Urban Media Arts

January 15, 2026

Board of Directors
6:40pm

Attendance: Tina, Emmanuel, Jennie, Jon, Lori, Hilda

Staff: James, Felicia, Aliyah

Absent: Eden

Public Comment: na

Minutes : Jon motions to approve, Hilda 2nd, Lori abstains due to absence Dec minutes passed
Working meeting:

Board and Staff are working together

We have 3 things to discuss

1 shared clarity

2 clair picture of how people want to participate

3 next steps

We are focusing on alignment to save time and a path to action

Focus on what was already accomplished and using that shared excitement to moving forward
Tonight is about a broad overview not specific steps

Why? The plan is approved and moment is high to move to coordinated action

Create themes, clarity, and clear next stop process for roles and timelines

All staff and board members should align and be on the same page/path moving forward
How do | plug into that path?

1 everyone participates without dominating

2 board and staff are equal

3 no formal assignments or votes tonight

4 stops us from debating tactics

Focus is on year of strategic priorities

We will break out into 2 small groups tonight
Groups are both mixed staff/board

If excited about work it is less apt to drain a person



Report Out: After talking in two small groups
Everyone contributed to discussion

Group 1 - many found deepening city and community partnerships to be important
The playback system and afterschool program were priorities

Deepening partnerships would help with money and memberships

Collaboration with partners and afterschool stood out to get people excited

The afterschool program increases community awareness and shows the community we are still
here and are resilient as well as an expansion of what we doing offering variety and versatility

In Dec 2026 success would feel like happiness, feeling accomplishing, sense of pride, feeling of
momentum

Happiness is from hitting a goal, feeling like work is valued, being able to look back and give
credit for the evolution of UMA etc.

Group 2 -

Biggest focus is capital improvements to have tools to do jobs correctly and make jobs easier
Focus on education was an area the group was excited about implementing

Some were excited about working on foundation work to set itself up to be sustainable through
governance and funding etc. The framework is needed and everything else builds on it
Potential partnerships with new groups are also important

In Dec. 2026 Success would be seen from having kids programs off the ground as well as intern
program started

Having capital equipment upgraded

Momentum - showing we are moving forward

Board Governance & leadership, membership and policies and city & community partnerships
all flow together

Being excited helps you enjoy your job.
Time, talent and treasure are all important

Writing: what everyone feels shows they are most useful, where they would like to direct their
energy, and 1 way to support the strategic plan

Also use key words

Community building and community connections, teaching, technology etc are mentioned by
many



Mapping out: how this works to how 6 priorities are led, what kind of support would help it move
faster

1 capital & Technology
Onboard for playback and studio systems
100% of councilors were on board to help with funding
Staff led

For support we may need a capital campaign

Successful would be to officially have the 3 to 5 year funding plan as well as a 20 year pan
Everything is working
Plan for time and resources plus knowing where we are at and what is needed next

2 education & workforce pipeline
Youth workshops in the summer, afterschool program, workforce apprenticeship program
Led by staff and board
admin / preproduction - being prepared for paperwork, advertisements etc
Post production - showing the results
Successful strategy
Board member with graphic background, it background etc

Success would be to increase the number of youth signed up or number of weeks
Having pre/post plan ready - setting up for success

Long term goal of having interns run the summer program

Defining processes

Afterschool program for middle school would be free
Beta abbreviated program for 2026

3 fund development
Staff and board led
How to diversify
How to actively engage community to actively support us
How do increase membership
Fundraising is not event planning
Media mixers show potential
Fund raising goals on yearly basis
Solution based ideas, donors, grant opportunities etc

Success - establishing a crm (customer relations management) program
Bringing in money - set milestones/goals
How do we find a path



4 board governance & leadership
Things like orientation packages
Subcommittees
Too many subcommittees may not be good for the size of our board

Success would be two new board members with time, talent, treasure
Getting basics done, having a line of succession

Board led with staff input

5 membership & policies
Signing up to join something - how does it fit into a routine
How can we do better to pitch UMA memberships
Do we want to sell memberships?
What is the draw?
What can we do intentionally without putting too much on staff?
What do members want out of a membership?
Memberships are not a current priority

Success - we need to figure out processes first
6 city & community partnerships

New playback system will have reports
Will increase transparency
City is seeing value of UMA

Community Partnerships

Need to work with school district

Doing UMA based programs on education

How to give our youth a voice

Should we work with a school system not Malden Public Schools?

Success - getting a youth board member
Getting a better relationship with teachers
Producing a new student run program

Support by reaching out to community members

Should the board do a meeting dedicated to this outside of the normal meeting?

ED will send out a brief summary.
She will include notes written on the board during group discussion



A second work meeting is needed

9:29pm Jennie’motions to adjourn, 2nd by Jon all in favor meeting adjourned.



