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KEY PLAYERS IN LPTV

As far as practical, these criteria should be followed for success

1 The Site Custodian  (SC)

Appointed by and reports to Conf / Mission President or designee.  Preferably a lay person.



Responsibilities


· Lives near to transmission site and can easily visit site

· Assists with Site Evaluation

· To be included in planning & meetings held near the site

· Monitors the transmissions regularly

· Supervise earthworks, and minor construction, if needed

· Monitors security and has access to site

· Carries out monthly inspections for maintenance

· Safekeeping of drawings, diagrams, or other relevant documentation 

· Protects the interests of ATN and the Local Church

· To provide information to leaders and installers

Qualities needed

· Dependable and reliable

· Able to follow instructions well

· Able to carry out simple investigations and report problems

· Able to communicate well with technical support by phone or email

· Technical training useful, but not essential

· Handyman skills useful, but not essential.

2 The Site Evaluator  (SE) 
Appointed by the Division in consultation with ATN Executive.

Needs to be approved by ATN and should have

· Completed training for Site Evaluators provided by ATN and hold a certificate of competence

· Experience in Site Evaluation for cities

Responsibilities:  


· To undertake Site Evaluation together with the SC and with assistance of Local Leaders (especially for Target  Audience Surveys)

· To complete the required forms for Site Evaluation and submit these together with a written report to the Strategy Director (copies to ATN Executive and Local Leadership)

· To train local installers or undertake installation of equipment, if needed.

Criteria for selection of Site Evaluators

· Technical experience in downlink installations

· Ability to carefully follow instructions

· Experience in taking up market or customer surveys

· Willingness to travel to other Unions within Division

· Language ability in English and languages of Unions

· Experience in terrestrial TV installations, if possible

· Ability to train others


Tools needed

· Compass

· Digital Camera

· GPS (for measuring altitude & distances)

· Access to computer & email for writing reports

· Safety harness for climbing towers

· Binoculars (small)

3 Project Manager 

Once approval to proceed with the project has been obtained from ATN, based on quotations from the Manufacturer, the Project Manager can begin his work, which consists of the following:

· Ensuring that necessary broadcast licences have been issued before proceeding

· Set up a project plan / timeline with dates for each activity and monitor progress to ensure that project is going according to plan

· Placing orders with the suppliers / Manufacturers (Including specifications, packing & shipping instructions) via ATN Office.

· Monitoring all aspects of project and reporting to leaders regularly on status. 

· Facilitating clearing and collecting arriving shipments as fast as possible

· To be available after installation for consultation on problem areas or upgrading.

Monitoring work of the Installer, including:

· Preparing the site, including installing or checking for required cabinets, racks, shelves, cable trays, power outlets, lightning protection, security

· Installing equipment per manufacturer’s instructions

· Testing for correct operation of equipment and reception of broadcasts in the fringe areas.

· Monitoring performance before leaving the city

· Handover to Site Custodian of all documentation, maps, diagrams, tools, spares keys and passwords

Tools needed

· Access to Project Management software if possible

· Access to email, phone & fax

4 Installer

The installer will be appointed by agreement between ATN and the host organization.

He will usually have training for and experience with installations. 
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