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Atlanta Radio Theatre Company (ARTC) 

Board/Officers Combined Meeting 19 March 2017 

MINUTES 

Attending: David Benedict, Bob Brown, William Brown, Alex Lucyshyn, Paul Patterson, Bill 
Ritch, Dave Schroeder, Brad Strickland, Hal Wiedeman, Ron Zukowski. 
 
President Bill Ritch called the meeting to order at 17:04. 
 
The normal agenda was tabled for this meeting because the Board hosted a teleconference with 
our consultant for audience development, Sara Leonard. To begin the conference, the attendees 
of the Board meeting introduced themselves. 
 
1. Sara works with David through the Blank Foundation with goal of building the ARTC 

audience. Her background is in theater and performing arts. She is a producer, a teacher, 
and her specialty as a consultant is in audience development. 

 
2. She is struck by where ARTC is in this part of its career, a common point for an arts 

organization to find itself in: navigating from being a group driven by a passion for its art 
to finding a new direction. ARTC must now consider what that direction will be. Among 
the possible descriptions are 

 
 A. More professional? That is, developing a model under which our goal will be increased 

revenue through ticket sales, merchandise and program sales? 
   
 B. Developing a future beyond the current membership? Or is it just our organization, 

for us to bring to our community? 
 
3. Her role: help us find a structure for moving forward. We must learn how ARTC may be 

owned by its community (this is basically what non-profits are: they exist for and within 
their communities and take directions from them). 

 
4. Her assumption: Our desire is to move forward from our founding members' original 

vision. One point of our progress in that is our funding of our first compensated officer 
(David Benedict), the studio manager and chief producer.  

 
5. Becoming a more professional organization requires careful handling. The hardest part 

is structuring the Board itself: bringing aboard people who can help us in the transition 
process. We have an important role–to pass on the organization's culture, personality, 
and ideals to new board members. This must not be a wholesale, rapid change; we do, 
however, need to gain expertise on how best to develop the organization. 

 
6. Our focus must be to build our audience and to increase revenue; this is a process that 

will begin slowly but snowball over time. 
 
7. One obvious need: we should find a specialist in audience development, and this should 

be a person who is new to the organization, but at the same time devoted to ARTC. Such 
an individual can offer us an outside perspective. One thing this new position might do is 
to free up current board members to do more effective jobs for ARTC. It will admittedly 
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be difficult to bring on a new Board member who has no experience with ARTC, so our 
job is to teach the processes and goals of the organization. 

 
8. At this point: We are beginning to supplement our content producers and performers 

with new voices and ideas. We do need a division of labor, discovering how best to utilize 
members with special skills and knowledge. At present, Board members are all 
generalists, handling all components; now we need to bring in at least one specialist to 
best serve ARTC. 

 
9. As we stand now, speaking of creating the first position for a specialized Board member, 

we must consider: Do we want to change?  It can be a bumpy road, but we can get there. 
We know our work resonates with others, but how do we want to do the work? What 
should it look like? A group of friends working together for love of the art? Do we want to 
let ARTC's mission take on a life of its own and find new directions? How would we 
apportion our resources?  

  
 It is very time consuming to look for the biggest payoff on such an investment. With 

limited resources, we must target our outreach. There are many details to cover. With 
one specifically recruited member, we need to be sure that this person is fluent in the 
language and understanding of the group. 

 
10. Audience development: Creating community involvement and relationships is crucial.  
 
Bill Ritch noted that we are different from many other art organizations in our position because 
ARTC is 32 years into its mission. 
 
Sara responded: It's more common that small arts organizations remain in startup mode for a 
long time. The longevity of ARTC indicates we are invested in the organization. This can make 
change feel harder and sometimes requires adjustments. It is therefore important to find the 
right person for the position, and the Board must understand we must educate the new person. 
We must consider what is most valuable about our organization. Yet ARTC is not unique in this 
respect, though it is true that we must deal with different factors than we would if the 
organization was only three to five years old. 
 
Ritch: We were not brand driven for the first fifteen to sixteen years of our existence, but after 
Thomas Fuller passed, we moved more in that direction and have been there for the last fifteen 
years or so. Traditionally, ARTC's attitude has been welcoming to individuals with new ideas–
the ARTC attitude is "Sure! If you can get people to do it, go for it!" 
 
Ritch: Is the idea to compensate all board members? 
 
Sara: No, we cannot pay Board members for a 501-c organization. We need instead to find a new 
member whose primary goal is to serve the community–this is not someone with artistic 
oversight, but someone who will work to build the audience, to find people who want to see and 
hear our shows. 
 
Ritch: Who is our community? As a theatrical organization, we're different from our brick-and-
mortar colleagues. 
 
Sara: Our community is an intraspace community–think nationally or globally. Start with the 
organization’s interests and values: find lovers of science fiction/fantasy, radio, podcasts. 
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Potential board members must consider "How do I build in this geographic area?" "Community" 
is a nebulous term and we must define it. 
 
Ritch: The word for our community is "fandom": geeks and nerds. Is the new board member one 
who wants to serve this community? How do we find a marketing expert who wants to serve 
fandom? 
 
Sara: Two organizations in Atlanta specialize in training board members. Meet with 
representatives of those two organizations, provide them with the job description, and let them 
know of our environment, traditions, and customs; they will assist. 
 
Bob Brown: Usually in non-profits, Board members are expected to make financial 
contributions, true? 
 
Sara: It varies from one to another. Some do, some don't. Some organizations have $20,000 
give/get clauses; small ones usually don't have such a stated policy. But if you deal with someone 
who's trained, they wouldn't be shocked to have this requirement, but my recommendation is to 
go for expertise, not financial contributions from the prospective Board member. And for 
outside donors, it is important to tell them that 100% of the Board does contribute to the 
organization. 
 
Ritch: Sweat equity is more of what we've looked for. Maybe we should move to a more 
governing board. More important, expertise, time, and effort to contribute will build a financial 
return over time. 
 
William Brown: How do we promote what we do? How do we get that before the public? 
 
Sara: Find someone already involved with podcasting to promote and develop that audience. 
They don't need to be local, but it's a great idea to look in the Atlanta area, because it's best to 
find someone who can attend the meeting and get a sense of who's listening. There are many 
tactical ways to reach out: Could we find someone who'd be willing to make guest posts on 
blogs? One example: For a Lovecraft show, build up anticipation among fandom–remember 
who, where, and why do they already care? 
 
Ritch: We have done that locally, not nationally. The H.P. Lovecraft Society, for example, likes 
our work and thinks we should be better known. But the discussion so far provokes a question: 
What would the new Board member get out of ARTC? 
 
Sara: Board members come in a wide variety. It would be awesome to find someone who knows 
us. We might find someone who is retired and who wants to give back to the community. At the 
other extreme, some people are building their CV's, looking for stepping stones. They're often 
motivated to work hard. Look for someone with skin in the game–interview–and the most 
important question is "Why do you want to work with ARTC?" 
 
We need to identify our niche, find people to whom that is important, find a point of connection. 
We need to identify points of entry that will allow people to find and like our work. 
 
Hal Wiedeman: At this point, a significant portion of ARTC's income is from donations. 
 
Sara: In general, about 70% of nonprofit income is from individual contributions, with the rest 
from ticket sales, studio rentals, product sales. Overall, nonprofits are not typically self-
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sustaining. The idea is that nonprofits are valuable because they fulfill a need. ARTC must find a 
paying audience–we should sell to encourage donations to support our mission. 
 
We do have original, unique work not available anywhere else. We can reach a wider audience, 
but that will require trial and error (such as in finding the best venues for live performance). 
Finding contributions is a ladder we must climb. 
 
Ritch: We're fighting against the mindset of younger people who don't want' to own anything, 
much less buy anything. Our generation paid for entertainment–LPs, VHS tapes, and so on.   
 
Sara: That is a common problem. Podcasting might be a low-cost form of sampling for this 
audience as an introduction. Another problem is that people think a performing art is easy, until 
they try doing it. 
 
Sara has given David Benedict information on sources to help find a prospective new Board 
member. We need to do recruitment for the organization. In the long run, we may need to 
rewrite the bylaws to allow for the appointment of a Board member. 
 
Ritch: We could do that now. We could appoint a committee to propose a bylaws change, 
beginning with rereading the current bylaws. 
 
11. Ritch asked all Board members to reread the bylaws and the constitution of ARTC and to 

be prepared to nominate three people as an ad-hoc committee to formulate an 
amendment to allow appointment of Board members. 

 
 William Brown: appointing one member would throw off the balance. We'd need two to 

balance.  
 
 Ritch: No, the Chair breaks any ties. 
 
 Wiedeman: We should find a board that does this already and study their methods. 
 
12. Pursuant to an earlier request from Ritch, the following Board members have agreed to 

report on and oversee specific areas: 
 Bob Brown: Art Committee 
 Brad Strickland: Website Oversight Committee 
 Ron Zukowski: Sales and Marketing 
 
13: Question before the Board: Do we now need to look for a permanent studio and 

rehearsal space? Tabled for later discussion. 
 
14. Owing to our late start, David Benedict requested that we curtail the Officers' Meeting, 

folding in its concerns to this meeting. The officers present agreed. 
 
Officer's Meeting  
 
1. Treasurer's Report: We are at a break-even point. We have received over $4,000.00 in 
donations; a check from the Academy for $700.00; sales of $600.00; and a check from Verizon. 
In sum, this income balances our expenditures to date. 
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2. Production: Lone Star Planet–voice tracks complete. Alton Leonard is working on the 
music; it will be available by LibertyCon. 
  
 Bill Ritch asked if it would be a podcast. It will be available as a for-sale download. 
 
 Ron Butler may provide more continuing adventures of Silk as a series. 
 
 Probability Broach will be a part of a continuing North American Confederacy series. 
 
 Further production discussion was tabled for a writers' meeting. 
 
3. The next meetings were set for April 29: Board meeting at 2:00 pm, Officers' meeting at 

3:30 pm, ARTC Studio. 
 
With no further business, the meeting adjourned at 18:52. 
 
Respectfully submitted, 
Brad Strickland, Secretary 
 


