and isolation mounts.

· Consider hooking up cough switches for each mic.

· You’ll need a nice big clock in here.

· You might need a big timer or stopwatch to pre-record timed shows.

· Speaker that can be muted when the mics are on

· Headphone jacks with volume controls: Consider hooking up the speaker and/or headphones to a channel over which you can speak from the Control Room to cue the talent.

· A microphone mixer is needed to feed the multiple mics in this room to your console.  You could have each mic in this room be one pot on the console, but it’s better to bring all the mics in the room to a separate mixer, especially one that can compress and/or limit, then bring that output to the console.  This mixer should be in the Control Room so you don’t have to go into the studio to set the levels while they’re reading.

IV. Studio Construction
What this room needs is ventilation, good lighting, and silence.  Whether your studio is equipped with a computer for recording broadcasts, a tape recorder, or a telephone, you need to do three things in the studio:

A. Soundproof – You need to keep sound out, and probably keep sound in, too.

· Construct stud walls with isolation space between adjacent walls, or

· Build walls out of concrete block or other acoustically absorbent material.

· Seal all openings, like outlets and windows.

· Use two layers of drywall.

· Spend as much as you can afford on soundproof doors.

· Use multiple layers of glass in windows between studios; seal each one.

· Stop sound from going into the common ceiling area.

· Seal ceiling area before installing drop ceiling, or

· Lay sheets of drywall on top of acoustic ceiling tiles.

B. Control reflections – You need to control what happens to the sound inside the studio.

· Cover walls, doors, and ceilings with absorbent material.

· Carpet is not a good choice; it absorbs highs only, making the room boomy.

· Standard acoustical tiles are effective for the ceiling.

· Use wedge foams, like Sonex or MarkertTek, on walls.

· You might not need to cover all surfaces; two adjacent walls may be enough since the reflections are broken up.

· Foam can be screwed, glued, stapled, nailed, tacked, or hung.

· Tilt the windows to avoid reflections.

· Carpet or pad table and counter surfaces.

· If there’s any way to do it when you’re designing, avoid parallel walls.  Make rooms wedge-shaped, triangular, curved, or just skewed.

C. Ventilate – getting fresh air in and controlling temperature

· Ductwork to/from adjacent studios will leak sound.

· Install U-turn in each duct path for isolation, and

· Use padded (acoustically dampened) ducts.

· Make sure your HVAC contractor understands audio demands.

· Audio/computer equipment and a person generate a lot of              heat.

· Airflow must be slow to prevent whistling and roaring; ducts and vents larger than they would normally use may be needed. 

· Don’t make the AC breeze blow directly on the reader.

You’ll also need to run some wires, so connector boxes and big conduits up to the attic or hanging ceiling or down to the basement will help, to network your computers or feed audio in or out.  And outlets are cheap.  Install enough to plug in six or eight items in the beginning, so you won’t cuss about it later.

V. Broadcast and recording equipment

Buy new equipment or accept donated used goods?  The used goods used to be a reasonable idea.  But nowadays, choices are more like A) Tie your engineer up for two full weeks rebuilding an old console, or B) Buy a new Mackie from your local music store for $350.  B is probably the better choice.  If you don’t have an old engineer, you don’t want old radio equipment.

If you’re broadcasting, you’ll want a Control Room that’s equipped better (or at least differently) than the smaller recording studios.  In it, you’ll need some sort of mixer, most likely, to get various sources out into the world, like microphones, tape decks, CD players, and computers.  You’ll probably want a production room, too, for producing audio segments like program intros and announcements, plus repairing problem recordings.  It’s handy to equip the Control Room and Production Room similarly.  Then users feel more familiar going between studios, and the Prod Room is available as a backup control room.  

Recorders 

The time has passed for reel-to-reel tape recorders.  If you don’t have tapes you need to play, don’t bother buying any (or maybe buy one for the rare instance you need to play a tape).  The same goes for broadcast cartridge machines.  If you can think of a reason why you need DAT digital tape recorders, get some.  If not, don’t bother.  The same goes for mini-discs. You may want to buy cassette decks to supply your listeners with audio programs by mail:

· Cassettes recording mono material work better if they’re mono cassette decks.  Mono cassettes work better in high-speed duplication, especially in mono copiers.  Superscope (Marantz) makes some portable, mono cassette recorders that are highly regarded for $200-$400.

· Any cassettes that need to be remotely controlled need to be professional studio/broadcast units, such as the Tascam recorders that sell for around $1,500 each.  Whenever you do need to use stereo machines, always wire so the input (to record on tape) feeds both channels.  But when you take the output to your console (or wherever), only use one channel.  Combining both stereo channels to remix to mono is usually bad for the sound.

· If you want to record long blocks of programming for repeat broadcast, consider using computers to do that.  Computers can easily record everything you broadcast.  You can keep all recordings stored for rebroadcast or feed them to your telephone system for playback on demand.

· Or, if you only need to record a block of programming each day to play back overnight, spend about a hundred bucks and buy a VHS HiFi video recorder, which will record six hours (on a $2 tape!) at near-CD quality.

Broadcast Console 

Assuming you’d need maybe 12 to 16 sources to start (with each input offering generally one sliding “pot,” or volume control, on/off switch, and maybe assignment switch to select which channel is being fed, and maybe equalizers), you could buy a console in any of three general categories and price ranges:

· High-end professional broadcast mixers, from names like Wheatstone and AudioArts, are generally in the $20,000 range.  Options may include voice processors, telephone interfaces, etc.  This sort of console is necessary to fully implement remote controls, like to turn on and off On Air lights, mute speakers, start tape decks, etc.  It is also useful for splitting signals, like running two output channels at once.

· Low-end professional broadcast mixers, like Arrakis or Radio Systems, run between $2,000 and $4,000.  In the most important ways, they’re similar to the high-end units but somewhat less versatile (and less likely to need a hole cut in a counter to mount one).  

· General-purpose recording and sound-reinforcement mixers are another option.  Mackie and Yamaha build excellent units, ranging from about $350 to $2,000.  These units are harder to “build in,” since portability is often a desirable trait.  They’re not made to be installed permanently like broadcast units.

· Analog units will look complex, with equalizers and effects sending channel controls for each input.  This can be intimidating but allows visually impaired operators to control these parameters more easily than using digital equipment with tiny screens.

· Digital units allow for future expansion or computer control and have lots of stuff built in.  Yamaha ProMix 01, for instance, can be MIDI controlled (or be a MIDI controller).  It also can save entire setups, including all volume controls, equalizers, compressors, reverbs, etc., and bring them up with the push of a button.  The price is well under $2000.

Microphones – Spend around a hundred bucks apiece.  Much less, you’ll get junk.  Much more, you’ll be wasting money.  

· You want your mikes to be cardioid (directional) so room noise is minimized.  Many fine models are available from Shure, Electrovoice, Audio-Technica, Seinheiser, and many others.  

· You don’t need condenser microphones (they’re not as rugged and they need outboard power).  Dynamic mics will be fine.  

· You will need foam windscreens and some way to mount the microphones, either floor or desk stands, or mounted, countersprung pantograph arms.  

· If the mics or the mounting stands don’t come with isolators, spend fifty bucks or so for each mic to get good ones.  

· Your microphones, like all your other audio wiring, should stay in the balanced (3 connector) mode, using pro connectors.  

· Consider some headphones with microphones built in.  Some readers may like them better, since they can move around more.  And it does force people to wear headphones, which isn’t easy.  However, people who highly prize their hair or are germ-freaks may complain about having to wear them.

Microphone Processors – Best to take the sound from each microphone and do several things with it right away: 1) Amplify it to a much higher volume (“line level”) which is much more resistant to interference, and 2) Compress and/or limit it, to make sure your recorded levels are good and consistent.  One really nice unit is the DBX 286a, which sells in the $200 range.  Many similar units are available, but most are in the $500 to $3,000 range.  Shure makes a couple of mic mixers which offer gated compression; these work quite well and offer both the extra benefit of having lots of inputs and outputs, and the added usefulness of being handy to grab for all the other places you occasionally need a mic mixer, compressor, or preamp, whether it’s a remote live broadcast or a meeting in a hotel ballroom.

Monitor Speakers – In most locations, you’re going to want to monitor the sound.  You don’t need the monster monitors most recording studios and radio stations would insist on.  Most of your monitoring needs can be satisfied by two levels of speaker: cheapie and small pro quality.

· Cheapies – In your individual recording studios, you ought to provide both headphones and speaker for playback.  One easy way to do this is to buy cheap computer speakers with built-in amplifiers (and volume control) and a headphone jack (which mutes the speaker).  You can buy a pair of these for $10 to $50.  

· Small Pro Speakers – Can’t hardly beat the Fostex 6301.  It’s a small, tough, powerful speaker.  It has a couple of audio plugs on the back, a power switch and light, and volume control; it plugs into an outlet and will accept almost any audio signal you can send it.  Its built-in amp will generate about ten watts, and that’ll be plenty loud.  It can be mounted on the wall or sit on a table.  These run about $175 each, but you won’t have to budget a nickel for amplifiers.  You’ll want to have these in places where real listening is done, such as your main Control Room or Production Room(s).  Optional mounting brackets let you put them up on the wall to get them out of the way.

VI. Getting the signal out

· If you’re broadcasting, main channel or subcarrier, the first thing you’ll probably need to do is get the signal out of your building to the radio (or TV) station.  Usually, this is done on a leased telephone line.  Cost can be anywhere from around $60 to $200 a month.  The output of your line-level equipment (console, distribution amplifier, microphone mixer, etc.) will feed this line just fine.

· At the radio station, probably at the transmitter site, your signal will be converted to a subcarrier and injected into the transmitter.  There is no better piece of equipment for this than Modulation Science’s Sidekick FM subcarrier generator, about $2,000.  It will level and limit the audio coming in, so no other equipment is needed to support it.  There is a similar version for generating a TV SAP channel.

· To feed the Internet or relay your signal to another station, you might need a separate computer.  If you put up a RealAudio feed, you must use a RealAudio server.  You’ll need a separate computer in your plant running RealProducer software (basic version free) to generate a stream of data, which will then be relayed on your Internet connection to the RealAudio server.  Or, if you have a fast enough connection, you might use that computer to generate a dozen or so Windows Media streams directly, with no expensive downstream server.  Again, the software is free at both ends.  Or you could use Shoutcast software to generate a streaming MP3 signal and send it to a free relay service, such as Live 365, which will generate multiple streams.

· Radio and TV stations usually don’t depend on the phone company to get their signal to the transmitter building.  They use an STL, a Studio to Transmitter Link, usually microwave.  If you’ve got a few thousand to spend (up to many thousands), you might consider this option.  Monthly operating costs may ultimately provide big savings over ongoing phone line rent.

PROGRAMMING

By: Carol Ann Dennhardt

Whatever method is used by audio information services to disseminate information, the common denominator is the organization of basic programming.   The programming developed for the listeners is the vehicle in which equal access to printed material is fostered.  It is the primary product of any audio information service and should be planned and implemented according to the overall informational needs of the listeners. 

Operating under the understanding and premise of programming theory, block and strip methods for reading services are universally used.  A review of programming at various reading services would most likely reveal a combination of block and strip.  Block programming would involve several hours of similar programming placed together in the same day to create audience flow (for example, a series of entertainment magazines).  Strip programming would be across-the-board scheduling; putting successive episodes of a program into the same time period every day, five days a week (for example, placing the Chicago Tribune every evening at 7 p.m.).  Decisions affecting the arrangement and timing of programming are contingent upon factors such as listenership needs and the local delivery schedule of the reading material.   

Primary emphasis of audio information service programming should focus on print information not available through other sources.  As the service grows, additional newspapers, magazines, and books should be added along with special interest programs such as call-in formats or taped interviews.  A minimum of two hours of local programming each day is suggested for a new service.  However, after two years of operation, a new service should be presenting at least 20 hours of local programming per week.  Basic programming and listener research methods at audio information services contain the following elements:

I.
Newspapers

· Local newspapers form the core material of any reading service.

· Both weekly and bi-weekly newspapers should be included in the programming.

· Along with local news stories from the listening area, obituaries, editorial opinions, advertisements, and local happenings should be stressed.

· Having the primary local paper read during the day and again in the evening provides access to listeners who are employed during the day.

II.
 Magazines

· Consider the array of magazines available through subscription or off the newsstand in order to satisfy the variety of current reading needs.

· Priority should be given to the articles, features, columns, etc. that are unique to those periodicals.

· Plan around the delivery schedule of the magazine subscriptions in order to provide any time-sensitive material in the appropriate time slot.

III. Books

· Consider utilizing bestsellers for the timeliness that radio offers to the listener. 

· Hourly segments of the book are generally recommended.

· Books should be presented in their entirety, unedited and unabridged.

IV. Satellite Programming

· In order to retrieve a particular satellite program, satellite downlink equipment is required (audio information services co-located with NPR affiliate stations may have the equipment to be used jointly along with the technical staff necessary).

· There are currently several satellite broadcasts available to supplement local programming through other audio information services such as Sun Sounds Radio Reading Service, Arizona; Kansas Audio-Reader Network, Kansas; Minnesota Radio Talking Book Network, Minnesota; and In Touch Network, Inc., New York.  For contact information, refer to the IAAIS Membership Directory.

· In order to get details regarding retrieving the downlink, call the station you want to downlink in order to get permission and/or a possible contract agreement.

· There is typically no fee for the downlink.

V. Examples of other Supplemental Programs

· Program supplied on cassettes

Earthwatch/radio (five two minute programs/week. . . two weeks on tape)


Sea Grant College Program


1975 Willow Drive, Madison, WI  53706

· Program supplied on CDs

EuroQuest (one 30-minute program per week, supplied w/an additional 30-minute documentary)


EuroQuest


Lee Martin


71 S. Orange Ave., Suite 323, South Orange, NJ  07079-1715

· Program supplied in Audio Book format cassettes

Radio Entertainment Network (10 hours of programming per week on two half-speed 4-track cassettes)


Radio Entertainment Network


P. O. Box 51161


Seattle, WA  98115

· Program supplied by satellite feed

The Radio Reader with Dick Estell (five 30-minute installments per week, fed in one two and a half hour block weekly – charge for this one)


The Radio Reader


WKAR-TV, Michigan State University


East Lansing, MI  48824

· Spoken word recordings available in MP3 format on the Internet

The Lost World (performed by Radio Tales)

http://www.mp3.com/artists/33/npr_radio_tales.html
VI.   Listener Survey

The use of a survey as listener research is twofold.  First, it is a way to determine the likes and dislikes of the listeners and implement change if appropriate.  Second, it enables the staff at the reading service to discover any new reading interests of the listeners.  When developing the survey, keep in mind the following points:

· Be courteous, since you are asking for a gift of the person’s time and effort
.

· Keep it simple to read and respond to as possible.

· Remember the audience and consider a check-item questionnaire rather than a completion type or one that asks to reply with extended discussion.

· Keep it brief.

· Distribute it in all accessible formats for the listeners.

· Provide a return envelope or a call-in format for survey answers.

· Offer the results of the survey to the listeners.

Use of a survey is also a way to develop a good demographic profile of the listeners for grant writing or budget presentations such as with area United Ways.

VII. Establishment of a Listener Advisory Council 

A council made up of any number of listeners who meet on a regular basis (defined by the group) to critique and offer suggestions to the staff of the reading service is highly recommended.  It is a valuable tool in order to meet and get to know a number of listeners.

· Decide if the group will meet at a designated location or by a conference call method.

· Consider a one-hour time frame for the meeting and assume that the attendees have a busy schedule.

· Keep the meeting place centrally located for easy access for listeners who attend.

· Book the meeting place in advance.

· Confirm the meeting date and time with listeners near the meeting date.

· Consider offering transportation to the meeting site.

· Provide a time for introductions.

· Plan your questions in advance and be careful not to duplicate your survey     questions.

· Ask the listeners what they need from the reading service (i.e. is the service providing all the available services to the listeners such as headphones, adaptors, program guides in accessible format, etc.). 

· Consider refreshments.

· Remember to thank the participants.

In summary, remember that your station’s programming is your product and it is what defines and shapes the service’s value to your listeners.

Web sites of possible interest:

www.fcc.gov/
www.loc.gov/copyright
COPYRIGHT

By: Carol Ann Dennhardt and Allen Little

The following is information regarding copyright laws audio information services worldwide can refer to.  The first two sections deal with copyright laws in the United States and the last section was written by Allen Little from New Zealand.

From AFB Washington Report, December 1976

Published by:  American Foundation for the Blind

15 West 16th Street, NY, NY  10011

On September 30, Congress approved the House-Senate conference report on S.22, the first comprehensive revision of U.S. copyright law since its enactment in 1909.  The President signed the bill on October 19 as Public Law 94-553.

Of particular interest to readers are Sections 110, 112, 601, and 710, which have implications for subcarrier FM radio information services, importation of Braille books, and automatic approval of books for reproduction in Braille or recorded form.

Section 110 states:

. . . the following are not infringements of copyright: . . . (8) performance of a nondramatic literary work by or in the course of a transmission specifically designed for and primarily directed to blind or other handicapped persons who are unable to read normal printed material as a result of their handicap, or deaf or other handicapped persons who are unable to hear the aural signals accompanying a transmission of visual signals, if the performance is made without any purpose of direct or indirect commercial advantage and its transmission is made through the facilities of: (i) a governmental body; or (ii) a noncommercial educational broadcast station (as defined in section 397 of title 47); or (iii) a radio subcarrier authorization (as defined in 47 CFR 73.293-73.295 and 73.593-73.595); or (iv) a cable system.

(9) performance on single occasion of a dramatic literary work published at least 10 years before the date of the performance, by or in the course of a transmission specifically designed for and primarily directed to blind and other handicapped persons who are unable to read normal printed material as a result of their handicap, if the performance is made without any purpose of direct or indirect commercial advantage and its transmission is made through the facilities of a radio subcarrier authorization referred to in clause (8) (iii):  Provided, that the provisions of this clause shall not be applicable to more than one performance of the same work by the same performers or under the auspices of the same organization.

Section 112(d) permits up to 10 copies to be made of copyrighted material for broadcast by radio information service carriers for the blind or handicapped.  It reads as follows:

Notwithstanding the provisions of section 106, it is not an infringement of copyright for the governmental body or other nonprofit organization entitled to transmit a performance of a work under section 110(8) to make no more than ten (10) copies or phonorecords embodying the performance or to permit the use of any such copy or phonorecord by any governmental body or nonprofit organization entitled to transmit a performance of a work under section 110(8), if 1. any such copy or phonorecord is retained and used solely by the organization that made it, or by a governmental body or nonprofit organization entitled to transmit a performance of a work under section 110(8), and no further copies or phonorecords are reproduced from it; and 2.  any such copy or phonorecord is used solely for transmissions authorized under section 110(8), or for purposes of archival preservation or security; and  3.  the governmental body or nonprofit organization permitting any use of any such copy or phonorecord by any governmental body or nonprofit organization under this subsection does not make any charge for such use.  

Another provision of Public Law 94-553 of special interest involves the distribution of Braille material not produced in the United States or Canada.  Section 601 (b) exempts from the restriction on the importation of nondramatic works in English not manufactured in the United States or Canada copies or works  “. . . reproduced in raised characters for the use of the blind.”  

Section 710 is designed to expedite copyright clearance for nondramatic literary works to be reproduced in Braille or recorded form for the use of blind and physically handicapped individuals.  It reads as follows:

Sec. 710.  Reproductions for use of the blind and physically handicapped: voluntary licensing forms and procedures.  The Register of Copyrights shall, after consultation with the chief of the Division for the Blind and Physically Handicapped and other appropriate officials of the Library of Congress, establish by regulation standardized forms and procedures by which, at the time application covering certain specified categories of nondramatic literary works are submitted for registration under section 408 of this title, the copyright owner may voluntarily grant to the Library of Congress a license to reproduce the copyrighted work by means of Braille or similar tactile symbols, or by fixation of a reading of the work in a phonorecord, or both, and to distribute the resulting copies or phonorecord solely for the use of the blind and physically handicapped and under limited conditions to be specified in the standardized forms.
Or:

The following is legislation accepted and signed into law by President Clinton on September 16, 1996, as part of Public Law 104-197:

1. The permission of publishers or copyright owners is now NOT required if an authorized entity reproduces or distributes a nondramatic literary work in a specialized format for the exclusive use of blind persons or others with physical disabilities.

2. An “authorized entity” refers to a nonprofit organization or governmental agency whose primary mission is to provide specialized services relating to training, education, or adaptive reading or information access needs of qualified persons as mentioned above.

3. “Specialized formats” include Braille, audio, or digital text exclusively for qualified persons as mentioned above.

General questions regarding Copyright Laws may be answered by calling the Copyright Office at (202) 707-3000.  Press #0 to speak with an Information Specialist.

Or, if your service is located outside of the United States, this copyright information was provided by Allen Little, New Zealand:

Copyright: Something of value to be considered...  

Copyright laws vary from country to country but as a rule do not

contravene or provide less copyright protection than the Berne

Convention. It is important to be aware of the laws that apply and have

competent legal advice on any obligations.

When considering copyright and its impact on audio information services,

it is important to take into account the various international treaties and

conventions.

The Berne Convention for protection of literary and artistic works

(Paris Text 1971) Article 9 of the Berne Convention says,  “Authors of

literary and artistic works protected by this Convention shall have the

exclusive right of authorizing the reproduction of these works, in any

manner or form.  It shall be a matter for legislation in the countries of

the Union to permit the reproduction of such works in certain special

cases, provided that such reproduction does not conflict with a normal

exploitation of the work and does not unreasonably prejudice the

legitimate interests of the author. Any sound or visual recording shall

be considered as a reproduction for the purposes of this Convention.”

Newspaper and magazine reading, which are our primary audio information

service content, are literary works and the principle of fare and

reasonable use applies. As a precaution, our service in New Zealand regularly broadcast a disclaimer saying  “Material or items read on the Radio Reading Service are the copyright property of their original authors and publishers. No unauthorized use is permitted.” 

Copyright is a protection that covers published and unpublished

literary works, whatever the form of expression, provided such works are fixed in a tangible or material form. This means if something can be seen, heard, and/or touched it may be protected by copyright law. Copyright laws

grant the creator exclusive rights to an original work and protection

against its misuse. When authors write something original, it is thought to

have an intellectual value which remains for many years in every country

which signed the Berne Convention. A member country is entitled to

establish greater periods of protection, but never less than what has

been established by the Berne Convention. 

From time to time terms like “international copyright” are used.  There

are no “international copyrights” which enable protection of  work

throughout the world.  However, most countries offer protection to

foreign works under international copyright treaties and conventions.    

It is recommended that specific matters be discussed with a competent Legal

Professional such as a “Copyright Attorney.”

VOLUNTEERISM

by  Letty Graham-Corona  

The quality of an audio information service depends largely on the skills and abilities of its volunteers.  Volunteers participate as readers, non-readers and serve as members of the board of directors.

Non-readers can provide assistance with office work, outreach, radio repair, receiver delivery, public speaking engagements and fundraising.  There may be technically oriented volunteers who have an interest in training in the technical aspect of your audio information service.  

I.       Recruitment 

· Put together procedures including recruitment campaign, standard reading test, job descriptions that clearly delineate volunteer tasks, volunteer handbook, training and broadcast assignments, and formal separation procedures (handled in the above order for ease of management).

· Don’t start recruiting volunteers until you’re ready to move them right into your screening and training procedure.

· Don’t let poor “customer service” ruin your recruitment effort, answer initial phone calls within 24 hours.

· Compose a public service announcement (psa) that answers the volunteer’s unspoken questions:  “Why should I volunteer for you?”  “What will I be doing?”  “Who will benefit by my volunteering?”

· Send out your “user-friendly” psa to radio stations, newspapers, local cable stations, church bulletins, company newsletters, local colleges and universities, local magazines, retirement groups and civic organizations.

· As your service grows you will also recruit through personal referrals, public speaking engagements and health fairs.

· When a prospective volunteer calls, avoid “red flag” words like “need” and “desperate” that will scare them away.

· Reassure volunteers that, if accepted, they will be thoroughly trained and that you will support them as they join the world of audio information services.

Audition/Standard Reading Test:

· Prepare an oral reading test with print material that would be normally read on the station.

· The audition should include excerpts from a newspaper, book or short story, magazine article and a list of commonly mispronounced words.

· Have the new recruit fill out an application that has them list a realistic amount of time they can donate to the service, special abilities, hobbies and willingness to serve in other non-reading areas.

· Give them reading instructions and necessary reading characteristics that you are looking for.

· It is recommended (and many feel it is essential) that they not pre-read test material.  One of the most vital abilities required is the ability to read aloud without previous preparation and do it well.

· Prepare a standardized scoring sheet for the reading test and only select readers who exhibit very strong reading skills.

· Keep your standards high.  It’s ok to turn away a prospective reader no matter how nice or enthusiastic they are about the service – your listeners deserve the best.

III.
Orientation:

· Call your newest volunteer with the good news and schedule an orientation meeting.

· Increase new volunteer confidence by acquainting them with your service through a handbook.

· Provide them with guidelines for developing their potential as a volunteer.

· Give them a tour of the station and introduce them to key individuals at the service.

· Have them observe broadcasts or give them a loaner radio to sign out for a week to make them well acquainted with the programming.

IV.
Training:

· Good training is the key to a strong volunteer core.

· A training program needs to be flexible - evening and weekend training hours are essential.

· Some volunteers will need more training than others - not just in reading but in the operation of equipment.

· Periodic workshops are important for all volunteers to maintain and upgrade skills.

· A training handbook and clear written instructions on the operation of equipment will give new volunteers the confidence they need.

· Review with the new volunteer what your expectations are and the goals of the service as well.

· Explain to the volunteers that if their skills or behavior do not measure up to standards, they will be reassigned or asked to resign from the volunteer core.

V. Scheduling/Substitutes:

· A staff person should be put in charge of volunteer scheduling.

· One or two volunteers can be earmarked for assisting in scheduling.

· All programs should have volunteers assigned on a regular basis each week.

· A list of substitute volunteers who can read on short notice needs to be compiled.

· List of substitutes needs to be broken down into categories:

on-air or pre-recorded

last minute or advance notice substitutes

newspaper or magazine

availability (day or evening)

VI. Supervision

· Supervision of volunteers is essential for quality control of programming.

· Periodically give the reader a copy of their program and have them critique it.

· On-air checks are recommended.

· Constructive feedback is valuable.

VII.
Recognition
· The most important way to recognize a volunteer is to place them in the most suitable volunteer job.

· Informal everyday acknowledgement of volunteers is the most powerful and effective way of saying, “thank you!”

· Time is the greatest gift we give one another – spend a little time and briefly chat with volunteers when they come in.

· Using humor and creativity in recognition demonstrates that you have put time and thought into personal recognition.

· Yearly awards receptions, potluck gatherings, and holiday parties are popular. 

· Gifts such as mugs, t-shirts, bumper stickers, pens, calendars, tickets (donated) to concerts, movies, sporting events and plays are good thank yous.

· Let the volunteer develop a program where they have a keen interest and let them tape a pilot program.

· Keep candy, throat lozenges, tissues and goodies in a handy spot.

· Involve volunteers in long-range planning of your agency.

· Nominate a volunteer or the entire core for community, state and national recognition.  

VIII.
Volunteer Record keeping
· Record keeping is an important aspect of volunteer program management.

· Data collected can be very important to the entire organization.

· Recordkeeping can:

evaluate program effectiveness

document volunteers effectiveness

justify expansions of programs

provide information for public relations/media contacts

demonstrate “community support”

be used as “in-kind match” in grants and funding proposals

help in long-range planning

· Volunteer records are usually kept on computer data base program systems.

· The following are suggestions to maintain a useful volunteer file:

date:  when did the person begin volunteering (useful for awards)

name and address: the correct spelling of the volunteer’s name, work and home address as well as phone numbers, FAX, mobile number and e-mail

hobbies/skills: here is a place to uncover the hidden talents of volunteers

time availability: when can the volunteer work?  days, hours, serving just a specific number of hours?

emergency contact: who should be called in the event of an emergency

IX.
Board of Directors
· A board is comprised of 10-20 members from the community.

· They should represent a broad spectrum of the community including:

agencies serving the blind

corporations

social and civic organizations

visually impaired community

individuals with fund-raising and public relations skills

Listed below are a few useful on-line resources for volunteer management…good luck!

Go to: 

www.Amazon.com and check out keyword “volunteerism”

www.energizeinc.com
www.volunteertoday.com
www.avaintl.org
www.cybervpm.com
www.ebase.org
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