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EXECUTIVE SUMMARY  

This report is a summary of the evaluation of the Community Counts Initiative (CCI), a pilot project of the 

National Federation of Community Broadcasters (NFCB) created through the support of the Corporation 

for Public Broadcasting (CPB). The pilot, completed in fall 2019, brought together a cohort of 10 

community radio stations nationwide from rural and underrepresented communities in order to 

strengthen their organizational capacity and resilience and deepen their service to local their local 

communities. 

The results of this evaluation show that participating stations consistently reported their appreciation 

for their involvement, learning, and observed changes. The strength of the program rests in the 

following three factors.  

 

1. The cohort model 

“Just to be a part of a group with shared realities–of never enough money, time or expertise—but a 

love of what we do and passion for the work. It’s been great to be part of the cohort group.”  

 – KWSO 

 

“Handing over the power in knowledge of content and production to organizations and individuals 

who can represent their community’s values and needs has reaffirmed my vision of engaging with 

the community in a profound, inclusive, and supportive way.” – KZUM 

 

2. The reevaluation of the role of community radio in a changing context through mentoring, 
coaching, and peer support 
 

3. The challenging of assumptions of program participants so that stations can cut through old ideas 
to form new paths and priorities  

“CCI created a paradigm shift for our station. CCI’s pedagogy made it clear that our station was 

strong in local journalism and special programming initiatives. What we lacked were skills and 

resources around operating capacity … CCI led to a pivotal shift in addressing and assessing 

capacity.” – KRTS 

 

“Using the Circle of Engagement model to guide us into new areas of growth and organizational 

change, we have already experienced an influx of fresh views on content production and delivery 

and have welcomed new voices ages 8 to 18 to sit at the leadership table (not the kids’ table).”  

– WTIP 

 



Page 2 of 16 

 

The CCI pilot was successful in meeting its stated goals; this evaluation shows how it might be refined as 

it is expanded. Further, the pilot program demonstrably increased grantees’ understanding of 

community engagement and the importance of creating new and enhanced programming that is 

responsive to shifting audience profiles and consumption patterns.  

The areas of challenge for the initiative will be focusing on strengthening stations’ operating capacities, 

building stations’ skills in financial forecasting, and helping stations develop greater revenue stability. 

We believe that the CCI will need to draw on a wider pool of program faculty and advisors to make these 

program changes durable. As the NFCB broadens the base of knowledge experts supporting the 

program’s curriculum and reconsiders ways to increase its cultural responsiveness, the CCI can become 

an important contributor to the services and support available to the field of public media. 
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INTRODUCTION TO THE PROJECT  

The Corporation for Public Broadcasting (CPB) awarded a grant of $314,106 to the NFCB for the 18-

month pilot project of the Community Counts Initiative (CCI). The CCI worked with 10 public radio 

stations that serve rural and underrepresented communities in a cohort-based learning program over an 

18-month span between 2018 and 2019. The CPB grant supported training, mentorship, and technical 

assistance for the pilot. The purpose of this first CCI cohort was not only to serve the participating 

stations but also to shape and strengthen the initiative for future and possibly larger cohorts. 

The goals of the CCI were to help community-based radio stations create and enhance original content, 

increase audience engagement, grow revenue, serve communities in new ways beyond broadcasting, 

and increase stations’ organizational capacities. Through this pilot cohort, the NFCB sought to learn 

about the benefits of the CCI’s balance of knowledge, relationships, and reflection. In addition, the NFCB 

sought to develop a toolkit of ideas and training approaches that could be shared with other community 

broadcasters and identify best practices for the broader public radio community in support of long-term 

sustainability.  

The program’s training curriculum was built around the NFCB’s Circle of Engagement model for leading 

change. The model states that (a) engagement drives content; (b) content drives development; (c) 

increased revenue expands innovation and creativity in content; and (c) organizational capacity sustains 

progress over time. All of the initiative’s activities revolved around deepening understanding of this 

model and offering the tools and processes to support change initiatives.  

During this pilot of the CCI, the cohort received a blend of expert knowledge and peer engagement 

meant to infuse new ideas and approaches in building relevancy and sustainability into local work. 

Participants were encouraged to build strong relationships with one another and among the broader 

national network of community broadcasters. Members of the cohort were also given time away from 

the challenges of daily work to use for reflection, renewal, and stepping back to see their work in a more 

objective frame.  
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PURPOSE AND OBJECTIVES OF THE EVALUATION  

The NFCB engaged 8 Bridges Workshop, a St. Paul, Minnesota-based consulting firm, and lead 

consultant Sharon Rodning Bash to provide an evaluation of the CCI pilot. The evaluation team 

developed a framework designed to provide the NFCB and the larger public media system with deeper 

insight into promising practices that support the work of community broadcasters and enable them to 

operate successfully and sustainably.  

Because this was a pilot initiative, the evaluation team used a developmental evaluation approach, 

which focused on understanding the activities of the program happening in an evolving environment. 

This approach was intended to foster strategic learning rather than standard outcomes, inviting a way of 

thinking about the program as it emerged. The evaluation team monitored both the interactions and 

progress of individual stations and the initiative’s overall progress toward meeting its stated goals. Using 

a developmental approach, much of the evaluation focused on the process of implementation, while 

recognizing that, within the short time frame of the project, progress toward goals can be documented, 

but not necessarily the program’s long-term impact.  

The objectives of the evaluation are at two levels. 

o Station: Assessment of progress toward achieving goals within the Circle of Engagement’s four 

spheres of increasing audience engagement and serving communities in new ways beyond 

broadcasting; creating and enhancing original content; growing revenue and financial 

sustainability; and increasing station operating capacity.  

o NFCB: Assessment of the relevance, effectiveness, efficiency, and impacts of this cohort 

learning program within the recognized boundaries of a pilot project. 

The evaluation team created a conceptual framework (see Appendix) as a roadmap for navigating and 

assessing change within this approach. The framework is expressed as a theory of change that aligns the 

CCI with the vision and long-term aspirations of the NFCB. The framework articulates the key inputs, 

activities, short-term learning, and organizational change outcomes that the NFCB hoped to achieve. 

The framework further articulates key evaluation questions, identifies performance indicators, and 

names measurement tools for quantifying progress.  
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METHODOLOGY  

The 8 Bridges evaluation team used a series of traditional approaches in shaping the evaluation process.  

o Conceptual Framework. Working with the NFCB, the team created a theory of change and logic 

model built to reflect the commitments made to the CPB, as well as reflecting the published pilot 

project application criteria and materials. This conceptual framework became the basis of 

identifying key evaluation tools and protocols. 

 

o Baseline Assessment. Each grantee was given a baseline assessment tool developed by the CCI 

project manager. This assessment provided a profile of each grantee within the organizing approach 

of the Circle of Engagement and detailed: 

o Engagement statistics regarding listenership and other reach within their service area 

o Content and content development profile 

o Financial profile 

o Key leadership, staffing, technology and other operating capacity profile 

  

o Session-by-session Evaluations. A standard grantee reflection tool was developed, completed on 

site at the end of each learning session, to gain an understanding of current learning, the relevancy 

of materials provided, and any reflections about incorporation of new ideas into the habits of the 

organization. This evaluation included a tool for the immediate reflections following webinars. 

  

o Convening Evaluations. A grantee reflection tool was created to capture the overall value, 

relevancy, and impact of larger gatherings with multiple sessions. 

 

o Narrative Reports. Mid-course and final reports reflected organizational progress in achieving 

stated goals. 

 

o Final Baseline Assessment. Grantees were given a repeat of the initial baseline assessment, 

shortened to just those areas in which trends over the 18-month timeframe of grantee engagement 

could be explored as an early means of assessing progress toward each station’s 

capacity/sustainability goals. 

In addition to these core evaluation tools, 8 Bridges created a project planning template to assist in 

bringing clarity and consistency to the core activities within the program. 

8 Bridges also provided the NFCB with an approach to create a roadmap or set of through lines for 

learning throughout the project across sessions as well as guidance for the presenters that may be 

brought in to complete any one session.  

In sum, the evaluation methodology was one that enabled real-time understanding of the validity and 

usefulness of learning underway, identifying gaps to be addressed during the course of the cohort, and 

gauging progress toward embedding new ideas into the lifeblood of each station.  
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EVALUATION FINDINGS  

The CCI was a pilot of relatively short duration. For this reason, the findings are focused on early 

observations of the learning and short-term changes observed during the 18-month evaluation period 

with the cohort. The work took place within an evolving and dynamic learning environment, as the NFCB 

developed and implemented the program. While it is not possible to measure sustained impact, there 

are some valuable trends that have emerged already from this project.  

Findings are presented within the context of the Conceptual Framework (see Appendix): 

1) ENGAGEMENT: Is there compelling evidence of new community engagement approaches? Do 

these engagement efforts expand new partnership opportunities? 

2) CONTENT: Is there compelling evidence of new content ideas generated through the CCI pilot 

that reflect relevant and constituency-responsive content production? 

3) FINANCE: Is there compelling evidence of new revenue diversification paths or a more solid 

financial future?  

4) CAPACITY: Is there compelling evidence of paths to strengthened operational capacity?  

 
1) ENGAGEMENT: Is there compelling evidence of new community engagement 
approaches? Do these engagement efforts expand new p artnership opportunities? 

The CCI was perhaps most successful in addressing this area of the Circle of Engagement. All stations 

made headway in terms of developing stronger visibility within their service area, as evidenced by 

increased event participation, attracting youth, or developing partnerships with other community 

organizations.  

One important set of quantitative measures in this area was the number of web stream listeners, 

website traffic, or email subscribers. The following findings highlight this quantifiable result of 

engagement work completed over the past year.  

Five stations notably increased the above measures of engagement. 

o KBFT, the smallest, most remote station, and tribal, made significant headway in quantifiable 

engagement. They more than doubled the number of web stream listeners, increased website 

visitors by 25 percent, and grew slightly the number of email subscribers. 

o Despite Alaska’s state budget cuts, KTNA grew overwhelmingly in these digital metrics, likely 

due to the recognition that they are an indispensable public safety resource. 

o WXPR and WTIP also made very significant growth, more than doubling along these measures 

of engagement. 

o KWSO increased their website users by 40% by year end 2019. 

Three stations were relatively static along these measures of engagement. 

o WERU reported a slight increase in email subscribers, and id not have comparable web 

information between the two surveys..   
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o KRTS intentionally pivoted their focus to internal capacity development.  

o KZUM, reported a decrease in email subscribers, and did not have comparable information 

between 2018 baseline and 2019 final report for analysis. 

o WNCU unfortunately did not have information in the 2018 baseline for comparison to the 2019 

final report. 

o WMMT was not able to provide information for comparison, due in part to their status as a 

subsidiary organization unable to track all statistics solely as a station. 

 

2) CONTENT: Is there compelling evidence of n ew content ideas generated through 
the CCI pilot that reflect relevant and constituency-responsive content production? 

During 2019, five stations launched specific new areas of programming aimed at either reaching new 

audiences—and new demographics—or deepening local relationships. These included: 

o WTIP’s Wavelengths youth programming, a major new initiative to empower youth to report 

youth news and share their own stories and perspectives; 

o WXPR’s We Live Up Here and Curious North initiatives to capture and broadcast local stories and 

anchor the station as a creative outlet in the “north woods;” 

o KTNA’s Blue Tarp podcast series to elevate and preserve the voices of local people, which was 

launched during state budget cuts and a season of wildfires, reiterating the station’s role in 

building both social capital and public safety; 

o KZUM’s Flatwater Voices, which offered podcast and broadcast time to immigrant groups to be 

the voice of their community and in their primary languages; and 

o WMMT’s Restorative Radio, a challenging and empowering platform to give voice to individuals 

incarcerated in the Appalachian region. 

Among the remaining five participating stations, several shifted schedules to provide greater emphasis 

on locally produced programming over national content or to place key programming at prime times in 

their schedules. These stations also recognized the need to either focus on community engagement and 

learning as a precursor to content development and/or build operating capacity before taking on 

additional work. Among these stations, several had established specific content goals when applying to 

the CCI but through the learning as part of the CCI, shifted their focus to building internal staff or 

technical capacity, developing community relationships or visibility, or in other ways strengthening their 

positions within their communities. The two stations within tribal communities—KBFT and KWSO—

focused on relationship building with their Tribal Councils as well as building community visibility.  

 

3) FINANCE: Is there compelling evidence of new revenue diversification paths or a 
more solid financial future?  

The time frame of this cohort, and the timing of this report immediately after project completion, is too 

short for significant evidence of financial progress. Grantees were asked to develop a three-year 

financial profile to prepare for a Financial Forecasting webinar offered through Propel for Nonprofits, a 
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leading national nonprofit finance organization. The tribal stations have a unique and challenging 

business model to navigate. Among the remaining eight stations, three of the organizations’ finances 

showed modest gains across revenue sources, three had losses, and two were static.  

Participating organizations remain uncertain regarding avenues to address their financial challenges. 

Several commented that they “hope” that the new community engagement efforts will spark new 

memberships or underwriting in the long term, but have not yet seen evidence of this. Three stations 

reported significant new dollars as a result of their efforts: KZUM, which has received new private 

funding as a result of their programming Flatwater Voices; WXPR, which attracted a new funder to 

underwrite a year of their Waterways initiative; and WTIP exceeded their year-end membership goals 

when they called on community members “to support the kids.” 

Financial forecasting, diversifying donor sources, and more broadly focusing on both approaches, as well 

as key performance indicators to keep consistently before board and community leadership, are 

important areas of improvement to consider as the NFCB moves forward with the CCI. 

 

4) CAPACITY: Is there compelling evidence of p aths to strengthened operational 
capacity?  

Staffing capacity is an area in which there were significant challenges across grantee organizations. By 

the end of the CCI, five stations lost staff. 

o KTNA, due to a significant budget reduction by Alaska state, was forced to reduce staff hours. 

o WMMT, due to significant organizational challenges among the board, staff, and parent 

organization, is losing key staff and facing difficulty with recruitment. KZUM and WERU have 

lost key staff people who were early career and are returning to school. 

o WXPR lost a key staff person who was recruited to a larger station within public radio. 

o KBFT and KWSO are tribal stations with little ability to have agency and autonomy, within tribal 

structure, in human resource development. 

o WTIP, WNCU, and KRTS did not lose staff but are feeling the significant weight of being 

understaffed. KRTS hired a development director in late 2019 after a year-long vacancy. 

Within this challenging staffing picture, grantees reflected in the closing assessment survey that 

increasing human resource capacity was their greatest area of need. In this survey, participants’ 

comments emphasized the role of boards. the relationships between boards and staff leadership; and 

maintaining an organizational strategic focus as primary concerns.  

As shown in final reports, most participating organizations felt that their boards of directors were weak 

in one or more of the following parameters: leading strategic planning efforts; ensuring that the station 

is operating to its mission, vision, and values; taking their fiduciary responsibility seriously or open 

financial doors for the station; engaging actively in capacity building; clearly defining or respecting the 

roles and responsibilities of the board and general managers. 
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These organizations also tended to report that they somewhat or deeply lack the following: 

o The presence of institutional skills and capabilities required to execute strategy and create 

competitive advantage 

o Access to innovation and learning; the quality and flow of new ideas and the ability to adapt and 

shape the organization 

o Accountability and the extent to which individuals understand what is expected, have 

appropriate authority, and take responsibility for results 

o An organizational culture or environment to implement new initiatives, make shifts in direction, 

and positively impact the community and the station 

 

NFCB IMPACT AND LEARNING: Building a cohort-based program to increase 
organizational capacity of participating stations  

The CCI offered a multi-pronged approach to learning and organizational development and included the 

following activities. 

o Two multi-day conferences with a series of training sessions and opportunities for network 

development 

o Seven webinars  

o Four small group meetings 

o Site visits 

o Individual coaching and mentorship 

Two concepts within this project were pivotal as anchors in the learning of the cohort participants. The 

first was the NFCB’s Circle of Engagement model, and the role the model played in building 

understanding of the interplay among relationships, content, fiscal strength, and capacity. The second 

was Nina Simon’s OF/BY/FOR ALL method promoting the importance of turning over program 

ownership and empowering communities to shape future content and service. The durability of these 

two concepts highlights the importance of infusing knowledge experts external to the NFCB into the CCI 

program, offering new conceptual frameworks for organizations to consider.  

Governance and financial forecasting were two additional topic areas frequently mentioned as 

important. Grantees’ final reports show that it would have been desirable for these topics to become 

through lines, or subjects returned to regularly and continuously, in order to deepen understanding of 

and build new habits and paths for institutional change within grantee organizations. 

All of the activities of the program were relevant to the overall program goals, as focused around the 

Circle of Engagement, and helped the NFCB develop a core toolkit of approaches and materials for 

future cohorts. Within these elements, some activities more effectively and efficiently addressed the 

learning needs of the involved stations.  For example, most of the webinars emphasized peer learning 

based around stations sharing their experiences and supported by leadership from the NFCB team. 

While this effort to document and share can be valuable, in looking back at station progress, perhaps the 
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cost—in terms of human resources and time—of this kind of peer participation was high relative to 

outcomes achieved. Alternatively, the NFCB could deliver the program by a greater breadth of 

knowledge experts who could infuse new ideas.  Greater focus on station sustainability/development as 

a whole, rather than the program’s focus on a specific project, might have propelled stations further 

toward meeting capacity goals capable of bringing lasting change.   
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KEY FINDINGS 

The June 2018 interim report articulated key learnings, and with the completion of the evaluation, 

further key findings are detailed below. 

Program Strengths 

o The program revolved around a model of offering participants: 

o Relevant learning tailored to the needs of small stations serving under-represented 

audiences; 

o Relationship development among stations with common needs and aspirations; and 

o Reflection and time apart to learn, plan, and grow as leaders. 

 

o The CCI program built peer relationships among grantees, which gave stations the opportunity 

to break out of the isolation of their smaller and sometimes remote locations. Through 

convening with a curated cohort, participants benefitted from peer-to-peer discussions around 

shared struggles, issues, and visions for the future.  

 

o The program provided face-to-face opportunities to network. The January and June gatherings 

were seen as powerful opportunities to form relationships.  

 

o The use of the Circle of Engagement as a conceptual model helped deepen stations’ 

understanding that their success requires balanced attention to the four critical areas of 

sustainability articulated in this model.  The model is visually compelling, simple, and profound. 

In sum, CCI became a powerful vehicle for leaders in small stations to access professional development 

education and support. 

 

Additional Notable Findings 

o The program used an anchor set of messages (or 

“mantras”) that were reinforced throughout the project, 

which emphasized key concepts: 

o Local voice 

o New voices 

o OF/BY/FOR ALL (message about relevance and 

paths to inclusivity) 

o Next generation  

o Strength through partnership 

o Cultural connections 

o Public service  

o Strategic focus 

Relevant, 
right-sized 

learning

Time apart for 
thinking and 

reflection 

Relationship 
development 
among peers
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o Holistic models – a “circle” of engagement 

 

o The pilot included written assignments and tools, such as creating a strategic framework and 

focusing thinking. These activities created clarity, focus, and, as one participant remarked, 

“something tangible; something to work towards.” This, coupled with deadlines, kept the 

process moving. 

 

o Because the CCI required and enabled two individuals from each station to be involved, 

participants within the stations were able to bounce ideas among one another, which eased the 

challenge of translating the cohort learning into understandable terms for staff and board, 

encouraging forward momentum. 

 

o The attention from local and national leadership highlighted and validated the value that small, 

rural, and community-specific stations have in the overall public media ecosystem. These 

included site visits from the NFCB; meetings with community members, boards, and volunteers 

in the local community; and dinner with CPB staff in San Diego. 

 

o The CCI encouraged frank conversations about weaknesses and dialogue exploring potential 

solutions. One participant remarked that it was gratifying to be welcomed “warts and all.” 

 

o The program provided sufficient time within the cohort for learning, action, and reflection cycles 

to occur and for the work to deepen during the 18 months of station engagement.  

 

o While the NFCB applied the CCI across all grantees equally, the results varied partly due to the 

diverse needs, sizes, and cultural and historical make-up of individual stations. For instance, 

while all stations benefited from involvement in the CCI, the two tribal stations, KBFT and 

KWSO, and WNCU, an urban, collegiate, African American station, participated within a 

different time and cultural frame.  

Because of the time frame of the pilot and evaluation, we cannot gauge long-term impact of the CCI on 

its grantees. Participating stations have been sparked to make changes to become more relevant in the 

lives of the people in their service area as communities change and methods of engagement with media 

change. New language is emerging and becoming embraced by these stations: OF/BY/FOR ALL, multi-

platform, local story next generation. However, the stations continue to be challenged by staff 

exhaustion and staff turnover. Questions about the lasting impact of the project remain. 

o Will the project benefits continue throughout 2020 and beyond?  

o Has there been sufficient work in institutionalizing the ideas offered over the course of the past 

18 months to transfer to new leadership and across board and staff teams?  

o Are there sufficient new partners to sustain the efforts launched by the CCI?  
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RECOMMENDATIONS  

The pilot of the CCI was successful in meeting its inaugural goals, but there are also opportunities to 

refine the program.  

1. Develop a curriculum team. To bring the CCI to scale and/or make it easily replicable, the 

development of a strong team of training and development experts with specific content skills would 

enhance the program. This balanced team of carefully considered individuals knowledgeable in 

community radio, rural and small market work, and in building small organizations, could also 

become a learning group, evolving as key trainers for the NFCB community, and thus offering a 

significant additional resource to the system.  

 

We suggest the following team of knowledge experts under the leadership of Sally Kane, whose 

credibility and communications skills inspire local stations. 

o Community engagement expert, particularly one skilled in community organizing and new 

listener engagement 

o Content development expert, including expertise in multi-platform content development in 

stations with small budgets; 

o Revenue expert, with skills in financial forecasting and revenue development in community-

based nonprofit organizations 

o Capacity building expert, with skills in organizational development within small nonprofit 

organizations 

o Adult learning expert, with skills in cohort and professional development education, 

strategy development and evaluation 

 

2. Bolster and improve curriculum to ensure a clear path leading from specific learning objectives 

within the four areas of the Circle of Engagement model to specific learning activities and tools that 

address each learning objective to specific performance indicators and tools measuring 

achievement. 

 

3. Increase focus on operating capacity. 

o Increase focus on board and staff leadership. Develop this area as an anchor of the program, 

including through lines and processes to keep leadership skills front and center throughout 

the experience. 

o Increase focus on financial sustainability. 

o Increase focus on a small number of Key Performance Indicators and routine review of 

benchmarks. 

 

4. Establish more evidence-based practices. Add strong measurement tools to monitor progress of 

participating stations in achieving the outcomes outlined in the Conceptual Framework. The CCI 

could provide the field of public media with measures that monitor progress or improvement, and 

capture each station’s expanding role in their local communities. 
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5. Keep alumni involved. While current participants felt that an 18-month timeframe is appropriate, 

they were interested in ways in which to remain involved and feel supported beyond the pilot such 

as forming an “alumni association” of some kind. In the San Diego meeting in June, there were no 

planned activities for the cohort, and this led to discussion of a formalized alumni group in the 

future. 

 

6. Pay close attention to cultural relevance, and enhance responsiveness to unique cultural frames. 

Forming cohorts of like stations based on cultural relevance could improve participation by all 

grantees.  

The CCI can become an important contributor to the services and support available to advance the field 

of public media, which depends on building the capacity and sustainability of local and rural markets.  

In the words of the CCI participating stations: 

"You have inspired us to re-position and grow by working together to better serve our community." 

 – WNCU 

 

“Over the past year WXPR has grown, we now strive for a WXPR that’s reflective OF our 

community, co-created BY our community, and welcoming FOR our community.” – WXPR 

 

The last word must come from KTNA in Talkeetna, Alaska:   

“The opening line of Charles Dickens’s Tale of Two Cities describes 2019 for KTNA: ‘It was the best 

of times; it was the worst of times.’ The past year was one of great inspiration for KTNA staff and 

volunteers and a time of great stress wondering about the future of the station if we lost our state 

grant. We exhausted ourselves keeping our neighbors informed about devastating wildfires in the 

area and, in the process, reminded the community why public media is still essential in rural Alaska. 

This was a perfect year to be part of the Community Counts Initiative (CCI) of the National 

Federation of Community Broadcasters.” – KTNA 
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APPENDICES 

 

1. Conceptual Framework 

2. Circle of Engagement 

3. Syllabus 



Sharon Rodning Bash, 8 Bridges Workshop, Project Evaluator           March 1, 2019 

Guiding Principles 

COLLECTIVE IMPACT:  
Community 

ownership is valued 
and embraced 

EQUITY: Universal 
access to public 

media is a hallmark 
of equity 

INCLUSION of 
underserved 

communities is 
paramount 

EVIDENCE-BASE:  
Support tested and 
proven approaches 

to change 

CAPACITY:  Optimize 
internal structures 
needed to ensure 

stations thrive 

LOCALISM: Foster 
local, unique        

non- formulaic 
solutions 

LEADERSHIP:  Inspire 
contribution  to a 
positive vision for 

public media's future 

Inputs 

Leadership and 
influence of NFCB 

guiding CCI 

Investment of 
national funders 

enabling CCI 

Experience & skill of 
project leaders, 

trainers, mentors 

Commitment and 
investment of 

participating stations. 

Current practice in 
adult learning &  peer 

cohort learning 

Implementation of 
training, mentorship, 
technical assistance 

Project 
implementation 

stipends ($7,000) 

Activities 

Selection of an 
appropriate, strong 

cohort 

4 orientation 
webinars introduc-

ing  experience 

Baseline    
assessment and 
initial  site visits 

Targeted training and 
customized technical 
assistance activities 

Monthly cohort    
calls and topical 

webinars 

Action plans  
designed,  imple-

mented, evaluated 

Station interim & 
final reports; 

Evaluator reports 

Short Term Learning 
Outcomes 

100% organizational 
commitment             

to CCI 

New community 
engagement 

approaches identified  

New content ideas 
generated through 

CCI engagement 

Partnership 
opportunities 

identified 

New revenue 
diversification paths 

identified 

Paths to 
strengthened 

operational capacity 
identified 

Identification of fresh 
ideas for relevancy 

and adaptation 

Multi-year Org. 
Change Outcomes 

Leadership models 
strengthened  for 

future sustainability 

Increased new and 
relevant/responsive  
content production 

Engagement effort 
impact; expanded 

partnerships 

Experience growth 
and diversification of 

revenue streams. 

Strengthened org. 
capacity; stronger 
market positioning 

Successful        
project    

implemented 

NFCB shared 
promising new 

practices with field 

Long Term Program 
Impact 

 

 

 

Through its 
leadership, NFCB 
seeks a robust 
network of media 
services that 

•Values  the citizen 
above the 
consumer; 

•Strengthens our 
democracy; 

•Supports creative 
expression;   

•Contributes  to the 
health of 
communities 
served; and 

•Adapts sustainably 
to changing 
conditions. 

COMMUNITY COUNTS INITIATIVE CONCEPTUAL FRAMEWORK 
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Guiding Principles Inputs Activities 
Short Term Learning 

Outcomes 
Multi-year Organizational 

Change Outcomes 
Long Term Program 

Impact 

Key Questions 

 Where do we find 
evidence of authentic, 
strengthened reciprocal 
relationships based on 
trust and shared 
interests? 

 Where do we find 
evidence that the work 
embraces and reflects 
these guiding principles? 

 Have we engaged 
appropriate resources; 
sufficient resources? 

 Have we maximized this 
opportunity through our 
practices? 

 Has our leadership 
strengthened 
contextual, community 
understanding of the 
value of public media? 

 Is adult education 
approach g meaningful, 
authentic, useful? 

 Has a mutually 
supporting learning 
atmosphere been 
created and maintained? 

 Have we engaged the 
most effective 
approaches to station 
learning & engagement? 

 What have we learned 
about selection from this 
cohort? 

 Are activities maximizing 
learning within the Circle 
of Engagement model? 

 Evidence of core 
concepts identified for 
incorporation into 
station operations? 

 Evidence of 100% 
ongoing participation? 

 Evidence of a 
manageable plan 
framework? 

 Evidence among 
participants of 
inspired, invigorated, 
infused commitment 
to innovation? 

 How is the station 
adapting to change? 

 Will the action project 
achieve desired results? 

 Is content adapting to 
new audience targets? 

 Evidence of stronger 
engagement with 
communities? 

 Evidence of stronger 
financial capacity? 

 Evidence of enhanced 
operating capacity and 
sustainability? 

Long term impact cannot 
be measured within the 
initiative time frame.  As 
such, the focus will be on 
uncovering early evidence 
of positive changes to 
organizational capacity 
by reviewing progress 6 
months after the 
program’s end, utilizing 
key performance 
indicators listed on this 
page. 

Key Performance Indicators 

Grantee action plans 
and/or interim and final 
reports outline 

 Reciprocal relationships 
with community 

 Deepening presence in 
target audiences 

 Commitment to NFCB 
guiding principles 

  Learning plans respond 
to grantee stated &  
observed needs 

 Applic. goals and/or  
action plans achieved 

 Circle of Engagement 
model is evaluated 
favorably as key  to 
cohort success 

 Session feedback reports 
satisfaction with cohort 
experience/learning 

 Community mapping 
identifies paths to 
sustainable change 

 Circle of Engagement 
model is upheld in 
learning activities 

 Learning sessions 
ranked positively  

 Evidence of ideas 
being applied 

 Attendance records— 
100% engagement 

 Action plans include 
outcomes with 
measures 

 Successful plan launch 

 Positive response to 
content changes 

 Documented success of 
engagement goals 

 Growth/increased 
revenue efficiency 

 Strengthening of 
organizational capacity 

 

Measurement Tools 

 Application, interim, 
final narrative reports 

 Grantee action plans 

 Evaluator interviews 

 Reports from team 

 Applic./ final reports 

 Grantee action plans 

 Partic. event feedback 

 CCI learning plans 

 Evaluator interviews 

 Reports from team 

 Applic./ final reports 

 Grantee action plans 

 Baseline assessment 

 Site visit summaries  

 Session feedback 

 Evaluator interviews 

 Reports from team 

 Grantee action plans 

 Session feedback 

 Site visit summaries  

 Interim/final reports 

 Evaluator interviews 

 Reports from team 

 Interim & final reports 

 Grantee action plans 

 Baseline assessment 

 Site visit summaries  

 Evaluator interviews 

 Reports from team 

 

Summary of key evaluation tools: 
1. Application, interim & final narrative reports 
2. Grantee action plan development & reporting 
3. CCI Syllabus and Learning Plans 

4. Session feedback 
5. Baseline assessment, pre- and post- 
6. Participant event feedback surveys 

7. Site visit planning, agendas & summaries 
8. Evaluator interviews  
9. Reports from NFCB-CCI team 

 



 
The Circle of Engagement: A Strategy for Leading 
Change 
 
Introduction 
 
Founded in 1978 to represent community radio in the United States, the National 
Federation of Community Broadcasters (NFCB) has been devoted to representing and 
providing services to community radio stations. Its efforts have taken a variety of forms. 
Support is offered online, in the field, and via national conferences and regional 
summits.  
 
Providing a meaningful public media service at the local level has changed significantly 
over the decades that NFCB has been doing their work. The business of operating and 
funding non-commercial stations has been turned on its ear by changing audiences, 
nearly unlimited media choices, technological advances and fundamental changes in the 
way people support public media. Tools and recommended practices developed or 
promoted by NFCB have changed in response.  
 
Developed by NFCB, the Circle of Engagement model is an organizing schema used for 
leading the kind of change at stations that allows them to meet the challenges they face 
and take advantage of the opportunities they have. It is focused on helping stations 
implement strategic content, engagement, and revenue goals while growing the 
organizational capacity to sustain their effort over time. 
 
We know that the power of public media is built on our commitment to education, public 
safety, and civic leadership. Community stations operate locally and have a powerful 
influence in engaging rural and minority constituencies in small-market areas that are not 
served by legacy media outlets to the same degree that larger market areas are. 
Whether it is local journalism, storytelling, live events, music discovery, or the exploration 
of cultural nuance and meaning, these vital local organizations provide a nexus where 
community life and civic life meet and interact at the local level.  
 
Customized training and support such as NFCB provides helps ensure that community 
stations’ contributions are not marginalized in the larger public media system. NFCB has 
consistently maintained that if these types of stations are to do more than survive in a 
rapidly changing media environment they need optimized organizational capacity to 
achieve the highest quality standards for their content, engagement efforts, and 
fundraising success.  
 
 
 
 
 
 
 



 
 
 
 
 
 
The Model 
 
 
Community media organizations are most effective when four key areas are 
operating optimally: 
 

1. Content 
Terrestrial, digital and future programming responsive to local needs 

2. Engagement 
Building relationships and making the case for relevance and value 

3. Revenue 
Short-/long-term funding for supporting mission and impact 

4. Organizational Capacity 
Infrastructure, leadership and strategy that fosters adaptation and innovation 

 
 
In this model, sustainability means that the station is seen as an essential in the 
community and is valued accordingly by a broad scope of the members of the 
community. Effectiveness is measured by how readily the station can achieve its 
content, revenue, engagement, and capacity goals within the resource constraints and 
conditions it operates. 
 
 
The model asserts that these four areas 
are interdependent. Content drives 
engagement; engagement drives revenue; 
and, revenue development. Increased 
revenue expands innovation and quality of 
content. When functioning optimally, the 
circle begins anew. At the center is 
organizational capacity, which supports the 
effort, infrastructure and strategy 
necessary for the other parts to succeed. 
Like content, which sustains audience; 
revenue, which sustains growth; and 
engagement, which sustains relationships, 
organizational capacity sustains progress 
over time.  
 
 
 
 



 
 
 
 
 
 
 
 
Circle of Engagement Components  
 
Within each area of the Circle of Engagement (Content, Engagement, Revenue, 
Organizational Capacity) there are progressive stages. Progress in each area may not 
be linear. Stations may see achievement in one area  ahead of other areas.  
 
Content 
Studies indicate people listen to community radio much like they do other radio and 
media. As distribution channels change and the number of choices grows, the need for 
community radio to offer intellectually and emotionally stimulating programming, which is 
capable of satisfying an audience with diverse, eclectic cultural and musical interests, 
only increases. 
 
Engagement 
Partnerships with your audience and institutions open doors to communities we would 
like to know better and represent better. There is no replacing the trust that is built by 
investing time to build these relationships. Engagement is about fostering those bonds. 
 
Revenue 
Building revenue, like engagement, is about relationships. How your station enriches 
and helps transform audiences' local cultural sphere, and how your unique and relevant 
content stimulates a revenue stream to continue its production in support of your mission 
are integral to experiencing revenue growth. 
 
 Organizational Capacity 
A station’s organizational capacity is key to its ability to create social and financial capital 
in its community. Without organizational capacity, station sustainability, regulatory 
compliance and future success can prove elusive, if not unattainable. 
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CCI Syllabus 
 

The following schedule outlines how CCI will be organized throughout 2019.  For Full Group 

Meetings, the expectation is that everyone participates on the Zoom platform.  Any pre-work will 

be sent in advance.  Small Group Meetings are the responsibility of the members to schedule.  

We recommend the first name listed in the group sends an email to the rest to set dates and 

times.  Topics and instructions will be sent in advance. One-on-One Meetings will be organized 

by Sally Hardy with the individual stations.  Please make an effort to attend all meetings.  The 

Cohort Portal will be updated with resource materials on an ongoing basis. We encourage you 

bookmark it and return often.   http://nfcb.org/cohort/  password: cc2020 

 

FULL GROUP MEETINGS - 1:00 EST, Noon CST, 11:00 MST, 10:00 PST, 9:00 

AK  

● 2/20 – Webinar - 60 minutes 

○ Nina Simon’s OF/BY/FOR ALL model 

● 3/13 – Webinar – 90 minutes 

○ Station Project Plan Reporting Back 

● 5/15 – Webinar – 60 minutes 

○ Revenue Case Studies presented by Stations 

● 6/5 – Webinar – 60 minutes 

○ Leadership and Management 

● 6/18 – In Person Session in San Diego – 1:00 – 4:00pm 

○ Prepare for Conference Presentations 

● 7/17 – Webinar – 60 minutes 

○ Understanding your Audience (Content/Engagement) 

● 8/14 – Webinar – 60 minutes 

○ Board development and governance toolkits 

○ Using the Baseline survey as a resource 

● 9/18 – Webinar – 60 minutes 

○ TBD based on Cohort Feedback 

● 10/16 - Webinar - 90 minutes 

○ Station Project Reporting Back  

 

SMALL GROUP MEETINGS 

● February and March – Vetting Action Plans. Identifying Community Assets. 

Focused on External Capacity. 

○ KBFT, KRTS, KTNA 

○ KZUM, WMMT, WXPR 

○ KWMR, WERU, WNCU 

○ KWSO, WTIP 

http://nfcb.org/cohort/
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● April and May – What are people learning about themselves and their 

relationship with this work. What changes are being experienced. Focused on 

Internal Capacity. 

○ Elizabeth Sanders, Kerry Semrad, Corinne Smith, Sue Matters 

○ Jessie Dick, Amanda Eichstaedt, Matt Murphy 

○ Matthew Brown, Elise Pepples, George Strong 

○ Heather Andrews, Uchenna Owens, Staci Drouillard 

○ Lisa Kettyle, Luis Baez, Rachel Garringer 

○ Phillip Manning, Ryan Evans, Mackenzie Martin, Darren Landgren 

 

● July and August – What are you measuring regarding project goals? Do the 

results suggest new or different directions? Please reflect on the process. 

Focused on Measuring Impact, External Capacity. 

○ KBFT, WXPR, WTIP 

○ KRTS, KWMR, KWSO 

○ KTNA, KZUM, WNCU 

○ WMMT, WERU 

 

● September and October – Do you feel that you have made progress on your 

work/life balance? Have you been able to prioritize based on strategic 

objectives? What has been the impact on your station’s ability to implement new 

initiatives? 

○ Corinne Smith, Lisa Kettyle, Matt Murphy, 

○ Elizabeth Sanders, Amanda Eichstaedt, George Strong, Elise Pepples 

○ Matthew Brown, Kerry Semrad, Sue Matters 

○ Jessie Dick, Heather Andrews, Uchenna Owens, Staci Drouillard 

○ Ryan Evans, Luis Baez, Mackenzie Martin 

○ Phillip Manning, Darren Landgren, Rachel Garringer 

 

ONE-ON-ONE MEETINGS 

● February - Station Visit Planning with Sally Hardy and Sally Kane  

 

● March – Draft Project Plan Review with Sally Hardy 

○ Station teams walk through Draft Project Plan with a focus on 

benchmarking and measurement 

○ Opportunity to review challenges and brainstorm next steps 

 

● April, May and June – Final Project Plan Review with Sally Hardy 

○ Project Plans are due 1 month after station visits 
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● June - Evaluation and Project Management Check In 

○ In person meetings June 18-20 with Sharon Rodning Bash and Sally 

Hardy   

 

● August – Project Plan Progress with Sally Hardy 

○ Review learnings and progress to date 

○ Discuss what if any adjustments need to be made 

 

● September and October – Reporting Back to NFCB team 

○ Interview format, station teams meet with Sally Kane, Sally Hardy, 

Gretchen Aston-Puckett and Ernesto Aguilar to share project plan 

highlights and takeaways 

 

 

COACHING/MENTORING MEETINGS AS NEEDED 

● Sally Kane can work with each station on board governance and leadership 

facilitation/coaching during site visits and also as requested 

● Mentoring calls can be requested with subject matter experts as opportunities 

arise or as circumstances require  
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