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1. Executive Summary

The Carroll County Community Media Center (CMC) has embarked on an effort to
determine a strategic vision for the future in light of rapidly changing technological and
regulatory environments. As part of that effort, Columbia Telecommunications
Corporation (CTC) was asked by the CMC to prepare a strategic technology plan. CTC
performed this work in the fall and early winter of 2007. This document represents a
summary report of our analysis.

The purpose of this endeavor is to identify opportunities for expanding the role of the
CMC for the benefit of the County’s public, educational, and government (PEG) entities
and PEG viewers--as well as the public, local governments, and community groups. This
Report recommends specific opportunities and strategies, estimates costs, and provides
market analysis, as they relate to meeting stakeholder technology needs and the needs of
the public for quality local content.

The CMC is ahead of the great majority of PEG operators around the country with
respect to its foresight in recognizing the need to develop technical and business
strategies that account for enormous change in technology and uncertainty in the
regulatory environment. In this way, the CMC is working to secure a future that may not
include traditional cable distribution of video signals — which is potentially uncertain in
the face of rapid-paced technological shifts and convergence.

In context of these changes, the CMC is a leader among PEG operators in developing
paradigms beyond those traditional for access programming—Dby evaluating new
technologies and new media to determine how they will serve the traditional PEG values
of localism, local interests, and local programming.

1.1 Stakeholders look to the CMC for local content, production
support, and IT/emergency services

The CMC listens closely to the community it serves. At the CMC’s request, CTC
conducted meetings with key stakeholders regarding key needs and requirements. This
Report documents the stakeholders’ extensive input into how the CMC can meet specific
needs of Carroll County’s municipalities and residents.

This discussion summarizes the highlights of the interviews conducted by CTC on behalf

of the CMC. The discussions of current and future needs are presented as expressed by
those interviewed by CTC staff.
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The stakeholders all value localism and local content — and see the creation and
dissemination of content about their community, by their community, as important to the
life of Carroll County and its residents. The interests of the stakeholders in local content
ranges across a wide variety of areas: virtually all the municipalities prioritize public
access to government processes and meetings such as Town Council meetings; all
stakeholders prioritize community life events ranging from parades to school sports and
arts events to holiday events; all value educational content such as library events and
speaker series. A number of stakeholders note the importance of personal and
community histories to the residents of Carroll County and speak approvingly of the
opportunity for the CMC to host and disseminate oral histories, community histories, and
genealogical information.

With respect to technology services to local governments, all stakeholders see urgent,
significant needs for communicating more information to the public, expediting routine
processes, maximizing use of existing staff, and, above all else, finding low cost ways to
implement the enabling technologies for each of these community needs more
effectively. All the entities CTC interviewed see value in realizing economies of scale by
collaborating, at least at the technological level, with their counterparts in other
municipalities or entities throughout the County. Moreover, nearly all municipalities
expressed an interest in participating in, or being provided with a range of new services,
including public emergency alert capabilities; enhanced web presence, including
streaming video; and increased local video production, particularly of public meetings.

1.2 Summary of Strategic Recommendations

Below, CTC provides a number of recommendations in a variety of areas. The “inputs”
to these recommendations are the key data described above: (1) the project goals; (2) the
new media context in which the CMC operates; and (3) the CMC’s core mission. The
final—and equally important—input is stakeholder needs (described in detail below). To
reach our strategic recommendations, CTC evaluated goals, environment, and mission in
light of the needs of the community.

The recommendations are listed below in order of priority. Each of these
recommendations is described in greater detail in Section 3 below.

In summary, CTC offers the following recommendations as a result of the work done to
date in evaluating a strategic direction for the CMC.:

1.2.1 Immediate Goal: develop arobust, interactive web-presence

Centrally and most significantly, we recommend that the CMC embrace new media and
build a robust web-presence into its operations. Specifically, we recommend that the
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CMC broaden its technological distribution to include Internet and digital media, offering
both CMC-produced content and user-generated content over a robust web-presence.

This course of action is entirely within the CMC’s mission and in-keeping with its
history. First, it enables the CMC to repurpose its existing content and offer it to the
community on an on-demand basis. Second, by incorporating user-generated content into
a locally-focused web presence, the CMC can mesh two important components of public
access—Iocalism and accessibility of production—through new media technologies. The
user-generated media phenomenon represents a new incarnation of what public access
has been doing since the birth of PEG in the 1970s. YouTube and its progeny have made
available to the world the opportunity to participate in something like public access (both
as a programmer and as a viewer) on an on-demand basis and on a global scale.

But existing commercial user-generated sites lack the localism that is a hallmark of
public access and that is such an important part of the public access mission.

1.2.1.1 The Business Case

Expansion to new media is an advisable course for the CMC as regulatory and
technology environments change. Simply put, cable-based traditional public access may
not have a future in an increasingly IP-based, deregulatory environment. To hedge
against this risk, the CMC can protect its role within the community by developing
additional means of distributing public access content. In other words, as it continues to
work to enhance its production infrastructure, the CMC should also be sure it has in place
a multi-layered public access distribution infrastructure.

There is an even stronger business rationale for this new strategy: to increase the value of
the CMC to the community for purposes of ensuring community, political, and financial
support. The CMC’s future is dependant its image and reputation as a key cultural
institution—on the cutting edge of technology—uwithin this community. Such an image
created a sustainable, long-term argument for public funding of this institution, whether
through cable franchise fees or other means. Simply put, the CMC’s goal is to enhance
its reputation and centrality in Carroll County, because that reputation will ensure its
future. To do this, the CMC should be recognized as the home of important local content
and creative technology policy in Carroll County. In addition, the CMC can use this new
web presence expand the demographics of those community members who use—and
who are touched by—the CMC, by introducing the YouTube-generation to PEG in an
online format and by serving other generations by enabling them to consume and share
content about their lives and those of their families.
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1.2.1.2 Startup and Ongoing Costs

CTC estimates that the startup cost for this project would entail between $15,000 and
$50,000 based on an in-house model, or $1,500 to $11,000 based on an outsourced
hosting model. Beyond the startup period, however, long term operations likely shift the
economics towards hosting the site in-house.

It’s also important to note that, beyond the initial equipment requirements, the great

majority of the cost of this project relates to staffing in the form of a web developer.

The following table roughly summarizes the costs of the two options.

. In-House Outsoqrced
Estimated Startup Costs . Hosting
Hosting .
Solution

Software and licensing $0 to $10,000 <$1,000

Network hardware and installation $5,000 to Included
$10,000

Server hardware and installation $10,000 to Included
$20,000

Web development services $500 to $10,000 | $500 to $10,000

Implementation Total: $15,500 to $1,500 to

$50,000 $11,000

Estimated Ongoing Costs (Annual)

Server monitoring $500 $4,000 to

$10,000

Hardware and software maintenance $2,000 to Included
$6,000

Internet bandwidth $20,000 $10,000

Engineering and web development $60,000 to $60,000 to

$75,000 $75,000

Annual Operation Total: $82,500 to $74,000 to

$101,500 $95,000

1.2.1.3 Potential Economies of Scale

By building the capacity to design and host its own website, the CMC will realize
economies relative to designing and hosting websites for some of its key stakeholders, the
municipalities. A number of the municipalities signaled an interest in such a service from
the CMC. These sites could serve both as a modest source of revenue, a public service,
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and yet another distribution mechanism for the public policy/process content the CMC
produces.

There will be only marginal incremental cost for each of the websites envisioned for the
municipalities, assuming appropriate staffing and either the outsourced or the in-house
hosting model.

1.2.2 Immediate Goal: develop a citizen alert system for
municipalities

CTC recommends that the CMC offer to the municipalities an aggregated, cost-effective
public emergency notification and alert system utilizing e-mail and text messaging.
Unlike the other IT services proposed below, this strategy is not dependant on
unrestricted access to the fiber optics between the CMC and the municipalities.

This mass notification emergency alert system will meet a key need expressed by
stakeholders. The system would allow municipalities to alert citizens and provide critical
information during an emergency or severe weather event, with most messages delivered
to all citizens in a matter of minutes via their email addresses, cell phones, pagers or any
other wireless device. By individually targeting messages to people via the device of
their choice, the likelihood of each citizen receiving the message is dramatically
increased compared to standard broadcast emergency alerts. Moreover, these systems
can be used for non-emergency notifications, such as major traffic alerts and road
closings, with each subscriber to the system able to select the categories of messages they
want to receive.

This cost estimate assumes participation of all municipalities within Carroll County, as
well as in-house hosting costs on an incremental basis relative to an increased IT
capability and web-presence necessitated by other strategic recommendations in this
report. The following table summarizes the estimated costs for the system deployment.

Startup Cost Component Estimated Cost
Software and licensing $50,000
(50,000 subscribers)

Server hardware and installation $15,000 to $25,000

Implementation Total: $60,000 to $75,000

Ongoing Cost Component (Annual) Estimated Cost

Hardware and base software maintenance $5,000
Subscriber-based licensing/maintenance $15,000
(50,000 subscribers)

Annual Operation Total: $20,000
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This cost, shared by all the municipalities, offers dramatic savings relative to efforts by
individual municipalities to accomplish the same functionality alone.

1.2.3 Immediate Goal: offer opportunities to student web
developers

We recommend that the CMC partner with the local community colleges and even high
schools to leverage cost-effective student technology (and particularly web-development)
skills in the new areas recommended here—thereby also enabling local young people to
develop experience and credentials in promising new media fields.

1.2.4 Medium-Term Goal: develop content to appeal to a broader
demographic

This Report recommends a range of programming ideas (and partnerships) based on the
suggestions and needs of CMC stakeholders, including school sports and activities;
government meetings and events; and technology-focused content such as the
Technology Council speaker series and technology/Internet education programs.

The Report also recommends that the CMC consider allocating resources toward
providing high level oversight and instruction in the areas of community access video
production for a wider range of clientele, and reducing turnkey production services. The
growth of Internet-based public media venues demonstrates that a substantial market
exists for video content that lacks some of the polish of professionally produced content,
but that has a high degree of relevance to targeted audiences.

This recommendation is intended to enable the CMC to offer programming that
stimulates local discussion of technology, educates, and underscores the CMC’s role as a
local technology thought-leader—and that is geared to a variety of age-groups and
interests.

1.2.5 Medium-Term Goal: enable genealogy, oral history content

CTC recommends that the CMC use the new web-site to highlight, stimulate, and enable
user-generated content that focuses on local history, family histories, and genealogy—so
as to further the CMC’s mission to further localism and to preserve local stories.
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Local history is one area of particular interest to CMC stakeholders and the broader
Carroll County community. CTC recommends that the CMC supplement and
complement its professionally-produced programming with user-produced programming;
provide training courses for user-production (and posting to the “CarrollTube” site) of
oral histories, family genealogical data, and other local history-related content; and
potentially assist community-members with digital conversion of existing analog video
tapes and other legacy film media.

This local history/genealogy project could be an important way to reach out to seniors in
the community and interest them in new media.

1.2.6 Longer-Term Goal: leverage physical assets to meet
stakeholder needs

In the longer term, CTC recommends that the CMC leverage the CMC building itself to
offer services enabled by this world-class asset and to expand the CMC’s user-base. The
building can serve the CMC’s goals and missions by opening the building to the public
under limited circumstances—further enhancing the CMC’s role as a digital community
center—on cable, online, and in physical reality. It would provide the bricks and mortar
equivalent of public access: a community meeting place, where citizens meet, create
content, share information, learn, and exchange views. The facility would offer
affordable, accessible space to support public dialogue, and offer media and production
training to those who would not otherwise have access.

Specific, cautious strategies toward this vision could include:

» Partnering with the neighboring high school, Arts Council building, and Career
and Tech Center and co-hosting (and cable-casting) events in their performance
and symposium spaces--making the CMC building part of the events by hosting
modest receptions before or after.

» Hosting civic events at the CMC itself with co-sponsorship from other community
institutions such as the Tech Council, Economic Development Department,
Chamber of Commerce, Libraries, and Schools. The CMC is naturally a forum
for dynamic civic dialog — a public space wired for cablecast and streaming
media.

» Adding an open public space to the CMC building as part of the planned
expansion--perhaps a community Internet café for CMC stakeholders and public
access participants, that would extend outside during the summer. CTC engineers
estimate that the CMC could offer free wireless throughout its building and in the
immediate surrounding outdoor area for no more than a one-time charge of a few
hundred dollars.

Page 7 ©CTC 2008



Carroll County Community Media Center
Strategic Technology Plan
February 2008

» Offering free WiFi also to the outdoor areas around neighboring buildings. CTC
engineers estimate that for not more than a couple of thousand dollars, WiFi could
potentially reach up to 1,500 feet from the building, perhaps enabling limited
penetration into the Career and Tech Center. To offer fuller coverage to the
neighboring buildings could be as low as a few thousand dollars, using low-cost,
off-the-shelf materials for a wireless point-to-point system to those buildings,
with access points within those buildings.

1.2.7 Longer-Term Goal: provide IT services to municipalities

Also in the longer term, CTC recommends that the CMC broaden its service role to meet
stakeholder needs, include IT and wireless broadband services to the public sector that
can affordably be offered and housed in the CMC facility.

CMC stakeholder municipalities note growing requirements for IT services that can more
cost-effectively be met on an aggregated, rather than individual, basis. The CMC can
meet stakeholder needs by hosting and managing such systems and services as
centralized e-mail servers, offering greater functionality, storage, and reliability than free
or low-cost services from many Internet Service Providers; Voice-over-IP telephone
system to reduce telecommunications charges and increase telephone service reliability;
offsite data backup and server mirroring to protect against catastrophic data loss due to
hardware failure, natural disaster, fire, and other events; website hosting, development,
monitoring, and updating; high-speed Internet access; and central videoconferencing
services.

In each case, the CMC could potentially offer a competitive alternative to commercial
services by aggregating the needs of several of its stakeholders to realize economies of
scale.

Each of these services requires access to the I-Net and PEG fiber that currently links the
CMC and the municipalities in order to enable the cost-effectiveness that would serve the
stakeholders. CTC recommends that the CMC work with the Cable Regulatory
Commission to negotiate with Comcast access for non-commercial purposes to the
existing fiber. The CRC is supportive of this vision and is willing to address this issue
with Comcast, with this Report serving as documentation of community needs and
interests.

CTC also recommends that the CMC consider working with the municipalities to provide
centrally managed, non-commercial, public wireless Internet hotspots in or around
municipal downtown areas. This need was clearly expressed by a number of the
municipalities during the interviews. This strategy is in keeping with the CMC’s mission
to expand access to local content and public interest media.
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Key to this project also is expanded access to the PEG fiber that runs between the CMC
and the municipalities. In an environment in which restrictions on the fiber are relaxed,
as is possible as a result of the upcoming cable franchise negotiations, the fiber could be
effectively used for non-commercial WiFi backhaul, an ideal application for the CMC.

CTC believes that public interest WiFi can be cost-effectively deployed by a creative
partnership of public entities in Carroll County at the instigation (and under the
leadership) of the CMC. The partnership would consist of the CMC, the municipalities,
and perhaps other entities such as the libraries, County, and CRC.

1.3 Report Methodology

To adequately evaluate a range of strategic directions in light of these goals, CTC’s staff
of engineers and analysts undertook the following tasks:

e Met with the CMC Board of Directors Strategic Planning Committee, so that CTC
could understand the interests, concerns, and parameters of this key subset of the
CMC Board

e Met with policy-makers, including Commissioner Dean Minnich and County
Manager Steve Powell

e Met with interviewed key CMC staff, including Executive Director Marion Ware
and the CMC’s accounting consultant

e Met with and interviewed Mr. Ken Decker and Dr. Robert Wack of the Carroll
Cable Regulatory Commission, a key strategic partner of the CMC. These
meetings were intended to align strategic directions in light of the upcoming cable
franchise renewal with Comcast Cable

e Interviewed key stakeholders and existing PEG partners, including:

o Town of Sykesville

Town of Union Bridge

Carroll County Board of Education

Town of Hampstead

Carroll County Public Library

Carroll County Technology Council

Carroll County Career and Technology Center

City of Westminster

Carroll County Community College

Town of New Windsor

Town of Mount Airy

City of Taneytown

Town of Manchester

OO0O0O0O0O00O0O00O0O0
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e Reviewed background and historical documents to understand existing business
and financial model

e Reviewed and analyzed other similar PEG centers’ strategic plans (both within
Carroll County’s geographic region and around the nation) with particular
emphasis on emerging innovative strategies for incorporating new media into
PEG services

e Reviewed financial records to assess financial assets and identify future funding
challenges

e Analyzed community needs, with focus on an expanded range of digital media
services the CMC can provide using potential, future 1-Net fiber to meet the needs
of the municipalities. This analysis serves to document these community needs
and interests for purposes of the upcoming cable franchise renewal with Comcast

e Presented and facilitated an interactive workshop “summit” on broadband issues
to stimulate community discussion of these issues, and to develop the image of
the CMC as a thought-leader on technology issues within the County
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2. The Goals of this Strategic Planning Process

In order to create reasonable boundaries and mileposts around this expanded mission,
CTC recommends a unifying set of goals for the new strategic direction for the CMC.
The goals are based on information learned during discussions with key stakeholders,
including the CMC’s Executive Director, members of its Board of Directors, and key
community members. ldeally, the goals should direct all aspects of the strategic planning
project and should serve to establish parameters for all recommended strategies.

First and foremost, we recognize and endorse the CMC’s stakeholders’ most significant
overall strategic goal: to demonstrate and enhance the value of the CMC to the Carroll
County community so as to ensure consistent community, political, and financial support.
This goal represents a recognition that the CMC must serve this community to maintain
meaning, to continue to receive funding, and to further develop broad-based community
support. The CMC’s future is dependant on recognition by policy-makers in this
community that the CMC benefits the community — these benefits are the intended results
of this strategic planning process and all future strategic and tactical efforts. In this way,
the CMC can create a sustainable, long-term argument for public funding of this
institution, whether through cable franchise fees or other means. Simply put, the CMC’s
goal is to enhance its reputation and centrality in Carroll County, because that reputation
will ensure its future.

A number of “sub-goals” will drive achievement of the overall strategic goal. The first
sub-goal is to continue the CMC’s image broadening and expansion of the CMC brand.
Ideally, the CMC should be recognized as the home of important local content and
creative technology policy in Carroll County. The CMC made a strong start on realizing
this goal by initiating a series of community symposia—the first one, on the topic of
national broadband planning, was held at the CMC in October 2007. This strategic
planning document should serve to reinforce that goal—as should implementation of this
document’s recommendations.

The second sub-goal is to expand the demographics of those community members who
use—and who are touched by—the CMC. In particular, the CMC intends to introduce a
new generation to PEG—a generation that is “post-television” and that consumes content
over new media as well as over one-way video. In addition, the CMC seeks to serve the
County’s growing senior generation through a new generation of PEG—seniors represent
key consumers both of one-way video and of user-generated video related to their own
lives and that of their families—a significant user-base for some of the CMC’s new
strategies. The third sub-goal is to expand both services and market so as to build the
CMC’s stakeholder base and realize modest long-term revenue generation potential.

Each of these goals should be served by the recommendations below.

Page 11 ©CTC 2008



Carroll County Community Media Center
Strategic Technology Plan
February 2008

3. The CMC Exists in a New and Evolving Media
Landscape

Television made its consumer debut at the 1939 World Fair and was widely adopted in
the United States in the 1950s and ‘60s. Cable was born in the 1960s and *70s to bring
television signals to remote areas of the country; it spread nationwide in the 1980s.
Technological, media, and regulatory environments have changed dramatically since
then. These changes carry powerful implications for PEG entities such as the CMC.

3.1 The Media Environment Was Limited at the Time of PEG’s
Birth

In the early 1980s, as cable and PEG were being deployed across the country, the media
market was dominated by three broadcast television networks. Most cable systems
offered fewer than 35 channels over systems supporting a total capacity of 300 to 450
MHz. HBO was only a decade old, MTV was in its infancy, and there was no Discovery
Channel. Interactive TV, Video-on-Demand, and fiber optics were “blue sky” concepts.
PEG channels were available primarily in larger, metropolitan areas.

In the early ‘80s, the Internet (then known as ARPANET) was a virtually-unknown
network that was used almost exclusively by the military, researchers, and academics.
Only a select few could afford desktop computers and wide-area data connectivity.
Mobile telephones were big-ticket items, limited in service area to large cities, and
usually installed in cars because of the relatively large size of the electronic components.

3.2 The Media Environment Has Changed Dramatically Since
PEG’s Birth

Today, most cable systems have been upgraded with fiber optics that span most of the
distance between the subscriber and the cable operator. This shift in cable infrastructure
has greatly increased the overall capacity and performance of cable systems, enabling
interactive two-way digital services that require the clean transmission paths that fiber
offers. In much of the country, cable operators and phone companies offer high-speed
Internet access and telephone services. Cable operators also offer hundreds of television
channels, and phone companies are attempting to do the same.

! The Cable Policy Act of 1984 opened the door to PEG broadcasting by allowing local franchise
authorities to negotiate for equipment and facilities in support of PEG access.
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Today, computers are standard in offices and the majority of homes. Cells phones, smart
phones, personal data assistants, and portable computers are everywhere. The current
generation of these devices is equipped for wireless receipt of email and access to the
Internet. Every media company has a website, most Internet Service Providers (ISPs)
provide customers with their own websites for free or at a nominal fee, and streaming
multimedia content is a staple for high-speed Internet-connected individuals.

These new technologies and Internet capacity make possible not only the provision of an
extraordinary amount of content—»but also interactive communications over formerly-one
way media. Enabled by new technologies, the exchange of information within our
society is beginning to migrate from a one-way broadcast format to a pervasively online
and on-demand digital environment. The advancements in interactive cable services,
specifically, demonstrate consumers’ desire to have greater control over content and time
usage. The exponential growth in digital storage capabilities and tremendous
advancements in video compression technologies have enabled both Video-on-Demand
(VoD) services, now widely available from all major cable operators, and Digital Video
Recorders (DVR), available through cable operators, satellite television providers, and
third party providers such as TiVo.

As we enter 2008, Americans watch “television” differently than they did at the birth of
PEG in the 1970s and 1980s. In August 2007, 9.13 billion videos were viewed over the
Internet in the United States. This number represents an almost 25 percent increase
compared to just six months earlier, when 7.24 billion videos were viewed online,
according to a comScore Inc. estimate cited in the Wall Street Journal.?

Americans are adopting Internet-based video in the 21* Century dramatically faster than
we adopted television-based and cable-based video in the 20™. This growth is a
phenomenon of the past five to eight years—but it is almost universally considered a
harbinger of things to come, and potentially just the tip of the iceberg in terms of the
interests of consumers in accessing video online in new and evolving ways.

For the moment, online video is viewed primarily on computers, either desktops or
laptops. In the near future, online video will also increasingly be viewed on mobile
devices (such as smart phones)—and on televisions. New technology makes possible
viewing of websites on televisions rather than computers, enabling digital TV-quality
pictures and sound—while simultaneously enabling access to the breadth of the entire
Internet. This particular phenomenon is in its formative stages, but a growing number of
devices (including, for example, the Wii gaming system) are capable of receiving Internet
transmissions and displaying them on televisions. Internet video over television has not

2 Nick Wingfield, “The Internet. The TV.,” The Wall Street Journal, December 11, 2007, p. R1.
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yet emerged as a dramatic force in the way that Internet video over computers has, but it
is universally considered an inevitable trend. ®

These