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Media Working Group Inc. has been retained to create a proposal
for a Media Center in Asheville and Western North Carolina. The
recommendations and analysis in this proposal derive from (1) numerous
interviews with key leadership and opinion leaders in the region, (2) a
review of existing studies and proposals for economic and community
development, including cable access, and, (3) a series of community input
sessions held over a three day period in February 2003. [see Appendices B and C]

The media center proposed for Asheville will function as a media arts
center, media access center and media incubator designed to catalyze
and associate a number of community-based information and media arts
activities already in place or being planned in Asheville. It will create
an institution in Asheville that will allow the community to undertake
the kind of dialogue, community and economic development, and
community-based education necessary for communities to survive and
thrive in a 6networkedd society saturated with global media culture.

The incubator organizational model will be designed to accommodate and
support diverse media arts development activities. The basic concept, as in
all incubator models, consists of subsidized, shared facilities that provide
support for the missions of member organizations, who have different but
converging interests and activities. By providing a common organizational
framework and facilities infrastructure, the center will allow efpciency

in on-going pnancial planning and fund development, combined with
synergistic cross-subsidy and cross-fertilization.

Key Recommendations:

Y. Create a media center in Asheville that provides facilities,
equipment, common organizational development and fundraising
support, and administrative staff to support a broad range of
Ashevilleds media activity.

Y. ldentify and secure a downtown site for the proposed media center.

Y. Use capital funds earmarked in the cable franchise as the prst-in
investment opportunity to kick off a fundraising effort to build and
equip the proposed media center.

Y. Incorporate Ashevilleds Media Arts Project and URTV Inc./
Asheville PACC so they are positioned to become anchor tenants
in the proposed center.

Y. Appoint an inyuential committee of civic leaders with the mission
of creating a capital campaign and convening the governance
structure for the proposed center.
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Telecommunications and information technology, particularly multi-
media, are rapidly changing contemporary culture, politics and economic
life. Society is increasingly becoming a networked society in which both
civic and economic success is related to having access to communications
technology and skill sets. In order to position themselves as creative actors
in the emerging globalized economies and media cultures, communities
are working to plan and efpciently provide telecommunications access
and information technology to their citizens.

There is a long history of development theorists who have stressed the
critical importance of understanding development holistically; civic
development and economic development are inseparable in the real
world. This kind of real world development has been taking place in
Western North Carolina. The proposed media center is an extension

of that development. Multi-media have been targeted as an emerging
industry for Western North Carolinian regional economic development
[see oAttracting Technology Companies to the Asheville/Buncombe
County Area: An Economic Development Marketing Plan.o]. Similarly,
efforts have for sometime been underway to give the population access
to information and expression for civic purposes through cable and the
Internet [see Access Plan for the Creation and Implementation of a Public
Access Center for Asheville and Buncombe County, North Carolina, by
Copen Lind Consultants]. This is a proposal to combine these efforts, in
order to enhance civic life while stimulating economic development and
contributing to community building in Western North Carolina.

The activities of any given day might pnd all or some of the following
activities happening within the center, through the efforts of its staff and
member organizations:

Y. Workshops on parenting and media literacy lead by a UNCA
faculty person or visiting educator from the Media Literacy
program at Appalachian State University.

Y. An artist-in-residence completing a project with a group of multi-
media trainees who are editing community portraits of Ashevilleds
senior citizens.

Y. A UNCA faculty member screening her or his work in the centerds
screening room, to be followed with discussion.

Y. A non-propt environmental organization editing a program
on its mission and plans for the following year which will be
programmed on the cable access channel, and used as a training
and outreach tape or CD by the group at a later date.

Y. A community meeting or forum is taking place in the center
grappling with an issue critical to the growth of Asheville. While
key opinion leaders address a live audience in the Center, it is
being televised live to the Asheville audience, some who are
looking at position papers posted to a forum web site. Others in the
media audience are emailing questions to the moderator.

Y. A group of adult producers from area commercial media outlets
are attending workshops exploring the impact of digital production
on media aesthetics and work-yow practices. The workshop,
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which is also frequently offered as a presentation to all members
of The Media Center, is funded by workforce development
scholarships that secure college credit toward a degree at a local
college or university.

The Centerds production services team is working on a contract

to edit a video produced for a local cultural organization that

Is intended to be shown on the cable channels, and then cross-
purposed for distribution locally, nationally and internationally via
streaming and DVD.

Advantages of the Media Center Concept:

1.

Takes advantages of critical efpciencies and economies of scale
by aggregating the costs and use of expensive community media
infrastructure and equipment.

Creates a cultural institution for Asheville that will add a cutting
edge media dimension to Ashevilleds already strong identity as an
arts-destination city.

Supports economic and community development by supporting
already existing, strong trends in media arts cultural activity now
taking place in Asheville.

Creates a center that will give Ashevilleds citizens access to the
kinds of experiences, information and knowledge necessary to
become creative civic and economic actors in the 21 Century.

Builds the depth of Ashevilleds media industry workforce by
nurturing local artists, community activists, independent media
makers, and media companies that are now active in Asheville, in
addition to attracting other artists and companies from outside the
region.

Provides a common non-propt organizational structure that will
enhance the ability of diverse sectors of the community to raise
funds for media production, professional development and civic
discourse.

Creates synergy and cross-fertilization among distinct, but related,
media cultural activities taking place in Asheville.

Embeds cable access in a pro-social, broadly focused media arts
and education environment that helps assure access programming
is socially diverse and positioned to draw on a broad range of
aesthetic and technical strategies.

Merges activities associated with political discourse and free
speech with activities associated with job creation and education,
thus creating a more realistic, occommunity focusedo organizational
culture for both sets of activities.
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Economic Development and Media Development: The Media Center
holds three distinct kinds of value for economic development:

1. Jobs: A center will provide new jobs to the economy. This
proposal projects the creation of 3.5 full time employees [FTEs]
and 4 part time contract employees by year two. If reasonable
development of the center takes place it is not unrealistic to think
of it providing as many as 15 new FTEs and twice that many
contract employees providing services to the community in the
next 4 years.

2. Media Sector Development: A center will provide a community
focal point for the emerging multimedia and independent media
sector in Asheville. It will give a tangible identity to that sector,
while creating an environment for exhibition, education and
professional development of this sector. This type of sector
development will support the creation of new jobs and help
increase the number of jobs within existing sectors. It will also act
to encourage artists and producers who come to the region to stay
there. [The need for a physical space to convene and gather was
unanimous in the community input sessions.]

3. Image and Tourism: Recent studies indicate that the Asheville
region is attracting high levels of artists, writers and performers,
many who are engaged in the creation of media and multimedia.
|see, Asheville Area Chamber of Commerce, Community Research
Center Study, Self-Employed Independent Artists, Writers and
Performers, and, Citizens-Times, April 6, 2003, >Asheville
Alluring to dcreative classg.] In addition to providing a focal point
for formal and informal networking, a center will also provide a
cutting-edge arts venue that will attract tourists and enhance the
overall array of options for tourist activity. At this point Asheville
city center does not support a signipcant screening venue, which
was another need consistently and overwhelmingly called for in
the community input sessions.

In recent years non-propt media arts and media access organizations

have by necessity become more oentrepreneurial6 in their fundraising

and marketing approaches. Conversely, economic development studies
consistently emphasize the fact that the creation of private markets for the
production and distribution of media products and services is a complex
social phenomenon. There are no markets, regardless whether at the local,
regional or national level, that are not created and sustained by all manner
of public subsidy and government intervention, from direct subsidy and
tax policy, to regulatory structures and the use of non-propt organizations.

Consequently, thinking has moved beyond the simple dichotomies of
public funding vs. commercialism. It is clear that public funding can
effectively support private production in the public interest; it cannot be
assumed that public funding is always more empowering or inherently
democratic than market driven media. Some of the media that have
played a huge role in the political debates of the last 50 years, segments
of experimental cinema and video or the feminist presses, for example,
have emerged from technically private publishing initiatives in markets
where infrastructure costs, market entry, and, in some cases, training and
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education costs, were secured through public support. The real question
is not one of public funding vs. private funding, or grant funding vs. the
market. The more pertinent question is what kinds of media production
and distribution markets-venues are our public subsidies helping into
being, whether public or private? What kind of media are our public
subsidies supporting?

While it is correct to oppose the organization of our media culture by
multinational mega corporations, there is much that is good in some forms
of market organization. The market should be seen as a useful tool for
linking producers and audiences. Asheville should try to ensure that its
emerging production markets remain open and diverse as possible. While
it is not desirable to directly support the creation of advertising and other
highly commercialized media, for which there are ample subsidies and
inducements already in existence, it is progressive and reasonable to work
to keep markets open to independent, local and minority media producers
and cultures. It is politically and culturally important that the widest
possible range of material be available in Asheville, and that subsidized
organizations be able to operate in such commercial sectors.

A Kkey aim is to support the independent sectors that are currently in

the region or being attracted there. Many are pnding a niche within
Ashevillets dynamic cultural sector but are currently constrained by their
economic weakness. It was nearly unanimous in the community input
sessions conducted for this report that an actual center would serve as an
invaluable resource to the regionds prms, producers and cultural groups.
Such a media center would support those sectors by providing a site to
focus activity in the region. It was often mentioned that a center would
serve the whole media arts sector by encouraging informal networking
and professional discourse in a dynamic milieu of screenings, production,
education and dialogue involving regional collaboration with networks
of media artists, small business, academic institutions, non-propt cultural
groups, government, independent media producers and prms. Being in
tune with emerging independent producers and artists means the sector
can be responsive to new trends in digital media making and multi-media
art and design, and that their presence will carry over into the non-propt
and cable access sphere.

Civic Expression in Public Access Cable: Access cable has been part of
one of the most signipcant and visible changes in the media environment
of local communities in the post war era. Access accompanied broadband
cableds brst cut into the dominance of broadcast media in our local

media markets. Because of this, it has consistently, intensely and
unprofessionally been misrepresented and attacked in the mainstream
media, not to mention the cable television industry. But the facts remain
that some form of cable access exists in over 2000 communities in the US;
that these centers have in many cases become core community institutions
serving their communities in countless ways. Most signipcantly, they
serve by providing stewardship to channels that carry 1 Amendment
protection, media literacy training and convening civic dialogue and
community conversation. A 25 year old set of professional practices and
standards have evolved to guide centers in the art of responsibly operating
channels for civic discourse.



8
OoinI00IoroObOionoDn

(| N
8
Jo0Qiooonooororoodononoo
B 0
0 T A
Oo0ioooboUIDIboonoo
OiDooooortioboouoDodo
N

It is critical that the development of The Media Center secure these
functions for Asheville. First, because they are needed for the overall
development of the community, they put grist in the concept of developing
a media culture that will bring about media that delivers artistry and
creativity while entertaining, educating and informing. Secondly, because
the legal framework providing these initial public capital investments
arises from the cable franchise, that investment is best protected in the
regulatory and policy arena by maintaining the channels and production
equipment as a public resource. There is considerable legal opinion

to indicate that maintaining the access resources in a way that makes

them available to the public in the most democratic manner assures the
largest probability that the legal framework that protects them will not be
dismantled through the courts and lobbying. [see, for example, dPublic,
Education, and Governmental Access on Cable Television: A Model to
Assure Reasonable Access to the Information Superhighway for All People
in Fulpliment of the First Amendment Guarantee of Free Speech, by Jim
N. Horwood, Seton Hall Law Review, 1995.]
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The proposed management and governance structure is designed to take
advantage of critical economies of scale and efpciencies at the community
level by aggregating the costs, and use, of expensive community media
infrastructure and equipment. The goal is a media center that will support
a diverse web of distinct community and media arts activities. What is
proposed is a media center that is an incubator/cooperative type of facility
providing a site and media facilities for separate member organizations,
each having distinct but related programming and constituents.

At the core of this proposal are three key relationships:

1. Acontract between Buncombe County, the City of Asheville and
a proposed non-propt media center management and incubator
organization with the working title of The Media Center Inc. [a
working title]. The contract will provide government funding to
design, equip, manage, and coordinate the on-going development
of 0The Media Centerd. This contract will depne an on-going
relationship between the two governments and The Media Center
Inc. that will allow The Media Center Inc. to receive and manage
on-going funding from the two government bodies. This funding
will initially include cable franchise funding for PEG [Public,
Educational and Government Access], but could also include
other franchise and non-cable franchise related funding as the
governments see pt from time to time to grant the non-propt in
support of its mission. The Media Center Inc. would be convened
by Buncombe County and the City of Asheville, and, if need be,
created through commission and council resolutions.

2. Acontract between Buncombe County and the City of Asheville
and a proposed non-propt cable access group URTV Inc.
[working title] who will oversee programming, set programming
policy, and facilitate the First Amendment protected use of the
cable access channels in Asheville and Buncombe County [please
see description below].

3. Acontract between The Media Center Inc. and URTV Inc.,
Buncombe County and the City of Asheville committing
The Media Center Inc. to provide the equipment and facilities
necessary to allow URTV Inc. to carry out its mission as a
community access organization. This arrangement would allow the
PEG resources to be owned, maintained, and increased through
fundraising by The Media Center Inc. And it would allow URTV
Inc. to have a brm contractual commitment that The Media
Center Inc. will make those resources available to URTV Inc. on a
priority basis so that it can carry out its mission, which is to create
programming, set PEG editorial policy, coordinate required access
training efforts, schedule, program and playback taped and live
shows on Ashevilleds access channels.



O A The Media Center will be Governed and Developed in Two Ways:
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0 1. For the purposes of creating a capital campaign and permanent
8 Y facilities for 0The Media Center6 an invuential committee will
000 000m0n000000000n be convened by the City of Asheville and Buncombe County.

The committee will be drawn from Ashevilleds civic and cultural
leadership, along with representatives from the Media Arts Project,
[a working group of the Chamberds Information Technology
Council], URTV/PACC, UNCA, A-B Tech, government
programming staff and Ashevilleds Film and Multi-Media Industry.
The mission of The Media Center Development Committee
[working title] will be to create a fundraising effort and capital
campaign for the center. It would take the lead in identifying

a site, facilitating the design of the center, securing funding

and overseeing the creation of the facility for the center. The
committee should be empowered by the government to operate

for 24 months with the possibility of an additional 12 months if
needed.

2. Long-term governance of the center will be accomplished by a
non-propt, 501(C)3, corporation. The Media Center Inc. [MDC,
a working title] will be led by a board of directors comprised
of representatives of the centerés member organizations and
appointees from the arts, non-propt, governmental and economic
development communities. This board will be convened initially
by The Media Center Development Committee [working title]
and thereafter be self-perpetuating. The board will essentially
be made of representatives from The Media Center member
organizations and community leadership. It will set overall
policies, the on-going mission for The Media Center Inc., and,
it will hire an executive director to implement that mission and
manage the affairs of the corporation.
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Anchor Tenants

The Media Center will have two permanent anchor tenants, the cable
access organization, URTV Inc./ the Asheville Public Access Channel
Commission [PACC], and the Media Arts Project, Inc. (MAP, Inc., a
non-propt entity representing the vision and interests of the MAP working
group of the Chamberds Information Technology Council, see below.)
Based on their missions, long-term commitments to positive civic work,
and their deep in-kind investments during the cable franchising processes,
these two organizations should become permanently located in the center.
There, they should enjoy priority access to the facility and its resources
to carry out their missions. Although both organizations will have their
own distinct fundraising and programming efforts, The Media Center
Inc.0s Director will work closely with the employees and boards of both
groups to undertake and coordinate fundraising and program development
for them and the community at large. This will be critical in creating
collaborative projects and programs that involve multiple organizations
and skill sets. It will also be important in the areas of facilities, equipment
acquisitions, tourism, and economic and workforce development. As
much as possible, the management body for the center should eventually
take on a low prople while the programming and projects in the center,
along with the member organizations that carry out those projects, should
assume higher proples in the community and with funders.

URTYV Inc./ the Asheville Public Access Channel Commission [PACC],
incorporated as a 501(C)3 organization, will contract separately with

the City of Asheville and Buncombe county to carry out programming
and facilitation of the 1% Amendment protected cable access channels

in Asheville and Buncombe County. They will create editorial policy,
schedule and produce programming, coordinate training for their
activities, program and playback taped and live shows for the access
channels. They will work closely with the Director of The Media Center
to oversee the work of the Programming and Training Coordinators, [see
stafpng] and assure the facility is maintained and kept state-of-the-art as
much as possible.

MAP, Media Arts Project, a 501(C)3 organization, will begin developing
a broad program of media arts in Asheville designed to nurture and
encourage the growth of Ashevilleds unique media culture. They will
encourage local media production and development by presenting
screenings, undertaking productions, sponsoring artist-in-residencies,
running programs for k-12 education, and collaborating with area
universities and colleges to present seminars and presentations on media
economics and culture.

Cooperation: At the core of this proposal is an assumption of
cooperation. For this concept to work there must be a prm acceptance and
understanding by the member organizations of the fact that, by working
together, the media community in Western North Carolina can have a
whole greater than its parts. In practical terms it will be expressed in

an agreement that residency in the media center will formally obligate
resident organizations to coordinate their funding efforts through the
Executive Director of The Media Center, and any other fundraising and
development personnel that coordinate overall fundraising.



T It will mean, for example, that they are obligated to commit 6% to 10%
Oo0000DooUOroonooimioon: of their fundraising efforts in return for use of the common facilities,

0L A M fundraising and project management resources provided by the center
B to residents in the center. This does not mean the organizations will be
0 restricted in their fundraising efforts, only that they will work through

00 the umbrella non-propt structure of The Media Center Inc., and that they
0 o A will cooperate when two organizations would like to apply for the same

10000000ID0NCODO0O0Inmean funding at the same moment in time --- a rare occurrence.
O 1
OInooniOoooOo0ooom C0mom Training: The overall training program for the cable access initiative and
00000I0000000o00n other educational workshops and trainings on media arts and education

in the Center will be coordinated by the Media Arts Project Inc. They
will work closely with the Director of The Media Center to oversee

the work of the Training Coordinator. The Training Coordinator will
organize local media educators, cable access and independent producers to
provide training in pIm, video, audio and multi-media production -- plus
utilization of media at the community and regional level. Undertaking
training through a combination of in-kind and small contract efforts will
encourage support, on-going dialogue, synergy and connection with the
overall media community. This process also will encourage aesthetic and
technical cross-fertilization between what are often separate professional
communities.

Project-Based Training: To the greatest extent possible all training
should be project-based. Training models that mimic community college
training programs requiring community members to make huge time
commitments in training [months in some cases] before being allowed
to use the facility are quickly being replaced around the country in

favor of more yexible training initiatives. Project-based training gets
people involved in training to do something specipc, resulting in media
programming quickly and economically in respect of everyoneds time.

This trend is being driven by the ease and yexibility of the new digital
production tools, and, the grudging acceptance that the old rote learning
models were yielding extremely low percentages of active members and
programming in relation to the time spent in training and the numbers
trained. Project-based training benepts the proposed organizational
structure since it gives the Training Coordinator the yexibility to

match training initiatives with trainers and trainees in ways that build
partnerships and in-kind production support.

The role of The Media Centerds Training Coordinator is to work with the
resident organizations in the Center, and the community at large, to create
training opportunities that meet clear needs. This proposal envisions
training carried out in a number of different ways, ranging from in-kind
workshops presented by area educators and artists, to special sessions in
which trainers are contracted to provide workshops and on-going access
training. It is suggested that the Training Coordinator take an orientation
and consultation approach to training, in which, the training is designed to
meet specipc needs, rather than offering boiler plate training programs.

M1 I, Media Industries Incubator: This body would function as an
advisory coordinating body and forum. It should be convened by The
Media Center Inc. in behalf of its members to act as a bridge between the
media arts and access community and Ashevilleis economic development
organizations, production and distribution companies in software, plm,
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media and multi-media. This incubatords work will be to coordinate

local efforts In training and support by introducing Ashevilleds emerging
media producers to local prms in order to incubate production activities.
It will provide a forum to allow the Economic Development Commission
to create the collaborations and coordination necessary to undertake
fundraising for this kind of development. Such an effort will position the
community and its companies as recipients of state and federal workforce
development money. They will work to set up training and professional
development opportunities for area media makers, working closely with
local pIm and media companies to fund and carry out a broad range of
workforce development efforts designed to train for, and encourage, new

jobs as well as upgrade the skills of existing employees.

Other Potential Members/Tenants of The Media Center:
There are a number of organizations in Asheville that could potentially be
creative members and partners in this effort:

[Note that the terms of entry in the center would be based on pnancial
considerations like the amount of resources they draw, their internal
pnancial circumstance and proximity to the mission of the Center.]

1. Asheville Film Commission: The Film Commission is a key
part of the media culture in Asheville; they would benept from
proximity to the general activities of the Center. They bring a
strong economic development component in their mission, and
they plan to undertake a yearly pIm festival, which would benept
from a partnership with MAP in any circumstance.

2. Mountain Area Information Networkds and the NAACP each
have obtained low-power radio licenses: Both stations are set
to become an important part of the Asheville media environment.
Low power radio would complement the anchor tenants very well
in the Center, particularly with its promotional potential, training
opportunities and their focus on audio production.

3. Community Technology Centers: Asheville currently supports
centers teaching computer skills for workforce training that could
easily complement and enhance the overall set of activities in
the Center.

4. Other Emerging Festivals and Media Arts Activities: Other
groups [like the Eye of the Beholder festival] will need ofpce
space and an address from time to time. Granting them space in
the Center will allow cutting edge artists to undertake projects
for one or two year stints that may or may not have a longer life ---
but will add to the overall media arts fabric in Asheville in
positive ways.

5. Production Services: This function could be a service of the
Center or as a part of the training and business development
function of MAP, Inc. that will do works for hire for non-propt
groups, schools and small businesses, thus creating a signipcant
revenue stream.
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Input from the focus groups indicated strong need and desire from all
sectors of the community for a central gathering place or focal point for
the Asheville media community. Such a center would allow community
members to gather for screenings, media presentations, seminars,
discussions, community meetings and informal exchanges of ideas and
information.

In order to have the facility realize its potential to enhance the economic
and cultural life of Asheville it should be placed in or near the city center,
on or near bus lines, and be thoughtfully integrated within the fabric of
other key arts and cultural organizations, tourist and business activities
and institutions.

Phase Development: It is proposed that Media Arts Incubator, Inc.

and PACC/URTYV Inc. begin operations in temporary quarters, for the
prst year, or until a permanent center can be created. During that initial
phase it is recommended that equipment purchases necessary to light the
local cable channels in Asheville be purchased as soon as possible 9 this
would include cable casting equipment, portable video production, post-
production, multi-media facilities and the small studio, all of which will
be easily moved to their permanent locations. After a permanent Center
facility is developed and opened the larger studio could be purchased and
brought on-line.

Development Steps
[dated from the Inter Local Agreement with City and County]

The City of Asheville and Buncombe County 2-3 months
Convene The Media Center Development Committee

Media Arts Project Incorporated 2 months
URTYV Inc./PACC Incorporated 2 months
The Media Center Development Committee 3-6 months

Convenes the brst board of directors of The Media Center Inc.

Organize and begin capital campaign for center 3-6 months
The Media Center Inc.[TMC] hires Executive Director 6 months
TMC secures temporary ofpces and studio space 6-8 months
TMC hires playback and training staff 6-8 months
Purchase and install cable casting and playback 6-12 months
Begin public access training and outreach 6-8 months
Begin Media Arts programming and training 6-8 months

Purchase peld production equipment 10-12 months

Purchase portable Go-Live Studio 10-12 months
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Executive Director: Supervised by The Media Center Inc.6s board of
directors, the Executive Director will be responsible for the overall growth
of the organization and its relationships with members, community
partners and funders. Desired qualities for this position are the ability

to work effectively in collaborative networks, excellent fundraising and
development skills, and grounding in the management, development and
control of non-propt organizations; also excellent community building
skills, writing and public speaking skills. The most unique quality
required will be the ability to see and respect the inter-relationships
between civic or community development and economic development.

Training Coordinator: Supervised by the Executive Director, this person
will be responsible for implementing a training program, identifying
training needs and building networks of in-kind and contract trainers.
Desired qualities for this position are the ability to work effectively in
collaborative networks, technical knowledge of video and multi-media,
and a working knowledge of organizational development in addition to
excellent writing and public speaking skills.

Playback Coordinator Engineer [possibly part-time, or contract work
depending on circumstance.]: Supervised by the Executive Director, this
person will be responsible for maintaining and coordinating the cable
channel programming and scheduling. Desired qualities are technical
knowledge of cable channels transmission and technology coordination;
at least a familiarity with the basic engineering involved with cable
transmission and an understanding of automated playback.

Volunteers, Internships and Part-Time Employees for Video Playback
and Productions: Volunteer and intern programs, as well as part-time
employment typically have high take up rates in media centers. Therefore
it is reasonable to assume that qualiped people in these areas will come
forward and the budget should reyect projected compensation.
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The budget for this report [see attached spread sheet] is presented to give
decision makers a sense of the expenses and revenues associated with

0 expanding levels of development for media center operations -- center
1 O operations budget is inclusive of both PAC and MAP activities in this
0 ] r o budget. It is intended to allow decision makers to roughly project the
0 pscal implications of specipc kinds of programming and capital activities.

) T
0000000000000000I00C 000000 This budget is not presented as a feasibility budget in which decision
0 makers would look at the bottom line and assume that the project cannot

go forward unless the actual lines presented can prst be put in place. A
phase-in process of organic growth for the proposed center is assumed
here. From the standpoint of feasibility, the cable franchise puts sufpcient
funding in play to assume start-up is possible as soon as the organizational
and contractual relationships can be worked out. Toward that, please
note that the emboldened items with an asterisk in the budget represent
expenses and revenue that are reasonably solid and available for start-up.
Further, employment expenses are assumed to be full time employment,
although start-up could occur with part time employees, a practice that is
very common in arts development.

The equipment costs and types of equipment portrayed in the budget are
geared to assure the PEG Access functions are available early on in the
development process, consistent with the funding. The equipment costs
are extremely accurate in the budget for this time but it should be noted
that by the time of implementation a critical look should be given to any
purchase plans. Media technology is evolving extremely rapidly and

may present signipcant costs savings and technical advantages not now
available. For example, by the time the cable playback system is ready for
Asheville it may be possible to actually cablecast directly from disk rather
than tape.

The foundations mentioned as income sources for program funding

in the ooperating revenueo section of the budget have been identiped
through research to have a specipc interest and track record with arts
funding in the Southeast. There are a number of other more nationally
known foundations that are not listed here that will be obvious and easily
identiped fundraising objectives by anyone undertaking development in
this area -- like the AOL/Time Warner Foundation, for example, who are
currently funding youth media and technology projects.
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PROJECTED THREE YEAR BUDGET
Operating and Administration - items embolded with an asterisk represent start up expenses

1st year 2nd Year 3rd year Totals
Development/Ex. Director
*Developme 35400 Total 35,400 70,800 70,800
*Operations Manager 23,600 47,200 47,200
*Training Coordinator 10,520 33,040 33,040
Contract Trainers (2) 10,000 20,000 20,000
Contract Grantwriter 17,600 47,200 47,200
Administrative Assistant 14,160 28,320 28,320
*Playback Personnel (Part-Time) 13,000 13,000 26,000
Contract Publicist 9,000 15,000
Yearly Persor Grand Total Subtotal 124,280 268,560 287,560 680,400
Note: Salaries include 18% Health Benefits and F.1.C.A.
Facilities (Partially In-Kind) 12,000 12,000 12,000
*Rent @$1,000 x 12 Subtotal 12,000 12,000 24,000
Yearly Rent is projected as partially in-kind
and diminishing as the center becomes available
Office Equipment
*Computers 3 @ 2,500) 5,000 2,500 2,500
Flat Screens, 3 @ 1,000 in-kind
*Fax 450
*Copier 1,667 1,667 1,667
*Telephone 500 500
*Printers 800 1,500
Servers (2) 6,000
Mobile Phones - 2 x $250 in-kind 250
Kitchen Appliances 1,500
Yearly Office EqQuipment Subtotal 14,417 7,917 4,167 26,501
Office Furniture
Workstations - 4 x $1,000 in-kind 500 500
Chairs in-kind
Tables - 5 x $100 200 300
Lighting & lamps 500 500
Custom Cabinetry in-kind 2,500 2,500
Yearly Office Furniture Subtotal 700 3,800 3,000 7,500
Office Supplies 4,000 4,000 4,000
Yearly Office Supplies Subtotal 4,000 4,000 4,000 12,000
Promotion and Printing
*Business cards, stationary 1,200 1,200 1,200
*Postcards, posters, ads 4,500 5,000 8,000
Subtotal 5,700 6,200 9,200 21,100
Travel 2,500 2,500 5,000
Yearly Travel Expenses Subtotal 2,500 2,500 5,000 10,000
Other Fees and Services
Legal Fees 10,000 10,000 10,000
Consultants 10,000 10,000 10,000
Yearly Fees and Services Subtotal 20,000 20,000 20,000 60,000
Remaining Operating Expenses
*Telephone 12 X $350 4,200 4,200 4,200
Internet Services 12 x 200 in-kind
*Utilities 7,000 7,000 7,000
*Insurance (E & O, Equipment, Office 6,500 6,500 6,500
Yearly Remaining Operating Subtotal 17,700 17,700 17,700 53,100
Video Supplies
Tapes dvd, cds 5,000 6,000 7,000
Misc. supplies, repair kits, cords, connectors 1,000 2,000 2,000
Yearly Video Supplies Subtotal 6,000 8,000 9,000 23,000
Fundraising Expenses 5,000 10,000 15,000
Yearly Fundraising Expenses Subtotal 5,000 10,000 15,000 30,000
Programming
Visiting Artists - 4 @ $2,000 8,000 8,000
Artist in Residencies - $5,000 per artist 10,000 10,000
Artist Commission Projects 10,000
Artist in the Schools Projects 10,000
Master Programs (workshops, special training) 3,000 5,000
Travel for Artists 800 1,600
YEARLY PROGRAMMING EX Subtotal 21,800 44,600 66,400
PROJECTED YEARLY EXPENSE 212,297 382,477 419,227 1,014,001



INCOME FOR OPERATING AND PROGRAMING
Please Note: Support sources embolded with an asterisk represent revenues that can reasonably be expected to be available

Government Support
*City of Asheville
*Buncombe County

*North Carolina State Funds for Workforce Development

*North Carolina Arts Commission
*Asheville Area Arts Council

*National Endowment for the Arts
*National Endowment for the Humanities
*Southern Arts Federation

*North Carolina Humanities Council

Note: Asheville and Buncombe County support assumes 1% growth due to increasing cable subscription.

Earned Income
*Admissions
*Memberships
*Fundraiser
*Consulting
*Production Services
*Training Services

Foundation and Private Support for Programming and Operations

TOTAL OPERATING REVENUE

1st Year 2nd Year 3rd Year Totals
30,000 30,300 30,303
60,000 60,600 60,606
110,000 90,000
5,000 8,500
2,500 2,500
15,000
15,000
5,000 5,000
5,000 5,000
Subtotal 90,000 218,400 231,909 540,309
3,500 7,000 7,000
2,500 7,500 10,000
4,500 5,000 20,000
2,500 4,500 9,000
20,000 50,000 90,000
2,500 5,000 5,000
Subtotal 35,500 79,000 141,000 255,500
109,096 109,096 218,192
Subtotal 125,500 406,496 482,005 1,014,001

Note: The foundations below have been identified through research to fund arts in the Southeast.

The Marion Stedman Covington Foundation
Karl and Anna Ginter Foundation

Vulcan Materials Company Foundation
Robert R. Bellamy Memorial Foundation
The Blumenthal Foundation

Bryson Foundation
CLARCOR Foundation

Cumberland Community Foundation
Duke Energy Foundation

The Dunspaugh-Dalton Foundation, Inc.
The Carrie E. & Lena V. Glenn Foundation

James G. Hanes Memorial Fund
The Hurley-Trammell Foundation
F.M. Kirby Foundation, Inc.
La-Z-Boy Foundation

Mary Norris Peyser Fund

The Blanche and Julian Robertson Family Foundation
The Florence Rogers Charitable Fund

Steelcase Foundation

Tannenbaum-Sternberger Foundation
The Warner-Lambert Charitable Foundation

D.F. Halton Foundation

Cummins Engine Foundation

Ford Foundation

Alfred P. Sloan Foundation

Irwin Belk Educational Foundation
Banta Corporation Foundation, Inc.
Citi Group Foundation




Capital Expenditures 1st Year 2nd Year 3rd Year TOTALS
Production Equipment and Studio

*Go Live Studio w/ Upgrades 66,796
*Full Studio & Control Room 196,835
*Edit Suites (3) 58,424
*Field Gear 48,645
*Playback (2 Channels) 85,580
*Media Transfer 33,970
*Custom Cabinetry 4,750
Subtotal 298,165 196,835 495,000
Note: Please see equipment budget details
Building Renovation 300,000 100,000
Subtotal 300,000 100,000 400,000

Note: Renovation costs assume donated property

Total Yearly Capital Expenditures 298165 496,835 100000 895000

Income from Capital Campaign
(for equipment and building renovation)
Local Government

City of Asheville 340,000
Bumcombe County 170,000 170,000
Subtotal 510,000 170,000 680,000

Foundation

Foundation for the Carolinas 10,000 10,000
Foundation for the Arts and Sciences 10,000 10,000
North Carolina Department of Transportation 10,000 10,000
Subtotal 30,000 30,000 60,000
Federal
Advisory Council on Historical Preservation 20,000 25,000
Subtotal 20,000 25000 45,000
State
North Carolina State Economic Development Departme 10,000 10,000 10,000
Subtotal 10,000 10,000 10,000 30,000

Contributions

Private Contributions 10,000 10,000 10,000
Corporate Contributions 10,000 15,000 25,000
Subtotal 20,000 25,000 35,000 80,000
Projected Income from Capital Campaign 895,000
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0Go Liveo Studio

Whether used as an expedited forum for non-propt production (or a lively,
interactive soapbox for individual viewpoints), a 0Go Live Studioo is an
extremely cost-effective means for producing lots of local programming
and, in turn, building community awareness and viewership of the media
center. The premise begins with a production environment that requires
little or no training to use, but as many centers have found, this does not
have to translate to limited media source capabilities.

This proposal includes the ability to incorporate live cameras and mics,
miniDV and S/VHS roll-in VTRs, DVD, CD, telephone, computer-
generated graphics and Internet material. The live dimension, though
technically not necessary, serves two important goals: Direct participation
of the viewers through telephone call-in capability, and minimal addition
to the cablecast infrastructure. After all, any pre-recorded telecasts require
media storage, playback, and control mechanisms. In a live environment,
the main requirement is personnel responsible for making sure each show
begins and ends on schedule. This function is often served by a corps of
interns under the direction of Programming Coordinator.

Main Studio

In our opinion, this is the production facility that needs to be scrutinized
the most when money is tight. Studios are wonderful resources to be able
to provide to a community, since their prohibitive cost usually precludes
people from having access to comparable resources otherwise. But they
come with a high (lost) opportunity cost that can seem wasted if they
prove to be underutilized. Centers that have successful studios often
either build the training curriculum around studio production, or offer
strong staff production support to studio shoots. All of them recognize the
ocommunity-building6 value that sustains Studio production and which,
In turn, sustains the media center. Just as with the 0Go Live seto, a Studio
can be an efpcient means of producing lots of local content for the cable
channels, but the entrance cost is much, much steeper.

We recognize that, depending upon the community, resources dedicated
to a pxed Studio facility might be better utilized to equip a mobile multi-
camera production unit (a ovanoé or on the lower end, a osuitcase studioo).
Alternatively (and this is beyond our expertise), one might be able to
better use these resources to initiate or share a broadcast radio or low
power TV operation.

This proposal anticipates a Studio which many access centers would Kill
for, but many broadcasters would sneer at. It includes three mid-range
3-chip camcorders conpgured for Studio use, a hybrid digital/analog
switcher, a high end CG, and multiformat VTRGs for playback and
recording. We have allowed for Buhl color-accurate yuorescent lighting,
which has a much higher purchase cost but much lower energy cost than
traditional tungsten lighting.



