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Introduction.. .Operational Effectiveness 

This review focuses o es related to operational effeclriveness, 
rather than the cont ission strategy or programming 

b This study does not examine the ' effqctiveness of BBG I IBB I VOA's broadcasting -- how well 
iell I - 

it accomplishes its fundamental mission f the American public, a mission that is so~metirnes 
debated at the policy level 

- The BE3G's desired strategic outcomes ar ly defined; vary from country to countr.y, 
audience to audience, and period to perio -term; are extremely difficult to separate from 
other factors influencing the perspectives o i  

- Strategic effectiveness is appropriately the focu kers in the Congress, the 
Administration and the Board of Governors, inform results of carefully-structured long-term 
program evaluations, or by other evidence deemed i 

b Instead this study considers how the BBG I IB es contribute to the 
"operational" effectiveness of the organization 
deliveryldistribution of programming that meet ction objectives 

- Please note also that the study's scope did not include assessment o format or quality 
of specific programming 

K 
d 
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Introduction.. .Efficiency 

Similarly,, the study n areas of organizational and process 
inefficiency rather t. tified labor productivity 

b This study examined areas of rocess inefficiency, where more effort or rc, )sources are 
used to obtain program outpu lternative approaches, and/or where 
processes are more lengthy and comp 

P For the most part, it was not possible of the study to quantify the productivi.ty of 
particular units or labor cat ar programming, for several rea:sons: 

P The organization has not defined or collected d in a consistent and useful way 

- For example, VOA collects data on "hours of pr ired weekly" by each Language Service, 
but this; statistic does not account for the repetiti by some Services 

- Nor does it distinguish between original production, v on, and reading of 
scripts produced by others -- each requiring r and produce 

- Performance expectations vary widely acros d in terms of 
measurable output 

Costs are tracked by unit and not by program or activity, so the total costs of production are niot linked 

$;/'l 4",? 
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- Labor is often spread across programs and between media, without traG~~$b@.ieal <I gtit4i~ 7' , J u y :, al1oc;ition of time 
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b The nature of the work, especially by Language Services, is only partly coa&arable comrnc3rcial media 





Introduction.. .Cornparable Organizations 

We compared key features of BBGIIBBIVOA with those of cother 
public and private o luding multimedia companies 

L 

1 .  Individual commercial and ice broadcasting organizations: 

- British Broadcasting Corporati Broadcasting Corporation (CBC), Emirates Media 
International (EMI), AB poration, Bertelsmann Media, Viacom, WETA, 
[liscovery Communications, and t graphic Society (and others) 

2. U S .  government-funded organizations: 

- National Endowment for Democracy, U. hood Reinvestment 
Corporation (Neighborworks), Federal Ho rporation, and the Smithsoniz~n Institution 
(among others) 

3. Media aind functional industry reports: 

- Captured and summarized organizational cross multiple public and 
private sector organizations. Reports we oz Allen research (our 
Media and Communications Team), an 

~tP~71;[l,, 'i f ;  ,; (i,  r,d;$$3ilf#y!~l ,, ,;im $6 ,  "l/if, :, 

4. External media industry experts ~ t i , ! j ~ p $ ~ ~ ~ b ~ l i ~ ~ , J $ ~ ~ p : ~ f \ ~ ~ c  qjii;ggkjBi@sfiJ~J1 t$!;;$;iL, 
"'$;fl$\)$, '4~$1;!?;;$ 

,q@&J' ~,b!'. - Inter\/iewers were conducted with agreements for confidentiality 
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Organization Structure and Functions.. .Current Structure of USIB Government Entities 

On t 
IBB, 

!es the 
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Organization Structure and Functions.. .Current IBB Structure 

The IBB contains three directorates providing support services, 
a:; two b r o a d ~ # @ ~ l ~ r o ~ r a r n r n i n ~  ,,,tg~ji:j lr 78113 units (VOA and OCB) 

+q$f12 uj;biI, 
b International Broadcasting Bureau 

- Supervises support services to USIB and the 
broadcasting operations of VOA and OCB 

b IBB Staff Offices 

- Chief of Staff, Policy, Civil Rights 

ing ttirough 3 

n, Contracts, Personnel, Security 

p Placement, Performance Review, 

- Engineering icy and support for global 
transmission all of USIB 

- Information t 

b Office of Cuba ~ro .Ldcast in~  
- Administration, Technical, and Broadcasting (Radio and 

TV Marti) 
13 
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Organization Structure and Authorities.. .Current Structure 

Current Structure and Authorities ... 
b The BBG governs a compl 

- The founding statute of 19 

- The key purpose of the Boar all" between policy makers and journalists 

- The statute did not establish a syst gement structure below the Board level 

- There is little integration of its sepa g/programming organizations 

b Statutory authority in the syste 

- Executive management authority is placed d oard; there is no CEO 

- The IBB Director's role is only briefly stated i 'sidential appointment confirmed by the 
Senate 

- The VOA Director's role is not mentioned in statute; i tor is politically appointed by 
the Administration in consultation with the Board 

b The roles of the BBG Executive Director, Legal 
,<) t ~k:li,;i 

been expanded over time to help manage the overall system +@i@&J2, yf~i,~ik 
- These functions are not in the official management chain r j i F i ~ .  I# * QlfJlj .-. . J llrk+, 

, ,i,2;qt$%~! 1s b!!\$,",.*i: 
- These are career executive positions $~$d$$:+~ uip#fjd$ 1 $I 5 \%i- 4Jtl&t ft,!ii+, -; _. 

5;$!;jj@:i~s 
I~!V"+ usv 
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Organization Structure and Authorities.. .Current Structure 

Current .(cant.) 

b Through delegation from has a combination of roles: 

- It is structured as a to the other (non-government) broadcasting entities, with 
VOA and OCB as its programming 

- It provides some consolidated servi ission engineering) to the entire USlB 

- Except for engineering, most of IBB's eff ement and program support services) s]upports VOA, 
with a :small amount for OCB and a limite f affiliate management for RFE/RL 

//, 

B VOA provides radio, television and Internet prog 

- It is organized as a programming sub-unit with~n 

- The VOA Director has limited operating responsibiliti urce control as compared 
with the presidents of the grantee broadcasters 

- VOA has 3 directorates, including two for programming 

- 44 language services are grouped into 7 divisions mostly based on geog 

- Another directorate produces programming intended for use by multiple I services 

- An operations directorate provides production services for both progr b@, +:." for ra~dio and TV 
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Organization Structure and Functions . . .Business Processes.. . Mapping 

To examine the per 
and mapped the cor g and management processes 

b Tlie following pages summariz 
emerged from our process mapping 

- Many issues clearly relate to structure an 

- Others also involve overall strategy and b 
models, staff skill sets, tec 
allocatisn 

B Taken as a whole, these issues illuminate larger dyn 
and structural problems 

b We developed maps of the core operating and management 
processes for BBGIIBBIVOA in close cooperation with 
management and staff; maps were validated by the process 
"owners" 

b The maps display the end-to-end sequence of activities, the 
range of participants, and the flow of work and/or decisions 
for each process 

b Each map (and its accompanying table) identifies specific 
issues that participants raised or we observed as affecting 
the efficiency and effectiveness of that process 
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Business Processes,. .Operational Process Issue Ratings 

Issues from the operati I processes were categorized and rated 
by their irnpact on e , PI and I effective performance.. . 













Resources.. . Funding.. .BBG Entities 

While BBG's budg ased by 47% over the past five years, 
IBB and the new Mi roadcasting Network (MBN) budgets 
each havie increase than $80 million 

Allocation -b!d B&@J bhprating Expenses 2000-2005 

$ 
(thousands) 

2000 Year 

Note: 'i.lgency" refers to BBG and its direct staff only 

Soiirce: BBG financial statements 
29 
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Resources.. .Staffing.. . IBBIVOA Contractors 

d the use of con1:ractors 

IBB Contractor 

b Management is supplemeni'ring 
permanent staff levels throi~rgh the use 
of individual contractors in news, 
production and engineering] 

b The use of contractors has been 
2004 growing rapidly 

VOA Contractor Expenditures 2000-2005 

2000 2001 2002 2003 2004 2005 

Note Stringer news reporter paid per piece (usiially held-based), POV Purchase Order Vendor - contractor paid for delivery of d a'esigr~dted 
product/se/vice, PSC Personal Services Contractor contiactor who may be directed and supervised for a range of fasks 

I66 lncl~ldes VOA, OCB and IBB Suppolt Div~slons, Overseas Bureaus were removed from total to elim~nate Dept of State controllec/ IJI~IIIGJ 

Source Office of the Chief Flnanciai Officer 32 
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Resources.. .Technical Resources.. .Operations Equipment 

Much of VOA's production equipment is antiquated and beyond th 
industry-standard Iif 

ipment Inventory Categorized by Age (in years) 

Radio Equipment 
Supports Approx 7 
IV Production 

"- %'\%E W$TY 
X+'"p', , 

b 100% of VOA's primary radio broadcasting equipment is 15 to 20 years Md 9\kJhp 
are equipped with - 19 radio studios are considered 'core' and used for daily radio broadcasting, 

$8, audio broadcasting equipment aged at 15-20 years , ,td$"ildb dl h #*it \ ~ t ~ ~ i  ,qfiwr q ) ,  I&, 
b Between YO01 -2005, 687 pieces of a specific radio recording equipment y@4@bk'jBs part of lr~igrslilin 

from analog recording to digital 'Dalet' system ~ Q F  ,,$, a; - st$?, e,.? 
z$~&!"btd 

($1 8 k A !. 

Notes: Radio inventory analysis aggregates five equipment cateyor~es: Non-core audio consoles, Core studio audio consoles, Core studio audio processing t ~ ~ d  anciElary eq~lipment, 
Studio audio record and playback eq~lipment and Radio Master Control; Television inventory analysis aggregates two equipment categories: Televisiorr studios ancl rV Master Coi7tioi, 
Beyond life-cycle section refers to equiprnent with a lengtt~ of sewice exceeding the it~dustry standard for that equipment (genetally 7 years) 33 
So~irce: VOA Operations Technical Services lnventoiy Spreadsheet, 2005; BAH interviews Booz I Allen 1 Hamilton ----- 
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Resources.. .Findings 

b The total operating budget +4'7%) since 2000 

- MBN and IBB each account f ease (27% growth in IBB funding) 

P Within IBB, VOA and Engineering ea the same pace as IBB overall 

Within VOA, Language Services were ver half (52%) of the total budget, and they grew 
slightly less (22%) than the total 

b In general, IBB and VOA budgets have gro n real terms since 2000 

b Over the past five years, staff levels at VOA and IBB ring have declined slightly 

b During the same period, VOA and IBB have rapidly inc ontract staff to meet their 
production requirements 

(, years of 
b The permanent staff across BBG has long tenure -- 33% ha 

b Some divisions have a high proportion of supervisory and managerial pers$pel (GS-14 and higher), 
although this varies widely by division Vi@kdl9 !, 

,iisi l i~ / ] /~ .~~* i i~ ,~~ 
, $4,i $if!&/plpl@j ,qfk: 

*#jI#&j&, ,flu \#2&,i! "#$&$p- "p> b Much of VOA1s radio and TV production equipment is significantly older tt%n that used in industry today, 
with less technical capability and requiring greater maintenance 
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Production Levels.. .TV Broadcasting Hours By Program Category 

VOA television offers a relatively even balance of news, talk and 
feature programs, al ith numerous shorter news feeds 

East Asia & Pacific 

Latin Americd 

Worldwide Eny lish 

( 1 )  Hours of programming provided for broadcast each week; may exceed hours PI-oduced due to repetition. Decimals represent pa~fs of a17 hour and not nlinutes 

Note: Total broadcast hours by region may differ with other published sources due to the inconsistency of program tracking 
I , - I  
3 1 

So~~rce  BAH Language Services Program Sonfey 9/23/2005, VOA TV Checklist 5/9/2005, Broadcast Hours 8/2005, BAH ana P60z I Allen 1 Hamilton 
--hr-- p 
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Production Levels.. . VOA Radio Broadcasting Hours By Program Category 

VOA's many radio products vary significantly in length ancl format; 
however, production is not aggregated by program 

East Asra & Pac~frc 

West & South Asia 

( I )  Wide range of coul~ts of weekly programs across Divisions s~lggest that some counted 'programs" while others ividual segments"; totals 
suggest that r~~ultiple airings of a program (1.e. ho~rrly newscasts) are counted separately 
(2) Hours of programming provided for broadcast each week; may exceed h o ~ ~ r s  produced due to repetition. Decirnals represent pa~ ts  of an hour and not rnit~utes 
(3) Languages Services within Division were unable to provide accurate number of programs data 
(4) Unable to calculate total due to incomplete data 

Note: Total broadcast hours by region may differ with other publisl~ed sources due to the inconsistency of program tracking 30 
Source: BAH Language Services Program Survey 9/23/2005; Broadcast Hours 8/2005; BAH analysis Booz I Allen I Hamilton 
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Production Levels.. . Findings 

Findings: Producti 

b Since 2000, the overall US In roadcasting system overseen by BBG has increased its total 
weekly broadcasting hours by II e;ptities increasing their hours 

<<,I~!,!~I+:~, 

- VOA's Language Services have in entral Programs' hours have 
remained flat 

b VOA broadcasts many types of segm rmats in radio and in television 

- VOA's television program types and radi ats are not standardized; divisions do not count their 
"programs" the same way 

- Language Services have discretion to devel 

b l o  measure programming output, VOA relies on the hours broadcast weekly, but this statistic 
may not be an accurate indicator of the amount of pro 
- Some Services repeat much material, with minimal hour to hour, according to 

interviews with language service staff 

- Broadcast hours are gathered monthly using input from various is no database or data 
system that tracks the hours on a regular basis to provide time trend data. Addrtional 
details on programs must be collected separately from 

- These gaps in output data make it difficult to measure to make valid 
comparisons across Services, Divisions and broadcasters 

39 
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Comparable Organizations.. . lniroduction 

Our project team co arch on leading1 
practices to inform- 

The team gathered internal / And identified leading practjces in 
external organizational key areas that informed our analyses 
data.. . and recommendations ern.. . 

Input from key IBB / VOA 
management, staff, and Governance/oversight and 
external stakeholders 

executive management 
b Relevant commercial and 

public sector research* @ Operating units and the 

- Collected both case study "corporate core" 
and best practice data 

- Conducted interviews with Multi-media programming / 
industry leaders/experts production units 

- Reviewed models 1 
practices from - 10 J BBG business requirements* eting and programming 
organizations as well as 4 Commercial / Public Sector cross-industry data 

leading practices 
- Drew from BAH's 

engagements with J Issues and feedback from 
commercial and public managers / staff / external 
sector media organizations stakeholders 

Note: As stated in the SOW, and further refi~irled ft~rougt? client consultations 
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Comparable Organizations.. .Governance/Oversight and Management.. . Roles and Responsibilities 

In this moc 
team have 

iel, the governing board and the executive managen 

Perform overall m 
management acti 
performance 

Provide strategic guidance1 
stakeholders' views 

b Clearly defined roles and 
responsibilities 

Review and monitor the impleme 
developed strategy b Functional distinctions 
Ensure compliance with policies 

Clearly defined accountabilities: 
Board to stakeholder's and CEO 1 

Manage day-to-day operations ws strong Board AND strong 

Support development of long-term 
strategies and translate them into 
actionable plans 

Carry-out the implementation of developed 
plans 

Report performance and activities 

Identify and mitigate potential business 
risks 

Soilrce: BAH Stitdy of Trends in Corporate Governance 
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Comparable Organizations.. .Governance/Oversight and Management.. . BBC Example 

The BBC's structure is ,fy$ii~kt, qp example of this approach, with a Board 
of Governors focus~@&!p%;rategic iq,~kE41i!w decisions and oversight 

Lli~*krv 8, L !Qcz 

Vice-Chairman 

b BUG Director General is 
appointed by the Governors and 
is the executive manager of 9 
other directors, who form the 
BBC Executive Board 

b Manages daily operations of the 
BUG 

b Supported by three sub-boards: 
the Creative Board, Journalism 
Board and Commercial Board 

are nominate 
b BBC Governors' b Small staff unit supports Governors' 

General and De activities 
b Governors have par b Helps set/ review objectives and 

may perform other p policy program staternents 
during their tenure a b Supports performance reviews of 

b Board safe BBC componelrlts by Governors 

b Board dete rts decision making on 
approves objectives for sew al, commercial and economic 
programs 

b Establishes and maintains Audit 
Committee 

b Note: Current proposals for BBC reform foster strengthened independence for the Board, and stress f~~r ther  
separation of Board and executive management 

Source: BBC 2005 Annual Repori 
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C:omparable Organizations.. .GovernancelOversight and Management.. . Broadcasting Organization Comparison 

All of the broadcasting organizations we researched seipariated 
their governance and m!nagement functions 

3, &#/i!/bfpg&i;,, 

u , ~ r s =  t p  d Practice of the Organlzat~on 

A Viacom split into two publicly traded companies, Viacom, Inc. and CBS Corporation, as of 12/31/05. Each retained the corporate governance guidelines characteriz~?d if7 this arralysis 
'*Nan-pi~blic, shareholder-owned iitstitution; Discovery Coinrnunicafions. Ir~c. has a sharel~older board 
**' Deutsche Wellle is advised and audited by an elected, appointed broadcasting board. An 'Ndministrative Board" supervises the activities of the Director General o l  the Organizaticbn . - 
Source: Corporate Documents, e.g.  Coiporate Governance Stateinents; 4 I' 

Booz I Allen I Hamilton 
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Comparable Organizations.. .Corporate Core vs. Business Units.. .Comparison 

A large majority of broadcasting organizations we researched had 
strong business units+ , i ~ i ~ ~ ~ y ~ \ , L  TNcuting the corporate strategy 

XIil&l+ 

9 
w$2J\;+s kla,i,,,, 

Active Management 

-libl;@$g @.tp2' Relative Strength of Bilsiness Practice & 

' A  representatwe sample of Droadcast~ng business units was researched w~thin each larger orga~~ization 
"' Viacom split into two publ~cly traded companies, Viacoin, Inc. and CBS Corporation, as of 12/31/05 
Note: "B~~siness Uii~ts" ranged in scale and scope depending on the ~rledia organization 
Source: Corporate Docuinents, Proprietary Client Research, Executive 
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Comparable Organizations.. .Corporate Core vs. Business Units.. .Summarized Comparison 

Neither the BBG st is positioned as a corporate core, 
and neither IBB no structured as a full business urrit 

Core and Business Units 
c ,,l&ii ,,, 

b Corporate core (CEO and top management staff) 
focus on strategy, corporate brand, financial 
oversight and control, and shareholder (or 
stalteholder) relations 

P Level of involvement in business unit decisions 
varies 

b Business units have authority to make decisions 
and execute strategy, control over key resources, 
and accountability for business performance 

Board develops vision, manages key initiatives, 
onducts relations with external staket-tolders, 
uthorizes hiring and promotions, approves cont 

ervises programming  ini it head (VOA Directc 

G staff focus on strategic planning and cross- 
eview, budget, financial operations, 

rting, special projects 

ecisions, manages HR process, 
nsmission services for USlB 

Sou~cs. BAl-i Study of Treitds fir Corporate Governance 
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Comparable Organizations.. . Multi-Media Production Organizations.. .Summary Comparison 

1) Hard-alignment by medium (TV/Radio/New Media), b Within BBG, Al-Hurra is aligned by medium at the 
usually at the Business Unit level or at least at the 
operational unit level 

b Desk is small and very minor player 
b Limited synergy between TV and radio program 

production; limited overlap in the related skill sets 

b Optimized TV production unit structure is usually 
by formatlprogram team; Radio production unit 
structure is "lean" and efficient nit structure includes bureaucratic 

I For organizations that program "breaking news" or 
"top stories," newsgathering is often centralized and 
focused on I V  production, which is more resource- 

The VOA practice of cgm,bined L2g$! &ic$k radio and television operational 
units is very uncomcm&&+ong 1.eb3fpi& . .!. ' broadcasting organizations 

b Radio programs strip out video and use 
scriptsJaudio; supplement or commission pieces 
where necessary 

$!-%I~P.:>!u 

c1.1sed on radio, with 
io scripts with added 

dent original pieces, 
rTV units are developing 
nssibilities are source of 

diij,,,,; 

I I internal friction - I 

":I@. *$q;,i wfl, qqp .qi;?/$llr, 
q l~~i~p! I~,~~,~,v~ !; k:, , Production Organizations 

*kt t ,&I :,dv ,til!lilfll~~,, 

Souice Co~~tl i le~lha/ Media Company /nten/rews, I~~ te iv~ews wlth l r ~ i ~ i s t l y  Experts, Proprietary Medla Cllent Data, BBC Company Data, BAtl A~ldlys~s 53 
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Comparable Organizations.. .Conclusions 

usions: Corn 

1. The dual role of the Board ent as well as governance/oversight, the "'c;ollec:tive CEO" 
approach, and the absence nagement team are all highly vlr~userai 
features 

2. The practices of many leadi ia and other industries suggest that grouping 
functions, authorities and a ments of IBB and VOA into a single "natural" 
busir~ess unit with a professional mana improve organizational performance 

3. The experience of numerous other multi-m t creating separate 
units for television, radio and new media m ductivity and efficiency in  these units 

4. The practices of private and public sector media o tions suggest that the marketing and 
programming function are commonly separate sp vely managed within 
the same business unit 

CONFIDENTIAL - PRE-DECISIONAL WORKING DRAFT 
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Strategic Direction and Business Models.. .VOA Traditional Business Model 

centralized, and dir dcasting focused 

b Primary provider of internatio~ial and 
US news to self-selected audience, 
often surreptitiously listening 

b Primary goal is to demonstrate 
contrast to repressive states with 

b Centrally-driven content gathering 

b Common processes to capture 

b Customization for markets is 

k Gather news and produce 
features mostly from 
central operation 

ance evaluilted on output 

b Audience size data not critical; 
impact sought on opinion leaders I 

Source. 5BG Strategic Plar12002 - 2007, BAH lntervlews, BAH analysis 
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Strategic Direction and Business Models.. .Current Television Initiatives 

In the absence of an overall la, It* plan for implementing television, many 
VOA services are r evelop their own prograrr~ming 

b According to a internal count a t least 22 Language Services are either producing a~nd preparing 
some form of television progra 

Hindi 

Indonesian 

* Mandarin 

Cantonese 

Tibetan 

Persian Albanian 

Armenian 

Uzbek 

Oari 

Pashto Russian 

Greek 

Macedonian 

Worldwrde Eni lrsh (Inidla 
Carnbodia, l r l~ones~a)  ? 
Engirsh to Afr~ca 

P The proliferation of TV efforts has placed a strain on t time, the few camera crews, and other 
production resources 
- "Work-arounds" are common, for example having LS staf ieces on laptops instead of using Operations 
- On several recent occasions, multiple Services have sent c ws to cover the same event 

b Managers openly state that they do not have sufficient staff with T oduce the quality of product they 
would like, and that most of their staff is simultaneously involved in ra 

r LS managers defend their actions as their effort to "stake a claim" in a "land Language Services that 
produce television are likely to receive their budget requests, and that if they air their program, they vvill 
receive more resources 

b Senior managers defended this approach as "sending a message" that VOA is mo 
programming and expressed hope that some of these efforts would survive and eve 
for competitive-quality production 
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Recommendations 

This section summ . 
our recommendations for improvements 

to the BBG 1 IBB 1 

4. Create a new busines television programming, production and distribution 
* Establish as non-f ruitment, infrastructure development, flex~k~ility 

Structure similarly to comparabl 

Wire managers an erience, including qualified individuals frowl VOA 
Determine size and detail based on a veloping the television effort 

'.GI/ 1 ? "c 
Include a unit dedicated to developme&d$k lnternetl~ew Media capabilities, which could be spun off 

9- jl. $4 , , later if it reaches scale 

Refocus the reconfigured VONIBB unit on 

5. Developfobtain the key capabilities necessary to i ven business model and 
a truly multi-media approach 

Identifying target audiences in each market 

Affiliate acquisition and management 

Television newsicontent gathering and production 

Internet and new media development 

Editorial control within the Language Services 

Technology to efficiently produce competitive-quality programming 

Human capital management 
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Recommendations.. .Human Capital Management Flexibility 

BBG has three bas ease its flexibility in human 
capital manageme 

b Optimize its use of the auth nted to federal agencies in hurnan resource 
management 

Often, agencies that feel their ope ance is constrained by federal personnel 
requirements have not analyzed o complete set of options allowed under federal 
procurement guidelines 

b Petition the Office of Personnel Managemen tional authorities, granted through the 
creation of an Alternative Personnel Manage 

Precedent exists for OPM granting exceptional st deral organizations operating in unique 
competitive labor markets 

h Re-incorporate the federal elements of the a 

The agency's business case must clearly 
adequately through the first two options 

L 

m m m  These are compared on the following page 
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