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Chapter 1 So You Want to Create an Access
Radio Station

1.1 What Is Access Radio

In New Zealand community access radio has developed as a major alternative radio
system. It shares the non-commercial radio spectrum with Radio New Zealand (RNZ
National Radio and RNZ Concert), Radio Rhema (religious broadcasters), Iwi radio
(Maori language broadcasters), student campus radio and a small number of local
community owned and operated stations. Currently, there are eleven community access
stations operating from Auckland to Invercargill.

Access is one form of community radio broadcasting. Around the world community
access takes many forms. Some stations or networks are operated by professional
broadcasters for specific community groups; part-time broadcasters and volunteers
operate others. Some stations serve large and diverse communities, whilst others may
focus on a very specific and targeted audience. An example of the former is the venerable
eight-station network of Radio Pacifica in the US. The latter is exemplified by Radio for
the Print Disabled, a station broadcasting from Levin in New Zealand and targeting blind
people.

Access radio in New Zealand has developed a specific model to meet the criteria of
broadcasting legislation and to secure funding from NZ On Air. Section 36c of the
Broadcasting Act 1989 requires NZ On Air to ensure that a range of broadcasts is
available to provide for the interests of---

(i) Women; and
(ii) Youth; and
(iii) Children; and
(iv) Persons with disabilities; and
(v) Minorities in the community including ethnic minorities; and.
(ca) To encourage a range of broadcasts that reflects the diverse religious
and ethical beliefs of New Zealanders;

Furthermore, in the year that the Act was promulgated a Ministerial Directive was issued
requiring NZ On Air to undertake specific funding commitments, including the funding
of access radio. The directive says that “… it is part of the general policy of Government
in relation to broadcasting … that access radio services should be available for a broad
range of non-profit community groups …”

The Act and the Minister’s Directive are the basis of NZ On Air’s support for Access
Radio.
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NZ On Air will only support an application that demonstrates a considered commitment
from a wide range of interest groups. Try to get at least the same number (seventy) that
Plains FM achieved. Then, if you eventually go to air with thirty different programmes
you have established a core group that will provide you with a base from which to
develop.

1.2.2 Establish An Interim Committee
From all of the parties you have approached and who have committed their interest in
writing seek nominations for people to serve on an establishment committee to oversee
the beginnings. The initial committee could, indeed should, be quite large, maybe one
person from each interested group. The larger the committee is the better the range of
talent to select from for all of the tasks ahead. Smaller subcommittees could be
established to work through specific tasks such as those listed in 1.3-1.6 below. This
spreads the work-load and also “captures” the ongoing interest of a large group of people
who will feel they are doing something practical to achieve the goal of having an access
station.

It is important at this stage for whoever takes responsibilities of leadership to follow the
accepted rules of meetings procedures. Minutes should be kept of all committee and
subcommittee meetings, decisions should be made in a formal manner, interim key
appointments of, at least, chairperson, secretary and treasurer should be voted for and any
appropriate financial arrangements (opening of a bank account etc) should be completed.

You should also consider the final form the organisation will take. There is a range of
options such as establishing a trust, a limited liability company, an incorporated society
or a partnership. (See Chapter 3) NZ On Air looks for governance stability.

1.2.3 Appointing Key People
As well as electing the officers of your committee you may wish to appoint someone to a
paid position to do the “donkey-work”. If this is the case such a person may become the
station manager or at the very least a key member of the station staff. If this is an option
then selecting the right person for the position is crucial. In this regard it should be
pointed out that a good access station manager needs more than just radio skills. Indeed it
can be argued that professional broadcasting skills are less important than a range of
social and community development skills. These will be necessary for empathising with
the wide range of broadcasters and broadcasting groups, promoting access radio in the
community and managing a large number of station volunteers who have varied,
sometimes even conflicting, agendas. A background in radio, in particular non-
commercial radio, is valuable but not completely essential. Basic radio skills can be
learned whereas the community development skills are very much rooted in the
personality, character and social outlook of the individual.

Look carefully at the staffing criteria in Chapter four and match the tasks to the each of
the candidates.
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1.3 Developing a Business (Strategic) Plan1

These days most organisations or individuals willing to give money in support of a
community activity will not do so unless they have a clear and detailed explanation of
what the activity is, how it will be implemented and sustained and what the financial
implications are. NZ On Air is no exception. They will require a complete strategic plan
that sets out, in some detail, everything they will wish to understand about the project
before committing support to it.

1.3.1 Mission Statement
Mission statements are so common these days that they sometimes engender a rather
cynical response from some people. But they are still a useful test as to whether the aims
and objectives of the organisation or group can be summed up succinctly and
communicated simply. Mission statements are usually short, around 100-150 words, and
tell the reader the reasons for the organisation’s existence and why it should be respected
by others.

1.3.2 Strategic Plan Outline
Below is an outline for a strategic plan. You can refer to this outline as a guide when
developing a strategic plan for your station. For further help use the model based on this
outline in Appendix 3.

Elements of a Strategic Plan

1. The Enterprise
a. Description of enterprise
b. Marketing
c. Competition
d. Operating procedures
e. Personnel
f. Insurance
g. Financial data

2. Financial Data
a. Loan applications
b. Capital equipment and supply list
c. Balance sheet
d. Breakeven analysis

1 This section has been adapted from: Ian Birt and Rodger Sleeman (1999), Making Small
Business Work For You, Sydney, Prentice Hall.
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1. Legalities – the structure: proprietorship, partnership, limited liability company,
trust, society. The licences or permits you will need.

2. Business type: merchandizing, manufacturing or service.
3. What your product or service is.
4. Is it a new enterprise or have you taken over an existing entity?
5. Why your enterprise will be successful What are the opportunities for

development and growth
6. When your enterprise will operate (i.e. days in the week and hours in the day)?

What you have learned about your kind of enterprise from others in similar
activities?

A cover sheet goes before the description. It includes the name, address and telephone
number of the enterprise and the names of all principals. In the description of your
enterprise, describe the unique aspects and how or why they will appeal to the consumers
you want to attract. Emphasize any special features that you feel will appeal to potential
users of your services and explain how and why these features are appealing.

The description of your enterprise should clearly identify goals and objectives and it
should clarify why you are, or why you want to be doing this.

1.3.3.2 Product/Service

Try to describe the benefits of your goods and services from your customers' (station
users’/listeners’) perspective. Successful operators know or at least have an idea of what
their customers want or expect from them. This type of anticipation can be helpful in
building customer satisfaction and loyalty. And, it certainly is a good strategy for beating
the competition, (yes, access radio does have competition! More about that later), or
retaining your competitiveness. Describe:

1. What you are offering.
2. How your product or service will benefit the customer and the community.
3. Which products/services are in demand that will provide you with a revenue

stream.
4. What is different or unique about the product or service you will be offering that

means it has a chance of success in your community.

1.3.3.3 The Location

The physical location of your station can play a decisive role in its success or failure.
Your location should be close to the centre of your community, it should be easily
accessible and it should provide a sense of security. Consider these questions when
addressing this section of your strategic plan:

1. What are your location needs?
2. What kind of space will you need?
3. Why is the area desirable?
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4. Why is the building desirable?
5. Is it easily accessible (esp. for disabled access)?
6. Is public transportation available?
7. Is street lighting adequate?
8. Is there ample free parking?

It may be a good idea to make a checklist of questions you identify when developing your
strategic plan. Categorize your questions and, as you answer each question, remove it
from your list.
See 1.5 for further comment.

1.3.4 The Marketing Plan
Marketing plays a vital role in successful business and community ventures. How well
you market your organisation, along with a few other considerations, will ultimately
determine the degree of success or failure. The key element of a successful marketing
plan is to know your clients -- their likes, dislikes and expectations. By identifying these
factors, you can develop a marketing strategy that will allow you to arouse interest,
attract broadcasters and fulfil their needs.

Identify your customers by appropriate demographs, which should relate to the station’s
policy and to Section 36c requirements (See Chapter 2). At first, target only those clients
who are more likely to show an immediate interest in broadcasting. As your client base
expands, you may need to consider modifying the marketing plan to include other clients.

Develop a marketing plan for your organisation by answering these questions. Your
marketing plan should be included in your strategic plan and contain answers to the
questions outlined below.

1. Who are your clients? Define your target market(s).
2. Within your community are your markets growing, steady, or declining?
3. Do you have to share the market with anyone else? If so how do you gain and

increase your market share?
4. Are your markets large enough to expand?
5. How will you promote yourself?
6. What pricing strategy have you devised for the costs of broadcasting?

Appendix 3 contains a sample Marketing Plan and Marketing Tips, Tricks and Traps, a
condensed guide on how to market your product or service. Study these documents
carefully when developing the marketing portion of your strategic plan.

1.3.5 Competition
Competition is a way of life. We compete for jobs, promotions, and scholarships to
institutes of higher learning, in sports and in almost every aspect of our lives. Nations
compete for the consumer in the global marketplace, as do individual business owners.
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You may think that an access radio station has no competition. Not so. There may not be
another access station in your community but there is bound to be a wide range of
competing radio stations all seeking an audience. Other media, particularly print may
compete directly with you for minority group interests. Also you are competing for the
discretionary time of both the people who will broadcast and the listeners to that
broadcast. Technology has increased the availability of options available to individuals to
spend their spare time with. Access radio is just one of those many options. Because of
this volatility and competitiveness, it is important to know your competitors.

Questions like these can help you:

1. Who are the five most direct competitors for your clients’ leisure time?
2. What is their community profile?
3. Are they doing well?
4. What can you learn from their operations?
5. What can you learn from their advertising and promotions?
6. What are their strengths and weaknesses?
7. How does their product or service differ from yours?

Start a file on each of your competitors. Keep manila envelopes of their advertising and
promotional materials and watch them carefully. Review these files periodically,
determining when and how often they advertise, get sponsorship, have promotions and
offer high profile events. Study the copy used in the advertising and promotional
materials. For example, is their copy short, descriptive, or catchy? Using these techniques
can help you to understand your competitors better and how they operate their
organisations.

1.3.6 Advertising and Public Relations
How you advertise and promote your services may make or break your organisation.
Having a good product or service and not advertising and promoting it is like not being in
business at all. Many organisations operate under the mistaken concept that the
organisation will promote itself and they channel money that should be used for
advertising and promotions to other areas of the organisation. Advertising and
promotions, however, are the lifeline of any commercial and community organisation and
should be treated as such.

Devise a plan that uses advertising and networking as a means to promote your
organisation. Develop short, descriptive copy (text material) that clearly identifies what
you offer, where and how you offer it and how much it costs. Use catchy phrases to
arouse the interest of the readers. You may wish to use other means of promoting your
station such as billboards, bus advertising or local television advertising (it is highly
unlikely that other radio stations will carry your material). Remember the more care and
attention you devote to your marketing programme, the more successful your
organisation will be.
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1.3.7 The Management Plan
Managing an organisation requires more than just the desire to be your own boss. It
demands dedication, persistence, the ability to make decisions and the ability to manage
both employees and finances.
Your management plan, along with your marketing and financial management plans, sets
the foundation for and facilitates the success of your organisation.

Like plant and equipment, people are resources -- they are the most valuable assets an
organisation has. You will soon discover that staff and, most importantly, volunteers will
play an important role in the total operation of your station. Consequently, it's imperative
that you know what skills you possess and those you lack and thus need to get help with.
Additionally, it is imperative that you know how to manage and treat your staff and
volunteers. Make them a part of the team. Keep them informed, and get their regular
feedback regarding all activities of the enterprise. Staff and volunteers often have
excellent ideas that can lead to new market areas, innovations to existing products or
services or new product lines or services, which can improve your overall success.

Your management plan should answer questions such as:

1. How does your background/experience help you in this enterprise?
2. What are your weaknesses and how can you compensate for them?
3. Who will you need on your team?
4. What are their strengths/weaknesses?
5. What are their duties?
6. What are your current personnel needs?
7. What are your plans for finding and training staff and volunteers?
8. What sorts of contracts will you design to provide job conditions e.g. salaries,

benefits, vacations, etc?
9. What benefits, if any, can you afford at this point?

Other already existing access stations will have operating procedures, manuals and
materials devised by them. See if you can get hold of these and study them carefully to
assist in the writing of your own strategic plan and when appropriate be sure to
incorporate this material. Other stations may be willing to assist you at start-up. Take
advantage of their expertise and develop a management plan that will ensure the success
of your station and meet the expectations of your community

1.3.8 The Financial Management Plan
Sound financial management is one of the best ways for your organisation to be
successful and solvent. How well you manage the finances of your enterprise is the
cornerstone of every successful organisation or business. Each year thousands of
potentially successful business organisations fail because of poor financial management.
As an enterprise you will need to identify and implement policies that will lead to and
ensure that you will meet your financial obligations.
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To effectively manage your finances, plan a sound, realistic budget by determining the
actual amount of money needed to get your station started (start-up costs) and the amount
needed to keep it open (operating costs). The first step to building a sound financial plan
is to devise a start-up budget. Your start-up budget will usually include such one-time-
only costs as major equipment, down payments, etc.

The start-up budget should allow for these expenses.

Start-up Budget

Expenditure

Personnel (costs prior to opening)
Legal/professional fees
Occupancy
Licences/permits
Equipment
Insurance
Supplies
Advertising/promotions/publicity
Salaries/wages
Accounting
Electricity/ heating/lighting/phones etc

Revenue

Seeding grants
Donations
Other gifts in cash or kind

Whereas a start-up budget is prepared for the initial stages of an operation an operating
budget is prepared when you are actually ready to open for business. The operating
budget will reflect your priorities in terms of how you spend your money, the expenses
you will incur and how you will meet those expenses (income). Your operating budget
also should include money to cover the first three to six months of operation. It should
allow for the following expenses.
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Operating Budget

Expenditure

Insurance
Rent
Leases
Depreciation
Loan payments
Advertising/promotions
Legal/accounting
Miscellaneous expenses
Supplies
Salaries/wages
Electricity/heating/lighting/phones etc
Transmission costs
Dues/subscriptions/fees
Taxes (if not exempt)
Repairs/maintenance

Revenue

Airtime charges
Subscriptions/Donations
Grants
Sponsorship/Advertising
Sundries (sale of products etc)

The financial section of your strategic plan should include any loan applications you've
filed, a capital equipment and supply list, balance sheet, breakeven analysis, pro-forma
income projections (profit and loss statement) and pro-forma cash flow. The income
statement and cash flow projections should include a three-year summary, detail by
month for the first year, and detail by quarter for the second and third years.

The accounting system and the inventory control system that you will be using are
generally addressed in this section of the strategic plan also. Whether you develop the
accounting and inventory systems yourself or have an outside financial advisor develop
the systems, you will need to acquire a thorough understanding of each segment and how
it operates. Your financial advisor can assist you in developing this section of your
strategic plan.

The following questions should help you determine the amount of start-up capital you
will need to set up and operate an access station.

1. How much money do you have?
2. How much money will you need to purchase key resources - frequency, licence

etc?
3. How much money will you need for start-up?
4. How much money will you need to keep operating?

Other questions that you will need to consider are:
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1. What type of accounting system will you use? Is it a single entry or dual entry
system?

2. What will your revenue goals and surplus/deficit goals for the coming year be?
3. What financial projections will you need to include in your strategic plan?
4. What kind of inventory control system will you use?

Your plan should include an explanation of all projections.
Unless you are thoroughly familiar with financial statements, get help in preparing your
cash flow and income statements and your balance sheet. Your aim is not to become a
financial wizard, but to understand the financial tools well enough to gain their benefits.
Your accountant or financial advisor can help you accomplish this goal.

Sample balance sheets, income projections (profit and loss statements) and cash flow
statements are included in Appendix 4, Financial Management.

1.4 Technical Requirements

In depth technical matters will be covered in Chapter 7, however some issues need to be
decided upon at the time of application to NZ On Air for funding support. They include
frequency issues, studio location, linking from the studio to a transmission site and the
transmission site itself.

1.4.1 Frequencies
Frequency issues are a matter for the Radio Frequency division of the Ministry of
Economic Development (MED). NZ On Air has no control, authority or influence over
the allocations of frequencies. All applications for a frequency need to go to the MED

There is absolutely no way an access station can get to air without a frequency. Whilst at
one level this can be seen as a simplistic statement of fact, at another level it is a
reflection on the nature of radio broadcasting in New Zealand and the scarcity of
broadcast spectrum. For details on how to make an application to the MED for a licence
see: http://www.med.govt.nz/rsm/licensing/radio100guide.pdf .

Ideally a new access station should find itself in the company of most radio stations
broadcasting today - on the FM band. However the existing FM allocation (87Mhz to
99Mhz) is already full in most New Zealand locations where the population is greater
than the benchmark 50,000 required for NZ On Air funding support. It is very hard to get
hold of an FM frequency. Some commercial interests hold licences for frequencies they
are not currently using. It may be possible to lease one of these. Frequencies have been
allocated to all major Iwi. Again not all of these allocations have been taken up for the
purposes of broadcast. Local Iwi may be supportive of an application in your area using
their frequency as long as you agree to sharing the airtime with Te Reo (Maori language)
and Tikanga (Maori Culture) programmes. There is some hope that the government may
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reserve frequencies in the new portion of the FM band for non-commercial use. Even
then, they will be fiercely competed for. This re-emphasises the need for an access radio
proposal to be as thorough as this manual is suggesting. If you have been fortunate to
gain access to a frequency by way of any of the above, congratulations you can pass Go!

If not there may be recourse to the AM band. The AM band was the original radio
broadcast band in New Zealand. There are many radio stations broadcasting on AM
including most existing access stations. However, there is a general and steady migration
to FM. Even Radio New Zealand, the heaviest user of AM frequencies is seeking to
“move over”. The reasons for AM’s poor showing in the population stakes include the
fact that people tend to stay within the band they most frequently use and for most
(particularly younger people) that is now FM. AM sound is inferior to the high fidelity
stereo capabilities of FM. And, perhaps most significantly, AM transmission equipment
is more expensive both to buy and maintain. However beggars cannot be choosers and if
an AM frequency is available in your area then it may pay to lay claim to it. And it does
have one advantage over FM – the signal can travel much further because it is not bound
to receiving antennas being within site of the transmitter. AM signals can go over hills
and around tall buildings.

A short-term and relatively cheap option is to broadcast in what is sometimes called the
guard band. This is a small area of the frequency that separates spectrum used for
different purposes. The FM band has a guard band on either side of its extremities.
Within this area it is possible to broadcast a low frequency signal without the costs of
having a licence and without seeking official permission. The downsides to this option
include the fact that the maximum power is just 300milliwatts meaning the signal can
only reach a few kilometres from source, it’s all based on a “first in, first served” basis,
and there are no controls on interference from other transmissions both within the guard
band and outside of it.

Overall, the frequency problem presents as perhaps the most significant barrier in the way
of achieving the goal of having an access radio station broadcasting in any community.
However, there is one thing aspiring access broadcasters can do – lobby the politicians.
Get your local MPs, district or city councillors, business leaders and other prominent
locals to persuade the authorities to let you access a frequency. Such lobbying
occasionally works, as one major access station broadcasting today will attest to!

1.4.2 Studio
It is recommended that you have some idea as to what sort of studio facilities you might
require. Options run from a small one-room operation using cheap and portable analogue
equipment that permits live broadcast only through to the other end of the spectrum, a
multi studio facility using sophisticated automated digital equipment with streaming
audio on the Internet.
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Some decisions will need to be made on these issues because they will affect the budget
and the capability to broadcast to the station’s target audience. NZ On Air requires details
of both at application (again, see Chapter 7 for more details).

1.4.3 Transmission Links
Transmission links can be more or less expensive depending on how close the studios are
to the transmission site, what sort of transmission medium is used and whether you own
or lease the links.

If the transmitter is located on the same site as the studios and the antenna is on the
building’s roof, cost will be minimal, literally a piece of wire connecting the two. The
further away the transmitter is from the studio the more complex the link and the greater
the costs. Most links utilise two methods of connecting the two sites, cable or wireless.
Cable can be coaxial or a wide-band telecommunications link, wireless an RF signal or
microwave. Line of site is required for the latter. Some studio transmission links (STLs)
can be leased. For example, Telecom New Zealand Ltd or some other
telecommunications company could supply the line for a monthly rental. A licence may
be required for a wireless link (see Chapter 7 for more on STLs).

1.4.4 Transmission
Often there is a preferred local site for radio transmission antennae to be sited. Many, if
not all, of the local radio stations will share a transmission tower. The site will most
likely be operated and managed by a company that will provide maintenance and repair
services to the transmitter and antenna array. However, locating on these sites is also
usually expensive, especially for community groups with scarce resources. It is not
uncommon for transmission contracts to exceed $20,000 per annum.

Another alternative is to find your own site. Maybe someone whose property is close to
town and features a hill, or, in the case of an AM transmission, a friendly farmer with a
damp field in which you can put up a mast and lay the important ground plane. Another
alternative is the roof of a tall building; the tallest in the region is best.

Whatever your decision, having some idea at an early stage as to what your transmission
requirements are helps with budget preparations and supports your case for funding
support (see Chapter 7 for more on transmission).

1.5 Premises

Where an access radio station is located and how easy it is for the station users and the
general public to access the facilities are important issues. Clearly access radio cannot
afford prime real estate, most would consider it a poor use of scarce resources to be
located at the top of the latest and greatest tower block in town! But being central is
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important, preferably in an area with high foot traffic. Consideration needs to be given to
other access issues such as closeness to local bus transport, spaces for visitor car parking
and disability access. The station’s building need not be plush but it does need to be
warm and inviting. Against all this needs to be placed the cost of leasing or buying and
percentage of overall expenditure allocated to rents or mortgage. It is suggested that no
more than 15% of total revenue should be spent on premises. Thus financial limitations
need to be traded off against the quality of the premises. Existing radio stations are
located very differently. Some are within large educational institutions and being campus
based are able to access the student and staff populations and the full range of campus
services. Others are to be found “downtown” in commercial buildings either on the first
floor (with lift access) or with a shop frontage. One once occupied an old house in the
heart of town. Another shares premises with a range of community groups in what is
known as a community house. Each has advantages and disadvantages. Select wisely but
do demonstrate the three fundamentals – central location, high pedestrian traffic, good
access for disabled people. A fourth, but sometimes more difficult, goal is adequate
parking for staff, volunteers, broadcasters and guests.

A further issue is space within the premises. Whilst you may wish to begin small, it pays
to have room to expand. It’s much easier to expand on site than to relocate. A good
facility should provide space for a broadcast studio, production suite (a larger studio able
to hold groups such as performing musicians linked to a production desk in an adjacent
room), a community room providing for group meetings, preparation and post mortems,
office space for staff and volunteers and access to basic facilities such as toilets and
kitchen.

Also the ability to sound-proof the rooms required for studios is important as is the ability
to lay wiring around the premises. Concrete floors and walls can inhibit the latter, flimsy
wooden walls can add costs to the former.

Security is another issue. Radio is a 24x7 activity and people need to feel safe not only
while on the station but also when coming and going. This is why well-lit main streets are
better than side streets, alleyways or more suburban settings.

Finally, the premises need to provide opportunities for signage. The larger the signs that
advertise your presence the greater the statement you make and the profile you gain.
Stations that are able to put up large signs that can be seen from more than one direction
are far better off than a station limited to a floor location board in the foyer of a building.
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1.6 Approaching NZ On Air

1.6.1 What is NZ On Air?

The Broadcasting Commission, or NZ On Air, was established by the Broadcasting Act
1989 and came into existence on 1 July 1989. Part IV of the Act sets out the functions,
powers and procedures of NZ On Air. Full details of the legislative responsibilities of NZ
On Air are included in the appendices.

NZ On Air's role is to help fund a range of locally-made programmes and to ensure that
there is diversity on television and radio. In particular, NZ On Air television funding is
allocated to the production of 'at risk' categories such as drama and documentaries, and to
programmes catering to the interests of women, children, persons with disabilities and
minorities in the community including ethnic minorities.

NZ On Air funds New Zealand television programmes, made either by television
broadcasters themselves or by independent producers for broadcast nationally.

NZ On Air funds Radio New Zealand's public radio networks, RNZ National and RNZ
Concert, and Access Radio stations around the country.

To promote New Zealand music on radio and television, NZ On Air operates various
music funding schemes.

NZ On Air is also responsible for radio and television archiving.

See www.nzonair.govt.nz for more details.

1.6.2 Who’s Who
A Board appointed by the Minister of Broadcasting governs NZ On Air. Board members
are appointed for a term of three years under Section 45 of the Broadcasting Act 1989.

To find out who is on the NZ On Board go to
http://www.nzonair.govt.nz/AboutUs/AboutUsTheBoard.aspx

The Community Broadcasting Manager is responsible for access radio and is your first
point of contact. For NZ On Air staff details go to
http://www.nzonair.govt.nz/AboutUs/AboutUsTheTeam.aspx
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No matter how thorough and detailed an application is it is unlikely that NZ On Air will
provide funding on the first approach. They will probably seek an independent report
from an external consultant who will seek to confirm that all of the details in the
application are accurate. Only after receiving such a report will funding be considered.

NZ On Air will also require demonstration of a thorough understanding of this access
radio manual and of having followed the processes outlined.

1.7.1 A Successful Application
Congratulations! You can now begin the process of establishing your access radio station.
Make sure you stay in close contact with NZ On Air through the whole process. They
need to be kept informed.

1.7.2 Unsuccessful Application
A rejected application may not just be caused by a faulty application. As mentioned
previously NZ On Air has limited resources and may at the time of this application, not
be able to fund any new initiatives. Such a rejection is more about applying at the wrong
time. NZ On Air will indicate if this is so and encourage reapplication at a more
appropriate time. They may even keep a record of your request and advise you when it’s
best to reapply.

Other reasons for rejection may be more serious. The detail provided was not sufficient,
NZ On Air believes the project is not viable, one or more key criteria are not met or a
fatal weakness in the application is perceived. Under these circumstances it would be
wise to seek some indication as to whether NZ On Air felt any subsequent application
would overcome the deficiencies.

1.7.3 Give Up or Try Again
This is over to you. Clearly if you believe in the validity of your mission you will not
give up easily. Try to be rational. If the reasons for not getting funding are outside your
control it is perhaps wise to know when to “call it a day”. However, if the problems lie
with you, then only you can fix them. Your level of commitment will determine whether
you return again, again or again.
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Chapter 2 Access Radio Programming

The history of access radio programming in New Zealand starts in 1982. Radio New
Zealand, under the leadership of chief executive Beverly Wakem, responded to pressure
from Wellington based ethnic groups seeking more minority issues programming and
minority language programming on radio by setting up a separate radio programme. It
broadcast the programme on the high-powered AM frequency used for parliamentary
broadcasts during the hours when parliament was not broadcasting. Wellington Access
Radio began broadcasting on 986AM in August 1982. The first access radio manager was
Cindy Beavis.

So the principles and practices that drive access radio were adhered to well before the
iconic “Section 36c” made them mandatory. Perhaps legislating politicians in the fourth
Labour government were closet access radio listeners?

2.1 Why Section 36c

Broadcasting legislation in 1988 de-regulated the industry. Other than for Radio New
Zealand’s National and Concert networks all other state broadcasting activities were
required to act as commercial entities competing against private broadcasting to
maximise profit and return dividends to the government. The commercial stations of
Radio New Zealand were also required to act commercially. They were later sold off to
overseas broadcasting interests.

The government moved the “social and cultural” responsibilities of broadcasting to a new
funding provider established under the Act as the Broadcasting Commission and renamed
NZ On Air in 1989. This structure, which provided a funding agency at ‘arm’s length”
from the government, was both radical and unique. Nothing else like NZ On Air existed
in the world at the time.

Section 36c of the broadcasting act stipulates one of the major requirements of NZ On
Air. As mentioned in Chapter 1 NZ On Air is required:

To ensure that a range of broadcasts is available to provide for
the interests of---

(i) Women; and
(ii) Youth; and
(iii) Children; and
(iv) Persons with disabilities; and
(v) Minorities in the community including ethnic minorities; and
(ca) To encourage a range of broadcasts that reflects the diverse religious
and ethical beliefs of New Zealanders;
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2.5 Access Radio Music

Even stations that have a heavy schedule of “pure” Section 36c programming need to
take a break from time to time and use music. Appropriate music adds flavour to the
station. Music could be called the “binding” agent, or personality, of a station. However
choosing a music format is not always easy.

Think of using the role of music on your station as a way of making the station stand out
from other stations. Don’t copy or compete with commercial station formats. Also steer
clear of music that is readily available through record stores and via computer downloads.
Choose a format that is appropriate to the community the station serves.

2.5.1 Format Styles
Access radio has a freedom to schedule music in ways that commercial stations cannot. A
commercial station is “slaved” to its demograph and psychograph. Because access has
such a variety of audiences it can be both selective and less constrained.

For example do you choose a standard 7 days a week 24 hours a day format i.e. always
jazz and blues or do you go in for a range of special music days; e.g. Wednesdays jazz
and blues, Thursday folk etc? Or do you do block music formatting using the old standard
commercial “day-part” concept to distinguish music styles? One feature that is useful is
to schedule music that is appropriate for the programmes it surrounds. For example a
Tongan language programme could be scheduled within a Pacific Islands music format.
A Maori programme could be “donutted” by Maori music.

The important thing is to be consistent so that listeners get familiar with the format and
know what to expect. There are enough surprises within programmes. A stable music
format adds balance.

Avoid music styles that may “alienate” listeners. There can be too much of a good thing
and there are formats to avoid. Avoid music that is likely to be a part of your access
schedule – music aimed at youth, religious music, minority music such as heavy metal,
grunge etc. Also, too much of really “good” stuff can alienate the audience – hard core
jazz, opera, too much classical, country, etc.

2.5.2 Methods of Delivery
The way the music format is delivered is also important. Are music segments automated
either digitally or via CD shuffle? Or is it a manual presentation using an announcer with
voice breaks and comment? Does the station have a number of volunteers willing to play
the music schedule?

It is recommended that all music that falls outside of paid for music shows (36c
programmes, community programmes, specialist programmes) should be scheduled by
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the management of the station to maximise value, assist in “branding” the station and
provide yet another audience segment. It is not recommended that volunteer DJ’s playing
and commenting on their own choice of music fill any “downtime” on the station. If they
want to do this then let them purchase airtime and have their own programme.

Step back from the station and endeavour to listen to the “whole sound”. See the whole
picture and ask does it sound professional, add value to the station and deliver an
audience?

2.6 Programme Model

This all suggests that Section 36c programming should be at the heart of access radio
programming. Additional community programmes can be added to provide variety and to
fill the programme schedule. Finally a music format is added to surround the programmes
and give the station a “sound” that is recognised.

The model is something like this:

Section
36c

Programmes

Other Community

Programming

Chosen Music

Format
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2.7 Standards

Access broadcasters are subject to the same legislative and regulatory controls as other
broadcasters. The Broadcasting Standards Authority handles matters concerning
standards.

Access, by its very nature, is at times controversial. It reflects community prejudices,
values and morals. Access broadcasters who, by definition, will frequently be minorities
stand a greater chance of offending predominant values. Furthermore Access broadcasters
often come from minority groups whose small numbers and relative isolation tend to
heighten disagreement amongst themselves. Arguments are inflated and take on a
seriousness well beyond that which would happen in broader society.

Access can often find itself being used by one or all sides in the pursuit of the argument.
Given this, it is surprising that access radio doesn't feature more frequently in the
Standards Authority complaints list. That it does not is a tribute to the calibre of access
management, particularly on the larger stations, who resolve issues to the satisfaction of
all parties and thereby avoid going to formal complaint. (See Chapter 8)

Clearly access radio has different standards to mainstream commercial and non-
commercial radio. However all access stations must remain within the law. This means
that they are subject to the standards as laid down by the Broadcasting Standards
Authority (requirements of balance and fairness excepted). Stations are also subject to the
normal constraints of criminal and civil law. An access station can be sued for libel,
slander and defamation as can any radio station.

It therefore pays to be aware of what you are liable for and what is expected in terms of
operating inside of the law. Know the basic rules required of you by the Broadcasting
Standards Authority (BSA), NZ On Air, the Advertising Standards Authority (ASA), the
Human Rights Act, The Race Relations Act and the various torts. Appendix 6 lists the
current contacts of the BSA, the ASA.

2.7.1 Insurance
All access stations should carry sufficient insurance to indemnify against libel. It is often
more a question of good luck and not good management that has prevented any serious
action against access broadcasters in the years they have been broadcasting. People
closely involved with access radio will know of a number of broadcasts that have
occurred that have had the potential to be damaging.

2.7.2 Training
Lack of experience or insufficient supervision should not be an excuse for taking such
risks. It is recommended that training in these matters should be mandatory for
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programme makers and volunteer broadcasters. Access radio managers should be very
familiar with the risks from lack of training, particularly on some of the smaller stations.

2.8 Audiences

The nature of the access audience is relatively easy to define. Documenting the rate of
target audience “capture” is not so easy.

Access radio audiences are structurally different from virtually all other radio. Most radio
stations fit the total station format to the preferred target audience. A station defines its
audience in terms of the people who listen to the station cumulatively. Whilst there
maybe some little variation over day-part targets that “skew” certain times of the day to a
slightly modified listenership, on the whole a modern radio station “captures” its target
audience by building loyalty to the station, in marketing parlance, by branding the station
image. It is the station sound overall and not any one of its individual programmes or
segments that determines audience.

Whereas with Access radio no two individual programmes will be targeted to the same
audience. Indeed, unless there is skilful programming by the station (see Scheduling 2.9),
each consecutive programme, the durations of which could be as long as three hours and
as short as five minutes, will have mutually exclusive audience profiles.

In this sense access radio is like television, which does much more to target audiences for
individual programmes. To do this and ensure that audiences are well “captured”,
television spends very large sums of money on expensive electronic audience mapping,
has substantial budgets to promote individual programmes in other media, extensively
trailers up and coming programmes using sophisticated visual narrative ploys to “hook”
the audience and uses the “star” system to promote loyalty and brand their product.

No access station could afford to even contemplate such resources.

Furthermore, some Access managers would argue that Access broadcasting doesn’t need
to know about who listens. It is who broadcasts that matters. This is a philosophic
position adopted also in some of the literature. The basic premise is that a society which
values democracy needs to give a platform for minority interests to be expressed. As long
as that platform is a recognised and valid form for mass communications the major issue
becomes one of ensuring that it carries as broad a range of differing viewpoints as
possible and provides adequate space for the open expression of those viewpoints. It does
not follow that there is a further responsibility to ensure people listen. Indeed, some
would argue, that would be a coercive act! Needless to say this is not the position of all
Access broadcasters, nor of most agencies that fund them. Most feel, quite strongly, the
need to have information about audiences.

Some access programming may actually reach a much larger percentage of its intended
audience than even the most popular commercial radio station or television programme.
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For example Wellington Access Radio has had a programme made by the Iranian
Cultural Society and broadcast in Farsi. It has a potential audience of some fifty known
families that speak the language. The families are spread all over Wellington. This
programme appeared to reach 100% of its target audience. How do they know? They use
the programme to announce the occasional social “get-together” for the Iranian
community. Everybody turns up!

This is the nature of access broadcasting. The programme immediately following the
Iranians is a music programme from minority states in India. There is no strong relation!

Thus listenership on access radio needs to be defined and determined in a unique way. On
busy access radio stations there may be over 100 discrete audiences in any given week of
broadcast. That same station has few resources to ascertain the nature and quantity of any
one of those audiences in comparison to what mainstream radio and television can
achieve.

2.9 Scheduling

As previously mentioned, access programming is very much like television
programming. People are attracted to a particular programme and tune in specifically for
it. However television also skilfully manipulates the audience by grouping together a
range of programmes that will appeal to the same tastes. The hope is that the viewer will
stay tuned at the conclusion of the programme of specific interest to watch what follows.
This is why trailering of programmes has become an integral part of television
commercial breaks.

As access radio becomes more sophisticated similar grouping arrangements can be made
so that programmes that will appeal to a similar audience are close together. For example
a Tongan news programme is scheduled close to a Tongan religious service. They could
be separated by a local Tongan language chat show. A programme aimed at gay men and
lesbian women could be followed by the Gay Radio News.

When programmes appealing to a specific audience are spread throughout the day or
week, promotions, liners and other forms of trailering can be used to draw the attention of
the audience to the upcoming programmes. This will encourage them to return to the
station or stay listening.

Many of the programming techniques used by television can be adapted to a busy access
station.
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Chapter 3 Organisation and Structures2

3.1 Background

Historically most stations in New Zealand have been governed by a committee of
management, elected annually by a general meeting of members who, usually, belong to
an incorporated society. Often, under this structure, the roles of governance and
management were not clearly defined.

Furthermore, in the past, many stations have failed to produce the important and detailed
documentation, which define the roles and responsibilities of all people involved with the
station.

The issue of how an access radio station is governed is very important. In the setting up
process particular attention should be paid to this issue because, historically, community
radio stations worldwide have come "unstuck" over how they are governed and who
should govern.

A major cause is the confusion of governance with management and the lack of any clear
communications channels and defined responsibilities that result from such confusion.

The most serious example was the Jack Straw Foundation in Seattle USA. Conflict within
the station led to frequent changes of management, claim and counterclaim. So bitter was
the conflict that eventually the station was closed down and a protracted legal battle that
went right to the US Supreme Court caused the Foundation to lose much of its equity.
There are many examples in the US, Australia and Europe where similar strife has caused
long term damage to the image of the radio station. Pacifica Radio in the US is a current
example. Strikes, protests, sackings and frequent changes of policy as control moves from
faction to faction are impacting on the service the radio network provides.

Some people have a very pessimistic view of forms of community ownership. During the
development of access radio broadcasting in New Zealand it has been suggested, on more
than one occasion, that access broadcasting should be centralised in terms of operations,
staffing and funding. This is necessary, the promoters of this view claim, because
voluntary incorporated societies are incapable of adequately managing stations. Such
societies are, by nature, administratively cumbersome, politically motivated in their
decision-making, slow to react to change and ungainly in their handling of money.

2 Sources for this chapter include the APNZ Polytechnic Councillors Handbook, Gunn
Consulting Training Limited and T. Kilmister’s “Brilliant” Board.
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3.2 A Trust, a Management Committee or a Company

There are three principal groupings that make up a good access radio station: the legal
entity ultimately responsible for the station, the management, and the programme makers
and volunteers. Each group has different responsibilities and roles. If these roles are
blurred or compromised difficulties can arise that affect the efficiency of the station.

Many stations are governed by a committee of management elected annually by a general
meeting of members who make up the legal entity. Often these meetings are open to the
public who by paying a small fee can become members and vote for who joins the
management committee. However, in most cases it is the enthusiasts who become
members and make up most of the attendance at annual general meetings. Most times
these members are also programme makers. Station management then has relationships
with a management team to whom it is responsible and then has to deal with many of the
same people as programme makers for whom they are responsible. This is not a good
structure. It can lead to a number of things.

If debate within the programme makers group gets heated (and it can when a station
makes programme time available for, say, both the Society for the Protection of the
Unborn Child and The Abortion Law Reform Association) and turns into conflict, this
conflict can often spill over into annual meetings causing abrupt changes to management
team personnel and consequent changes in station policy. This in turn leads to uncertainty
within management.

The concept of a "disinterested" governing body made up of individuals or organisations
that support the concept of access broadcasting but are not direct participants avoids such
pitfalls. This body in turn appoints management. The programme makers then form their
own organisation, which has representation on the governing body but does not control it.
What is created is a classic '"checks and balance" structure.

Governance is under the terms of a trust deed or constitution, which states the mission of
the body and determines its principle objectives. Management is by way of contract,
reporting to the governing body in terms of that contract and charged with realising the
objectives. Programme makers are then able to get on with the task of broadcasting
knowing that the station has a structure in place that will maximise the opportunities of
programme makers to broadcast in terms of the constitution. They also have a voice in
governance but not a majority one. If programme makers want change they need to
convince others on the governing board of the validity of that change. Management is
protected from major swings in station policy and can have a relationship with the
programme makers, which is not compromised by the need to respond to them in a dual
manner.

The programme makers' organisation can have a large say in the day-to-day running of
the station's programme and can work with management to bring about the achievement
of objectives. Above them both the governing body provides a stable environment and
has a responsibility to maximum resources to achieve this.



Access Radio Handbook: 2009 update Page 39

Plains FM in Christchurch demonstrate this “classic” model. The Canterbury
Communications Trust (CCT) is made up of nominees from the Christchurch Polytechnic
and Radio New Zealand, each with three trustees. They are joined by two representatives
from the Community Broadcasters’ Society (CBS), an incorporated society whose
membership is made up exclusively of programme makers and volunteers. Neither RNZ
nor Christchurch Polytechnic have a direct interest in any broadcast programme and are
not programme makers. Management is appointed under contractual terms to achieve the
expected outcomes of the CCT. Management works closely with the CBS, which has a
major role in developing the station's on air policies. Management administers those
policies and reports to the Trust. The trustees representing the CBS report back to the
programme makers.

One option is to establish a limited liability company under the Companies Act. This
method would use the Articles of Association and other legal documents to set the
parameters of the company’s operations and ensure it fulfilled its functions. Whilst using
this form has some advantages in terms of operation and financial reporting and it does
“protect” the entity from outside influence, it does not “fit” with the current ideas of a
charitable, non-profit, community-based organisation.

NZ On Air’s currently preferred structure is that of a trust. A model trust deed is provided
in the appendices.

Having made these points it is important to acknowledge that there are stations without
these sorts of structures that are performing well.

However, it is important that all stations have clearly defined roles and responsibilities
for everyone with an interest in the station.

Regardless of the structures of management adopted by a station it should be expected
that there are a set of documents that establish the constitution and "mission statement" of
the station, state a clear set of objectives, provide a strategic plan, reviewed yearly that
demonstrates how those objectives are to be achieved and give an annual performance
report comparing actual outcomes with those planned. Management should have a clear
set of contract documents that can be used to determine management performance.

Most importantly, it is crucial that the roles of governance and management are clearly
understood and rigorously applied regardless of the structure used.

3.3 The Differences between Governance and
Management

There is a clear distinction between these two essential elements in an organisation. The
following two tables encapsulate the differences. The roles themselves will be discussed
separately. It cannot be emphasised too strongly that the success of an access radio station
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depends on good governance and strong management. If there is not a balance of skills,
competence and integrity between the two then the station will suffer. A competent
manager struggling with an inept board will waste valuable energies protecting the board,
trying to carry out the functions of the board or “fighting” with it. Conversely a
competent board will struggle to actualise its ideas if it is served by poor management
because it will either have to take on inappropriate management roles or policies will
languish, unfulfilled because of inept management operation.

3.3.1 Responsibilities within an Access Station
The following chart demonstrates in brief form the role responsibilities on a typical
access radio station. This model is not specific to access broadcasting and can be applied
to most organisations.

Role Instrument

Governance Council
Board

Management Committee

Charter
Trust Deed
Objectives
Policies

Management Station Manager

Station Goals
Objectives and
budgets
Strategic plan
Procedures

Programme
Delivery

Production Broadcasters Community
Development

Programming
Goals

3.3.2 The Distinction Between Governance and Management
This can be expanded a little to show the clear distinctions between the roles. Good
functioning of an organisation requires both roles to be carried out in a competent and
professional way with each member of the governing body and the management team
conscious of their respective roles, comfortable within them and willing to stay within
them and not transgress into the other’s “patch”.

Whilst not two groups are the same, indeed most are unique, issues of size, levels of
funding, services and staffing will all impact on the nature of the board’s and the
manager’s responsibilities, as will their levels of experience and personal views.

Broadly speaking however, the following will apply.

Council
Board

Management Committee

Station Manager
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Governance Management

Governance is concerned with setting the
station’s overall direction through effective
planning and the development of clear
goals and policies

Management is concerned with achieving
the planned goals in accordance with stated
policies

Capable governance requires that
appropriate reporting mechanism are
specified, are functioning, and are being
used to ensure accountability

Successful management requires that
timely, accurate and accessible information
is available

Governance is about the ends of the
station’s operation

Management is about the means of the
station’s operation

Governance is “hands off” Management is “hands on”

3.3.3 Board and Staff Roles
It is useful to expand a little further and highlight the key roles of staff and board
members. This list, whilst not complete, does contain the core functions that identify and
separate the “two sides of the coin” that make up the administration of an organisation.

The points below are appropriate to middle and larger sized groups:
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Board Staff
Makes decisions on policies relating to
personnel, finance, fund raising, public
relations, and services.

Delegates the day-to-day operations of the
agency to staff.

Insures financial support so that agency can
accomplish its mission. Plays an active role
in fund raising and "selling" services.
(Develops fund raising plan, identifies
potential donors, solicits gifts, and makes
personal contribution).

Defines a plan for the long-term direction
of the agency.

Expected to know the history, purpose,
programs, policies, and practices of the
agency.

Is available to staff for consultation on
matters related to implementation of
organisation's mission and goals.

Approves the annual budget.

Interprets the services of the agency in
day-to-day contacts and in formal
presentations when requested.

Evaluates the work of the Executive
Director, itself, and the effectiveness of the
agency services.

Attends all Board meetings and committee
meetings of which s/he is a member.

Carries out the work authorized by the
board.

Makes all day-to-day decisions related to
the operations and maintenance of the
agency.

Carries out fund raising responsibilities as
delegated by the board. (Provides support
and guidance to Board, writes grant
proposals, identifies potential funding
sources).

Participates with the Board in development
of the plan; has responsibility for
implementation of the plan.

Expected to have the skills and knowledge
necessary to carry out the job to which s/he
is assigned.

Uses expertise of board members as
needed.

Directs the preparation of the annual
budget for Board approval. Approves
expenditures within limits of this budget.

Acts as a "bridge" between the board and
the organisation. Represents the
organisation in dealings with the public.

Helps board make good decisions based on
complete information.

Attends, as a non-voting member, all Board
meetings and committee meetings.
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3.4 Governance

Researchers at the Open University (Vic Murray, Pat Bradshaw-Camball) have evolved a
“typology” of governing bodies to show how governance relates to the rest of the
organisation, and the consequences for management.

Five 'types' of governing body have been identified. They are:

Approving
Well established, serviced by a professional manager who makes recommendations on all
major issues, with sub-committees and few votes.

Leaders
Honorary officers or the whole group are strongly committed and zealous in their pursuit
of the organisation’s goals, with staff there to implement. Communication is often
personal, and an expectation placed upon senior staff to have unquestioning loyalty.

Representative
All stakeholders well represented on the governing body, with multiple and potentially
conflicting goals, objectives, and values. There will be power contests and staff and
governors are seen more in terms of their commitments than their formal roles. The
senior manager will have to be politically astute!

Consensual
Rejects the traditional roles and structures, and only acknowledges them on paper where
legally necessary. Rotating offices, sharing experience and responsibility etc are
characteristic. The senior manager will need to provide appropriate support to committees
and consensus. Tensions are likely to arise over employment rights, and some will gain
considerably from opportunities made available.

Involved
Lacks clear direction, leadership or agreed purpose. There is a load of energy and
commitment, but lacking in co-ordination. Achievements will be uneven and the senior
manager may be expected to both provide support and be closely controlled by the
governing body. This scenario is frequent in the early days of a voluntary organisation.

Clearly each has strengths and weaknesses. Further, existing governing bodies may
exemplify characteristics from more than one type. However, many would accept the first
type as being the ideal. Certainly within access radio the evidence is overwhelming that
“a professional manager” capable of making “recommendations on all major issues” is of
paramount importance.

3.4.1 The Responsibilities of Governance
The corporate governance framework should ensure the strategic guidance of the
organisation, the effective monitoring of management by the board, and the board’s
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3.5.3.5 Human Resource Management

Most managers will be required to at least advise on the appointment of other staff and
often will have the complete responsibility delegated to them. A good natural or learned
management style is essential. Hierarchical, confrontational or autocratic management
styles do not work in community organisations. A consensus or collaborative style is
more suited. A manager’s principles and practices in employment matters will assist or
detract from a successful station operation.

3.5.3.6 Experience of Working with Volunteers

Finally, unlike business of government access radio does what many community groups
do – uses volunteers. In access radio’s case there are far more volunteers than paid staff.
Managers need a strong understanding of the different management styles required to
successfully manage a diverse range of volunteers contributing their time, energy and
skills to ensure the success of access radio whilst not seeking financial rewards.

3.5.4 Governance’s Responsibilities to Managers
A governing body needs to be especially diligent in appointing a manager. The evidence
is overwhelming that inappropriate managers hinder the development of good community
access radio. At the very least boards should take great care over the following:

3.5.4.1 Job Descriptions and Person Specifications

Draft full and complete employment data before advertising. Be very sure just what the
job entails and spell it out in detail. Also be very sure of the characteristics you are
looking for in a manager and spell those out also. Not only will this exercise benefit the
applicants, for they will have a clear understanding of what is required of them and can
match their perceptions of their skills and knowledge with the documents but it will also
serve as a benchmark in the selection process for board members on the selection
committee and greatly assist in the short-listing and final deliberations. A copy of a
model job description and person specification is provided in Appendix 9.

3.5.4.2 Advertising and Appointing

Do not scrimp on advertising costs for the appointment. Advertise as widely as possible.
It is important that advertising occurs outside the region and in the main population
centres. Consider using the World Wide Web to seek overseas interest and perhaps
encourage an experienced New Zealander to return. Local radio may also be a point of
advertising. Maybe the next station manager is already listening to the station! Also send
all the job information to other access radio stations. They may know of people or some
experienced staff member on one of the stations may be looking for a new challenge and
be ready to attempt management. A copy of a model job advertisement is provided in
Appendix 10.
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With a trust structure one way that broadcasters and volunteers can influence the
activities of the station is by providing a representative or representatives to the
governing body. A number of trusts specifically require trustee representation by station
users.

This enables station users to have influence but not control. The influence can be
informal in the frequent day-to-day dealings of the CBS with management and staff, or
formal with the voting rights of the CBS representative/s on the governing body.

This is quite an “elegant” arrangement. It provides for checks and balances between
governors, management and users. It enables users to influence but not control the
activities of the station and it enshrines the principle of “disinterested governance” for the
majority of trustees.
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2. Draw up a position description that clearly lays out these tasks, places them
within the context of the station operation and locates the position in terms of
seniority and responsibility.

3. Identify the skills required to carry out these tasks. Rank the skills in order of
importance – absolutely necessary, desirable, useful. Clearly identify those skills
that candidates must already possess as opposed to those that it is desirable for
the candidate to gain. (For example if the position is to work, primarily, with
community organisations then the necessary skills would be community
development based whereas radio production skills could be gained “on the job”.
Draw up a person specification.

4. Establish a panel (at least two people, no more than four) that represents the
interests of the organisation, has balanced representation (gender, stakeholder
interest, external advice etc) and the powers to advertise, short-list candidates,
interview and recommend appointment. (The power to actually appoint would lie
with the governing body or the person with delegated responsibility, usually the
manager).

5. Advertise as broadly and frequently as possible. With key appointments it pays to
advertise nationally and also put out flyers to organisations or institutions that
employ people with similar skills i.e. other access stations. Do not skimp on
advertising costs. Such expenditure will be well rewarded with the right
appointment!

6. Test all applications against the position description and person specification
documents and short-list for interview those candidates that come closest to the
“match”.

7. Prepare an interview schedule that lists all the key questions and permits ranking
of the responses. It is possible at interview to “test” for some of the key attributes
in ways not possible with written applications. Be aware of this and make sure
maximum value is obtained from the interview.

8. Arrange and carry out interviews.
9. Make recommendations and rank at least the three top candidates in order of

preference. Clearly document on what criteria the recommendations have been
made and pass these to the person responsible for offering an appointment.

10. Ensure that all unsuccessful candidates are quickly advised and be willing to
offer reasons for their lack of success if asked.

Examples of job descriptions, person specifications and other employment documents are
in Appendices 9, 10, 11.

4.2 Key Tasks on Access Radio

Generally the key tasks on access radio require versatility, enthusiasm, multiple talents,
dedication, an ethos of hard work, good listening/communicating and community
networking skills. Note that specific radio broadcasting skills whilst important should be
considered as skills more easily learned than the preceding list!
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4.2.1 Management Tasks
These are tasks that are fundamental to the operation of an access station no matter what
its size and location.

4.2.1.1 Financial Management

These are the day-to-day tasks of running any organisation of business that handles cash.
They include banking, cash book maintenance, invoicing, budget preparation, funding
applications, planning and monitoring capital expenditure.

4.2.1.2 Marketing Management

The promotion of the station requires the development and maintenance of a marketing
plan. This not only means traditional promotion via media (on-air and off-air) but also
networking, audience identification and targeting and public speaking.

4.2.1.3 Staffing

Even the smallest station needs more than 1 full time person so the ability to employ
others and to maintain the legal requirements of employers such as keeping appropriate
records (tax, ACC, leave, sick leave), providing training opportunities and offering
appropriate performance reviews are all important tasks.

4.2.1.4 Monitoring and Adherence

Running an organisation in New Zealand today requires adherence to a number of
statutory requirements. Within radio these are extended by the nature of the operation to
include not only relevant legislation such as Occupational Safety and Health, the
Employment Contracts Act and the Human Rights Act but also the Advertising Standards
Authority, the Broadcast Standards Authority, and the regulations of the Ministry of
Economic Development.

Access radio also needs to monitor performance under internal policies, rules and charters
and also adhere to the requirements of Section 36c of the Broadcasting Act. These require
internal reports to station management or the governing body and external reports such as
the quarterly reports required by NZ On Air.

Furthermore many stations receive funding and support from external funding agencies or
providers. They need to adhere to the conditions of the funding, monitor performance in
terms of the funding contract and report back to the funder. Often reports are strictly
formatted and accurate data is required.
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4.2.2 Community
These community based tasks are the outreach side of access radio and are equally as
important as the management tasks for the success of the station.

4.2.2.1 Community Networking

A very essential element of access radio is the ability to network at every level. This
includes networking not only within the local community with groups and individuals
that could use access radio but also at corporate, institutional and government
organisational levels. Part of the “politics” of access radio is to have support from the
“higher echelons” – local and regional councils, schools, churches and formal community
based organisations such as women’s organisations, ethnic groups, youth groups etc.

4.2.2.2 Developing Community Access Programming

There is a range of tasks necessary to get people to broadcast. Groups and individuals
often need encouraging, training, facilitating and guiding to get to air. They also need
support in using the networks to gain access to possible financial and personal resources.

4.2.2.3 Volunteers

The recruiting, support, training and monitoring of volunteers are all essential for a good
access station. Volunteers not only make programmes but also assist in various tasks
around the station. Any good community access station will have numerous volunteers
playing an active role in station life. They need managing just as staff do but in the ways
appropriate to ensuring successful ongoing volunteer support.

4.2.2.4 Getting Programmes to Air

Ensuring that programmes are made and broadcast by volunteer broadcasters is a core
task. NZ On Air programmes funded under Section 36c criteria should substantially be
programmes made by people in the community for people in the community and about
people in the community. A key task is to manage the process of getting a programme to
air. This involves seeking out potential broadcasters, convincing them to broadcast,
giving them the key skills to make a programme, ensuring the programme is of broadcast
quality, scheduling the programme and getting it to air. This complex list of tasks may be
considered the core function of access radio.

4.2.2.5 Promotion of “Product”

This is the task of ensuring that people know about the station and its role in the
community. It’s the “selling” of the idea of community access radio to potential users of
the service. Whilst it is closely related to the marketing responsibilities under
management it is distinguished by the fact that it’s aimed at a specifically targeted group
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of people for the sole purpose of getting them to broadcast. Thus it’s seen as a community
based skill as well as a management skill.

4.2.2.6 Training

A key task and an ongoing one is the training of programme makers and volunteers.
Regular training is essential for the development and maintenance of broadcasting
standards, for giving programme makers a sense of competence, comfort and skill as
broadcasters and ensuring a continuing stream of fresh broadcasters. Volunteers also need
training programmes and ongoing support to develop their skills.

4.2.2.7 Development of Programme Schedules

The scheduling of programmes, the publication of the schedule, and decisions on format
are also important. Good programme scheduling takes into account the needs of the
programme makers and their audiences, the format and structure of the overall station
“sound” and the use of appropriate music to give the station an identity that is
recognisable when not broadcasting Section 36c programmes.

4.2.3 Technical
Running a radio station requires a range of technical skills. The following are mandatory.

4.2.3.1 Transmission

Provide and maintain the frequency and transmission facilities. These items may be
leased or owned. The frequency requirements will depend on what band the transmission
is in and the frequency’s position in the band. These are often determined by the
geographic location and the proximity of other broadcasters. Transmission facilities are
often shared. A mast is located on a prominent landmark (hill or tall building) and a
number of broadcasters may lease space on the mast for their own antennae. The link
from the studio to the transmitter site may be via a microwave frequency or a landline.
All of these functions are the responsibility of the broadcaster and an understanding of
broadcast transmission is therefore essential. The actual technical installation and
maintenance requirements may be contracted out.

4.2.3.2 Studios

Provide and maintain production facilities, on air studio and ancillary equipment
(portable equipment, etc). An understanding of studio operation is essential. Whilst the
technical elements of installation and maintenance can be contracted out, the ability to
operate the facilities and produce a quality sound is an essential task. The basic
establishment of an access station requires an on-air studio, a small production studio
where programmes can be recorded whilst broadcasting from the on-air studio and some
portable equipment that allows for the station to record material away from the station.
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4.2.3.3 Recording Programmes/Trailers/Ids etc

Basic studio tasks include producing programmes for broadcast, broadcasting live,
recording material in the field and editing. These tasks are common to all radio, only the
content and nature of the programmes exemplify access radio. Station sound requires the
production of trailers that promote and pre-announce a programme to be broadcast and
station identification and position statements that tell listeners about the station they are
listening to and what it does.

4.2.3.4 Setting Technical Standards

The staff sets station technical policies and standards. Such standards include a definition
of “broadcast quality” for programmes, studio protocols, and transmission standards (the
strength of the signal, the coverage area and any enhancement of the signal using
processes such as compression).

4.2.3.5 Technical Training

Providing training for volunteers and staff is an essential technical task. All programme
makers need the basic skills that will enable them to use the on-air studio and the
production suite and, where appropriate, portable equipment. Some training may also be
given in the maintenance as well as the operation of equipment. Some volunteers may be
attracted to the station because of their technical interests in radio. Recognising such
skills and utilising them is a key task.

4.2.3.6 Equipment Replacement Policy/Forecast

Part of managing a technical operation includes providing for the depreciation of
equipment and establishing and operating a replacement policy. Equipment wears out,
becomes obsolete or redundant and a key task is to ensure appropriate and strategic
replacement. Because most radio equipment is expensive and cannot be covered by
operating budgets, careful forecasting can maintain a capital replacement account that can
be accessed for expensive equipment purchases.

4.2.3.7 Assets Register

Maintaining an assets register is an appropriate way of handling equipment requirements.
An assets register provides an up to date record of each piece of equipment on the station.
Included in that record should be the basic data of when the item was purchased,
purchase price, depreciation policy, replacement policy and replacement date. Other
records that could be kept include a repair and maintenance schedule, a log of hours of
use and a list of authorised users and people able to access the equipment for maintenance
purposes.
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Relationships (face-to-face, phone,
correspondence)
General public

Complaints

Broadcasters, Potential Broadcasters
Complaints

Staff
Team building
Meetings
Informal/Social Activities
Complaints

Governing body
Governance/Management issues
Trust meetings
Reporting
Complaints

Commercial clients
Development
Maintenance

NZ On Air
Assoc. of Community Access B’casters

Staffing
Job descriptions
Person Specifications
Contracts
Performance criteria
Reviews
Training & development
Supervision

Finance
Accounts
Taxes
PAYE
ACC
GST
Banking

Relationships (face-to-face, phone,
correspondence)
General public

Publicity/promotion
Advertising
General inquiries

Broadcasters, Potential Broadcasters
Development
Servicing
Documentation

Staffing
Volunteers
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Reviews should be scheduled regularly, annually is probably best, and each review can
reset the performance criteria and amend the employment contract for the following
period.

The performance review could also be tied to salary reviews, bonus payments and any
other remunerative and non-remunerative rewards.

Performance review procedures should be formally managed with the criteria, method
and people involved all established, accepted, approved and recorded before the process
is carried out.

Staff are most happy when they feel valued, are kept informed, form part of the decision-
making processes on the station and are appropriately remunerated. Performance reviews
assist in enabling all of these elements.
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If the station is governed by a Trust then the trust deed will be the document that
establishes the entity’s bona fides. An incorporated society requires a written constitution
registered and lodged with the Registrar of Incorporated Societies. A company will need
to be registered and have a certificate of incorporation. It may also have a constitution. If
it does then the directors of the company are held accountable not only under the
Companies Act but also under the constitution. Partnerships need to meet the
requirements of the Partnership Act.

It is most usual for an access radio station to be governed either by a trust or an
incorporated society. NZ On Air’s preferred form of governance is a trust.

5.1.2 Station Objectives
Documents that set out the station’s objectives, short, medium and long term, are
essential in today’s fiercely competitive environment. No one will give money and
services to an organisation that cannot state clearly what it’s about and how it intends to
achieve its objectives. Usually such documents take a “short form” and a “long form”.

5.1.2.1 Mission Statement

Ask people working on an access station to say what the station’s mission statement is
and the chances are they can’t say in clear and succinct language what the mission of the
station is.

If this is the case, how can these people lobby on behalf of the station? How can a person
who can't communicate the mission of the station ask for a donation or speak about the
station in public?

As indicated in the first chapter a mission statement should be a one-sentence, clear,
concise statement that says who the station is (the name, that it is a non-profit, and what
type station it is), what it does, for whom and where. That’s it!

It is suggested by some that the station’s vision and its future goals should also be
indicated. That’s fine but that can also be left to the strategic plan. The mission statement
is the basics, the essentials, and the “bottom line”. Call it a public relations statement if
you will, but have a simple, easy to remember and repeat statement that your governing
body, staff, volunteers and programme makers can effectively use to lobby on behalf of
the station.

An example:

"Plains FM is a community access radio station providing
opportunities for individuals and groups denied access to
mainstream commercial and network radio to make and
broadcast programmes to the communities of Christchurch
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Do we have it? Do we want it? Action
Yes Yes Preserve
Yes No Eliminate
No Yes Achieve
No No Avoid

The answer to each question places the goal in one of the cells in the goals grid. If the
answer is yes to both questions, then preserve the goal. If the answer is yes to the first
question, but no to the second, eliminate the goal. If the answer is no to the first question,
but yes to the second, this is a goal to be achieved. If the answer is no to both questions,
then this is a goal to be avoided. Part of what this grid is supposed to do is to help with
discovering what a station is already doing right, whether it is doing everything it should
be doing, whether the station is overlooking anything, and how open the station is to
change.

Another tool often used at this stage is SWOT analysis. SWOT stands for strengths,
weaknesses, opportunities and threats. To conduct this type of analysis, one assesses each
of these factors not only for the organisation, but also for any competitors, direct or
indirect, the station may have and access radio as an overall activity. While it can be a
time consuming project, the information gained is very useful.

Strategies for reaching each goal is another way of saying what approach needs to be
taken to reach a particular goal and this maybe the part of the plan that may change most
frequently. It may be discovered that one strategy is not working and there is a need to
look for other ways to get the desired outcome. The important thing in this step is to build
in checkpoints to ascertain that the strategy is working and to be flexible about changing
if need be.

Action plans are the specific activities used to implement the strategy. Often these are
stated as objectives. It is good to have this step stated as precisely as possible so that
achievement can be measured.

5.1.3 Performance Report
Here is where many strategic plans fail. To check on whether the plan is being followed
and how it is doing is essential. Put checkpoints in and make it a point to not let them
pass unnoticed. This is the chance to not only verify that everything is on track towards
the goal, but it gives the opportunity to make modifications if they seem needed.

These checks need to be regular. Management could have a series of checkpoints that
trigger responses that can be monitored monthly (for management meetings), quarterly
(for trust meetings or NZ On Air reporting) and an annual review of how the station has
performed in terms of its strategic plan should be mandatory.
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In fact many more enterprises, for-profit and non-profit, fail for lack of cash than for want
of profit.

Normally, the main sources of cash inflows to an access station are receipts from airtime
charges, donations, grants, income from sponsorship and advertising, increases in bank
loans, proceeds of asset disposals, and other income such as interest earned. Cash
outflows include payments to suppliers and staff, capital and interest repayments for
loans, taxation (when applicable) and capital expenditure.

Net cash flow is the difference between the inflows and outflows within a given period. A
projected cumulative positive net cash flow over several periods highlights the capacity
of an enterprise to generate surplus cash and, conversely, a cumulative negative cash flow
indicates the amount of additional cash required to sustain the enterprise.

Cash flow planning entails forecasting and tabulating all significant cash inflows relating
to income, new loans, interest received etc and then analysing in detail the timing of
expected payments relating to suppliers, wages, other expenses, capital expenditure, loan
repayments, tax (when applicable), interest payments etc. The difference between the
cash in- and out-flows within a given period indicates the net cash flow. When this net
cash flow is added to or subtracted from opening bank balances, any likely short-term
bank funding requirements can be ascertained.

Access radio is really a service business and the cash cycle of such looks like this:

Cash

Collections Provision of
Services

Debtors

It’s a service enterprise, there is no stock (virtually) and a labour service is provided.
Income accrues when a service is provided and debtors (users of the station – programme
makers, sponsors, advertisers) are created. When the users pay their fees, the cash is
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generated to begin the cycle again. However, unlike a business enterprise where the
income accrued will overwhelmingly be from what customers pay, an access station may
collect cash from a much wider range of sources and they must be factored into the cash
cycle. Sources will include donations, membership fees, grants, bequests etc.

Someone once likened the cash cycle of a small enterprise to the bloodstream of a human
being. A smooth-flowing bloodstream is needed for the whole body to function.
Similarly, a small enterprise needs the cash to flow smoothly.

5.2.3.2 Debtor Control

A key activity on the station is to monitor the level of debt. Mainly this will be to do with
airtime charges. Determine a policy on airtime charges and stick with it. Many hassles are
avoided if programme makers pay in advance. It avoids long term record keeping, assists
with the cash flow and prevents problems with debt collection at a later date.

Develop a method of tracing all debtor obligations. Keep it up to date and use it to
determine who is a debtor and how each individual debtor should be followed up.
Remember that you will often be dealing with people who are close to poverty by New
Zealand standards and thus sensitivity is required when making collection demands. It is
sometimes very difficult to deny worthy programme makers airtime when they are in
arrears but having a collection policy and process and dealing with everyone fairly is
essential for the financial welfare of the station.

If you do issue invoices for payment after the event make sure the debtors know what that
policy is and encourage them to pay promptly. Implement strict collection procedures.
For example the following could be a process:

After thirty days – issue a reminder and keep a copy
After thirty-five days – contact the debtor by telephone and record that in a diary
After forty days – make a personal visit and also record that in the diary
After forty-five days – issue a formal letter of final demand and keep a copy
After sixty days – put the matter in the hands of debt collectors

Always be able at any given time to produce documentation showing the current position
with debtors and all amounts outstanding

5.2.3.3 Asset Control

Assets are an expensive item on any radio station’s balance sheet. Fixed assets such as
furniture, equipment, motor vehicles etc are usually purchased to generate profits in a
business and generate efficiency in an enterprise like an access radio station. Assets
should regularly be evaluated to see if they are contributing towards that efficiency and
whether they should be let go, replaced or added to.
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6. Provides an explanation for the variance

Performance reports can be provided for all elements of the enterprise’s performance,
financial, strategy and human resources. Skilful managers select the data they believe
essential to know and build their performance reporting around that data.

5.2.4 Computerised Accounting Systems
Most, if not all, small enterprises now utilise some form of computer based accounting
programme. There are scores of them available from very basic single and double entry
methods to complex programmes that offer a wide range of financial record keeping
services and systems for strategic planning as well.

If the enterprise is going to invest in a computerised system, check out with other stations
what they are using, what strengths and weaknesses they feel they have and how happy
they are with the system. Also, check with the station’s accountant. Sometimes
accountants provide uniform packages that they use across their practice.

Do not start using such packages without understanding the principles that underlie them.
Small businesses sometime fail because of that familiar slogan “garbage in, garbage out”!

Do not think that a computer package will solve financial problems. Operators of such
systems need to understand the basics of good record keeping, financial management and
accounting processes.

5.3 Human Resource Documents

These matters are talked about in detail in Chapter Four. They are reiterated here for
completeness because human resource documentation is an important part of an
enterprise’s “paper trail.”

5.3.1 Contracts
All staff, volunteers and programme makers should be entitled to a contract that fully
describes their relationship with the station, their responsibilities and what the station’s
responsibilities are to them. Copies of each contract should be held by the individuals
concerned and by the station.

5.3.2 Job Descriptions
All key jobs on the station should be described and, where possible, allocated to a staff
member, volunteer or programme maker.
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5.3.3 Person Specifications
A lot of hassle “down-stream” is avoided if the station specifies the sorts of people
wanted for the job. This makes plain the levels of understanding and knowledge required,
the skills level, the personal characteristics deemed appropriate for the tasks and the most
apposite temperament for the job at hand.

5.3.4 Performance Criteria
These documents specify the acceptable performance level for carrying out jobs on the
station. They are usually criteria referenced and are used to assist people to both
understand their job and do it well.

5.3.5 Performance Review
These documents provide the outcomes by comparing actual performance with the
referenced criteria to ascertain how well the job has been done, acknowledging strengths
and weaknesses and identifying training and other support that will improve performance
where necessary.

5.4 Marketing Plans

“Marketing is the process of planning and executing the
conception, pricing, promotion, and distribution of ideas,
goods, and services to create exchanges that satisfy
individual and organizational objectives.”

That’s according to the American Marketing association.

In access radio terms its about ensuring that the maximum number of people entitled and
able to make programmes for broadcast know about the station and its services and that
as many people as possible know of the reason for access radio’s existence and have a
positive view of the station and what it sets out to achieve.

5.4.1. Marketing Research
“Marketing Research is the function that links the
consumer, customer, and public to the marketer through
information--information used to identify and define
marketing opportunities and problems; generate, refine, and
evaluate marketing actions; monitor marketing
performance; and improve understanding of marketing as a
process. Marketing research specifies the information
required to address these issues, designs the method for
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quantities supplied to places with regular foot traffic - libraries, cafés and coffee bars,
educational institutions, organisational staff rooms, notice boards etc.

Printed material often has space for a sponsorship message and as a result the sponsoring
organisation will help with distribution of the material.

5.4.3.4 On-Air Promotions

Most stations have regular on air promotions both generically and programme specific.
Generic promotions include liners, stings and station identification announcements that
position the station in traditional radio marketing terms. Some stations even use jingles
and other forms of branding tools to identify the station and promote objectives. Many
stations use the regular forms of station announcements in such spots as "top of the hour"
to trailer up coming programmes and make other community announcements.

5.4.3.5 Promotions in Other Media

The other media most available to access broadcasters are television and print. On the
whole other radio stations would decline to carry promotions for access radio on
commercial grounds. Television is expensive and not commonly used. Most access
stations use newspapers as their major outlet for mass media publicity.

5.4.3.6 Publications

A number of stations publish a regular news magazine or newsletter. This is considered
an essential tool of access broadcasting. It is a major internal communications medium;
management is able to communicate with programme makers; programme makers can
talk about their on-air programmes in printed form and provide supplementary material to
support their broadcasts; advanced programme schedules can be published; broadcasters
can discuss matters of importance to the station and raise issues; profiles and news on
people and events associated with the station can be printed; notices can be distributed;
broadcasters, station supporters and other news media can be kept informed.

None of the local versions match the size and scope of successful overseas stations. Some
of the larger stations in the US and Australia produce magazine quality periodicals of
such scope and depth that they become in themselves another form of access but in print.
Articles are commissioned from broadcasters; a substantial letters column allows for
debates; they have large news sections devoted to community issues, often focussing on
matters that are currently being aired on the radio station; they have guest columnists;
book, cinema and art reviews; they carry advertising and sponsorship and, in some cases,
carry out the role equivalent to that of our community newspapers. Some stations employ
staff specifically to be involved in publications.

This is not to suggest such levels of sophistication are needed for New Zealand even
although it would be possible for the larger stations to produce at such a level. This
information is for purposes of comparison only.
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However, all access radio stations should publish, frequently and regularly, a newsletter
of some form and substance. It is recommended that a quarterly schedule is the minimum
and a regular publication date should be confirmed so that the expectations of readers can
be met and reliability established.

Promoting the station within the community it serves is a necessary and important
function of access broadcasting. Current attention to this task on stations varies from the
highly professional to something that is little more than an add on to the station
manager’s role. The four major functions; generic station promotions, programme
promotions, special events and on-air promotions should be given specific attention and
as part of station strategic plans each of these categories should be acknowledged,
described and have stated objectives and measurable outcomes.

5.4.4 Surveys
Most access stations do not get details of the results of commercial radio audience
surveys. These tell what percentage of the available audience listens to each station. Any
normal access station will rank close to the margin of error simply because of the
research process. Furthermore, as local television channel research has shown, the
sampling methods used in national surveys tend to understate the levels of minority and
local listening.

However surveys conducted by larger New Zealand access stations and international data
show that people tune to access broadcasts to listen to a chosen programme and often
leave the station when that programme concludes. The time spent listening (TSL) is
determined by the length of the programme, which can be as long as three hours and as
short as a few minutes. Most commercial radio stations spend energy trying to increase
the TSL of the target audience with techniques such as quarter-hour maintenance,
forward announcing, trailers and various competitions. This is not and should not be a
priority for access broadcasters. For access the task is to "grow" the percentage of the
target audience that tunes in to listen at the time the programme which has been
especially devised for that audience is broadcast. In this respect access should be the envy
of commercial broadcasters. No commercial station is going to approach the percentage
ratings points in their target market demonstrated by a well-targeted access programme!

Some quite innovative and inexpensive "survey techniques" are used by access radio.
One station manager "sampled" the listeners of the Indian programme by systematically
visiting, over a two-week period, every corner dairy in the region seeking recall about the
station and the programme. This simple review gained an appropriately high positive
response!

In another case a presenter suggested during one broadcast that the programme "would
cease to broadcast after this week unless there was a significant indication of support
from listeners." There followed a rash of phone calls and letters to the station, which was
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A programme makers' organisation can have a large say in the day-to-day running of the
station's programme and can work with management to bring about the achievement of
objectives. Above them both the governing body provides a stable environment and has a
responsibility to maximise resources to achieve this.

This "classic" model of a programme makers’ organisation is a Community Broadcasters’
Society (CBS). The CBS is an incorporated society whose membership is made up of
programme makers (although other non-programme making members, volunteers and
“Friends” may also be part of the CBS). Trust members are not programme makers and
have no direct interest in any broadcast programme. Therefore they are not members of
the CBS.

Station management works closely with the CBS, which has a major role in developing
the station's on air policies. Management administers those policies and reports to the
Trust.

Representatives from the Community Broadcasters’ Society who represent the interests
of the CBS and report back to the programme makers are elected by the CBS as trust
members and join the independent trustees at the trust table. If programme makers want
change they need to convince others on the governing board of the validity of that
change.

6.6 Grants and Donations

New Zealand does not have the history of individual and organisational philanthropy that
exists in some countries. However New Zealand has many organisations constituted as
trusts and endowment bodies that provide funds for a remarkable range of activities.
Some of these are geographically specific in terms of whom they will give to. Others
have a national focus. Many are set up for specific causes and to meet specific objectives.
Because access radio, as a concept, does not "fit" many of these causes stations have not
been particularly successful in attracting funds. However many of the discrete
programmes broadcast on access do fit. Furthermore, access broadcasters can develop
concepts and seek out programme makers that specifically fit the objectives of such trusts
and endowments thereby increasing the likelihood of support.

For example, specific programmes are often worthy of individual promotion. This is
particularly true of programmes that have themes, which are currently recognised as
having social importance. ACC must be a worthy candidate to support programmes on
the maintenance of healthy backs! Programmes for children targeting the use of alcohol
and drugs are also ripe for sponsorship. Access broadcasters can be pro-active in
determining programming and do not have to wait to be approached. Supporters for
programmes that fit this category are also likely to contribute to indirect as well as direct
costs of programme production.

However stations should not be discouraged from applying for grants.
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willing to speak on the station’s behalf. Sadly, applying to charitable trusts today has
become almost a marketing exercise. More and more people and organisations are
seeking scarcer funds and it has become fiercely competitive. On that basis often the
“best story” gets the attention.

6.6.5 Being a Charity Oneself
Promoting the charitable nature of the radio station itself does not occur much in the New
Zealand context. This method places the access broadcaster alongside other charitable
groups seeking funds from individuals and organisations in the community and plays to
what access broadcasters see as their "comparative advantage". Businesses and
organisations are being constantly approached to support charitable causes. Giving to
most is a "feel good" experience at best. The donation is tax deductible but there is little
further benefit. In promoting the support of access broadcasting it can be pointed out that
when supporting access broadcasting and the programme makers of specific programmes
with funds an organisation or business has the added benefit of "public exposure" of their
generosity over the airwaves. Whilst this may be seen as a somewhat "cynical" advantage
by some, it is a proven effective option for revenue generation.

6.7 Advertising

This is the last significant revenue stream open to broadcasters; it is also the most
difficult. This is an area where a fine line could be drawn between maximising revenue
and exploitation of the station and its primary objectives. There is no doubt that some
stations sense that there is a lot of money to be made through advertising and by not
being truly “commercial” they are losing revenue opportunities. On the other hand the
nature of access broadcasting is not compatible with revenue maximisation. Careful and
well-monitored guidelines need to be established.

Commercial radio operates to bring a defined mass audience to a potential advertiser who
has produce to sell to that audience. A successful commercial radio station is able to
appeal to many thousands of listeners in its targeted demograph. It also keeps a constant
24 hours 7 days programming stream aimed solely at that demograph.

6.7.1 Advertising on Access Radio
Access radio is such a contrast to this. It does not have a mass audience, indeed its whole
focus is on minority audiences. It constantly changes its audience focus (demograph)
appealing in any day to a range of discrete audiences and in a week to scores if not
hundreds of different audiences. Every time there is a programme change on access radio
there is probably an audience change.

This means that the traditional concept of the radio commercial is not useful for access.
This does not mean that advertising is impossible. Amongst those many discrete
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audiences on access are some that a potential advertiser might wish to target. Indeed,
there maybe some cases where an access station has the majority of the advertiser’s
primary customer base listening. For example, if the access station ran a regular
programme on quilt making and has the local quilt making association involved in the
programme, perhaps using it as their club notice board, then the owners of the local store
selling quilt making products would have most of their principal customers listening in. It
would be foolish not to accept advertising into that programme. But it is harder to both
identify audiences and guarantee delivery of them to an advertiser on access radio.

For stations that do not own their own frequencies and use Crown Reserve frequencies
under contract with the Ministry of Economic Development there are revenue generation
constraints. Regulations governing the use of such frequencies limit advertising time and
restrict other sources of non-NZ On Air income. A station needs to operate within the
conditions of the frequency contract.

Some smaller stations also see potential in “splitting” the station’s airtime. Access radio
often has a "down time" that corresponds to commercial radio's prime time, the early
morning. Some broadcasters see this time slot as a strong revenue earner that could more
than meet their share of the income and provide some surplus revenue for maintenance
and development. They see this as an opportunity to take a more entrepreneurial approach
and behave like "real" broadcasters. Attempts by some stations to place this time on a
more "commercial" footing has had limited success suggesting that a station could mount
a successful alternative radio breakfast programme that would generate advertising
revenue well in excess of standard airtime charges. However, to do so could conflict with
the guidelines for the operation of a reserve frequency and also place limits on access
programme expansion.

For example the high usage by programme makers of morning time on some of the larger
stations suggests that access programme makers are willing to use this so called "down
time". By committing the time to alternative revenue generation a station would be
putting "business" before access. Furthermore stations that do commit this time to access
would be comparatively disadvantaged in terms of revenue earning opportunities.

All of this highlights the difficulties in combining commercial radio activities with access
radio. Caution is recommended and advertising per se is thus put lower down the list of
revenue earning activities.

6.7.2 The Law
In permitting advertising on the station managers and governors must be aware of the
rules and regulations that govern advertising. Management should be familiar with
advertising codes, the requirements of the Advertising Standards Authority and the
processes of the Advertising Standards Complaints Board. These can be complex and
ignorance of the law will not be an excuse if a complaint is laid against a station. Details
on how to contact the Advertising Standards Authority can be found in Appendix 6.
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An issue that will also need to be addressed is that of what is known in the radio industry
as “contras”. A contra occurs when someone is given airtime in return for providing a
product or service to the station. No money actually changes hands. For example the
access radio station may need a new photocopier. It does a contra deal with the local
office supply company to run advertisements featuring the company and its products for
an agreed period of time and frequency. Contra deals need to be thought through
carefully. Make sure the benefits are significant and that taking up the contra offer cuts
across no other policies and principles. Contra offers between a programme maker and
service or product suppliers need very careful vetting. Should an organisation be able to
use access radio to, for example, furnish its own offices because it did a contra deal direct
with the office supply company?

Over all advertising presents more dilemmas than sponsorship but both need a clear
policy. A model policy is presented in Appendix 14.

6.8 Miscellaneous

All of the other methods listed at the beginning of the chapter have their own strengths
and weaknesses.

Door knocking appeals and street collections are usually reserved for very well known
charities. However, a radio station may assist with these especially if the charity is a
regular programme maker on the station.

Bequests and bereavement donations are usually determined in advance and tend to come
from people who have had in depth and long term involvement with the organisation. In
this regard some access stations are now approaching a maturity where some people will
have been involved for a decade or more. Such people, from trustees through staff to
volunteers could be approached to see if they felt strongly enough about the station to
leave some money in their wills. This needs to be done discretely and professional
fundraising help may be necessary.

Direct mail appeals have a place in any organisation especially one with a large mailing
list. Usually they work best when there is a special or urgent need for support. This is
when a large donor base like “Friends of Access” can be of great value.

Special events are often a feature of radio stations, commercial and non-commercial.
Hiring a local park and running a celebration day for a particular commemoration or
event, arranging concerts, street theatre, music performances are just some examples.
They take a lot of arranging so it pays to employ a staff member, temporary or relieved
from other duties, fulltime to successfully organise an event. Courses are now run at a
number of polytechnics on events management and more people are offering their
services on a contract or commission basis. Use such people if you are contemplating a
special event.
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(unless you are fortunate indeed to obtain the volunteer services of a professional
fundraiser!) and can be left to their own devices.

How will you know if the fundraiser has succeeded or failed? Not all the money they
raise will come straight away (bequests, for example). So the station needs to have clear
expectation as to what the revenue flow will be and monitor it carefully.

Make sure the fundraiser has a very clear and detailed contract with the expectations spelt
out. Be “institutionally ready” i.e. have your goals ready for the fundraiser and make sure
they know your mission and values, your strategic plan and your annual budget and
operational costs.
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Chapter 7 Equipment9

This chapter is not a definitive one. Equipment resources are complex, specific to each
environment and individual station needs. They are also subject to personal preferences,
sometimes not entirely rational ones either!

It is clear that there have been no universal standards suggested for appropriate
equipment purchasing. Stations have operated independently, often taking advice from
local technical "enthusiasts". Lack of capital purchasing and replacement policies has
seen a reliance on initially cheap domestic equipment. There has been no attempt to
"pool" equipment needs to gain price advantages by purchasing in bulk. Attempts to have
some sort of uniformity and continuity throughout the access radio community have not
been successful, perhaps understandably so?

So this chapter should be used as a guide only and alternative professional advice should
be sought. Sources of such advice may be other access radio stations, local commercial
stations and radio sound or electronic engineers that have businesses in the community.

7.1 Appropriate Levels of Technology

There is a wide variation in both the availability of technology and the sophistication of
its use within access radio in New Zealand. At one end of the scale some stations have
sophisticated computer based digital storage capacity, networked to production and on air
studio facilities. Such systems can be used to high levels of sophistication. For example
all station music can be stored in digital form for instant access. Station schedules and
logs can be automatically produced. Programmes, hour clocks, day-parts and even days
can be totally automated. Studio links to outside broadcast sites can be activated and
sophisticated digital recording, processing and re-engineering of programmes can be
achieved.

Whilst it could be argued that access radio does not need such sophisticated facilities
others would suggest that an increasingly discerning listenership is expecting higher
technical standards of the station and that programme makers are seeking access to the
same level of professional equipment to that used by commercial broadcasters. The
challenge to stations that use such technology is to prevent any form of "technical
closure" taking place. This happens when the technology becomes so complicated to
understand and operate that fewer people are able to competently access it. This creates a
technical "elite" which dominates the services of the station, excluding many programme
makers from having true control over their programme. Two important elements in

9 The authors are grateful to Michael Duncan at the New Zealand Broadcasting School,
Christchurch Polytechnic Institute of Technology for his generous assistance with this
chapter.
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preventing this are regular and adequate training for volunteers and programme makers
and a systems design that uses the technology to simplify access and use and not
complicate it.

At the other end of the scale there are stations that are operating with dated equipment,
often domestic in nature and inappropriate for the purposes intended.

Using equipment for broadcast purposes that was manufactured for use in domestic
situations may save money in the short term. It can however prove an expensive option.
Such equipment was not made for constant use. It was not designed for continuous
playing for hours at a time. Under such conditions it tends to breaks down. The original
price of much of this equipment suggests that it has been designed to be thrown away
after its expected life span. Attempts to repair them are consequently expensive and often
unsatisfactory leading to erratic performance.

So called "hand-me-downs" which can also be seen, initially, to be of value can also
prove difficult. The older the equipment is the more costly the spare parts. Sometimes
parts are no longer available off the shelf and have to be especially manufactured. Many
pieces that fall into this category have come via the generosity of commercial radio and
Radio New Zealand. Some of these organisations have skilled and experienced
technicians who know this equipment very well and can maintain it, nurse it and make
modifications and adjustments when necessary. Access stations do not have such
knowledgeable technical support readily at hand.

When starting up an access station a middle path is suggested which balances the range
and sophistication of the equipment with its value and effectiveness. It is perhaps wise to
start off with a small range of equipment but at a professional and technical level
appropriate for its use. A suggested minimum “start-up” package is provided in 7.3.2

7.2 Analogue or Digital

In the initial years of access in New Zealand this was not an issue. Digital had not been
invented and all broadcasting was in analogue. Analogue systems use a continuously
varying signal of electrical or magnetic values along a circuit or a device designed to
handle such signals. Digital systems, which made their way into broadcasting in the late
1980’s, store and transmit a sequence of discrete, rather than continuous, signals from a
finite set of, most commonly binary, data which represents the signal as a series of zeros
and ones.

Digital makes it easier to create, save, edit, and transmit broadcast data. Material can be
copied many times without degradation. Digital copies can be made as “near perfect”
images of the original material whereas analogue recordings generally are technically
limited in reproductive quality and frequently exhibit imperfections by comparison.
Digital data can be accessed fast and at random i.e. at any point in a music track whereas,
in contrast, analogue audiotape offers only sequential access. Vast quantities of data can
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be stored on digital storage devices such as computer hard drives and CDs and can be
manipulated at will.

Digital is the common platform for recording studios, radio stations and television
networks. It is assumed that any new access station will operate with digital equipment
and this chapter has been based on that assumption.

7.3 The On-air Studio

This is the hub of any radio station. From here the signal goes out to the world. What
happens in the on-air studio will determine the success of your station. It’s where what
the station was created for ultimately happens.

A beginning access radio station can get by with just one studio which is only possible if
the station broadcasts for only a part of the day. This provides the “down time” to be able
to use the studio for production.

7.3.1 The Space
An access radio station, by its very nature, is host to a wide range of people and cultures.
The studio therefore needs to be large enough to accommodate all those who want to be
part of a broadcast. Sometimes groups will want to support a broadcaster by having
people in the studio not to broadcast but just to be there. On other occasions a large group
may want everyone in the group to be part of the broadcast. So an access on-air studio
needs to be spacious. The typical announcer-booth of a commercial radio station will not
suffice and some access stations have made the mistake of following commercial radio
advice. It’s probably true to say that a access radio station’s on-air suite cannot be too
big!

The layout of the studio is also important. There needs to be plenty of space to be able to
move around the broadcast desk. This is not only to enable as many people as possible to
get around the desk to broadcast but also to ensure adequate access for people in wheel
chairs and those with other disabilities.

Furnishings need not be elaborate. The desk should be ergonomically designed to hold
the mixer and all the peripheral equipment in a way that makes control of all the system
easy for the broadcaster. Importantly, the design should also provide easy access to all the
equipment for maintenance and repairs. This means being able to easily get to the back of
equipment and easily remove pieces if they have to be taken away.

Simplicity, tidiness, adequate size and good ergonomics sum up the basic characteristics
of the studio space.
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Headphones (as required)
Headphone amplifier

Programme Scheduling
Standard PC workstation with Program Scheduling software installed and

network connected to On Air computer

7.5 Transmission

The two most common types of transmission modulation used for broadcast radio are
amplitude modulation (AM) and frequency modulation (FM). Frequency modulation
minimizes noise and provides greater fidelity (stereo mode) than amplitude modulation,
which is the older method of broadcasting.

There is a "rich" debate on the pros and cons of broadcasting on the AM or FM
frequencies. Some stations see the AM frequency as a "radio graveyard". They also value
FM for the fidelity of sound it brings to music broadcasting. AM people value the reach
of the signal and accept that talk based broadcasting does not need high fidelity sound.
For many it is not an issue. Only AM frequencies are set aside for community use. FM
broadcasters either own their own frequencies or are leasing them. The market for
spectrum indicates that overall FM is valued more highly than AM because prices at
which FM frequencies change hands can be very high indeed.

Spectrum management is carried out by the Ministry of Economic Development (MED)
on behalf of the Crown. Details on how to apply for a frequency can be found on the
MED website at: http://www.med.govt.nz/rsm/licensing/radio100guide.pdf

7.5.1 FM Transmission
FM transmission is easier to install. It does not need the complex antenna structures of
AM and is therefore much more flexible in terms of where it can be located. An FM
antenna can be placed on a rooftop or even hung out of a window!

Transmitters of 1Kw are readily available and cost, new, between $15-20,000. They are
about the size of a bench top refrigerator. Transmitters can be located anywhere close to
the antenna and require a coaxial cable link between them. It is recommended that the
antenna be attached to a pole or mast with a minimum height of 15 metres. Geographical
site/antenna(e) positioning will be determined by Local Body Resource consents as well
as Radio Frequency Service Broadcasting Licence criteria. Higher radiated power output
sites will be well distanced from immediate residential areas.

If co-siting at an FM site is an option then filters will be necessary at a cost of around
$4000 for a transmitter power of 800 watts. An on site multi frequency combiner may be
an alternate option to enable single antennae sharing.
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7.5.2 AM Transmission
AM transmitters cost around $8000 -$10,000 for a 1Kw unit. These new modern versions
of AM transmitters are about the same physical size as FM ones (equivalent 1Kw), but
require complex antenna and earthing systems.

AM radio antenna need to be sited around an “earth mat”, an extensive and lengthy array
of wires buried in the ground and surrounding the antenna mast. The condition of the
ground also influences the quality of the signal, damp ground being preferred to dryer
ground. This means that it is highly unlikely that the transmitter and antenna can be
located in an urban area. It may mean that complex land leases or purchase of land is
required, and environmental issues will need to be addressed. These include civil aviation
rules, resource management consents and suitable access to electric power. The typical
height of an antenna mast is around 50 - 60 metres or greater depending on frequency.
These issues can escalate the costs of using AM transmission considerably.

Co-sitting is always an option and will reduce costs. If there is space on an already
existing AM or FM tower then it may be possible to lease a position on the tower and
share in the facilities that are available such as transmitter housing and power supply.
Check out what facilities other local broadcasters use.

7.5.3 Studio to Transmitter Link
The studio to transmitter link (STL) is an essential item in the transmission process. The
STL carries the signal from the studio, wherever it is located to the transmission site.
There are three principal methods for doing this.

7.5.3.1 Wideband (DDS)

This is referred to as a DDS circuit (dedicated data circuit) provided by the local
telecommunications carrier. It is a physical communications line enhanced to carry the
more complex signal required for wideband broadcast communications. This is the
preferred method if there is no direct line-of-sight between the studios and the
transmitter. However depending on bandwidth requirements, this can be a costly option
to install with significant ongoing monthly circuit costs. In addition to the DDS circuit,
terminal data hardware is required at each end in the form of NTU (Network Terminal
Units) plus Codecs (Coder/Decoder) to encode and decode the wideband audio.

7.5.3.2 UHF/Microwave

This is a means of connecting to the transmitter by using a line-of-sight UHF/Microwave
radio frequency to transmit the signal directly to the main transmitter site through the
ether. This is the preferred option if the transmitter site can be directly seen from the
studio building. Costs for a composite UHF STL Link approximate around $6500 for a
Transmitter/Receiver combination.
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investment. A number of the larger access stations in New Zealand have their own
technical support and will be generous in sharing their experiences and giving advice.

See Appendix 15 for a glossary of technical terms that may help in making better use of
this chapter.
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The BSA deals with complaints that a broadcaster has not maintained standards
consistent with the privacy of the individual (See Privacy Act above).

The BSA monitors and enforces the industry agreed codes, which contain provisions
relating to the protection of children, the portrayal of violence, safeguards against
programmes which discriminate, and restrictions on the promotion of liquor.

So the behaviour of a broadcaster is determined by the detail both in the Broadcasting Act
and the industry agreed codes.

The procedure for dealing with complaints from a member of the public about the content
of a programme or advertising on a station are set down in the “Codes of Broadcasting
Practice” published by the BSA. There is also a shorter version in pamphlet form, “ How
to Make a Complaint”, which is available in several languages from the BSA. Stations
should have at least one copy of the Codes accessible for any broadcaster to look through.
The pamphlets on “How to Make a Complaint” should also be freely available on station
for anyone who wishes to make a complaint.

The pamphlets and Codes are free from the BSA and are also on their website.

Under the radio codes the BSA requires stations to do a number of things including
broadcasting within each 24 hour period and at varied times, a message about the BSA
and how to complain about something heard on that station. Also, from time to time the
BSA will ask a station about how it deals with complaints from the public. A brief outline
of your station procedures signed by the governing body is sufficient. See Appendix 6 on
how to contact the BSA for current radio codes.

8.1.2.2 The Advertising Standards Authority (ASA)

The ASA was previously known as Committee of Advertising Practice. It was formed
early in 1973. Its membership and practices are based on self-regulatory principles and
members are bound by the decisions of the Advertising Standards Complaints Board.
Since 1994 the ASA has had an Advertising Standards Complaints Appeal Board. Its
function is to adjudicate on appeals from decisions of the Complaints Board. According
to the ASA the main grounds for appeal are new evidence, the rules of natural justice
were not followed or the initial decision was against the weight of evidence.

To be effective a self-regulating body needs to have the maximum number of interested
and affected parties as members. In the case of the ASA nearly all organisations involved
in the production and dissemination of advertising in New Zealand are members,
including the Radio Broadcasters Association. Although ACAB is not a member and
therefore access radio stations are not strictly bound by ASA decisions, it is strongly
recommended that all access radio stations comply with the advertising codes and the
decisions of the ASA Complaints Board.
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Chapter 9 Interactive Radio

Access is about sharing ideas and experiences. One of the essential elements of access
broadcasting is the ability for the audience to "talkback" to the station. Whilst changes in
broadcast technology will increase the levels of interactivity possible between the
broadcaster and the audience the current method that is universally available is the
telephone. Talkback equipment is simple and relatively inexpensive and its use
substantially broadens the concept of access radio.

9.1 Background

Talkback radio was late getting started in New Zealand. Government controlled radio was
reluctant to allow the recording or broadcast of telephone conversations and it was
banned for many years. Early talkback developments occurred in the late 1960’s when
the so-called women’s sessionists on state controlled commercial radio phoned
advertisers and spoke to them direct on air.

Serious talkback began in Auckland in 1971 with Radio I and talkback host Eccles Smith.
After some years Gordon Dryden followed him. During the early period of talk radio it
was very much topic centred, often involving an expert guest and was skewed towards
providing information. As times have changed (along with the issues for discussion) talk
radio has settled into the conversational “chit chat” that is most common these
days. Today talkback is much more gossipy with domestic issues dominating and a
greater expression of prejudice and aggression tolerated.

9.2 Talkback on Access Radio

The use of talkback within an access programme enables the listeners to interact with the
broadcasters and create a series of dialogues on the issues being discussed. It provides the
opportunity for a greater number of people to involve themselves with access radio at
little or no costs to themselves in terms of time and money. Programme makers can spend
many hours preparing their programmes for broadcast, a talkback caller can participate in
the programme in real time, spontaneously and for as short a period of time as they may
wish. Good access talkback should reflect the standards that were more in evidence at the
beginning of talkback radio in the 1970s i.e. topic centred, information specific and
focused.

Providing a talkback facility for programme makers not only gives them another “string”
to their programme “bow” but it helps reduce the amount of music some programme
makers use to fill their time. When you run out of “talk” yourself, talkback enables the
“talk” to continue but this time it’s the listeners talking back. To give listeners the
opportunity to call the programme and comment on the content not only expands the



Access Radio Handbook: 2009 update Page 138

programming opportunities it also improves the quality of the programme’s content.
Programme makers will always take greater care in making a programme and in making
statements on the programme when they know that any listener can call in and contradict,
support or add to what they have been saying.

It is particularly pleasing to access broadcasters to hear animated talkback conversations
in other languages as people from minority cultures engage in public debate on the issues
that are important to them.

Talkback enables programme makers to have people contribute to a programme who
cannot, because of distance or other commitments, be present in the studio at the time of
the programme.

Finally, providing a talkback facility encourages more programme makers to go “live”
with their programme. This cuts down on recording and production costs and adds to the
immediacy of the programme.

Every access radio station should provide its programme makers with talkback.

9.2.1 Who Should use Talkback?
Programmes that benefit most from talkback are those that are issues based, information
based or that discuss material that is open to debate.

It is an excellent avenue for voicing concerns and it encourages programme makers to
produce programmes devoted to the issues considered to be important to their
community. However this is not to say that it does not have value at a more informal
level. Many groups, particularly minority groups, can benefit even if the talkback content
is more conversational chit-chat than hard-hitting comment. For many communities using
talkback radio there is room for the more informal, domestic stuff about day-to-day
events. Indeed, commercial talkback radio is often at this level now and allowing it to
happen on access provides other communities with the opportunities to indulge, as
mainstream talkback listeners often do, in an anonymous form of eavesdropping - as
aural voyeurs.

9.2.2 Using Talkback Effectively
Talkback is more than just calling for people to phone in and “yak” or complain. It’s
about getting the most out of the callers and out of the topic that is being discussed.
Staying “on topic” is therefore important and this is not easy. Just reflect on how a
normal dialogue between two people can jump very quickly from topic to topic and end
up “many miles” away from where the conversation started.

The skill of a good talkback host is to keep the conversation on the topic and ensure that
people have as much opportunity as possible to contribute to the discussion but also
prevent irrelevant comment and attempts to jump to unrelated issues.
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It often helps to have on hand, either in the studio or on a phone line, someone who is
knowledgeable and informed on the topic being discussed. This encourages people to
phone in not just to express an opinion but to also ask questions. This way a topic is
progressed and the programme stays focused. Effective questioning is a good way to add
value to the information given out in a programme.

In this respect it is helpful for a talkback host to have skills in asking questions and, more
importantly, be able to “think on their feet” and ask cogent follow-up or supplementary
questions.

Once again training is useful for the role of a talkback host.

9.3 Delay Systems

Delay mechanisms are available on most talkback systems. A delay mechanism pauses
the programme for a specified number of seconds before it leaves the studio and goes out
on transmission. If, for example, the mechanism was set for a seven second delay this
would mean that anything broadcast would “sit” in the studio system for those number of
seconds before proceeding to air.

Stations normally go “into delay” before using talkback telephones in a programme and
come out of delay at the end of the session. Short music fills are used to cover the
transition or, sometimes, stations allow for a short period of “silence”.

The purpose of the delay mechanism is to provide protection for the station against
abusive, illegal, or other unwanted comment. It provides a “safety net” for the
broadcaster enabling them to cut off from broadcast any material deemed unsuitable for
broadcast.

9.3.1 How to Use it
Systems differ but a button that can be pushed usually controls the delay mechanism and
which will immediately prevent what has just been said from going to air. The on air host
can then “recover” the situation, reset the delay and continue with the next part of the
programme, which may be the next caller or maybe a music fill until the situation is
assessed.

9.3.2 Advantages
The station has a protection mechanism that can help prevent libel, obscenity, and other
unwanted actions by callers. It provides the broadcaster with a sense of security in that
they know that they have some control over what may be said. It also permits external



Access Radio Handbook: 2009 update Page 140

monitoring of a programme, e.g. by the station manager, and allows them to also
intervene if circumstances require it.

9.3.3 Disadvantages
The major disadvantage is that it can be somewhat complex to learn the whole talkback
system and especially the delay mechanism. Skills are needed to easily “dump” a caller,
to move into delay and out of it, to stay aware of the fact that the station is in delay. Such
systems need to be used regularly and adequate training should be given (see 9.7).

9.4 Defamation Insurance

Stations should cover themselves for the unlikely event of action being taken against the
station about anything that may be said on air. Such insurance can be expensive but often
stations combine together to get bulk discounts on premiums and reduce the costs.
Unfortunately the libel laws in New Zealand are complex and, many believe, unduly
harsh. Therefore, substantial insurance, usually around one million dollars, is
recommended. Talkback enhances the station’s services to such a degree that the expense
can be justified.

When people sue for libel they often name both the station and the programme maker or
individual broadcasters as defendants. The station may have had nothing to do with what
has happened other than they have permitted the broadcast to be made. Unfortunately that
is sufficient for them to be included in the legal proceedings. Also, people taking action
for libel or defamation will often see the broadcaster as the one with the resources to
“cough up” any damages, particularly if the broadcaster is an individual or group with
extremely limited resources. To assist such people the station may wish to organise cover
that includes broadcasters and programme makers in the agreement.

Training about the risks of libel and defamation should also be a mandatory requirement
before programme makers use talkback.

9.5 The Talkback Producer

Many talkback systems provide for a producer station, a telephone and switchbox located
away from the on-air studio. A talkback producer can use this station to monitor and
screen callers before they go to air and to be available after the on-air conversation to
follow up if necessary.

The producer is often able to pick up if a caller has a genuine contribution to make to the
discussion by judicious questioning prior to going to air. Likewise the producer can also
screen out unwanted callers who are obnoxious, aggressive or have already had their fair
share of airtime.
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microphone switch. Make sure the logger is active for all calls both coming in and going
out of the station during talkback sessions.

Stations should have a compulsory training course for groups wishing to use the station’s
talkback system. The training should incorporate the philosophy and theory of talkback
radio as well as practical sessions on how to use the system.

9.7 Training

Training should be available for the host of the talkback programme, the producer and all
other support presenters.

Use appropriate people as the trainers. A commercial talkback host may not necessarily
be the right person to train access radio programme makers in the skills of talkback radio.
Often the station manager, programme director or community development person may
be of better value. At least they will be clear about the appropriate level of
“entertainment” that should be in the programme!

9.8 The Future – More Interactivity

The convergence of three previously discrete technologies, television,
telecommunications and computers is creating a paradigm shift in the way we
communicate. The rapid development of the Internet is one manifestation of this shift.
Many commentators are saying that the changes these technologies will bring to the
social structures of communities will be immense. The so-called technological revolution
will impact on everyone and every organisation and access radio will not escape the
consequences. However, whilst it is agreed that the changes will be great and that they
will happen with considerable speed there is less agreement on the nature of the changes
and the consequences.

Traditional radio programmes have been broadcast in analogue (AM, since the early 20th

century or FM, from the 1970’s). Analogue signals have always been subjected to signal
degradation due to a range of influences including atmospheric conditions, electrical
interference and geographic barriers.

Frequency use is inefficient with analogue broadcasting. One service requires a number
of frequencies when covering a large geographical area. It also means that a national
radio service (e.g. National Radio) cannot be identified by a single frequency number.
Digital radio not only allows for more efficient use of the spectrum giving broadcasters
more space for extra services, it also produces a clear CD quality sound not subject to
interference so it’s free of the extraneous “noise” that frequently accompanies analogue
broadcasts. Digital radio allows for the same frequency to be used over the whole
country. This single frequency network (SFN) means that mobile radio listening is
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It is probably safe to suggest that the technology will impact on access radio in stages.
The first stage will be the integration of Internet activity with broadcast. Stations will
establish a presence on the Web, probably in the form of a home page, to complement
their programmes and to give an added resource to programme makers. The second stage
will be the adding of the actual broadcast to the Web as a real-time streaming audio
transmission. A third stage will be the digital storing of all broadcast programmes for
delayed access by listeners, either for first time listening, or to hear again or for research
purposes. Talkback radio is just the beginning of interactivity for radio services in the
digital age.

To make predictions beyond this point is not wise. How quickly digital, multi-channel,
interactive, multimedia radio arrives in New Zealand will determine developments.
However one further prediction may be in order. Whatever the form and nature of the
new convergent media there will need to be a place for people to make programmes about
themselves, cheaply, effectively and for wide distribution. The nature of democracy
demands that we are easily able to see how others in our community live and think, to be
able to understand what they believe and what they value. Access is helping us to do that
at present. If we value our democratic processes we will ensure that access continues to
help out in this regard.
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2. We will be targeting customers by:

a. Product line/services.
We will target specific lines ________________

b. Geographic area? Which areas? ________________
c. Sales? We will target sales of ________________

Industry? Our target industry is ________________
e. Other? ________________

3. How much will our selected market spend on our type of product or service this coming year?
$________________

B. Competition

1. Who are our competitors?

NAME ________________________________________________
ADDRESS ________________________________________________

________________________________________________
Years in Business ___________________
Market Share ___________________
Price/Strategy ___________________
Product/Service Features ___________________

NAME ________________________________________________
ADDRESS ________________________________________________

________________________________________________
Years in Business ___________________
Market Share ___________________
Price/Strategy ___________________
Product/Service Features ___________________

2. How competitive is the market?

High ___________________
Medium ___________________
Low ___________________

3. List below your strengths and weaknesses compared to your competition (consider such areas as
location, size of resources, reputation, services, personnel, etc):

Strengths Weaknesses

1._______________________ 1._______________________
2._______________________ 2._______________________
3._______________________ 3._______________________
4._______________________ 4._______________________

C. Environment

1. The following are some important economic factors that will affect our product or service (such as
trade area growth, industry health, economic trends, taxes, rising energy prices, etc):

________________________________________________
________________________________________________
________________________________________________
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2. The following are some important legal factors that will affect our market:
________________________________________________
________________________________________________
________________________________________________

3. The following are some important government factors:
________________________________________________
________________________________________________
________________________________________________

4. The following are other environmental factors that will affect our market, but over which we have
no control:
________________________________________________
________________________________________________
________________________________________________

II. PRODUCT OR SERVICE ANALYSIS

A. Description

1. Describe here what the product/service is and what it does:
________________________________________________
________________________________________________
________________________________________________

B. Comparison

1. What advantages does our product/service have over those of the competition (consider such
things as unique features, patents, expertise, special training, etc)?
_________________________________________________
_________________________________________________
_________________________________________________

2. What disadvantages does it have?
_________________________________________________
_________________________________________________
_________________________________________________

C. Some Considerations

1. Where will you get your materials and supplies?
__________________________________________________

2. List other considerations:
__________________________________________________
__________________________________________________
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III. MARKETING STRATEGIES - MARKET MIX

A. Image

1. First, what kind of image do we want to have (such as cheap but good, or exclusiveness, or
customer-oriented or highest quality, or convenience, or speed, or ...)?
__________________________________________________

B. Features

1. List the features we will emphasize:
a. __________________________________________
b. __________________________________________
c. __________________________________________

C. Pricing

1. We will be using the following pricing strategy:

a. Mark-up on cost ____ What % mark-up? _____
b. Suggested price ____
c. Competitive ____
d. Below competition ____
e. Premium price ____
f. Other ____

2. Are our prices in line with our image?

YES___ NO___

3. Do our prices cover costs and leave a margin of profit?

YES___ NO___

D. Customer Services

1. List the customer services we provide:
a. ___________________________________________
b. ___________________________________________
c. ___________________________________________

2. These are our sales/credit terms:

a. ___________________________________________
b. ___________________________________________
c. ___________________________________________

3. The competition offers the following services:

a. ___________________________________________
b. ___________________________________________
c. ___________________________________________

E. Advertising/Promotion
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1. These are the things we wish to say about the business:
___________________________________________________
___________________________________________________
___________________________________________________

2. We will use the following advertising/promotion sources:

1. Television ________
2. Radio ________
3. Direct mail ________
4. Personal contacts ________
5. Trade associations ________
6. Newspaper ________
7. Magazines ________
8. Yellow Page ________
9. Billboard ________
10. Other ________

3. The following are the reasons why we consider the media we have chosen to be the most effective:
___________________________________________________
___________________________________________________
___________________________________________________

MARKETING TIPS, TRICKS & TRAPS

1. Marketing Steps

* Classifying Your Customers' Needs
* Targeting Your Customer(s)
* Examining Your "Niche"
* Identifying Your Competitors

* Assessing and Managing Your Available Resources
- Financial
- Human
- Material
- Production

NOTES AND STRATEGIES FOR YOUR BUSINESS
____________________________________________________________________________________
____________________________________________________________________________________
____________________________________________________________________________________

2. Marketing Positioning

* Follower versus Leader
* Quality versus Price
* Innovator versus Adaptor
* Customer versus Product
* International versus Domestic
* Private Sector versus Government

NOTES AND STRATEGIES FOR YOUR BUSINESS
____________________________________________________________________________________
____________________________________________________________________________________


