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Presentation...Agenda

Today’s agenda

» Introduction

— Purpose and scope

— Approach and sources

» Summary of Findings
— QOrganization Structure and Authorities
— Business Processes
— Resources
— Production Levels
— Comparable Organizations

— Strategic Direction and Business Models
» Recommendations
» Discussion of Major Recommendations and Decisions

» Next Steps
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Introduction...Scope

The Broadcasting Boardiof Governors (BBG) engaged Booz Allen
. f the IBB and the VOA

S E".
International Broadcasting Bureau (IBB).a !
» These features were analyzed to deterrfilfie k

regorganization, processes, coordination, and staffing of the
Voice of America (VOA)

— VOA'’s core programming mission perfor
— IBB’s administrative, logistics, and other su

~ BBG's resultant overall ability to respond quick
international broadcasting environment

lively to a constantly changing

I

» As part of the analysis, Booz Allen collected “best busin:
sector broadcasting organizations and compared them to B
unique mission, charter and Federal agency status

.used by other public and private
ractices, recognizing BBG’s

Improvements to
tliprganizational

A

» Based on the review, Booz Allen makes recommendations to the BBG regard
achieve greater productivity, efficiency, and mission alignment, including pg
restructuring |
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Introduction...Project Process

We followed a structur
organization and op

¥ Kickoft and refine/ tailor » Interview project team
methodology assigned by VOA/IBB

» Interview list and » Confer with BBG and VOA
schedule leaders; agree on how to

approach key stakeholders

¥ Mission and option review
" wistakeholders, {e.g. Dep’t of
State, Congress, etc.)

» [Initial hypotheses

» Preliminary data requests

v v vy v v ww

v v v w v

Completed

In-process

(] To Be Completed

Efficiency
Effectiveness

Hesponsiveness &
Coordination/r:oopé"h{

E.& F. Develop
Action Plan

Support of mission

» Changes to organization » Quantitative and other

structure, reporting improvernents

relationships, roles/ » Budgeystaffing requirements
Governance » responsibilities » Timing and tasks
Organizalion structure » Process improvements » Barriers lo implementation -

» Changes in governance/
operating model
Adjustments to resources
levels

Roles/responsibilities
Organization procedures
Staffing levels

Reporting relationships
Interfaces/linkages

including tegal or requlatory
constraints

r Assess readiness for change
» Determine barriers and develop change management strategies

Kickoff
7/05

Interim Report

Draft Report  Final Report
10/05

1/06 1/06 4
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Introduction...Operational Effectiveness

" effectiveness of BBG / IBB / VOA’s broadcasting -- how well

e ;;1"\\: . . P
f&sof the American public, a mission that is sometimes

: 'Iy defined; vary from country to country,
ﬁe long-term; are extremely difficult to separate from

of specific programming
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Introduction...Efficiency

Similarly, the study foc Ises on areas of orgamzatlonal and process

ind process inefficiency, where more effort or resources are
seded under alternative approaches, and/or where

For the most part, it was not possible with in th
particular units or labor categories, or the fullz

R ul.%»rf"?

— For example, VOA collects data on “hours of progragamig ;”"'ired weekly” by each Language Service,
but this statistic does not account for the repetition ’a' tBs by some Services

— Performance expectations vary widely across units and are usual
measurable output

~ Labor is often spread across programs and between media, without tr

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

6
Booz | Allen | Hamilton

CONFIDENTIAL - PRE-DECISIONAL WORKING DRAFT



Introduction...Sources

Our research effort has included extensive data gathering from
stakeholders interviews:and internal / external documents

Broadcast Board of Governors

v

BBG Staff

h 4

International Broadcasting Bureau

v

Voice of America

v

Grantees

v

External

Documents

» External Backg .. Hocuments

Booz | Allen | Hamilton

CONFIDENTIAL — PRE-DECISIONAL WORKING DRAFT



Introduction...Corparable Organizations

We compared key features of BBG/IBB/VOA with those of other
public and private organizations, including multimedia companies

g
1. Individual commercial and pi

— Natiocnal Endowment for Democracy, U.S. Tn% ’
Corporation (Neighborworks), Federal Housirngil
(among others)

3. Media and functional industry reports:

— Captured and summarized organizational and business s sidat

private sector organizations. Reports were sourced from both pl c
Media and Communications Team), and relevant third-party organizati

4. External media industry experts

—~ Interviewers were conducted with agreements for confidentiality

8
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Organization Structure and Authorities...Section Overview

This section discusses the organization structure, authorities and
the distribution of key: ] tions across BBG, IBB and VOA

» First, we outline the formal % bl vsq the assignment of functions within BBG, noting
some delegations and informal atrangefiients that significantly affect the structure in
practice |

with them, so detailed descriptions of the Office
organizations are not included. As the Board itsé

4

the United States International Broadcasting .m<m$4
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Organization Structure and Authorities...Current USIB Structure

The United States International Broadcasting (USIB) system
operates under the gover

i

US Government-Fun

\_ J

~
US Government Entities

i1
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Organization Structure and Functions...Current Structure of USIB Government Entities

On the government side of USIB, the Board formally oversees the
IBB, which includes V@

12
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Organization Structure and Functions...Current IBB Structure

The IBB contains three directorates providing support services,
as well as two broadgastix g/programmmg units (VOA and OCB)

" Roles and Responsibiliiss
» International Broadcasting Bureau

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

» IBB Staff Offices
- Chief of Staff, Policy, Civil Rights

‘agement
yAdmlnf ion, Contracts, Personnel, Security

» Engineering & Tecﬁ ‘

Engineering and t

% ‘a:ﬁ»ﬂ >

» Office of Cuba Broadcastmg

— Administration, Technical, and Broadcasting (Radio and
TV Marti)

13
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Organization Structure and Authorities...Current Structure

Current Structure and_ Authorities...

h \mt‘ ' *’ s
— The key purpose of the Board i f itaitkia “firewall” between policy makers and journalists

'4&&;"3{!’
— Executive management authority is placed V\#E%%z'

- The IBB Director's role is only briefly stated in law
Senate

» The roles of the BBG Executive Director, Legal Counsel and C
been expanded over time to help manage the overall system

~ These functions are not in the official management chain

— These are career executive positions

Booz | Allen | Hamilton
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Organization Structure and Authorities...Current Structure

Current Structure and

W
— It is structured as a full busineg

— Except for engineering, most of IBB’s effo
with a small amount for OCB and a limite

— ltis organized as a programming sub-unit within 1B

— The VOA Director has limited operating responsibmﬁ“”f; ,
with the presidents of the grantee broadcasters

— VOA has 3 directorates, including two for programming

Booz | Allen | Hamilton
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Organization Structure and Authorities...Current Structure

Current Structure an

horities...(cont.)

» As complex as the formal st , it is even more complicated in practice

» The IBB Director position has bee, Iivags r an extended period, with the BBG Executive
Director temporarily assigned the I8B/Dy .

» The Board works directly with the VOA ‘§J oﬁoﬂ on many programming issues, although he
w@ tation of various initiatives

» Members of the Board work directly with 595
special initiatives without a clear reporting channg
managers and 30& staff interviewed regard them as s o:

» The overall cascade of authorities and decision-making rules :OB ﬁ Board to IBB and

VOA are tangled and unclear

Booz | Allen | Hamilton
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Organization Structure and Functions...Findings

Structure

Findings: Organizati

b The organizational structure is stoigatiped by function; closely related functions are under separate
reporting lines in practice

i

iiclite o We :<m manager (BBG) and the front-line mBn.ﬂov\mmmM,mm

» To great extent, IBB and VOA are treated as

jarate organizations, and the many managers and most
staff interviewed regard them as such :

iy

¢
thi

» Although many of IBB’s functions are important, de of structuring IBB as a separate

organization from VOA is not demonstrated /

» IBB’s dual mission as support for VOA and service provi
and execute effective priorities .

5iB system makes it difficult to set

» Although treated in many ways as a business unit, VOA lacks the ability to Qperationalize its decisions,
as key elements in its resources and delivery processes are effectively in a rate chain of
management

» Internally, VOA is fragmented into two programming units, with Language g divided further
into seven geographic/language divisions containing forty-four individual language services

17
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Organization Structure and Functions...Findings

Findings: Organizatio tructure

» The overall cascade of authoritics g
and unclear

» The absence of a clear management chain si
objectives

» Managers make decisions without adequate understarigiss
and costs .

Booz | Allen | Hamilton
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Organization Structure and Functions...Conclusions

» By separating closely-related fun

2. The organizational structure is highly in8i
the needs

19
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Organization Structure and Authorities...Section Overview

This section discusse
processes across BE

the core business and management
B and VOA

» First, we highlight relevant issues,
operating and management proce
the structure and functional assignmen

» Second, we analyze the impact of these is?
business processes

gl

» Then, we present some conclusions on the proces

21
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Organization Structure and Functions ...Business Processes...Mapping

To examine the perfor
and mapped the coreig

» The following pages summarize some K
emerged from our process mapping

- Many issues Clearly relate to structure and‘

R — Output: |2 e Copttnat i
» St ete

PN
ransmission Operational Pla fanning Process
e [ outpur fipe—

st

allocation

i

L
col IBB/VOA Daily Oporalional Flow (FV)

Output; | Fnel VOA tobusun inambermrs ropaia o

umsch, raptics mint

~» Taken as a whole, these issues illuminate larger dynart
and structural problems

Current IBB/VOA Dalty Content Gathering {TV)
Oulput: |14

» We developed maps of the core operating and management
processes for BBG/IBB/VOA in close cooperation with
management and staff; maps were validated by the process
‘owners”

VoA Pmducuan Planning Process

Output: [+ piotscion
Lo

sssssss

» 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

» Each map (and its accompanying table) identifies specific
issues that participants raised or we observed as affecting
the efficiency and effectiveness of that process

22
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Business Processes...Operational Process Issue Ratings

Issues from the operational processes were categorized and rated
by their impact on efficien

atagy /|
ad

s M

{ f’:‘) Low Impact (D Medium Impact ‘ High Impact
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Business Processes...Management Process Issue Ratings

...As were those fromil major management processes

/

{ v Low Impact Av Medium Impact ‘ High Impact
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Business Processes...Findings

4

omplex operating and management processes that are lengthy
il | but vary widely in application, and that elevate many routine

and time-consuming, are not stag
decisions to executives or Board

. hat the process complexity stems from a mutually-
reinforcing combination of structure, lackipt ctii understanding, and weak management practices

rated into different organizations
lar-unit processes

Lack of common understanding:

— Participants do not understand their processes end-to-end h
others involved -

— Managers (and staff) do not have a clear understanding of a common op#égitional strategy or priorities,
nor the relation of individual decisions to a longer-term plan

— Fullinformation is not widely shared, either down or up; rumors aboun

Source: BAH Interviews, internal documents.
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Business Processes...Findings

Findings: Business i5ses (cont.)

— Support units are not measured on their level of mc_ucm

satisfaction” measured

— Metrics on end-to-end costs, programs, and internal support require _m:ﬁm@“ fe not available

» Numerous interviewees emphasized that there are many employees at al are dedicated to

creating and delivering effective programming, and who are demoralized b the procagses and

practices described above

Source: BAH Interviews, internal documents

26
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Business Process...Conclusions

Conclusions: Business Processes

- OooE.:m:o: _3U8<ma ways 8 bring me E

— Strategy and business model: The 5o8mmma
television programming have dramatic conseque
efforts to make these changes are not well-organi
utilization and inefficiencies in television initiatives /

e organization, as discussed later in this report. Current
Fand clear to Sm:m@mﬁm and staff, causing strains in resource

— Resources: Problems in obtaining, allocating and :mms% .
on television programming, and the hiring process

4t having a major impact on the planning process,

— Process redesign: The process flow itself needs urgent atte .ﬁ@ planning, television content gathering and

production, and hiring. Radio would also benefit from an cvamﬁw&

— Products: The choice of product types and volume (based on strategy,
plan) heavily impacts the efficiency of radio and television

— Transparency: The tightly-held hiring decision process is causing tremendous frustration across the organization

Source: BAH Interviews, internal documents. See Appendix C for detail on individual processes

27
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Resources...Funding...BBG Entities

While BBG’s budget has, increased by 47% over the past five years,
IBB and the new Midg st Broadcasting Network (MBN) budgets

il

i
I

i
|

ng’ggg 415,545
330,925
300,000 - BBG 47% Increase 2000-2005
80.000 - IBB 27%
$ ’ .
67,794 Board 128%
thousands e
( ) 00 ———RFE/RL 10%
60,0007 - - «“RFA  34%
MBN  nz49
40,000 -
21,978 _ _ _ . . .
20,000 ~ 11,474
261
O -
2000

Note: "Agency” refers to BBG and its direct staff only
Source: BBG financial statements
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Resources...Funding...IBB Directorates

] has increased $32 million, while the
jrectorate has grown by mwm million

Since 2000, VOA’s E_i
Engineeri

Allocati

180,000
159,844
160,000 - peren
140,000 - 127,964 146,930 IBB 27% Increase 2000-2005
120,000 4 111,708 e \ [ () A D059
$ 100,000 - Eng & Tech 32%
(thousands) ~-—— Management 15%
80,000 A = = = Prog Support 65%
@0,00Q - Oom MQO\O
40000 139329
23,786 _
20,000 - - om o=
| 11474 0 e e e = omwom e omom = = = m mm
0
2000

Year

Source: BBG financial statements

30
Booz | Allen | Hamilton

CONFIDENTIAL — PRE-DECISIONAL WORKING DRAFT



Resources...Staffing...IBB/VOA Employee Totals

IBB and the VOA have slightly reduced their permanent staff levels

since 2000
2,500 7 5554 . . . :
B » IBB (including VOA) contains two thirds of
the total employees of USIB
2,000 - — QOver half of the IBB'’s staff work in VOA
» The reductions in IBB’s total staff level
of # y 1,500 - came mostly from declines in VOA and in
Sta S ngineering & Technical support
m I '
1,000 - f& { %M wfaff reduction in the VOA has been
dssociated with 3 primary causes:
500 . tion of several language services
o +——"--=="" LTt .
Eng & Tech —— Management
= = = Prog Supoort = OCB
Note: Figures refer to On Board staff
Source: BBG 2000-2005 financial statements (“Potluck” spreadsheet) 31

Booz | Allen | Hamilton

CONFIDENTIAL — PRE-DECISIONAL WORKING DRAFT



Resources...Staffing...IBB/VOA Contractors

Meanwhile, IBB/VOA has rapidly increased the use of contractors

1
1
1
1

# of

Contractors 600

$US (in
Millions)

600 ~
400 A
200 +
000 +
800

400

18 ~
16 4
14 -+
12
10
8 +

» Management is supplementing
permanent staff levels through the use
of individual contractors in news,
production and engineering

_» The use of contractors has been
growing rapidly

A
"

2004 2005 k.
i el

e

VOA Contractor Expenditures 2000-2005

$15.4 M

CAGR 18%

$5.7 M

6 -
4 A
o

0

2000 2001 2002 2003 2004 2005

T T T T 1

Note: Stringer: news reporter paid per piece (usually field-based); POV: Purchase Order Vendor — contractor paid for delivery of a designated
product/seivice; PSC: Personal Services Contractor: contractor who may be directed and supervised for a range of tasks

BB includes VOA, OCB and IBB Support Divisions; Overseas Bureaus were removed from total to eliminate Dept. of State controlled hiring
Source: Office of the Chief Financial Officer 32
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Resources...Technical Resources...Operations Equipment

Much of VOA’s productlon equipment is antiquated and beyond the

industry-standard Ilfe- icle
VOA €

20+ 1%
Radio Equipment ;

Supports Approx 60
Radio Production P
Facilities ‘

10to 15
12 %

Total = 1753

from analog recording to digital ‘Dalet’ system

TV Equipment
Supports Approx 7
TV Production
Facilities

» 100% of VOA’s primary radio broadcasting equipment is 15 to 20 years 0ld

— 19 radio studios are considered ‘core’ and used for daily radio broadcasting
audio broadcasting equipment aged at 15-20 years

» Between 2001-2005, 687 pieces of a specific radio recording equipment

et

36%
\ .. Beyond Life-cycle

10 to 15
12 %

Total = 908

Notes: Radio inventory analysis aggregates five equipment categories: Non-core audio consoles, Core studio audio consoles, Core studio audio processing and ancillary equipment,
Studio audio record and playback equipment and Radio Master Control; Television inventory analysis aggregates iwo equipment categories: Television studios and TV Master Gontiof;

Beyond life-cycle section refers to equipment with a length of service exceeding the industry standard for that equipment (generally 7 years)

Source: VOA Operations Technical Services Inventory Spreadsheet, 2005; BAH interviews
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Resources...Findings

f

b The total operating budget for BBG,k 5 ,.t;ﬁcreased by almost $200 million (+47%) since 2000

i
B
i

MBN and IBB each account foir Mmore W@OM of that increase (27% growth in IBB funding)
i h|‘~§;

4 ﬁﬂ}t gpproximately the same pace as IBB overall

b ver half (52%) of the total budget, and they grew
v period

b In general, IBB and VOA budgets have grown' '%ar_y

gHET
i
g

» Over the past five years, staff levels at VOA and IBB =

» During the same period, VOA and IBB have rapidly inc'“
production requirements

N
» Some divisions have a high proportion of supervisory and managerial pers&
although this varies widely by division

» Much of VOA’s radio and TV production equipment is significantly older thﬁnfthat used in industry today,

with less technical capability and requiring greater maintenance

34
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Resources...Conclusions

Conclusions: Resou

1. The development of robust telev
over and above normal growth lev 5

35
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Production Levels... TV Broadcasting Hours By Program Category

VOA television offers a relatlvely even balance of news, talk nd
feature programs, alondg

Weekly Programs
Africa T
Weekly Hours(). - 7
Weekly Programs 30
East Asia & Pacific TR s :
Weekly Hours 19.3
Weekly Programs 65
Eurasia ‘
Weekly Hours 26
Weekly Programs 6
Latin America , e :
Weekly Hours - 1.4
Near East & Weekly Programs ’147 |
Central Asia Weekly Hours 3.3
Weekly Programs 15
West & South Asia : , o
Weekly Hours 11.3
Weekly Programs 10
Worldwide English ;
Weekly Hours B
Weekly Programs 145
Totals — T
Weekly Hours . . - 688

(1) Hours of programiming provided for broadcast each week; may exceed hours produced due o repetition. Decimals represent parts of an hour and not minutes
Note: Total broadcast hours by region may differ with other published sources due to the inconsistency of program tracking

; 37
Source: BAH Language Services Program Survey 9/23/2005; VOA TV Checklist 5/9/2005; Broadcast Hours 8/2005; BAH analgis .
0oz | Allen | Hamilton
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Production Levels... VOA Radio Broadcasting Hours By Program Category
VOA’s many radio products vary significantly in length and format;
however, production data is not aggregated by

e

) Weekly Programs(!
Africa -
Weekly Hours(? 110
Weekly Programs 161
East Asia & Pacific , T ,
Weekly Hours .233.5
. Weekly Programs N/AG)
Eurasia - e
Weekly Hours: 68.4
) Weekly Programs 43
Latin America e e
Weekly Hours 415
Near East & Weekly Programs | 124
Central Asia Weekly HoUﬁr'S", i L ["57.‘5
Weekly Programs 397
West & South Asia — v — T
Weekly Hours - - 96,5 ¢
Weekly Programs 1063
Worldwide English T T
Weekly Hours = 125«
Weekly Programs N/AM N/AA) N/AM N/AM
Totals — o T T T T T T T T T e
Weekly Hours , 474.6 ;oo 15620 o e et TR 832.4

(1) Wide range of counts of weekly programs across Divisions suggest that some counted “programs” while others gy

dividual segments”; tolals
suggest that multiple airings of a program (l.e. hourly newscasts) are counted separately '

Y

(2) Hours of programming provided for broadcast each week; may exceed hours produced due to repetition. Decimals represent parts of an hour and not minutes
(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 published sources due to the inconsistency of program tracking 38
Source: BAH Language Services Program Survey 9/23/2005; Broadcast Hours 8/2005; BAH analysis B 007 l A” en l H a n.]”to n
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Production Levels... Findings

Findings: Production els

» Since 2000, the overall US Intag

[h %roadcastmg system overseen by BBG has increased its total
weekly broadcasting hours by 34 :

'-‘%Il ities increasing their hours

— VOA’s Language Services have incregs, 5
remained flat q%

VOA S telews:on program types and radio\{ .
“programs” the same way

— Language Services have discretion to develo

» To measure programming output, VOA relies on the nuf
may not be an accurate indicator of the amount of progta

— Some Services repeat much material, with minimal or
interviews with language service staff

system that tracks the hours on a regular basis to provide time compans ‘
details on programs must be collected separately from different sources

ﬁJ&?
il

o

— These gaps in output data make it difficult to measure and evaluate f)“i* !
comparisons across Services, Divisions and broadcasters ®

39
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Production Levels...Conclusions

40
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Comparable Organizations...Introduction

This section :_m:__@_z

omparable organizations and practices in
the public and co ‘

» We examined the structures a
reviewing industry-wide research,

1. Governance/oversight and executive m
2. Operating units and the “corporate core
w.7\_:_:-385QoaﬁmBBSQ\USQ:ozo::::m
&

Marketing and programming

¥

» These issues were selected based on the Board’s directi®n

m o@m:_wm:o: structure, as well as
y.Strategic directions

» Each area summarizes common features or trends from the research, and®
current practices or issues facing the BBG, IBB and VOA. We recognize tha:
justifiable based on the missions or context of each organization

mim comparison to the
rences may be fully

42
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Comparable Organizations...Introduction

ed extensive research on leading
alysis of the IBB and VOA

ct
i,

Our project team cond
practices to inform otil ar

|

The team gathered internal / em across And identified leading practices in
external organizational }.BBG key areas that informed our analyses

data... organizatiol "'_‘éifv(iteria... and recommendations on...

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

Governance/oversight and

executive management

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 / v
practices from ~ 10 BBG business requirements*

organizations as well as v . :
cross-industry data l%gg]inmgeg:rfé t/’ Czusbhc Sector

—  Drew from BAH'’s

engagements with v Issues and feedback from
commercial and public managers / staff / external
sector media organizations stakeholders
43
Note: As stated in the SOW, and further refined through client consultations BOOZ l A“en ‘ Ham”ton
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Comparable Organizations...Govemance/Oversight and Management... Two-Tiered Structure

Large corporate organizations commonly have a two-tiered structure,

separating governai

Shared Governance Structu
Unitary System

Board of Directors

are nominated and electe
by stakeholders

CEO is responsible tfor
day-to-day decisions
CEO has direct contact
with the Chiairman,
Directors, and
stakeholders

Target Split | Chairman / - T
I CEO
-
Core Management Team
r
¥ v
Functional or Functional or
Business Unit Business Unit

¥

Functional or
Business Unit

» The two-tier structure has long predominated in many parts of the world, and is bé

especially after passage of Sarbanes-Oxley

Source: BAH Study of Trends in Corporate Governance; Comparative Literature Research
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Shared Governance Structure:

Supervisory

f.
Functional or
Business Unit

Two-Tier Structure

: Chairman

Board of Directors

. CEO.

Core Management Team

« The Chairman is assigned
by stakeholders, and is
separate from the CEO

« Directors, mostly
independent, are elected/
appointed by stakeholders

« CEO is responsible for day-
to-day decisions

* CEO has direct contact with
the Chairman, Directors,
and stakeholders

4

Functional or
Business Unit

44
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Comparable Organizations...Governance/Oversight and Management... Roles and Responsibilities

In this model, the governing board and the executive management
team have different sets of responsibilities

il

Perform overall moﬂ‘tﬁﬁ

management activities'k
performance

Provide strategic guidance it
stakeholders’ views .
. 5V » Clearly defined roles and
i responsibilities

Review and monitor the implemen ‘u
developed strategy i

» Functional distinctions

Ensure compliance with policies € » Clearly defined accountabilities:

Board to stakeholders and CEO to
the Board

Manage day-to-day operations

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

Source: BAH Study of Trends in Corporate Governance

45
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Comparable Organizations...Governance/Oversight and Management... BBC Example

The BBC’s structure is an example of this approach, with a Board

Atrra’tegic decisions and oversight

Hongginisters
?%@and Vice-Chairman
» BBC Director G I Qﬁythe Queen .
ol by the Goven » BBC Govemnors ¥ ieeior » Small staff unit supports Governors’

appointed by the Governors and
is the executive manager of 9

other directors, who form the » Governors have part-tim
BBC Executive Board may perform other profe
during their tenure as GoW

General and Deput ctorianeral activities

',P,‘ and » Helps set/ review objectives and
4F duties policy program statements

» Manages daily operations of the » Supports performance reviews of

BBC » Board safeguards BBC indepen: BBC components by Governors
» Supported by three sub-boards: » Board determines BBC stratedy. Supports decision making on .
the Creative Board, Journalism approves objectives for services'@t financial, commercial and economic
Board and Commercial Board programs
» Establishes and maintains Audit
Committee

» Note: Current proposals for BBC reform foster strengthened independence for the Board, and stress further
separation of Board and executive management

46
Source: BBC 20056 Annual Report BOOZ I A“e n I Ha m| lton
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Comparable Organizations...Governance/Oversight and Management... Broadcasting Organization Comparison

All of the broadcasting organizations we researched separated

Two-Tier

Two-Tier

Executive Mgmt.

By Directars -

Unitary

Two-Tier

v

Joint Executive
Board w/ CEG

v Practice of the Organization

. Shareholder . '
Two-Tier Board No Data Available v
Two-Tier \/ \/ \/

Ex-officio and
Unitary State v
Appointments
v
Two-Tier \/ \/

* Viacom split into two publicly traded companies, Viacom, Inc. and CBS Corporation, as of 12/31/05. Each retained the corporate governance guidelines characterized in this analysis

““Non-public, shareholder-owned institution, Discovery Communications, Inc. has a shareholder board

“** Deutsche Wellle is advised and audited by an elected, appointed broadcasting board. An “Administrative Board” supervises the activities of the Director General of the Organization

Source: Corporate Documents, e.g. Corporate Governance Sitatements; 47
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A majority of the public sector organizations we researched also

Separate
vernance

o No Publicly
Board-selected a\

Documented v
Committee Structure

11 PASC, Not .
: more than 8 of No Publicly v
Two-Tier 16§ th Documented
mmzﬂmﬂmm:m Committee Structure

Two-Tier Ex-officio

v’ v

No Publicly
Documented
Committee Structure

. — Management;
Collective Ex-officio; PASC Functional BU

Heads

No Executive
Manager Position

v

Two-Tier Ex-officio; PASC v’

v Practice of the Organization

Note: The FHFB was the only organization we uncovered with a Board serving as collective leadership of the ol

o the only organization we
researched about which the GAO has publicly cited difficulties with Board oversight and management of the org4

Source: U.S. Institute of Peace Act (1984) as amended in U.S. CFR Title 22, Chapter 56; Neighborhood Reinvestment Corporation Act
(1978); National Endowment for Democracy Act (1984/85) as amended in U.S. CFR Title 22/ Chapter 67; Federal Housing Finance Board
Corporate Website; Millennium Challenge Corporation Bylaws, Corporate Website

48
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Comparable Organizations...Governance/Oversight and Management... Summarized Comparison

Public & private organizations are sharpening
between governance and management, with
clearly articulated roles

» Board concentrates on questions of corporate
strategy, oversight, internal control processes

» Single CEO and Executive Management team
responsible for development and execution of
strategy within framework established by Board

» No other examples of “collective CEQ” found

» CEO/General Manager is hired/fired by Board

4

|

Source: BAH Study of Trends in Corporate Governance

Board retains roles in both governance and in
executive management

o

‘With theig implementation

nfusing/overlapping roles and responsibilities for
inagers in relation to Board

oard develops initiatives and is directly involved

ecutive manager for USIB; Board acts

l@psening accountability to Board

48
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Comparable Organizations...Corporate Core vs. Business Units...Comparison

A large majority of broadcasting organizations we researched had

of Necessary
esources - -

Strategic
Management

Active Management /
Operationally
Involved

Strategic -
Management (’

Strategic
Management

No Data Available

Active Management @

No Data Available

D

Active Management ‘

Active Management ()

Relative Strength of Business Practice

() Low ([ Medium @ High

* A representative sample of broadcasting business units was researched within each larger organization 50
** Viacom split into two publicly traded companies, Viacom, Inc. and CBS Corporation, as of 12/31/05 H
Note: "Business Units” ranged in scale and scope depending on the media organization BOOZ A”e n Ha mi lton
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Comparable Organizations...Corporate Core vs. Business Units...Summarized Comparison

Corporate core (CEO and top management staff) Board develops vision, manages key initiatives,
focus on strategy, corporate brand, financial ; _ conducts relations with external stakeholders,
oversight and control, and shareholder (or o i ;authorizes hiring and promotions, approves contracts,
stakeholder) relations S | dupervises programming unit head (VOA Director)

¥ Level of involvement in business unit decisions - . 1BBG staff focus on strategic planning and cross-unit
varies ﬂ BN 1 language review, budget, financial operations,

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

ecisions, manages HR process,
¥ransmission setvices for USIB

51
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Source: BAH Study of Trends in Corporate Governance
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Comparable Organizations...Multi-Media Production Organizations...Comparison

The commercial and public broadcasters we researched separate

their Radio, TV and

Relative Strength of Business Practice

¥ Media production capabilities by medium

{

/ S

JLow (P Medium @ High

* Viacom split into two publicly traded companies, Viacom, Inc. and CBS Corporation, as of 12/31/05
Source: Corporate Documents; Proprietary Client Research, Executive/Staff interviews.
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Comparable Organizations...Multi-Media Production Organizations...Summary Comparison

The VOA practice of c

Hard-alignment by medium (TV/Radio/New Media),
usually at the Business Unit level or at least at the
operational unit level

» Limited synergy between TV and radio program
production; limited overlap in the related skill sets

¥ Optimized TV production unit structure is usually
by format/program team; Radio production unit
structure is “lean” and efficient

¥ For organizations that program “breaking news” or
“top stories,” newsgathering is often centralized and
focused on TV production, which is more resource-
intensive

¥ Radio programs strip out video and use
scripts/audio; supplement or commission pieces
where necessary

1\bined radio and television operational

»  Within BBG, Al-Hurra is aligned by medium at the

operational unit level; VOA generally combines Radio
~and TV staff in integrated units aligned by language;
Veb Desk is small and very minor player

’ DA is trying to train radio program staff to produce
V programs; prior combined “VJ” approach ended,;

0 unit structure includes bureaucratic

: : te system, hierarchical by job
categoria spiority; roles of division directors and
TV executive proghucers may conflict

» Currently, news gath ing is focused on radio, with

iadio scripts with added
5 “gapndent original pieces,
il B , . .
usually self—gé{gal i . TV units are developing
own sources; roles and responsibilities are source of

internal friction

Source: Confidential Media Company Interviews; Interviews with Industry Experts; Propfietary Media Client Data, BBC Company Data, BAH Analysis )

Booz | Allen | Hamilton
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Comparable Organizations...Marketing and Programming...OMPP and Commercial Marketing Functions

The IBB Office of Marketing and Program Placement conducts some
but not all functions, g on to marketing units in commercial firms

» ldentifies and secures AM, FM, TV A
internet broadcasting arrangements ttfo
local and network affiliations and licensin w
agreements

» Market Research / Tracking:

~ Conduct viewer / advertiser segmentation and
preferences analysis

— Monitor and measure ratings of internal
\uchannels/programs

» Manages and services worldwide affiliates

» Promotes awareness of VOA and its
programs in target media markets through
brand and program advertising and other
promotional activities (currently very limited)

b4
Booz | Allen | Hamilton
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Comparable Organizations...Marketing and Programming...Comparison

The alighment of affiliate marketing activities varied significantly
according to the grow h strategy, media assets, and market reach

P

» Marketing and programming functions
were consistently separated in the
organizations we researched

» Many organizations had affiliate marketing
activities at multiple levels of the
organization

The structure of affiliate marketing
functions varied depending on:

ager responsible for the
e of bot# operating units

v Practice of the Organization

“ Viacom split into two publicly traded companies, Viacom, Inc. and CBS Corporation, as of 12/31/05.
Source: Corporate Documenis, Proprietary Client Research, Exectitive Interviews
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Comparable Organizations...Marketing and Programming...Summarized Comparison

Marketing functions are split out structurally
from programming, in both commercial and
non-eommercial multimedia organizations

¥ Both functions report to a common manager,
who is responsible for aligning the activities of
both groups and for the performance of the
common business unit

» Ongoing tension between these two groups is
not uncommon, particularly in the product
development and planning activity, and must
be actively managed

» A separate marketing business unit reporting to
the corporate level may be established if there
is a sizeable common market (buyers or affiliates),
and the product lines across business units are
similar

Source: BAH Study of Trends in Corporate Governance

» OMPP is structurally separate from VOA
programming (formally both are divisions of IBB,
but there is little routine integration within IBB)

: e performance management and coordination
ﬁ itBretween these groups has been diluted by the
_ absence of a clear business unit head (currently

case for a corporate (USIB-
ogram may be weak

» Currently, the Ucwi
wide) affiliate

Radio an (minimaftransactional duties are
reportedly Um:ﬂoﬂﬂsmq for RFE/RL)
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Comparable Organizations...Conclusions

1. The dual role of the Board } Gieinent as well as governance/oversight, the “collective CEO”
approach, and the absence ifiowered executive management team are all highly unusual
features :

pments of IBB and VOA into a single “natural”

functions, authorities and accountab hty e
improve organizational performance

business unit with a professional manag

i
. - -
3. The experience of numerous other multi-mé d |4 o

4. The practices of private and public sector media o
programming function are commonly separate opeR
the same business unit

57
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58
Booz | Allen | Hamilton

CONFIDENTIAL — PRE-DECISIONAL WORKING DRAFT



Strategic Direction and Business Models...VOA Traditional Business Model

» Focused on product content

» Primary provider of international and
US news to self-selected audience,
often surreptitiously listening

» Primary goal is to demonstrate
contrast to repressive states with

Direct ] l Delivery unfree press
Transmission Channel » Centrally-driven content gathering
) and production
Lang;uage » Cqmmon_w processes to capture
Language Broadcasting Language W efficiencies
Broadcasting Broadcasting deliver programming » Customization for markets is
based on central conte

secondary

» Program formats developed based

» Gather news and produce n VOA judgments

features mostly from
central operation aiiEierating as direct broadcaster

» Audience size data not critical;
impact sought on opinion leaders

Source: BBG Strategic Plan 2002 - 2007; BAH interviews; BAH analysis 59
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Strategic Direction and Business Models...Market-Driven Business Model

In recent years, a second model has been introduced that is more
heavily tailored to individual markets and affiliated stations

» Focused on increasing audience
share
» Competing for audience attention

with other numerous local and
international broadcasters

» Primary goal is to influence mass

Delivery | Delivery || Delivery Delivery i Delivery §1 Delivery f public Qu_s_oz against non-state
Channel 1] Channel }| Channel Channel }| Channel }| Channel affiliaté . extremist movements

— » Content and delivery driven by
demand from individual markets

) 4

» Tends to emphasize local content

Language Language » Tailor programmi and special interest information
Broadcasting Broadcasting target area and affi .
interest » Low leverage of common content;

custom content gathering drives
costs up

- » Customize news and

Central features, limited use of
Content - | Content central content

Operating mostly as programming
%BSQQ to affitiated stations

tribution effectiveness is key

mming must fit into affiliates’
sch& s and formats; subject to

greater restriction by governments

» Performance evaluated on reach
and audience size

Source: BBG Strategic Plan 2002 — 2007; BAH interviews; BAH analysis
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Strategic Direction and Business Models...Current Television Initiatives

In the absence of an ovelrall plan for |mplement|ng telewsmn many

« Hindi = Persian

. | + Albanian . Greek

« Indonesian - Azerbaijanig)] e Bosnian - Macedonian

«  Mandarin «  Armenian il e - Serbian - Spanish

» Cantonese + Uzbek | !E@Croatian «  Worldwide En?lfsh (India,

» Tibetan s  Dari Ukrainian Cambodia, Indonesia)

. Pashto %{ F}pssi%n »  English to Africa
» The proliferation of TV efforts has placed a strain on thegiz itfio time, the few camera crews, and other

production resources s w %';?
— “Work-arounds” are common, for example having LS staff ¥t iwypieces on laptops instead of using Operations

— On several recent occasions, multiple Services have sent cary frews to cover the same event

L
» Managers openly state that they do not have sufficient staff with TVexpeg
would like, and that most of their staff is simultaneously involved in radig

» LS managers defend their actions as their effort to “stake a claim” in a “land rusi’i\ rey
produce television are likely to receive their budget requests, and that if they find an affillgigiio air their program, they will
receive more resources

» Senior managers defended this approach as “sending a message” that VOA is mov{k
programming and expressed hope that some of these efforts would survive and eve
for competitive-quality production

Source: BAH interviews; Company Documents 61
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Strategic Direction and Business Models...Findings

Findings: Strategic Directions and Business Model

rapidly in recent years in se
— Geopolitical changes |
— Widespread growth of television and F

— Availability of other international ney
development of local radio and tele

» BBG attempted to address some of these env
“Marrying the Mission to the Market”

— Executives, managers and staff are uncertain about |
systematically i

» Much of VOA continues to onma.:m under its traditional busirgsg
generation of news content, adapted slightly for individual matkets

— Simultaneously, some of VOA (particularly in television) operates cjdm#@ ifferent business
model emphasizing the creation of customized content for individual marketé with relatively little
use of common content

~ The conflict between these two models has not been resolved, om:mé,_m

y and frustration

» The choice of business model is a fundamental driver for many aspects of the organization structure,
processes, staffing, technologies, and resource allocation

62
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Strategic Direction and Business Models...Conclusions

Conclusions: Strateqi

1.

3.

Direction and Business Models...

The Board has determined!
changing environment for int
order to implement this vision i
major milestones and strategies fo

more detailed plan is needed to outline priorities,
ng the needed capabilities.

Implementing the market-driven busine
programming will require the developm

+ ldentifying target audiences in eac q
._.m_m<_m_o: :mém\noim:ﬁ gathering and:

competitive-quality programming, Human
Within each medium, the operation of the Bm_,xm.?a:é

expensive per minute of production than the central no_ﬁ%ﬁ‘é A/
number of services using each script or report

require prioritization and phasing

63
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Recommendations..

This section summariz S our recommendations for improvements
to the BBG /IBB / <%

1. Develop a multi-year :_‘oma:ﬂ
strategic vision

. iide USIB components in implementing the Board’s

s Establish performance goals thz

 Identify critical milestones for developif
the expanded multi-media emphasis

2. Separate operational management of USIB from the . Q) | rnance and oversight functions

e Establish a position of Executive Manager of the USIB, a :o:pw@:@,
Board super-majority, accountable for overall USIB performance in m
managing the heads of USIB comnonents and key staff fiinctions

rofessional hired/fired by a
ing goals set by the Board,

* Board focus on developing a strategic roadmap, building support i holders, setting key

goals and priorities, and monitoring performance

G5
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Recommendations

This section summarizes our recommendations for improvements
to the BBG/IBB/V

* Include programming, marketing,cf

* Establish a single non-political profes h
USIB Executive Manager with Board a
unit, including creation, production and
audiences

Jadcasting or multi-media manager, selected by the
val, responsible for the overall performance of the business

&:

di

o
gl

G
* Establish a resource management office, matrixe

* Create separate top editor position to ensure ncmm, [

* Transfer those IBB functions primarily supporting USIT
Manager, e.g. engineering and transmission unit, capabillity fo

mponents to USIB Executive
-wide language reviews

66
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Recommendations

This section summarlz S our recommendations for improvements

¢ " grecruitment, infrastructure development, flexibility

@

: xperience, including qualified individuals from VOA
veloping the television effort

* Include a unit dedicated to development ,ﬂ‘kf'lntemet/New Media capabilities, which could be spun oft
later if it reaches scale it i,

« Refocus the reconfigured VOA/IBB unit on

5. Develop/obtain the key capabilities necessary to i
a truly multi-media approach

* lIdentifying target audiences in each market

«  Affiliate acquisition and management

- Television news/content gathering and production
» Internet and new media development

»  Editorial control within the Language Services

* Technology to efficiently produce competitive-quality programming

* Human capital management

67
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Recommendations...Human Capital Management Flexibility

BBG has three basic options to increase its flexibility in human

» Optimize its use of the authoritigg j;l%[&ibilities granted to federal agencies in human resource

management
- Often, agencies that feel their ope_‘ B larmance is constrained by federal personnel
requirements have not analyzed or & ; complete set of options allowed under federal

b Petition the Office of Personnel Management { P ferexceptional authorities, granted through the

» Precedent exists for OPM granting exceptional sta
competitive labor markets

» Re-incorporate the federal elements of the agency - or sel8gt bisar:

« The agency’s business case must clearly articulate why it is unabi

&-to %gg@cute its strategy
adequately through the first two options N

...These are compared on the following page
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Recommendations...Human Capital Management Flexibility

The BBG’s goal of developing its television capability rapidly and

with high flexibility m:

Range of impact

() Low Impact ———» @ High Impact
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