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execuTive suMMary:  
The Three PoinTs of This Plan
WTMD is a strong public radio station that with 
good planning and implementation of this plan will 
grow to expand Towson University’s visibility and 
become a model AAA (Adult Album Alternative) 
station for public service, local impact and financial 
sustainability. But to do so WTMD needs a solid 
plan, a strategic plan that will determine its path for 
getting there. 

There are three tenets of this plan:
1. Clarify the working relationship between Towson 
University and WTMD so the station can operate 
efficiently and effectively as an asset of Towson 
University. The governance structure that WTMD 
operates in must provide clear-cut goals and 
accountabilities to WTMD’s external funding 
constituencies and provide the internal flexibility 
to thrive in the local and national media landscape. 
This clarification will ensure that WTMD’s success 
in the community and the public radio industry 
redounds back to Towson University in qualitative 
and quantitative measures. 

2. This financial plan to transition to the new facility 
demonstrates significant increases in both revenues 
and expense. The business model provided commits 
the station to aggressive revenue goals based 
on prudent assumptions about the increase in 
listenership and member conversion rates that the 
signal and programming enhancements WTMD 

are expected to create. The success of this plan is 
contingent on meeting the goals specified in the 
one-year action plan and on increased support 
from Towson University for three years to fund 
positions directly tied to fundraising, and finance 
and administration. 

3. Finally, this plan recommends that WTMD 
and Towson University develop a plan to expand 
into the DC market through signal acquisition. A 
signal in the nation’s capital will bring WTMD and 
Towson University to the attention of national and 
international leaders. 

Also, unifying the stations in Maryland will 
establish a top tier service for the citizens of 
Maryland under Towson’s leadership. 

This plan and the understanding it creates between 
the University and the Station must be set in 
place to take advantage of opportunities as they 
happen. Stations come on the market on the seller’s 
timetable and buyers must be ready to act. 

WTMD’s enhanced presence in the state also gives 
us the opportunity to take the lead in unifying the 
state-agency based public radio stations throughout 
Maryland.

This document includes the following elements:
n  A three-year strategic plan that includes a one-

year action plan.

n  Business model demonstrating the station’s 
financial outcomes based on assumptions 
agreed to by Public Radio Capital and WTMD 
management and key stakeholders.

n  SWOT evaluation to frame the current conditions 
in the highly fluid and increasingly competitive 
media landscape.

n  Legal, financial and governance recommendations 
that will attract leadership donors, create financial 
transparency and provide both WTMD and 
Towson University with a foundation to make 
the station a more credible entity within the 
community.

n  A statement of the university’s commitment to 
WTMD’s mission and community service.

n  Capital campaign case elements for a successful 
major donor fundraising campaign

n  Identification of the resources and 
recommendations to secure revenue and capital 
goals to achieve the station’s goals over the next 
three years
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abouT WTMD:  
noW anD Then
WTMD Radio is a successful, vibrant, non-
commercial, public radio station serving the 
Baltimore metropolitan region. The station’s 
primary coverage area serves approximately 1.85 
million people, which is a subset of the 2.4 million 
people who call the region home. The station 
currently attracts a weekly audience of more than 
110,000 listeners, having doubled this benchmark 
in the last 12 months. 

WTMD is owned by Towson University. The 
station has an annual operating budget of about $1 
million, of which the University currently provides 
$106,000. The university also pays for WTMD’s 
occupancy costs based on the university’s square 
footage formula. This totals about $45,000 year, 
one of the lowest occupancy rates in public radio. 
The station receives approximately $110,000 
from the Corporation for Public Broadcasting; the 
remaining $800,000 comes from individual and 
corporate donors. It currently operates with a staff 
of nine full-time and eight part-time employees. 
A current and proposed organizational chart is 
contained in the appendix.

history
The station was founded in 1985 as a student 
government activity, and was operated by students 
and community volunteers with eclectic music 
tastes. In 1991, WTMD was moved into the 

University’s Electronic Media and Film Department, 
in the College of Fine Arts and Communications. 
The format was changed to Smooth Jazz/New 
Adult Contemporary, and on-air fundraising and 
underwriting activities began. Annual revenues were 
about $160,000.

In 2002, the University concluded that WTMD 
could expand its community impact and the 
University’s visibility if the Station were to 
become professionally managed. A format study 
recommended a full-time AAA format, which was 
launched concurrent with hiring its current general 
manager in December 2002.

Current Developments
From 2002 to 2008, WTMD grew at a quick 
pace. The station qualified for and received its 
first Community Service Grant from CPB in 
2007, established a major donor program, started 
producing First Thursdays Concerts in the Park and 
was nominated as Best AAA station by industry 
publications multiple times. The station has received 
more than a dozen “Best Of Baltimore” awards 
from Baltimore Magazine and City Paper. 

WTMD also converted its transmitter to HD digital 
radio with the help of an additional CPB grant and 
now broadcasts “The Baltimore Channel,” a first 
of its kind radio channel devoted solely to local 
musicians. WTMD has also taken a leadership role 
within public radio with its general manager serving 
as a peer reviewer for federal equipment grants and 
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on the board of the Public Radio Association of 
Development Officers.

However, the recession that began in 2008 severely 
affected WTMD’s quickly growing membership 
and underwriting revenues. Station management 
responded by cutting expenses, including laying off 

three staff members. Despite quick action, WTMD 
posted a significant deficit in fiscal 2008. WTMD 
then began a three year rebuilding process and has 
posted modest surpluses. This rebuilding process 
allowed the station to hire experienced managers 
who have instituted programming and fundraising 
improvements.

As a result, WTMD made significant programming 
changes that resulted in more than doubling 
listenership and is now better positioned to take 
advantage of improving economic conditions. The 
station also reorganized its membership department 
and hired its first major gifts officer. A sustaining 
membership program was also launched.

In 2012, WTMD plans to move to a new 
broadcast facility. In addition, the station is in the 
process of applying to the FCC to reconfigure its 
transmission facilities. That work is projected to 
add approximately 250,000 people to its coverage 
area, mostly to the south and west into Howard and 
Montgomery counties. The station’s format is AAA, 
Adult Album Alternative, and broadcasts a unique 
blend of talented, independent artists who are 
committed to the craft of songwriting in creating 
new and interesting music. WTMD also provides 
significant air-time and performance opportunities 
for Baltimore-based musicians. The station is 
committed to enhancing the cultural, economic and 
educational quality of life in its service region.

This new broadcast facility, along with the signal 
upgrade and additional staffing that will accompany 

that change, is expected to enable the station to 
increase its audience, its community service, its 
operating revenues and, most importantly, the value 
it provides to Towson University. However, as noted 
earlier, that growth will only occur if the university 
and the station work together to clarify their 
operating relationship, invest in and initiate new 
strategies for the future. 

Based on the successes achieved in 2011 and the 
opportunities for future growth that arise from 
the new facility the station felt it was appropriate 
to conduct a formal strategic planning process to 
allow WTMD to maximize both its and Towson 
University’s future impact on the Baltimore region. 
The station engaged Public Radio Capital to 
provide assistance on this project.

About Public Radio Capital
PRC was founded in 2001 to ensure that 
noncommercial licenses would continue to serve the 
public interest at a time when religious broadcasters 
were aggressively acquiring licenses and there 
was no effective public media response. Since its 
founding in 2001, PRC has helped public media 
operators acquire and finance broadcast properties 
valued at over $275 million – outlets that have 
secured public media access for 61 million people. 
PRC has worked with over 200 public media 
organizations from new station owners to multi-
channel, TV/radio providers. PRC’s approach 
to strategic assessment is designed to prepare 
for change while balancing mission definition, 

w t m d  s t r at e g i c  p l a n — 2 0 1 24

WTMD General Manager Stephen Yasko with Baltimore 
Mayor Stephanie Rawlings-Blake at First Thursdays 
Concerts in the Park.



organizational alignment, market opportunities, 
performance measurement, financial forecasting, 
management and control, and governance.  

As part of their work, they have built in-depth 
financial models to analyze opportunities for 
acquiring radio stations in multiple markets. 
Additionally, they have managed major consulting 
projects to assist in the development of new station 
services and the improvement of existing ones. 
Throughout all of their projects, they apply deep 
knowledge of public radio concerning revenue 
generation (including capital fundraising), staffing, 
cost management, and relationship building with 
national and regional institutions.

The Strategic Planning Process
WTMD charged Public Radio Capital with facilitating 
a strategic planning process and an analysis based 
on historical industry trends. This process was 
conducted in two phases. WTMD engaged a group 
of stakeholders in the form of a strategic planning 
task force composed of leadership donors, Towson 
University staff, Towson University Foundation staff 
and representatives of the WTMD staff.

Phase I of this project included a document 
review and environmental scan, and involved a 
series of interviews with stakeholders, university 
officials, and station staff. Phase II included a 
planning visit with WTMD’s Strategic Planning 
Task Force. Participants received a briefing on the 
radio industry, media use, licensee types, formats, 

technology, social media, and business models and 
trends for achieving greater long-term sustainability. 

Public Radio Capital presented a WTMD 
service/business model, summarized WTMD’s 
recent performance in audience, membership, 
underwriting, analyzed that performance relative to 
WTMD’s format peers in other cities, and projected 
future revenues and expenses. This planning visit 
concluded with a facilitated conversation about 
mission, vision, values and strategic priorities for 
WTMD’s future, and identified next steps and 
responsibilities.

A Steering Committee, a subset of the Strategic 
Planning Task Force, was formed to coordinate 
this work. This group met to discuss WTMD’s 
listenership, audience demographics, finance and 
governance structure, and the value of the station 
to the university to support outreach and advance 
the university brand. A second meeting included 
discussion of strategies to achieve WTMD’s goal 
to improve its financial management structure 
and reporting and management structure within 
the university.

The synthesis of these conversations and financial 
modeling form the basis of these findings and 
recommendations. 

Findings
There is an opportunity to increase WTMD’s 
market share and provide more value for the 
university within its existing service area. This will 

require investment through increased underwriting, 
increased annual giving and increased university 
support. In short, the new building and signal 
pattern will generate new revenue for WTMD, 
but revenue will lag behind the personnel expenses 
required to reap that reward.

WTMD, through its participation in Leadership for 
Philanthropy (a CPB funded program to increase 
station’s major giving capacity), has determined 
that the opportunity exists for a significant 
capital campaign provided issues with financial 
accountability, governance and university commitment 
are addressed. This plan includes short and medium 
range recommendations to make WTMD’s finances 
more accountable and provide more transparency to 
encourage leadership level gifts. 

However, this capital campaign fund must be 
used to: secure WTMD’s long term future against 
changes in the economic climate; enable the station 
to purchase and exploit technology advances 
that affect radio; and to seed new programming 
initiatives to further the station’s impact locally, 
regionally and nationally. This fund is separate 
from the operational funds needed for day-to-day 
activities.

Towson University strongly supports WTMD and 
recognizes that the current financial and governance 
structure does not afford the station the resources 
needed to reach its maximum potential. The move 
to a new facility requires Towson University to 
assess new constructs that will provide WTMD the 
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competitive edge required in today’s ever changing 
and increasingly competitive media landscape.

WTMD and Towson University share a desire to 
expand their influence into the Washington, DC 
suburbs and other parts of Maryland. Washington is 
a demographically rich public radio market, and is 
home to some of the most powerful and influential 
people in the world. However, it lacks a full time 
AAA station and WTMD’s entry into the market 
could result in exponentially increased revenue and 
public service. Towson University would just as 
quickly raise its national and international profile. 
Obtaining a signal in the Washington, DC market 
will not be an easy or inexpensive process, but the 
pay-off is immense and should be a top priority goal 
of WTMD and Towson University.

Finally, Maryland’s public radio community is 
surprisingly disjointed given that all but two are 
owned by branches of the state of Maryland. 
WTMD and Towson University are poised to 
play a leading role in unifying this system which 
would result in a coherent network of stations 
reaching across the state. Towson University should 
support WTMD in efforts to organize and enter 
into management agreements or asset transfers to 
achieve this statewide network. This would place 
Maryland at the top of the public radio industry 
alongside Minnesota Public Radio, KQED in 
Northern California and other regional services.

This strategic plan provides the roadmap for all of 
these transitions. 
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universiTy’s  
coMMiTMenT To WTMD
WTMD has been licensed to Towson University 
for 25 years. The station is an integral part of 
the university’s community outreach. The station 
provides a conduit for the university to connect 
with new constituencies that otherwise would 
have no relationship with the university. This 
outreach benefits the university’s public image in 
quantifiable and qualitative measurements. Each 
week WTMD reaches more than 100,000 listeners, 
nearly ten times the capacity of Johnny Unitas 
Stadium. WTMD is easily Towson’s University most 
recognizable asset to the general public.

Towson University’s long-term commitment 
to the station is illustrated by its investment in 
WTMD’s new facility at Towson City Center. The 
university realizes the crucial role WTMD plays 
in the community and that to enhance that role, 
the university will provide a facility and resources 
that will enable WTMD to become a more highly 
valued community music and arts institution. The 
university’s commitment to WTMD is part of the 
university’s core values of excellence in teaching, 
research and community service. 

The university recognizes the station’s unique 
musical format as a public service to the Baltimore 
metropolitan region. WTMD’s community service 
includes educational and entertaining public events, 
programming that highlights positive solutions to 
social issues facing the region, and an educational 
incubator for both Towson University students 

and others. Towson University believes that the 
combination of WTMD’s music and community 
focused programming will enrich Towson University’s 
community outreach efforts for years to come. 

Towson University currently provides about 10% of 
the station’s operating revenue. The university will 
reevaluate its direct contribution to station’s annual 
operating budget as the move to the new facility is 
completed. The university recognizes that station’s 
staffing plan will increase the number of positions 
required to operate the station successfully and 
that the new revenue streams created by the new 
facility are projected to take three years to mature.  
Adjusting the university’s contribution to the 
station’s operating budget will be the responsibility 
of the vice president of advancement for Towson 
University, with input and recommendations from 
the strategic planning committee. 

WTMD, Towson University and The Towson 
University Foundation have constructed a 
memorandum of understanding (see appendix) 
to document the university’s capital and ongoing 
investments in the new facility. This also documents 
the university’s expectation that WTMD will 
support the academic mission of Towson University 
and provide significant outreach and brand 
awareness as well. This MOU can be the basis 
for exploring the long-term recommendation 
that WTMD become a discrete entity within the 
university and foundation in order to increase the 
station’s potential and become more financially 
transparent to leadership donors.
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sWoT evaluaTion
Staff and other constituent groups were asked to 
think about WTMD, the Baltimore market and 
the general media landscape now and five years 
in the future. This evaluation was completed of 
WTMD’s strengths, weaknesses, opportunities and 
threats based on those conversations and from 
a quantitative look at the environment WTMD 
operates in. This plan provides recommendations 
to limit WTMD’s exposure to internal weaknesses 
and exploit the opportunities the station has for 
significant growth. 

Strengths
n  Only full-market AAA station in Baltimore.
n  University support and ownership provide 

economics of scale and other cost savings
n  Public events, especially First Thursday live 

performances.
n  Strong Brand Loyalty. Core and exclusive listeners 

express deep commitment to the station that has 
been captured in increases to the major donor 
program.

n  Doubling listeners in previous twelve months (six 
month average weekly CUME 9/11).

Weaknesses
n  Understaffed, somewhat inexperienced staff; to 

achieve full potential, need producers, news staff, 
finance person, and online services expert.

n  Deficient financial reporting – current process do 
not provide accurate or timely reports.

n  Complex university systems and procedures 
hinder quick decision-making and commitment 
of resources to compete effectively in the media 
environment.

n  Insufficient clarity on organizational priorities, 
communications and accountability.

Opportunities
n  Expansion: Lack of a AAA public radio station 

in Washington, D.C. creates opportunity for 
WTMD to expand in an area with excellent AAA 
demographics. Would require purchase of an 
existing radio station quickly if a suitable station 
went on the market. 

n  Programming: Expanded office and production 
space will enable WTMD to create more cultural 
programming and music documentaries, which 
will increase audience and create positive 
community impact.

n  Convener: New facility will also allow WTMD to 
convene community around cultural and artistic 
issues through on-site events often linked to air-
time and to important issues.

n  New revenue: Growth in special events 
and audience will lead to membership and 
underwriting increases. Additionally, new revenue 
streams will emerge from corporate and social 

event rentals, ticker sign ads, and studio rentals 
for recording artists.

n  Brand loyalty: New facility location at a busy, 
commercial intersection will allow for increased 
visibility and allow WTMD to serve as a focal 
point of downtown Towson.

Threats
n  Competing AAA stations: A commercial AAA 

station located in Annapolis (WRNR), could 
modify its format to more fully duplicate WTMD, 
resulting in reductions in WTMD’s audience and 
membership/underwriting revenues. (Fortunately, 
WRNR only covers about 40% of the Baltimore 
metro area.) Similarly, an existing commercial 
radio station in Baltimore could change to AAA 
format and have the same impact.

n  Competing technologies: Arrival of in-car 
broadband internet delivery in new cars later this 
decade will make thousands of audio streams 
accessible. WTMD could lose audience to AAA 
stations located elsewhere or online.

w t m d  s t r at e g i c  p l a n — 2 0 1 28



9w w w.w t m d . o r g

Technology and signal 
expansion offer WTMD its 
biggest opportunities. 

in-car internet will 
become an option in 
some Ford models in the 
next one to three years 
and could become an 
option in most models by 
the end of the decade.



Three-year sTraTegic Plan  
anD one-year acTion Plan 
This plan outlines the measurable goals that need to be achieved in five key 
areas to complete WTMD’s transition from a campus based station to a 
community cultural institution capable of significant impact on the Baltimore 
region. The One Year Action Plan outlines the aggressive nature of this plan in 
order to catapult WTMD’s staffing, fundraising capabilities and programming 
initiatives into the significantly increased physical resources the new facility 
provides.

Programming and Public Service
n  Create a music and culture news team capable of producing a minimum of 

260 daily pieces a year and 12 long-form documentaries and other special 
pieces. 

n  Broadcast 24 free, live concerts a year from the new facility. Create three 
community engagement projects a year. 

n  Create an action plan aimed at building a Maryland centric public media 
network and monitor opportunities for WTMD in the DC broadcast market.

n  Actively market the station and services throughout its service area.

ONE-YEAR ACTiON PLAN
n  Create and implement a plan to fully staff the new facility by September 

30, 2012. (Priorities are to expand underwriting to three staff, to hire a 
Director of Finance and a Facility/Marketing Manager.)

n  Promote the use of new facility to area non-profits to create stronger 
partnerships. 

n  Broadcast 10 free, live concerts from the new facility
n  Create two community engagement projects
n  Begin consultations with other Maryland based public media providers 

aimed at capacity sharing and market expansion.

Academic and University Support
n  Create a process for Towson University units to utilize the new facility to 

advance their educational objectives

ONE-YEAR ACTiON PLAN
n  Create a structured internship program and other educational 

opportunities in radio, music and business, for students from Towson 
University, from other universities and from local high schools.

n  Create a process for Towson University units to utilize the WTMD 
facility for events, meetings and student exhibitions.

n  Work with academic units to create a process for scheduling 
undergraduate and graduate classes and begin holding classes in the new 
WTMD facility.

n  Promote appropriate university events through signage, distribution of 
collateral materials and on-air announcements.

Audience Growth
n  Increase weekly audience to 150,000 listeners (currently 110,000) and 

average quarter hour audience to 2,200 listeners (currently 1500) by Fall 
2016. 

n  Create a process to evaluate and be ready to purchase and finance additional 
signals, stations and other material assets, particularly in the Washington, DC 
market where WTMD will achieve the greatest audience and financial growth 
and provide the greatest brand extension for Towson University. 

ONE-YEAR ACTiON PLAN
n  Create and implement a plan to increase quarter hour audience to a six 

month average of 1,800 and increase cumulative audience to a six month 
average of 120,000.

n  Elements of this plan will include marketing, specialty program 
development, specials including music documentaries and staff 
development
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Governance
n  Become a discreet entity within the university and the foundation, with its 

own chart of accounts and other regular financial tools
n  Create and sustain a Friends Committee to advise station management. This 

committee will be comprised of university personnel and donors with all final 
decisions retained by the university and station. 

ONE-YEAR ACTiON PLAN
n  Create transparent financial system for WTMD within the current legal 

structure.
n  Launch Friends Committee (from campaign committee).

Financial
n  Increase annual underwriting revenue to $725,000 (FY2011 results: 

$244,000) and membership revenue to $600,000 (FY2011 results: $454,000) 
Membership will grow to 6,000 members (Currently 4,300).

n  Convert 20% of donors to sustaining members (automatic renewals) from the 
current 15%, to stabilize WTMD’s monthly cash flow.

n  Achieve a 10% revenue surplus (as a percentage of expenditures) each year 
to be set aside as a reserve fund to fund necessary technology upgrades and 
future growth.

n  Grow major donor investments ($1,000+) to $120,000 annually.
n  Market new facility for corporate and private events with the goal of eight 

events in the second year of the facility. Realize $50,000 in rental income by 
FY2014.

ONE-YEAR ACTiON PLAN
n  Create a consolidated rate card for events, sponsorships and underwriting 

that includes appropriate menus of on-air announcements, signage, on-
line opportunities and other elements.

n  Apply for five grants from governmental and private foundations to 
support the programming and off-air community engagement of the 
station, and to begin conversations aimed at consolidating the operations 
of Maryland’s public media channels

n  Produce a minimum of four fundraising events in the new facility such 
as Emerging Artist Concerts, WTMD’s 10th Birthday Gala or specialty 
show events

n  Begin publishing WTMD annual reports and posting WTMD’s financials 
on station website.
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business MoDel 

Objective
The objective of this business model is to project 
the financial picture of a “Current Service Model” 
that incorporates a signal upgrade, a move into a 
new facility and a major donor/foundation grant 

initiative to build operating reserves. Core revenue 
sources of membership and underwriting grow 
consistently, supported primarily by the improved 
signal coverage and additional fundraising 
personnel. Operating expenses grow with the 
addition of new programming and fundraising 
personnel. 

University funding increases to $300,000 for fiscal 
years 2013, 2014, and is reviewed for 2015 when 
WTMD realizes the increased revenues projected 
through membership, underwriting, special events 
and facility rentals.

In addition, the station’s Programming and 
Technology Capital Fund raises $1 million with 
gifts to the fund fulfilled within three years. This 
fund, which is separate from the station’s operating 
fund, will allow the station to remain competitive 
as new technologies emerge and to invest in the new 
programming initiatives required to build audience, 
generate future revenue and influence public radio 
and music nationally. 

Methodology 
1) Review of WTMD’s historical performance 
2) Analysis of the coverage area 
3) Comparable station analysis 
4)  Based on the above projections of revenues  

and expenses 

key Assumptions 
The model makes various assumptions that 
were derived from: comparable group analyses; 
industry trends; market specific factors including 
demographics and radio revenues; and new-facility 
cost estimates provided by WTMD management. 

The model projects that with the additional staff 
dedicated to fundraising and the signal upgrade, 
WTMD will be able to significantly increase revenue 
in the next few years. Total operating revenue grows 
at approximately 35% in FY2013 & FY2014 
before settling at a long term growth rate of 4.5%. 
With the increase in staff, total operating expenses 
also increase significantly at approximately 39% 
and 23% in FY2013 & FY2014. 

Outcomes
WTMD’s primary source of revenue is member 
pledges and contributions, representing 
approximately 72% of all revenue. University 
support accounts for approximately 10% of total 
revenue for the station.

Per a review of WTMD’s financial activity from 
FY2006 through FY2010, the organization’s 
revenues and expenses showed some fluctuations. 
From FY2006 through FY2010, operating revenues 
ranged between $627,000 and $1.03 million, 
indicating a long-term growth rate of 14.16% 
per annum. The growth in operating revenues 
was driven in part by an average 9% annual 
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increase in member pledges underwriting and 
other contributions, growing from approximately 
$490,000 in FY2006 to $630,000 in FY2010.

General university support held flat at $106,000 
and was augmented by payments for services 
such as departmental underwriting and special 
supplements for special projects. Towson University’s 
method for determining the value of occupancy 
adds approximately $40,000 per year but is not 
cash support. It should be noted that this figure is 
significantly lower than other university based stations 
and suppresses the amount of federal funding the 
station receives from the Corporation for Public 
Broadcasting since licensee funding is part of the 
matching portion of the grant. The additional occupancy 
support reported to CPB once WTMD moves to the new 
facility will have a positive effect on the amount of the 
station’s annual Community Service Grant. 

Over the five-year period analyzed, operating 
expenses grew slightly faster than the operating 
revenues at 14.3% per annum. Fundraising and 
general & administrative expenses were the primary 
contributors to this increase, growing at 16% per 
year and 34% per year respectively.

This analysis indicates that with the additional 
staffing and signal expansion, WTMD can break 
even or generate a modest surplus if underwriting, 
membership, and major donor revenues are 
significantly expanded. Further, the model shows 
that the station will continue to require university 

support, with a temporary increase for at least two 
years, to sustain operations. 

Total revenue increases by 63% and 19% in 
FY2013 and FY2014 respectively, while total 
expenses grow at 55% and 17% over the same 
time period. These increases are driven mainly by 
additional positions in the coming years. These 
positions account for approximately $850,000 
in salaries and benefits in FY2015. The new 
staff will allow the station to generate additional 
membership and underwriting revenue while also 
bringing in the new revenue sources such as facility 
rentals and increased special events. 

The model projects individual giving will increase 
from approximately $450,000 in FY2011 
to $1.1 million in FY2021, fueled primarily 
by the upward trend in listening. With two 
additional underwriting sales positions, the 
model estimates that underwriting revenue will 
increase from approximately $245,000 in FY2011 
to $900,000 in FY2021. WTMD will need to 
raise approximately $120,000 per year in major 
donations to achieve its financial goals. 

The return on investment from signal expansion 
and the cost efficiencies created by a more unified 
statewide system will greatly enhance the station’s 
financial position. This plan can be expanded to 
account for either the purchase of an additional 
station or the positive outcomes of a unified state 
public radio consortium. 
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legal, financial anD 
governance recoMMenDaTions
While there are many benefits from being an 
asset of Towson University, there are also a few 
disadvantages:

n  The current accounting and financial system 
prevents WTMD from adequately monitoring 
revenues and expenses, which creates managerial 
inefficiencies for decision-making in a competitive 
marketplace and obscures accountability for 
assessing performance.

n  WTMD’s current inability to provide donors with 
financial transparency deters larger gifts.

n  WTMD lacks clear delegation from the university 
for certain types of decision-making authority, 
which leads to further managerial inefficiencies.

These problems undermine WTMD’s ability 
to succeed and grow, and put the station at a 
disadvantage in the competitive media marketplace. 
This strategic planning process concluded that these 
three issues require solutions for WTMD to achieve 
its full potential. 

The following are the recommendations to resolve 
these structural issues: 

Legal Structure
The greatest fiscal transparency would be achieved 
if WTMD were to become a discreet entity within 
the university and the foundation, with its own 
bank accounts, chart of accounts and other 
standard financial tools. This would improve 
managerial and financial effectiveness and provide 
transparency to donors and allow for university 
performance oversight. That is the long-term 
recommendation of this strategic plan. This 
structure would not change the ownership status of 
the station nor diminish the university’s oversight of 
WTMD, but would create closer ties to the station’s 
funding constituencies.

However, this would be a nearly unique legal 
structure for any asset owned by Towson University, 
and the legal and governance issues surrounding 
this construct must be examined further to 
determine the most effective manner to implement 
this necessary change.

Therefore, in the meantime, while the university 
researches the feasibility of changing WTMD’s 
status within the university, the immediate goal is 
to create a transparent financial system within the 
current legal structure. 

Financial Structure
It is recommended that Towson University Financial 
Services and the Towson University Foundation 
immediately create a system that provides 
transparency to the donors and up-to-the-minute 
financial information to the station. 

Discussions with all parties involved with WTMD’s 
financial accounting systems agree that the station’s 
finances become increasing complex and require 
daily attention to reconcile income and expenses. 
It is recommended that WTMD hire a financial 
manager position to monitor and report on the 
station’s financial activities and to work with 
university and foundation financial offices to design 
and maintain new systems.  

WTMD’s current financial position does not allow 
for the hiring of a suitably experienced professional 
to fully execute and monitor this custom system. 
This position will not only manage the financial 
data between the foundation and Towson 
University’s finance departments, but will also work 
to set policies and procedures inside the Station and 
with the Development office. It is our belief that 
this position must be in place prior to the beginning 
of FY 2013. We encourage the university to find a 
funding mechanism for this position and that this 
position be authorized by May 2012 in advance of 
the beginning of fiscal year 2013. 
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Governance Structure
WTMD is owned by Towson University. The 
general manager of WTMD reports to the associate 
vice president of marketing for Towson University 
and provides regular reports regarding the activities 
and financial status of the station. WTMD has the 
ability to commit funds and resources for regular 
and normal operations in accordance with Towson 
University and Towson University Foundation 
policies. Financial and managerial oversight is the 
responsibility of Towson University. 

WTMD resides within the University’s 
Advancement Division which greatly benefits 
WTMD’s fundraising activities. However, the 
station until now has not established formal or 
informal advisory committees that would generate 
closer ties with its donor constituency and bring this 
constituency in contact with university officials in a 
more frequent and focused manner.

As a state university licensee, WTMD is not 
required by statute or regulation to convene these 
committees. However, it is only to the station’s long-
term financial and programming benefit to seek 
input from the community. 

Friends Committee: We recommend that strategic 
planning, fundraising, and review of the station’s 
overall performance be provided by a Friends 
Committee comprised of university personnel 
and leadership donors. While this committee will 
provide significant expertise and recommendations 
to increase the station’s revenue and market 

position, Towson University, by way of ownership, 
retains all final decision-making authority. This 
committee will meet at least four times per year and 
will be facilitated by the general manager 
and the manager of individual 
giving. A primary purpose of 
this committee will be to support 
WTMD’s ongoing fundraising 
efforts. 

Programming Advisory Committee: 
Programming and content decisions 
are made on the station level and reflect 
WTMD’s mission and service to the 
community. WTMD management and 
staff will form a Programming Advisory 
Committee composed of university, donor, 
and community representatives. This 
committee will provide feedback and input but 
all programming decision-making authority lies 
with WTMD management. This committee will 
meet at least twice per year and will be managed 
by the station’s program director and membership 
manager.

WTMD will become a community music 
and arts institution for the Baltimore 
Metropolitain region. The facility is 
designed to maximize revenues and 
community service.
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Major Donor  
funDraising caMPaign
WTMD is embarking on a $1 million campaign to 
create a programming and technology fund that 
enriches and enhances WTMD’s music and cultural 
content. The launch of this campaign will occur 
during the station’s transformative relocation to the 
new facility at Towson City Center.

This campaign is critical to ensuring the station’s 
long-term sustainability in three areas. First, the 
fund will function as a reserve fund to protect the 
station from sudden economic changes; second, 
the fund will allow the station to invest quickly 
in new technologies so that WTMD does not lose 
market share to Internet-based or other competitive 
developments; third, the fund will allow WTMD to 
create the additional programming listeners expect 
to quickly see from the station once the move is 
completed. WTMD does not have the reserves to 
hire additional programming or production staff to 
create this programming.

Discussions with donors and potential donors have 
clearly identified certain structural prerequisites 
to enable a successful campaign. These include 
improving accountability for donations through 
improved financial systems and reporting, 
clarification of the station’s governance and a 
demonstration of the university’s commitment 
to WTMD. The move to the new facility is an 
important demonstration of the university’s 
commitment as would be incremental bridge funding.

Internally, WTMD has completed three objectives 
to prepare for this campaign. First, the general 
manager has participated in the Corporation for 
Public Broadcasting’s prestigious Leadership for 
Philanthropy program. This training has already led 
to the station’s largest individual gift and this donor 
has remained engaged with the station.

Second, WTMD’s development department has 
been restructured to include a major gifts officer 
who has already begun the groundwork for this 
campaign including wealth screening, naming 
opportunities and cultivation activities. This 
was a direct result of the recommendation of the 
consultants provided to WTMD by the Leadership 
for Philanthropy. 

Last, WTMD has grown its leadership pool to 
prepare for this campaign. Leadership donors 
have expressed a desire to support the campaign 
and increase their annuals gifts. The combination 
of campaign and annual giving is being tailored 
to each individual donor’s motivation. WTMD 
is already seeing increases in annual gifts above 
$1,500 by leadership donors awaiting the start of 
the campaign.

WTMD is well prepared and positioned to execute 
this campaign with a greater degree of confidence 
than many public radio stations attempting their 
first major campaign. The campaign will be 
staffed by the general manager and the manager 
of individual giving, and will draw on the station’s 
Friends Committee and a volunteer structure of 

leadership donors for additional solicitors and 
support. Solicitations are to be dual asks, ensuring 
that gifts to the campaign encourage growth 
in the annual membership fund as well as the 
programming fund. The majority of gifts will be 
secured in 2012/2013 and may be pledged over 
three years, concluding in July of 2016.

Fundraising Campaign Action Plan
January to April 2012

n  Complete strategic planning process.
n  Finalize case statement and printed materials in 

support of the campaign.
n  Recruit Campaign Chair and solicit lead gift.
n  Public announcement of move to a new facility.
n  Perform silent screening with leadership member 

prospects.
n  Host cultivation events and campaign briefings for 

leadership prospects.
n  Recruit Friends Committee and solicit top five 

leadership prospects for campaign support.

April 2012 Forward
n  Announce public phase of campaign.
n  Host additional cultivation events and campaign 

briefings for prospects.
n  Make personal solicitations with Friends 

Committee members and Campaign Chair. 
n  Organize on-air and mail solicitations for lower 

level campaign support.
n  Plan, secure and steward naming opportunities.



WTMD’s location at 
Towson City Center will 
have a positive economic 
impact on the community 
and provide additional 
support for Towson 
University’s academic 
mission. 
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resources To achieve  
The Plan’s goals
The goals outlined in this plan will be accomplished 
with investments and revenue growth in several 
areas. First, as a result of the signal upgrade 
made possible by the new facility, and expanded 
programming as described in this plan, WTMD 
will be able to attract additional membership and 
underwriting revenue. 

Initially, however, new revenues will lag new 
expenses as new administrative, marketing and 

programming staffs are hired. The new underwriting 
staff should translate quickly into new revenue; the 
positive effects of expanded signal pattern, enhanced 
on-air programming, robust events and public use of 
the new facility, could take three to five years to be 
fully realized in membership revenue.

The campaign WTMD is embarking on will 
only cover parts of financial structure the station 
needs to complete its transformation to become 
not just a radio station, but a community music 
and arts institution. While the fund is focused on 
safeguarding WTMD’s post-move future, funds 

must be committed to the transition process itself. 
WTMD is currently ramping up its underwriting 
staff, but even that activity will not generate 
enough revenue to employ the additional financial, 
administrative and marketing staff needed by 
August 2012.

It is recommended the university increase the 
operating subsidy for expenses by the total 
personnel costs of at least two, and preferably three, 
positions while the station ramps up. This would be 
an increase of approximately $200,000 per year, for 
two to three years. 

When ears hear great things, they get aroused. We play better 

music, different music, music you don’t hear anywhere else—

the stuff that gets ears excited. 

 Tune in. Get turned on.
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suMMary
This plan establishes WTMD’s path to greater 
public service on all levels. The recommendations 
of this plan are constructed to protect one of 
Towson University’s most valuable public assets 
from changes in the media environment, to allow 
it to flourish in its new space and to create the 
opportunity to influence greater numbers of opinion 
leaders through signal acquisition. 

WTMD has accomplished significant goals without 
seeking significant increases in direct financial 
support from the university. Its successes have been 
financed through increased donor contributions. 
The increased value the station has brought to 
Towson University has been recognized, rewarded 
and encouraged to grow further with the move to a 
state of the art broadcasting and community center 
in downtown Towson. 

The governance and financial recommendations 
of this plan create a platform for WTMD to 
continue its public service mission. The additional 
investments by the university, both in capital costs 
associated with the new facility and the temporary 
increase in the station’s operating subsidy, will 
generate significant returns for Towson University. 

The relationships are clarified; the transition is 
imminent; and the growth is game changing. 

Appendix
WTMD Business Model 2010-2017

Current and future organizational charts. 

Managements staff Bios

WTMD builds relationships with cutting-edge Baltimore 
companies. Planit has created two advertising campaigns for 
the station, the first winning four Addy awards. international 
award winning fashion photographer Dean Alexander 
created the portraits in this latest campaign.

Charm City Cakes has created four confectionary fantasies 
for WTMD fundraising events.
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WTMD business MoDel 2010-2017
 ACTUAL BUDGET   PROjECTiONS
 2011 2012 2013 2014 2015 2016 2017

OPERATiNG REvENUES

Listener Sensitive income
individual Giving 453,875 435,000 489,526 565,847 650,034 742,626 801,194
Underwriting revenue -Total 244,461 275,932 464,575 703,694 724,805 746,549 768,945
other (Vehicle Donations and misc.) 31,867 25,008 25,383 25,764 26,150 26,543 26,941
Total listener sensitive income 730,203 735,940 979,484 1,295,305 1,400,989 1,515,717 1,597,080

Grants
CPB Community Service Grant 115,578 90,000 91,338 138,589 144,110 136,920 118,774
other grants/foundation  
   Support/Major Donor Campaign  25,000 75,000 100,000 120,000 121,800 123,627
Total grants 115,578 115,000 166,338 238,589 264,110 258,720 242,401

Support from Towson University
Direct Support 100,875 106,438 300,000 200,000 200,000 100,000 100,000
indirect occupancy Support 42,172 45,500 169,281 174,359 179,590 184,978 190,527
Total support from Towson university 143,047 151,938 469,281 374,359 379,590 284,978 290,527

Special Events (rental revenue)
facility rental   2,000 5,000 8,000 8,240 8,487
Private Social rentals   4,000 10,000 16,000 16,480 16,974
Catering Commission  
(10% of facility and Social rentals)   600 1,500 2,400 2,472 2,546
Band rentals (recording sessions):   500 1,500 2,500 2,575 2,652
Educational/nonprofit rentals   500 1,200 2,000 2,060 2,122
Special Events (net)   8,000 12,000 24,000 24,720 25,462
Total special events (rental revenue)   15,600 31,200 54,900 56,547 58,243

Miscellaneous 559 500 508 515 523 531 539

Total operating revenue 989,387 1,003,378 1,631,210 1,939,968 2,100,113 2,116,493 2,188,791
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OPERATiNG ExPENSES
 ACTUAL BUDGET   PROjECTiONS 
 2011 2012 2013 2014 2015 2016 2017

Personnel
Existing Personnel  
    (includes Salaries/Benefits) 578,331 548,770 576,208 605,019 635,270 667,033 700,385
New Personnel Salaries 68,853 79,870 368,368 541,536 670,190 700,174 731,551
New Personnel Benefits 17,213 19,968 92,092 135,384 167,547 175,043 182,888
Total Personnel 664,397 648,608 1,036,669 1,281,938 1,473,007 1,542,250 1,614,824

Operating Expenses
Membership Expenses 49,358 52,192 58,734 67,891 77,992 89,101 96,129
Underwriting Expenses 5,534 6,246 10,517 15,930 16,408 16,900 17,407
fundraising Event 2,561 2,653 2,733 2,815 2,899 2,986 3,076
incremental rent   123,781 128,859 134,090 139,478 145,027
National Programming 38,375 42,610 43,888 45,205 46,561 47,958 49,397
outside Consulting 4,956 40,350 5,000 5,150 5,305 5,464 5,628
Professional Services 10,500 10,000 10,300 10,609 10,927 11,255 11,593
legal fees 770 3,000 3,090 3,183 3,278 3,377 3,478
Marketing/advertising Expense 693 3,000 3,090 3,183 3,278 3,377 3,478
online Services 15,441 11,860 12,216 12,582 12,960 13,349 13,749
research 28,512 33,100 35,000 35,000 35,000 35,000 35,000
Software 20,467 10,600 35,000 11,000 11,330 11,670 12,020
Computers 186 5,000 5,150 5,305 5,464 5,628 5,796
Equipment 48,987 3,400 3,502 3,607 3,715 3,827 3,942
Equipment repairs and Maint. 163 200 206 212 219 225 232
Building repairs and Maint. 798 500 515 530 546 563 580
office Expense 3,553 4,000 4,120 4,244 4,371 4,502 4,637
Telcom 12,592 14,627 15,066 15,518 15,983 16,463 16,957
Printing 421 120 135 156 179 205 221
Postage and Shipping 1,118 800 900 1,041 1,195 1,366 1,473
Meals and refreshments 2,297 3,000 3,090 3,183 3,278 3,377 3,478
Subscriptions/Periodicals 283 400 412 424 437 450 464
Music Purchases 851 1,200 1,236 1,273 1,311 1,351 1,391
in State Travel 874 1,320 1,360 1,400 1,442 1,486 1,530
out of State Travel 15,273 16,150 16,635 17,134 17,648 18,177 18,722
Dues/Membership 6,704 3,710 3,821 3,936 4,054 4,176 4,301
recruitment Expenses 1,554 1,500 1,545 1,591 1,639 1,688 1,739
first Thursdays 16,710 25,100 25,853 26,629 27,427 28,250 29,098
off Site rental 679 900 927 955 983 1,013 1,043
on Campus Parking 3,341 3,000 3,090 3,183 3,278 3,377 3,478
Unassigned Expense 42
Contingency Expense  
     (2% of Expenses)  18,983 29,352 34,273 38,524 40,366 42,198

Total operating expenses 957,990 968,129 1,496,932 1,747,938 1,964,731 2,058,651 2,152,083
revenues less expenses 31,397 35,249 134,279 192,030 135,382 57,842 36,708
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WTMD currenT 
organizaTional charT
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WTMD fuTure 
organizaTional charT



sTePhen yasko
General ManaGer

Overall management responsibility for WTMD.

Previous Experiences
National Program Director, Pacifica Radio, Washington, DC

Program Operations Manager, National Public Radio, Washington, DC

Marketing Director, The Diane Rehm Show-WAMU Washington, DC

Director of Special Project, The National Federation of Community

Broadcasters

Board of Directors, The Public Radio Organization of Development Officers

Education
American University, Public Communications 1984

scoTT Mullins
ProGraM Director

Responsible for all programming, music selection, music industry relations
and programming staff management.

Previous Experiences
Program Director/Music Director, Radio Milwaukee

On-Air Host/Producer, Public Radio Partnership, Louisville KY

Producer/Director, Kentucky Department of Fish & Wildlife, Frankfort KY

Video Communications Manager, Jewish Hospital, Louisville, KY

Video Production/Photographer, Kentucky Air National Guard, Louisville KY

Education
University of Louisville, Public Communications 1987
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chrisToPer haWkins
UnDerwritinG SaleS ManaGer

Secures and manages all of corporate donations for 
air and digital platforms. Oversees scheduling and 
associated activities.

Previous Experiences
National Sales Manager, WCBM Baltimore
Sales Representative, Softland International, 
Owings Mills

Regional Sales Manager, Western Record Sales, 
Annapolis

Sales Representative, Universal Music and Video, 
Lanham

Education
Towson University, Mass Communications and 
Speech

crickeTT herrMann
ManaGer of inDiviDUal GivinG

Secures and stewards leadership gifts, manages 
cultivation events and activities, writes and tracks 
grants

Previous Experiences
Major Gifts Associate, St. Paul’s School, 
Brooklandville, MD

Advancement Associate, St. Paul’s School for Girls, 
Brooklandville, MD

Event Manager, American Visionary Art Museum, 
Baltimore

Bridges Leadership Mentor Program, Leadership 
Mentor

Education
Muhlenberg College, Communications and History

krisTin bachran
MeMberShiP ManaGer

Responsible for membership development activities 
including on-air drives, direct mail, database 
management, volunteer management and event 
coordination.

Previous Experiences
Marketing Manager, TL Nelson, Denver

Assistant Marketing Director Vail Resorts, Vail, CO

Education
Metropolitan State College of Denver, Marketing
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