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Broadcasting Board Of Governors Strategic
Planning And Management

Posted on September 22, 2018

The Broadcasting Board of Governors, commonly known as BBG, was the former name of the
independent United States government agency responsible for civilian international broadcasting. On
August 22, 2018, the agency changed its public name to the U.S. Agency for Global Media, or USAGM.
The original essay discusses an earlier BBG strategy centered on innovation, integration, credible
journalism, audience growth, language services, technology, and management reform. Those themes
remain useful, but a current analysis must distinguish the historical plan from the agency’s present
identity and governance.

USAGM oversees or supports international media networks serving audiences in environments where
independent news may be limited, censored, or dangerous to produce. Its mission is not ordinary
commercial broadcasting and should not be reduced to public diplomacy or promotion of a
government. The agency’s credibility depends on accurate, objective, and comprehensive journalism,
a statutory firewall protecting editorial independence, and clear distinction between explaining U.S.
policy and acting as partisan propaganda.

Historical Development From BBG to USAGM
The BBG name reflected a governance structure involving a bipartisan board that supervised U.S.
international broadcasting. Reform legislation later created a chief executive model intended to
improve operational accountability and coordination. The agency adopted the USAGM name in 2018
to describe its role more clearly as a modern global media organization rather than a single
broadcasting board. (U.S. Agency for Global Media, 2026a)

In June 2020, the former nine-member board structure ended when the first Senate-confirmed chief
executive officer assumed office under the reformed governance framework. This change
concentrated day-to-day executive authority but did not remove the statutory obligations governing
journalistic standards and editorial independence. Governance reform should therefore be evaluated
through both management efficiency and protection against political interference.

Historical Networks and Media Entities
U.S. international media has included Voice of America, Radio Free Europe/Radio Liberty, Radio Free
Asia, the Office of Cuba Broadcasting with Radio and Television Martí, and Middle East Broadcasting
Networks. These entities have different legal structures, geographic missions, audiences, and editorial
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traditions. Some are federal organizations, while others receive grants and operate as private
nonprofit corporations.

Integration does not require making every network identical. A unified strategy can coordinate
security, technology, research, distribution, and administration while preserving the language
expertise, audience relationships, and editorial identity of each network. Excessive centralization
could weaken local responsiveness and create a single point of political or operational failure.

Mission Statement
The original essay describes the mission as informing and engaging people worldwide through
accurate and credible information, supporting freedom and democracy, representing American
society, and explaining U.S. policy. This summary captures major elements but needs careful wording.
The agency’s value depends on journalism that is accurate, objective, and comprehensive rather than
journalism designed to make every U.S. action appear favorable.

Voice of America’s charter includes presenting reliable news, representing American society and
institutions, and presenting U.S. policies clearly together with responsible discussion and opinion
about those policies. Surrogate networks such as RFE/RL and RFA have historically focused on
providing local and regional news where domestic media are restricted. The common strategic
purpose is access to trustworthy information. (U.S. Agency for Global Media, 2026b)

Editorial Independence and the Firewall
The journalistic firewall separates editorial decisions from political direction. Government funding
creates an obvious risk that audiences will view the media as official messaging. Legal and
professional protections are therefore not optional public-relations language; they are central to
credibility. (Voice of America, n.d.)

Management can set budgets, security standards, technology strategy, and organizational goals, but
it should not order journalists to alter facts or suppress unfavorable reporting. A strong firewall also
protects journalists from pressure by foreign governments, donors, advertisers, and internal
executives. Independence should be supported through policy, transparent governance, editorial
standards, complaint review, and consequences for interference.

Why Credibility Is the Core Strategic Asset
An international media organization competes not only for attention but for trust. Audiences in
authoritarian or conflict environments may encounter propaganda, disinformation, restricted internet
access, manipulated video, and threats against independent journalists. If USAGM content is
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perceived as inaccurate or politically controlled, increased distribution will not create durable impact.

Credibility requires correction of errors, attribution, source verification, separation of news from
opinion, and disclosure of uncertainty. The agency should be willing to report facts that are
uncomfortable for the U.S. government. That willingness demonstrates that its value lies in journalism
rather than message discipline.

Innovation and Integration
The original strategy uses the phrase innovation and integration. Innovation includes new formats,
mobile distribution, streaming, podcasts, social video, data journalism, circumvention technology,
artificial intelligence, and audience analytics. Integration includes shared infrastructure, coordinated
planning, common standards, and reduction of unnecessary duplication.

Innovation should solve audience problems rather than follow technology fashion. A sophisticated
application is useless where bandwidth is expensive or the app store is blocked. A shortwave
broadcast may remain important during internet shutdowns even when it appears technologically old.
Strategy should use the platform appropriate to the audience and threat environment.

Audience-Centered Planning
The original essay correctly identifies audience needs as a principal target. Audience-centered
planning begins with language, media habits, information gaps, trust, device access, censorship,
literacy, disability, and security. The organization should not assume that content successful in one
country or diaspora will work elsewhere.

Research can include surveys, digital analytics, interviews, focus groups, market studies, and
consultation with journalists who understand local conditions. Research must protect respondents in
repressive environments. Collecting identifiable political opinions can create danger if data are
breached or seized.

Language Services
Local-language journalism can reach people excluded from English-language international media and
can report issues overlooked by global outlets. Language services require more than translation.
Journalists need cultural, historical, political, and linguistic expertise to explain events accurately and
recognize manipulation.

The original plan proposes reviewing the languages used for broadcasting. Such review is necessary
because populations, crises, migration, media freedom, and budgets change. Closing a language
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service can leave an information gap and eliminate institutional knowledge, while maintaining a
service without audience or strategic relevance can divert resources. Decisions should use
transparent criteria and transition planning.

Vernacular and International-Language Content
The original essay proposes producing everyday news in vernacular languages and adapting
important stories into English or another international language. This approach can connect local
reporting with global audiences. Journalists working near events may provide evidence unavailable to
distant correspondents.

Adaptation should preserve context and credit the original reporting team. Translation is an editorial
process; idiom, legal terms, historical references, and risk can change meaning. Human review
remains essential even when machine translation supports speed.

Technology and Distribution
International media now operates across radio, television, websites, mobile applications, email,
podcasts, satellite, social platforms, messaging services, and syndication partners. Distribution should
be resilient because governments may block domains, jam signals, remove applications, or pressure
local affiliates.

A multi-platform strategy reduces dependency. Mirror sites, secure content delivery, alternative
frequencies, satellite feeds, downloadable files, and partnerships can maintain access. Distribution
plans should include emergency procedures for internet shutdowns, war, natural disaster, and
cyberattack.

Internet Censorship and Circumvention
The original essay mentions developing the workforce to respond to internet censorship. USAGM’s
broader ecosystem has supported technologies that help users reach blocked information and
communicate more safely. The Open Technology Fund, launched as an independent nonprofit
organization in 2019 after earlier work within U.S. international broadcasting, supports open
technologies related to internet freedom.

Circumvention is a continuing contest. Governments use filtering, throttling, malware, legal pressure,
surveillance, and platform control. Tools must be tested for security, usability, scalability, and local
risk. Promoting a tool without understanding its vulnerabilities can endanger users.
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Cybersecurity
Media organizations face phishing, account takeover, ransomware, source exposure, website attacks,
deepfakes, and targeting of journalists. Cybersecurity must protect both enterprise systems and
editorial work. High-risk correspondents may need secure devices, communication, travel support,
and rapid incident response.

Centralized security can provide expertise, but controls must not become internal surveillance of
journalists or sources. Access should be limited, logged, and governed. Source protection is a
journalistic and human-safety requirement.

Artificial Intelligence
AI can assist transcription, translation, search, recommendation, moderation, and detection of
manipulated content. It can increase output in languages with limited resources. It also creates risks
involving hallucinated facts, bias, copyright, surveillance, and synthetic impersonation.

AI-generated or AI-assisted content should receive editorial review. The organization needs policies
concerning disclosure, source protection, training data, correction, and prohibited uses. Efficiency
should not reduce accountability.

Countering Disinformation
USAGM networks operate in information environments where governments and organized actors
spread false or misleading narratives. The strongest response is not counter-propaganda but verified
journalism explaining evidence, sources, and uncertainty. Fact-checking can address specific claims,
while investigative reporting can reveal networks and incentives.

Repeating false claims too prominently can amplify them. Editors should decide whether a rumor
requires direct response and should lead with accurate information rather than sensational
misinformation. Media literacy can help audiences evaluate content beyond one fact-check.

Journalist Safety
Reporters and contributors may face detention, violence, harassment, digital surveillance, or threats
to relatives. Strategic planning must include hostile-environment training, insurance, legal support,
protective equipment, secure communication, relocation procedures, and trauma-informed care.

Audience growth should never be pursued by pressuring journalists to take unreasonable risks. Local
freelancers deserve protections comparable to staff when they perform dangerous assignments.
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Safety metrics should be included alongside output metrics.

Workforce Development
The original plan calls for nurturing a dedicated workforce. Required capabilities include reporting,
editing, language, verification, audience research, data analysis, product design, security, leadership,
and technology. Training should be continuous because formats and threats change.

Recruitment should value regional expertise and diverse backgrounds. Employees need pathways for
advancement and fair evaluation. A global mission is weakened when decision-making remains
concentrated among people distant from the audiences and risks involved.

Organizational Culture
Integration depends on trust among networks and central management. If shared services are
imposed without consultation, staff may perceive them as loss of editorial control. If every entity
builds duplicate systems, costs and security risks grow. Governance should clarify which functions are
common and which remain network-specific.

Leaders should invite dissent and protect whistleblowing. A media agency that promotes free
information abroad should maintain transparency and accountability internally.

Strategic Ambitions
The original essay states an ambition to become the world’s leading news agency by 2019. That
deadline is historical and cannot function as a current goal. It also lacks a definition of leading. The
largest audience, greatest trust, most languages, fastest reporting, or strongest influence are
different measures.

A modern ambition should be mission-based: to provide indispensable independent journalism to
audiences facing restricted information and to maintain access during censorship and crisis.
Leadership should be evaluated through relevance, trust, safety, quality, and impact rather than one
global rank.

Key Strategic Step 1: A Coherent Agency
The original plan proposes one unifying body for multiple branches. Coherence can come through
shared strategy, budget discipline, security, research, technology, procurement, and standards. A
common agency identity can improve accountability to Congress and the public.
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Unification should not erase legal distinctions or local brands. Audiences may trust a regional network
precisely because it has an established identity and focuses on their country. Integration should
strengthen those relationships, not replace them with a distant master brand.

Key Strategic Step 2: A Global News Network
Networks can share verified reporting, video, investigations, data, and expertise across languages. A
story gathered by one service may be valuable to several regions. A coordinated news system can
reduce duplication and improve speed.

Shared content requires contextual editing. A report designed for one audience may carry risks or
assumptions in another. The global desk should support local editors rather than command uniform
presentation.

Key Strategic Step 3: Platform Resilience
Investment should prioritize reliable content management, secure identity, cloud and on-premises
resilience, backup distribution, analytics, and accessibility. Legacy systems should be modernized
according to risk and mission value.

Technology procurement should avoid dependence on one vendor or social platform. Platforms can
change algorithms, remove accounts, or comply with authoritarian demands. Owned channels and
open standards preserve strategic options.

Key Strategic Step 4: Management Reform
The earlier creation of a chief executive role sought to improve day-to-day management. Executive
authority can speed decisions and align budgets. Concentration also increases the need for oversight,
transparent appointments, and protection of editorial independence.

Management reform should clarify accountability without turning journalism into political command.
Boards, advisory structures, inspectors, Congress, courts, and public reporting can provide checks
according to law.

Key Strategic Step 5: Partnerships
Local affiliates, independent media, civil-society groups, technology organizations, universities, and
international broadcasters can extend reach and expertise. Partnerships should protect partner safety
and editorial standards. In some countries, association with a U.S. government-funded organization
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can create political or legal risk.

Contracts should define content rights, security, data, and independence. Partner feedback should
influence planning rather than serve only as distribution.

Performance Goals
The original essay links performance mainly with audience expansion and standardized credible news.
Reach is important because journalism that no one receives cannot serve the mission. Yet large reach
can result from entertainment, platform placement, or one viral event and does not prove trust or
impact.

A balanced performance system should include reach, frequency of use, trust, relevance,
engagement, content quality, correction rate, distribution resilience, censorship circumvention,
partner value, journalist safety, cybersecurity, and cost efficiency. Measures should be interpreted by
market and platform.

Audience Reach
Reach estimates how many people use content within a period. Surveys can capture radio and
television use that digital analytics miss, while digital data provide detailed behavior but may count
devices rather than people. Methodology and uncertainty should be published.

Targets should avoid incentivizing low-quality sensational content. Growth matters when it occurs
among strategically relevant audiences and supports repeated use.

Trust and Credibility Measures
Trust surveys can ask whether audiences consider the network reliable, accurate, and independent.
Results may be affected by political polarization, fear, and question wording. In authoritarian settings,
respondents may hesitate to acknowledge use or trust of foreign media.

Independent evaluations, correction records, source diversity, and editorial audits can supplement
surveys. No single score captures credibility completely.

Engagement and Impact
Engagement includes time spent, return visits, sharing, comments, subscriptions, and participation.
High engagement can reflect outrage rather than understanding. Qualitative evidence is needed to
assess whether reporting informs debate, supports accountability, or reaches people during crisis.
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Impact should not mean directing political outcomes. Journalism can influence society, but editorial
teams should not be evaluated according to whether a favored party wins or a government changes.
The mission is access to information.

Efficiency
Efficiency measures cost relative to output, reach, or strategic value. A small language service may
appear expensive per user but be essential in a highly censored environment. Financial analysis
should include mission importance and risk.

Shared services, procurement, and technology can reduce duplication. Cost cutting that removes
verification, security, or local expertise can create false economy.

Stakeholder Consultation
The original essay recommends consultation with agencies involved in public diplomacy and
international communication. Consultation can provide regional, security, and policy context, but
editorial decisions must remain independent. Diplomats may explain policy; journalists decide how to
report it.

Other stakeholders include audiences, network staff, grantees, Congress, technology partners, civil
society, media-freedom organizations, and researchers. Consultation should document how feedback
affected strategy.

Risk Management
Strategic risks include political interference, loss of trust, cyberattack, journalist harm, budget
interruption, censorship, platform dependency, disinformation, legal restrictions, and technology
failure. Each risk needs an owner, mitigation, indicators, and continuity plan.

Scenario exercises can test an internet shutdown, satellite disruption, detention of journalists,
compromised social account, or sudden closure of an affiliate. Plans should be practiced rather than
stored.

Ethics and Accountability
International broadcasting can affect vulnerable audiences. Coverage should minimize unnecessary
exposure of sources, avoid incitement, correct mistakes, and respect human dignity. Images of
violence require editorial judgment. User data should not reveal that someone accessed prohibited
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news.

Accountability includes public standards, complaints, corrections, inspector review, congressional
oversight, and independent journalism criticism. Transparency should be balanced with operational
and source security.

Strategic Planning Cycle
Strategic planning should begin with mission and environmental analysis, define a small number of
priorities, allocate resources, set measures, and review results. The agency’s environment changes
too rapidly for a plan to remain fixed for many years without revision.

Bryson’s public and nonprofit planning approach emphasizes stakeholder analysis, mandates,
mission, strategic issues, implementation, and learning. These principles suit USAGM because it
operates under law, public funding, multiple constituencies, and mission outcomes that cannot be
measured through profit. (Bryson, 2018)

Conclusion
The former Broadcasting Board of Governors developed strategic themes of innovation, integration,
audience service, language journalism, technology, and management reform. In 2018, the
organization became publicly known as the U.S. Agency for Global Media, and the old bipartisan board
structure ended in 2020 under a chief executive model. A current essay must use the USAGM name
while recognizing the historical BBG plan.

The mission is to provide accurate, objective, and comprehensive information to people around the
world, particularly where independent media are restricted. Credibility depends on the journalistic
firewall and willingness to report facts rather than promote a political narrative. Technology and
integration should expand secure access without erasing the distinct identities and expertise of the
networks.

Success should be measured through more than audience size. Reach, trust, relevance, journalistic
quality, safety, censorship resistance, engagement, resilience, and efficient use of public funds form a
balanced framework. Strategic management is effective when it protects independent journalism,
learns from audiences, supports its workforce, and maintains reliable access to information during
censorship and crisis.
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