Urban Media Arts Board Meeting
November 13, 2025
7:02pm

Attendance: Lori, Emmanuel, Jennifer, Jonathan, Felicia,Hilda, Tina
Absent: Adam, Eden,

Minutes: Jonathan motioned to approve, 2nd by Jennie all in favor October minutes approved

ED Report:

Halloween - Lori and Adam helped with Halloween
Flow went well with exiting the back door

600 pieces of candy

It is part of the Chamber of Commerce Partnership

Election - Election Night coverage had Emmanuel hosting
Volunteers showed up,Hilda ran cameras

Elected officials and people running for positions stopped in
Adam and Felicia interviewed people

Aliyah did a great job

Emily helped Aliyah with candidate profiles

Ed and Greg helped out

For upcoming prop 2.5 we should continue a discussion
Tina thanked everyone involved

Strategic Plan - working with a person doing an audit, found a short term solution to switcher
which will go to the podcast studio. There were issues so a network switch was needed which
ED installed

Most equipment is at end of life
Tina is working on tech plan
Met with general contractor, talked to IT, meeting with vendor

Felicia and Tina talked to a person from UX about accessibility for upcoming grant for
downstairs space
Will get a proposal with price for design plan

Grant through Mass Development which is a capital grant.
The Mass Cultural Council is involved with the grant.

We had a grant for feasibility study

UX came in with a design for upstairs and downstairs
New grant would put concept into an actual design plan



They can use our technical audit

They would give us an amount

Could then try for fundraising

There is another grant for systems replacement with info coming from the grant
We would have two years up to $200,000 which is a matching grant

Only certain funds can be used for a grant.

The plans have to build on ED plans from strategic plan, audit etc so a lot of things to consider
We are working on a plan to renovate the control room

There will be a server room.

There will be a reception desk.

The changes will give space for a lift

We have a strong case to get the grant
Project start to finish will probably be around 3 years
Accumulation of work that has started since ED started at UMA

Tech priorities #1 playback system
Working with the city on an agreement for paying
System is currently working

We can get a server room setup but construction will take a while
There will be a way for producers to work while things are changing
The auditor knows media and had ideas to help without breaking the bank

Control room will go digital
Auditor liked the idea and finds it good for our end results

Hope is to create a capital improvements budget

Goal #1 enhance partnerships with city and schools
Verizon contract is year 3 of 5

Conversations about becoming more civically engaged
Conversations about more meetings on our channels
Looking into hosting Jason Lewis for Beacon Hill updates
Talking to Council President

Look into a School Committee round table

Look into a round up with the 3 city reps

Additional media mixers should have more conversations

Would like to have free time to go to more events

More than willing to set up 1 on 1 with each board member monthly if desired
Still looking at high interest savings account



Jonathan may have info on sponsorships to explain/discuss in a future meetings
Looking for sponsors who can help us

Neighborhood View Update - contract with Anne to continue as coordinator
There is a written update to read

Press release in the Advocate and on our Board

Anne may speak at city council meeting about Neighborhood View

Finance Report -

Eden isn’t here so TIna giving update

Tina sent out the auditor’s final report

Everything going in the expected direction

Cable franchise down so increasing fund development

1st quarter cable funds should be here soon probably 1st week in December
General operating grants at $19,000

Our UP grant is a restricted grant that was renewed

Workshop funding is up

fundraising/sponsorships is still at zero

Memberships fees are on track without promotions including organizations
Marketing may help increase

May use holidays to do a wishlist of equipment needs

Production services doing well and awareness is up

Not doing well on interest

Year to date we are at about 4% without cable funds

Contingency fund is not yet established

Severance packages just ended and some equipment is being paid

End of year we may hit our contingency fund

Profit and loss - we are doing better this year in fund development in terms of diversified funding
Capital expenditures were reduced

Personnel line item compared to last year is down

Total expenses from last year to this year has reduced and going in the right direction

Our finances are in order for people searching on the web

And we retain our 501c3 status

Hope to not be fully depending on cable funds which will help our finances stay out of the
negative because we won'’t be waiting for funds to come to us

Mass Access wants ED to schedule an appt with State Rep Donato for an update on legislation
Mass Access has some recap info on the bills

Jon would love to help with a magic board next election



Our new system will allow for split screens and be modern
Next month will get new subcommittee list

Old Business
Board contract - Lori needs to sign and needs drive info

UMA Accounting policies updates and procurement procedures
Tabled due to treasure being absent

Pdfs are the safest way to go
Comments can be done through email or in meetings

Election coverage

Hilda had tons of fun

Process was simple with thorough explanations

Worried about running out of things to talk about which never happened
People were engaged to be interviewed and willing to be on camera
Board and staff worked together for voter reactions

First prop 2.5 override in Malden since the 1980s

How can UMA help with civic engagement

New Business

Board Appointments - standard agenda item
Hilda has been researching Malden information
And would love to join the board

Hilda has a vitally needed thought process

Vote to appoint Hilda
Jon motions to appoint Hilda as a board member, 2nd by Jenny
Roll call vote all in favor Hilda is an appointed for a 3 year term

Hilda has two boys in MPS and loves Malden
Lori will update the State list and sent out new list to all

Three year Strategic Plan - we have so much date etc now that it makes sense to focus on 3
year versus 1 year

We need to take time to plan and make definitive step by step process

Focusing on workplace development and being a community hub

Focus on correctly replacing cable fees

Ideas for youth engagement/programming

Still has things to do like board governance



Not voting on the strategic plan tonight but focusing on discussion
Needs to be implemented by January 1st

UMA Strategic Plan 20260-2028 (pdf was emailed out)

Fiscal year starts on July 1st but strategic plan starts on January 1st
May want to revise when plan should start or realize they are not aligned
Do we want a 6 month plan to get to aligned plan as a starting point

We should be focusing on long term so it may not make sense

Reason to align is budgetary

Maybe in 3 months look into aligning

As a board we reserve the right to look at again

ED has done many 5 year strategic plan
They can be a living breathing road map/document so check ins are build into plan

Youth Engagement is a standing priority so all strategies/goals include youth
Strategic goals overview -

1 tools to do our job

2 education and workforce pipeline

3 fund development and Sustainability

4 Board Governance & Leadership development

5 city, school, and community Partnerships

Year 1 2026 - focus on infrastructure, Governance, and foundations
Stabilize and strengthen core systems
1 playback system
2 internship/apprenticeship programs
3 interns
9 month program
3 months unpaid includes staff review
Must apply to continue into 6 month program which has a paid stipend
Once first round gets into 6 months 3 new interns can start
After 9 months can due preapprenticeships and apprenticeships
Relieve bandwidth stress without needing new staff
Only taking interns focused in media arts realm
Not focused on traditional college internships
Programs like Mass Hire will work with us
Cambridge Media has a program on the same idea
Age 16+ with no upper age limit, minors need permission

Afterschool program September 2026 to May 2 days a week middle school age program (pilot)
Will utilize interns

2026 pilot program with well established program in 2027

Will still have a summer program



Prioritize grant funding and establish Individual Giving Plan

Complete board recruitment, onboarding, and subcommittee formation
Strengthen UMA'’s partnership with City for Peg Compliance and advocacy

Conduct a preview and update of Uma’s operational policies and membership structure

Pillars of Implementation
Measureables
1 capital upgrades
2 programs
3 fund development
4 governance
5 organizational development

ED working as partnership with staff
Director of Development replacing Fund Development Specialist
Director of Programming

Staffing additions
Part time current membership position
Neighborhood View Coordinator - Anne is currently volunteering

Quarterly Roadmaps
Has success metrics

Year Two 2027
Evaluate, Refine, and Expand educational and creative infrastructure

- Refine and expand after-school media arts program

- Conduct comprehensive program evaluation

- Adjust curriculum and staffing structure

- Strengthen internship integration with after school program

- Complete IT infrastructure upgrades and expand podcast studio capacity
- Implement corporate sponsorship and UMA Art Gallery

- Finalize Workforce Development framework

Priority hire - educational coordinator (title not set)
Technical consultant for IT/podcast (Contract)

Quarterly roadmap & Success metrics

Year 3 2028 Expansion, Visibility, and Workforce Launch



Scale and Sustain
Strategic Focus
- Purchase field production gear
- Complete accessibility and energy efficiency upgrades
- Launch workforce development program
- Develop sports coverage program and intern/sponsor collaboration
- Enhance professional development opportunities for staff
- Continue annual progress in earned revenue, collaboration, and accessibility

Staffing additions
- Interns may become technical/production assistant
- Workforce program coordinator

Quarterly roadmap and success metrics

Ongoing goals

- Earned Revenue

- Community Collaboration

- Visibility and accessibility
Implementation Timeline overview by year
Evaluation and Accountability
Key Performance indicators

Each year builds upon the last

UMA Strategic Implementation Support Handbook 2026-2028
Breaks down into more details

How does Board fit in with plan
Can we have a board governance packet?

UMA fy25-29 Projection Sheet
To help understand and plan for the future
Information on salaries, stipends
Will part time positions need to become full time
Stipends ramp up in program scale
Will need materials and instructors for workforce development
Want to grow individual giving
Implement and grow corporate sponsorships
Sustain by having someone to pay for workforce development program
Workforce development funding should replace cable funding
Grants to support Neighborhood View



Feedback on what board thought

Ideas such as reaching out to Director of Guidance at MPS

Lori said she was disappointed in youth programming not happening this school year
Though believes going forward it sounds like a good plan

State level funding takes a few years to trickle down to us

ED - hopes 3 year plan will help get partners on same page

Get Staff and Board on same page without adding/subtracking stuff

January Board Worksession

Working meeting

Preparing for 2026

Basic board education

Scheduling subcommittee meetings
Felicia may have helpful information
Worksession may not need to be televised

Sunday Dec 7 MOA bowling fundraiser
UMA staff/board team fo 4-6

6-8:30

UMAZING team

No Executive session needed

Jenny motions to adjourn 2nd by Jon all in favor
Adjourn 9:35pm



