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About this document

These materials are part of the Multimedia Training Kit (MMTK). The MMTK provides an integrated set of multimedia training materials and resources to support community media, community multimedia centres, telecentres, and other initiatives using information and communications technologies (ICTs) to empower communities and support development work.
Copyright information

This unit is made available under the Creative Commons Attribution-NonCommercial-ShareAlikeLicense. To find out how you may use these materials please read the copyright statement included with this unit or see

http://creativecommons.org/licenses/by-nc-sa/1.0/legalcode 
Introduction

New information and communications technologies (ICTS) offer community radio stations valuable tools for improving their efficiency and extending their reach. In order to harness the full potential of these technologies community radio organizations need to plan for the implementation of the technologies in a way which furthers their strategic objectives.

This unit looks at some of the potential benefits and challenges of ICTs for community radio, and the basic principles and steps involved in strategic technology planning.
Community radio and ICTs

There are opportunities and challenges involved in incorporating new information and communication technologies (ICTs) into community radios.
Opportunities presented by ICTs
It has frequently been said that radio is a “new” old technology. The simplicity of the technology in relation to other electronic media has been one of the main factors in the expansion of community radio in recent decades. 

The new digital technologies offer opportunities to facilitate and expand community radio. Technologies for community radio fall into two main categories:
· Tools which support broadcasting.

· Tools which support administration, communication, and office productivity.
Facilitating radio production, broadcasting, storage and control

ICTs offer a great opportunity for easier and more accurate radio production. Editing becomes a precise process instead of being a manual and acoustic challenge. Digital technologies improve sound quality and facilitate the broadcasting of music, radio programs, station IDs at the simple touch of a button. Digital technologies also facilitate the storage of ready-to-use programs, music and sound effects, and facilitates regulators’ control over materials which have already been broadcast.

Facilitating new broadcasting and exchange possibilities

The Internet opens up new possibilities for broadcasting, for example broadcasting via a web site using streaming, and exchanging content online. The possibilities extend beyond the technical; they allow for low cost community radio networks and for the democratization of information flows through community participation and the sharing of news.

Facilitating administration and communication processes

Digital technologies and open source and proprietary software allow for computer networking and the processing of data in a way that increases administrative efficiency. They also facilitate internal and external communication processes, allowing for better visibility, participation and coordination. The technology needed for these tasks should be integrated into radio technology to reduce costs. 

Challenges arising from the use of ICTs
Talk about the use of new ICTs in radio should never obscure the fact that radio is about people communicating. Radio is the cheapest means of mass communication, and community radio is defined by active community participation in all the structures of the organization. 

Putting technology at the service of community radio’s mission means that we should always be concerned with appropriate technologies which address our strategic objectives. 
The communication divide and the development challenge

ICTs offer great opportunities, but if they are not deployed effectively and sustainably to empower communities and support development they risk increasing the communications divide already existing between rich and poor countries.
The knowledge and capacity building challenge

In order to avoid being at the mercy of suppliers, and having to pay excessive amounts for equipment, maintenance and repairs, community radio stations must engage in technical skills development. Without becoming broadcasting engineers, users of the studio and field equipment should at least know how use and maintain their equipment, and undertake minor repairs.

The introduction of new technologies raises the danger of community members being excluding from active participation in production work because they lack the skills required to use these technologies. Training may address this challenge transforming it into a opportunity for community development.

Strategic technology planning
What is strategic technology planning?
Strategic technology planning is

the process of determining how your organization can best use technology to further your mission. The process of technology planning involves assessing your existing resources, defining your needs, and exploring solutions. 

http://www.techsoup.org/tools/glossary.cfm?letter=t 
Strategic technology planning means more than deciding whether to buy or replace computers: it is about tying your technology goals to your organization’s missions, involving all relevant stakeholders in the planning process, and integrating technology into your overall strategic plan. It is about deciding what you want to achieve and choosing technologies that meet your goals, rather than letting your goals be determined by technology.
For community radio stations, strategic technology planning means ensuring that radio production, broadcasting and management are supported by appropriate technologies.
Principles of strategic technology planning

The following basic principles should be respected in order to ensure that strategic technology planning is aligned with the mission of the organization, and that staff, volunteers and community members are involved in the planning process.

Mission driven

Strategic technology planning must always be related to the organization’s mission; it should help to achieve the goals of the organization and not be an end in itself.

Outcomes driven

It is essential to establish outcomes that coincide with the organization’s mission and objectives and the outcomes expected from the organization’s overall strategic plan. This principle must be continuously revisited in order to achieve the results aimed for.
Participation driven

In order to be successful, the strategic technology planning process should involve all relevant stakeholders: board of directors, staff, volunteers, community organizations and listeners.

People-centred

Never forget that technology is intended to respond to human needs – the strategic technology planning process must be “people-centred” if it is to be effective. Some experts suggest using the “70 – 30 rule” to ensure that people remain at the heart of the process: 70% of discussion, implementation funding should be focused on the people while only 30% should be focused on the hardware and software.

Integrated

It is essential that the strategic technology planning process and is integrated across different sections of the organizations. In a community radio station, for example, this could be programming, news, music, technical, marketing, finance, administration and volunteers. This allows for the adaptability of components and helps to achieve maximum efficiency by reducing costs.

Sustainability

The principle of sustainability should guide technology and the human and financial resources involved in the strategic technology planning process. A clear set of staffing and technology policies and procedures should be established in order to ensure a participatory approach.
Reality grounded

The strategic planning process must properly assess the strengths and weaknesses of the organization regarding technology and its uses. Planning must be grounded in reality and not in ideals.

Phased objectives

You can’t expect to achieve all your technology goals at once. Phased objectives are “goals set for achievement within a specific time frame”
, and are a key element of any technology plan.

Basic steps in strategic technology planning

Strategic technology planning needs to be done over time. The planning process can take up to eight months depending on the depth of the plan and the size and complexity of the organization. Here are the basic steps you need to follow
:
Set up a technology team

The key element in planning is to establish leadership and ensure support for the process by involving key technical and non-technical staff as well as volunteers and community members in the planning team or committee. The committee should not be chaired by a technology expert; rather it should be chaired by someone who is familiar with the overall goals and day-to-day operations of the organization. This will ensure that the mission and not the technology will lead the process.

Assess your organization

Analyze your organizations history, strategic plans, constituencies, environmental climate, staffing, funding and other relevant issues. Clarify information flows – what information is exchanged within an organization and between the organization and external stakeholders, and how it is exchanged.
Assess your technology status

What technologies (hardware and software) are you using? How effectively are they working? Identify the technologies you are using as well as the technology-related skills and capacities within your organization. 
Define technology goals

What will new technology help you do that you cannot do already? Clarify specific technology goals and strategies for all work areas, such as radio production and management and administration.

Establish priorities

Establish technology priorities that reflect your mission, programs, financial situation, culture and infrastructure.

Explore existing technological potential

Research existing technology options and the potential of technology for meeting your organization’s needs. Explore what other similar organizations are doing, what the benefits and shortcomings of particular technologies are, and how problems have been overcome.

Determine sustainability conditions

Establish the sustainability issues the plan must address. These should include the evaluation methods, training, technical support, policies and procedures which will be needed for your plan to be sustainable.
Prepare the budget
Develop budget, funding plans and grant proposals.

Write the strategic technology plan

The strategic technology plan should document the resources, needs and solutions as well as the budget.
Implementing the plan

In order to implement the strategic technology plan successfully you need to integrate it into your organization’s tasks. If not, it may stay on a shelf and never be carried out. Unless people are given specific responsibility and time for implementation they are unlikely to be able to follow through.

The following conditions are essential for the successful implementation of the plan (taken from http://www.techsoup.org/howto/articlepage.cfm?ArticleId=96&topicid=11) :

Designate a point person 
One person should be in charge of overseeing the process. This is not necessarily a technical role, but a management role. This person may also communicate with and oversee consultants who implement parts of the plan. They will report back periodically to the technology team and to management.
Break projects into tasks
Make sure the individual steps are clear so you can monitor progress.
Assign responsibilities
Make clear which staff member will carry out which task. 
Establish a timeline
Set milestones and target dates for different phases of your plan.
Evaluate your success
Evaluation should be built into any planning process, and technology planning is no exception. Decide beforehand what indicators of success you will look for. Build evaluation checkpoints into your timeline. 
Update your technology plan
A technology plan should be a living, breathing document. As new needs and priorities come up, modify the plan accordingly! If one technology project does not help you as you hoped, you are free to go back to the plan to rethink and rewrite.
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