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A Proposal for General Support

Submitted by: The Media Consortium, 
a project of the Foundation for National Progress

Date: September 29, 2011

Contact: Jo Ellen Green Kaiser, Executive Director

415.878.3862 / joellen@themediaconsortium.com

As the courts and Congress give corporations increasing power over the levers of democracy, Americans need a media that is independent of corporate control more than ever. And the independent media need The Media Consortium (TMC), the only national organization dedicated to supporting and growing the independent media sector. 
Since our founding in 2006, The Media Consortium has built a powerful network of over 50 independent, news-driven media outlets.  Consortium members directly reach over 30 million Americans through video, radio, digital and print platforms. Member outlets such as Democracy Now!, Mother Jones, LinkTV, Yes! Magazine, AlterNet, Grist.org, Colorlines, and Brave New Films challenge mainstream infotainment media to do more by informing, educating, and engaging the public.

The Media Consortium supports this independent media sector by providing internal and external networking opportunities, offering monthly webinars with media experts, and establishing an Innovation and Incubation Lab series to help outlets to keep pace with new technology and to develop sustainable business models. We grow the power of the independent media sector by facilitating collaborations between members in order to leverage our collective power, bringing multiple perspectives and reports together to create a megaphone that mainstream media cannot ignore. 

When TMC members published multiple stories around Citizens United and the corporate financing of elections, our #campaigncash hashtag forced mainstream media to pay attention to the story.  When 9 TMC outlets joined together on TMC’s Media Policy Reporting and Education Project, they produced over 80 pieces on media policy in just four months.  When 15 TMC outlets collaborated to cover the Wisconsin protests in early 2011, they succeeded in keeping the spotlight on a story the mainstream was planning to cover (and dismiss) in one 24-hour news cycle. 

Our vision is to revitalize democratic debate in our country by building audience, visibility and impact for the  independent media. We aim to reconfigure the media space so that the American public recognizes they have an alternative to the mainstream media or the right-wing echo chamber:  that every day, the independent media tells the stories they will hear nowhere else. This proposal for general support lays out how we are going about achieving this vision by fostering editorial collaboration, building and diversifying media leadership, and supporting innovation in journalism and business models. 
Foster Collaboration and Coordination

The Media Consortium was founded to create a network of independent media organizations. After six years, that network is in place. Members who once saw each other as “the competition” now are working together in ways that they hadn’t even dreamed possible when TMC was founded. 

Editorial Collaboration Infrastructure
Testing and experience has proven that TMC’s most direct means for creating impact is by conceptualizing and fostering editorial collaborations. Since Fall 2010, TMC has organized 3 very successful collaborations—a breaking news collaboration around Wisconsin protests in 2011, a news-driven collaboration around the Citizens United ruling, and a policy-driven collaboration focused on media policy. With each collaboration, we have learned more about how to drive success. The primary lesson has been the need to create infrastructure to support the collaboration—attached as Appendix A. We plan to fullly implement this infrastructure in 2012.
Editorial Collaboration Projects
The Media Consortium is planning at least two year-long editorial collaborations for 2012, in addition to the micro-collaborations we always facilitate.

1. Campaign Cash

Campaign Cash will continue our successful collaboration that began with the Citizens United ruling in Fall 2010. Our goal is to track the money that can now be poured into campaigns without any public disclosure—our primary focus will be on hidden corporate financing of elections. The Media Consortium has already built most of the infrastructure for this project, including the purchase of the urls www.campaigncash.org and www.campaigncash.com
We are fundraising now for seed money to drive content, for money to hire a professional publicist, and money to support TMC staff to supervise this collaboration.

2. Media Policy Education and Reporting Project
We launched a pilot Media Policy Project in 2011. It produced such great results that we plan to continue it through 2012. Our goal for this project is to inform, educate and engage the public around media policy. To do so, we are training journalists to follow the complex media policy beat. We are developing close partnerships with media policy organizations in order to provide expert sources for our members. We are fundraising now for seed money to drive content, to support a media policy Tumblr, and to support TMC staff to supervise this collaboration.
3. Micro-collaborations—These TMC-guided editorial collaborations inspire members to work with each other. For example, Ms. Magazine and the American Independent News Network are sharing resources to produce investigative reporting around crisis pregnancy centers that will have a local and national impact. We also will doubtless host collaborations around the RNC and DNC. This kind of collaboration would not happen without the many labs, briefing calls, and other networking opportunities that TMC provides as part of its core services to members.
Benchmarks: We will measure success by tracking # of stories produced, audience metrics for stories, social media metrics, and dispersion of these memes through digital space (see below, impact experiment). We also will require a qualitative evaluation from members and allies on the ease of the collaboration and how TMC could facilitate deeper collaboration.
Internal Networking
TMC continues to provide opportunities for members to learn from each other through face-to-face and digital interaction. 
· Member Meetings. We host an annual meeting for our members each year—in 2011, the annual meeting is October 13-14 in Oakland, California. In addition, we began in 2011 to host regional meetings to bring members face-to-face. 
· Monthly Newsletter. Each month, the TMC staff puts out a newsletter summing up our projects and giving members a heads-up about new initiatives, in addition to maintaining an on open listserv for member comments. 
· Google Groups. In addition to the TMC listserv, TMC staff have set up a listserv just for social media staff at member outlets so they can better publicize each other’s content. We also run separate google groups for each editorial collaboration.

· Social Media Curator. We have hired a part-time social media curator to tweet and facebook member content daily. 
· Monthly Webinars. In 2012, TMC staff will implement monthly webinars  around editorial strategy and technology innovations to supplement the in-depth work we do in editorial collaborations and Innovation and Incubation labs.
Through these efforts, TMC has become the glue that holds the independent media sector together. 
External Networking

TMC staff build relationships with allies in order to build audience, visibility and impact for member outlets and their stories. 

· Powerhouse. At Netroots 2011, a number of advocacy and media organizations came together in order to discuss collaborative opportunities. These conversations are ongoing, with TMC director Jo Ellen Green Kaiser a key organizer, along with Common Cause’s Doug Clopp, PFAW’s Marge Baker, and Jay Harris.

· Media and Democracy Coalition. Especially given TMC’s focus on Media Policy, MDC and TMC have begun exploring ways to work more closely together to share sources and information.

Benchmarks: If successful, these conversations will lead to stronger stories, and a larger audience for member content. The latter will be tracked via metrics. 
Build and Diversify Media Leadership

Fostering strong, civically-minded, diverse media organizations and leaders is key to building an independent media sector. Unlike mainstream media or the right-wing echo chamber, the independent media sector gains strength from its diversity. 

Consortium Membership

In 2010-2011, The Media Consortium implemented a new membership strategy designed to diversify and build our membership body to more accurately represent the independent media landscape. The strategy introduced two new roles. 
· Associate Membership. TMC added an associate members tier for young or smaller organizations that may not have the capacity to participate in all TMC projects, but can contribute to a diversity of audience and share innovative strategies. Associate Members include: Feet in 2 Worlds, Feministing, Free Speech Radio News, the Journal on Race, Poverty and the Environment, Oakland Local, The Chicago Reporter, The David Pakman show, The Thom Hartmann show, and Western Citizen.
· Advisory Group. TMC is developing a set of media allies who can lend their advice and support to TMC members and expand our network to advocates and other nonprofit allies. That body formally launches at our October 2011 meeting.

New members added in 2011 include: Utne Reader, Truthdig, City Limits, and associate members The David Pakman show, The Thom Hartmann show, and the Journal on Race, Poverty and the Environment. Our focus for 2012 is on recruiting the largest players in the independent media space in 2012.
Media Training
The editorial collaborations of 2011 brought a renewed focus on marketing. We found that one reason TMC members couldn’t break through to larger mainstream audiences was that their leaders lacked media training. We have thus begun to offering media training as a regular aspect of the Consortium.

· Basic Media Training. This half-day session introduces participants to the camera—what to wear for the camera, how to look at the camera—and the basic principles of messaging. 
· Advanced Media Training. This full-day session preps participants to appear on mainstream cable shows. Participants are given extensive opportunities to practice speaking to an interviewer on a set; the interviews are taped and critiqued. We currently are fundraising to underwrite part of the cost of the advanced media training.
Benchmarks: We aim to train at least one member from 20% of  TMC organizations in 2012.

Support Innovation in Journalism and Business Models

Over a decade into the digital media revolution, the media field is still in flux. In the past year alone we have witnessed the growing dominance of Facebook, a geometric rise in apps, the emergence of content-based games, and a proliferation of tablets and magazine-based tablet software. At the same time, neither mainstream nor independent media have been able to craft a business model that provides a strong, clear path to sustainability. 

In order to further our mission of creating an independent media sector, The Media Consortium must ensure that our members have the technological and business support they need to flourish. We are meeting those needs through our Incubation and Innovation Labs, monthly webinars, and digital media partnerships.
Innovation and Incubation Labs. 
We plan two new labs for 2012, as well as continuing to implement labs from 2011. 

·  2012: Community and Journalism—The aim of this lab is to help TMC members experiment with audience engagement and crowd-sourced reporting. Lab participants are working with the Public Insight Network, a database of over 100,000 sources. 
· Spring  2012: Revenue Generation Lab—As a result of this lab, we will conduct a one-day livestreamed collaborative fundraiser on February 15, 2012. A one-page overview of the Collaborative Fundraiser is available.

· Spring 2012: Visual Journalism Lab—As audiences evolve, visual storytelling has become an important skill for news organizations to cultivate. From charts to comics to illustrations, graphic journalism is a great way to increase audiences and provide vital entry points for complicated issues.  A one-page overview of this lab is available.
· Fall 2012: News Games Lab—We are in talks now with university-based media studies centers to create a lab on news games, which both attract new audiences and may become a revenue-driver in the future.
Benchmarks: Success in each lab is measured by the outcome of its associated experiment. We seek to raise a combined minimum of $250,000 from the collaborative fundraiser; we seek to produce at least 3 pieces of visual journalism at each participating Visual Journalism lab outlet.  
Building Impact: A Special Experiment.  
In 2012, the Media Consortium as an organization will be conducting a lab to test our own mission and vision. We are partnering with John Schwartz and Harvard Prof. Gary King to test whether editorial collaborations in fact grow visibility and build impact for our stories and our sector. Over 18 months, E. We areexcited to learn the outcome of this experiment, which is being funded in part by John Schwartz and his EBS companies. 
Monthly Webinars. 
The II Labs allow a subset of our members to explore one aspect of changing journalism and business models in depth. However, all members need updates on breaking changes. We thus are planning a series of monthly webinars to occur at a regular time each month.  Some webinars we are currently developing (subject to change):
December: Teresa Stack, The Nation Publisher, “Why and How to Respond to Post Office Cutbacks”

January: Michelle Minkoff,AP Interactive Producer, “Visual Journalism HTML Open Source Modules ”

February: Rajat Paharia, Bunchball, “Gamifying Comments”

March: TBA, New America Media, “The Shadow Economy: Connecting with Ethnic Media Reporters”
Conclusion
The Media Consortium’s mission is to support and grow the independent media sector. We will fulfill this mission in 2012 by fostering editorial collaborations around media policy and corporate funding for campaigns; diversifying and building membership; and supporting technical and business innovation through our innovation and incubation labs and webinars. 
We are actively seeking renewed general support funding  from OSI and Wyncote for 2012. We are in conversations with EBS about funding for the Metric Impact Study. We  have applied for project-based funding from MDF (Media Policy Project), Funding Exchange (Media Policy Project), and corporate sponsors (Visual Journalism Project, Collaborative Fundraiser). We are in discussions with a variety of funders around our Campaign Cash collaboration. 
We are looking forward to a bold future, in which a diverse array of independent media organizations, armed with the most useful technological innovations, collaborate with each other and allies to put out stories that will educate, inform, and engage the widest possible audience. We want to tell the story of corporate power in elections; we want to tell the story of our decade-long wars in the Middle East; we want to tell the stories of union-busting and environmental inaction, of media consolidation and racial injustice—and we want those stories, coming from a wide range of media outlets, across digital, print, audio and video platforms, to be amplified until they cannot be ignored. We seek and are grateful for the Wallace Global and Proteus Fund’s continued support for our project.
Appendix A
What’s Necessary for Editorial Collaboration: An Infrastructure Map
Networking Infrastructure

· A dedicated listserv for participants in a collaboration to share story ideas and breaking news

· Regular conference calls with participants and allies to share information and plan next steps

· Sharing editorial calendars via secure google doc so that stories can be timed for greatest impact

Content-Provision Infrastructure

· A series of conference calls/webinars with experts/sources for collaborative stories

· Partnerships between members on different platforms in order to multiply audiences 

· Seed money to fund content creation, with amounts based on the different expenses of different platforms (i.e. digital, print, radio, video)
Marketing Infrastructure

· A listserv for social media curators at all member outlets to push collaborative stories out

· A TMC-based social media curator to tweet, fb, etc. the content of collaborative stories

· A dedicated Tumblr blog to aggregate the collaborative content

· A topic-driven url to bring together the Tumblr, twitter/fb feeds, and headline widgets

· A professional publicist to set up mainstream media interviews (if news is breaking)
· Intense  networking with allies to bring content to the attention of advocacy organizations

Evaluation Infrastructure

· Insert a pixel ping into all stories so TMC can directly track metrics related to those stories

· TMC social media curator uses a social media dashboard in order to track social media metrics

· Publicist maintains file of all media interviews including audience numbers if available

· Qualitative evaluation surveys given to participants at end of a collaboration

Key Infrastructure Requirement: 

· Dedicated TMC staffer to create and manage collaboration infrastructure
