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2. Project Accomplishments
The Media Consortium’s (TMC’s) 2010 proposal for General Support identified five strategic principles that would be the basis for measuring the organization’s accomplishments: 

· Foster Collaboration and Coordination 

· Build and Diversify Media Leadership 

· Focus on Audience Development 

· Bring Money and Attention into the Sector 
· Support Innovation in Journalism and Business Models
In accordance with the Wallace Global Fund guidelines, this report will begin by following the 2010 proposal outlines, stepping through each of these areas to describe project accomplishments.

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 Collaborations

Testing and experience has proven that TMC’s most direct means for creating impact is by conceptualizing and fostering editorial collaborations. In 2010, we focused on bringing in funding to encourage these collaborations and to extend our collaborative network to key allies, creating new partnerships. 

· October 2010: Campaign Cash—With funding from the Wyncote Foundation, seven TMC outlets were given funding to create over two dozen articles, videos and radio pieces on the Citizen’s United ruling. The term “Campaign Cash” was picked up by The New York Times and NPR. Our daily roundup blogs focused on Campaign Cash were reprinted over 100 times, and directed thousands of clicks to TMC member content. Success of Campaign Cash itself has led to a new partnership with We the People, a pop-up campaign created to pursue corporate influence on politics. “Outing the Corporations” will run from July-October 2011. 

· January 2011: Wisconsin—Reacting quickly to Gov. Scott Walker’s assault on unions, TMC staff facilitated resource-sharing and coverage development among members on the ground in Madison. To date, TMC members have produced over 800 pieces of content to keep Wisconsin in the news. This collaboration raised the profile of the independent media sector, facilitating what may be a key new partnership with a range of advocacy organizations (see Bring Money and Attention to the Sector). A two-page summary of the Wisconsin collaboration is available. 

· April-July 2011: Media Policy Reporting and Education Pilot Project (MPREPP)—Supported by the Media Democracy Fund and the Benton Foundation, this project was designed to help seven TMC members scale up their reporting about media policy by seeding high-quality coverage and via conference calls with experts in the field. Participants have produced over 40 pieces on media policy, along with a biweekly roundup blog, “The Wavelength.” It has already created real change: “Joseph Orozco of KIDE … contacted us about the low-power TV story, and [MediaWires blogger and author] Eric Arnold put him in touch with Ravi Kapur of KAXT-TV. Just the kind of connection a New America Media story should make.” –Paul Kleyman, Editor, New America Media.

· 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. 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.
Editorial collaborations increase the impact and audience for the sector. They also can relieve the financial burden of investigative reporting. Two of the editorial collaborations we organized—MREPP and Campaign Cash—involved the distribution of money to members for investigative reporting. We plan to expand this model over the next year.

Editorial collaborations, and particularly multiplatform editorial collaborations, increase the impact of our sector. The Wisconsin collaboration forced mainstream media to cover that story. The Citizens’ United collaboration put in play the meme “campaign cash” to describe corporate control over elections. To build attention for the sector, we must increase the number and extent of such collaborations.
Member Meetings

TMC continues to provide opportunities for members to learn from each other through face-to-face and digital interaction. Though the annual meeting planned for spring 2011 was postponed when Tracy Van Slyke stepped down as Director in December 2010, TMC’s new director, Jo Ellen Green Kaiser, quickly created a round of regional meetings in the San Francisco Bay Area, New York City, Washington DC, and Minneapolis to fill the gap. Designed to increase local networking, these meetings connected members to media policy experts and digital technology innovators, as well as to each other. We have rescheduled the annual meeting for October 13-14, 2011.

Internal Communications

At the request of our members, TMC staff have added a monthly newsletter  to summarize our projects. In addition, we will be starting regular conference calls around editorial strategy and technology innovations in July. Through these efforts, TMC has become the glue that holds the independent media sector together. 

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. 

Membership

In 2010-2011, The Media Consortium implemented a new membership strategy designed to build and expand 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. New Associate Members include: Feet in 2 Worlds, Free Speech Radio News, Western Citizen, Oakland Local, and The Chicago Reporter.

· 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 is now being formed and will launch in August 2011.

New members added this year include: Earth Island Journal, Truthout, Orion Magazine, and Change.org. Members pending approval of the TMC membership committee include: Utne Reader, The Thom Hartmann show, and Religion Dispatches. 

Independent Media Internships

At the beginning of this grant period, The Media Consortium launched the third round of our Independent Media Internship program, recruiting five journalists of varying economic and ethnic backgrounds for a three-month, full-time, paid internship with TMC members. The program offered unparalled hands-on experience for both members and interns, but funding expired and we were not able to continue it into 2011. We currently have a Letter of Inquiry out to Atlantic Philanthropies to continue this program, which we believe is vital to creating a committed, diverse set of independent media leaders. 

Focus on Audience Development

Media Wires
In 2009, the Consortium premiered the MediaWires, which were designed to create context around key political issues and cross-pollinate audiences. Freelance bloggers compiled monthly round-ups of member reporting on the economy, health care, immigration and environment that were made available for any news or advocacy organization to reprint or post. At its highest point, the program attracted an aggregate audience of more than 7.5 million and it has enabled us to enhance our shorter term collaborative efforts, especially around Wisconsin and Campaign Cash.

But the digital media world had changed. Advocacy groups now are creating their own content and are less interested in republishing outside works. Furthermore, more Americans are connecting with news via Facebook and other social media. Responding to these new facts on the ground, in June 2011 we began a relaunch the MediaWires as a primarily social media-based tool. 

Lindsay Beyerstein, formerly a blogger for the MediaWires program, has signed on as TMC’s social media curator. She is tasked with selecting and promoting a set of stories on Twitter and Facebook on a daily basis. Designed as before to cross-pollinate audiences, the new MediaWires will also build on the public’s understanding of the role that independent media plays in covering leading issues of our times. In the first month of this refocused program, we’ve seen a marked increase in the number of retweets and community interactions on Facebook and Twitter, with2,200 new followers on facebook and 1500 Twitter followers in just two months. 
Using Allies to Develop Audience

The Media Consortium’s 50 members have an aggregate audience of over 30 million. Our allies, however, reach many more. In summer 2011, TMC began discussions with a number of large nonprofit advocacy organizations like Moveon.org and Common Cause to see how we can bring member content to their sizable audiences in a way that is collaborative and revenue-positive for members but that avoids any suggestion of pay-for-play. We hope to organize a convening to discuss the challenges and arrive at possible solutions to this kind of collaboration in fall of 2011.

Bring Money and Attention to the Sector
The Media Consortium  is a national network of independent media organizations. Our mission is to build an independent media sector. And our vision is that this sector will set the agenda for national discussions on the issues we value most. 

From July 2010 to June 2011, we fulfilled this mission and reached towards our vision by fostering editorial collaborations around corporate funding for campaigns, the Wisconsin protests, and media policy; developing an audience through our MediaWires program; welcoming new members and allies; and supporting technical and business innovation through a six-week class on open journalism and three innovation and incubation labs. 

The funding we received from the Wallace Global Fund paid for staff time for many of these projects, allowing us to obtain a variety of smaller grants restricted to non-staff support, including funding from the Wyncote Foundation (Campaign Cash), the Media Democracy Fund (MREPP), the Benton Foundation (MREPP), the Chicago Instructional Technology Foundation (Mobile Lab) and the Harnisch Foundation (Revenue Generation Lab). 

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. Each of these labs includes a set of conference calls with outside experts, an in-person meeting for lab participants, online information sharing, and at least one experiment, devised by lab members. 

· Summer 2010-Fall 2010: Moving into Mobile—Funded in part by the Chicago Instructional Technology Foundation, this lab linked members with experts in the mobile field to learn how they could take advantage of this pervasive platform. The workshop concluded with a mobile hackathon, which brought over 50 journalists and programmers together to develop 6 groundbreaking mobile apps within 48 hours. “The Hackathon is a fantastic example of the value of TMC. It's the kind of learning opportunity that no single organization of our size could create for itself.”—Rod Arakaki, Audience Development Director, Yes! Magazine

· Fall 2010: Open Journalism on the Open Web—this six-week peer-to-peer course brought programmers and journalists together to educate one another about their respective fields. TMC created the class in partnership with Mozilla, The Medill School of Journalism, and Hacks/Hackers. TMC is currently looking at how to build upon this course for future efforts.

· Spring 2011: Community and Journalism—The aim of this lab is to help TMC members experiment with audience engagement and crowd-sourced reporting. As an experiment, lab participants are working with the Public Insight Network, a database of over 100,000 sources. Participants have launched some exciting pieces using the network, including an investigation into how we define sexual assault by Ms. Magazine, and a look at how the economy is driving new demands in the workplace from Mother Jones. 

· Fall 2010-Fall 2012: Revenue Generation Lab—this ongoing lab, funded in part by a grant from the Harnisch Foundation, linked TMC members with fundraising and media experts to learn about new techniques for raising revenue in the digital era. Members have chosen to conclude the lab with a collaborative fundraiser in February 2012. A short overview of the Collaborative Fundraiser is available.

3. Unanticipated Challenges

In an environment as unstable as the media sector, the unanticipated is, paradoxically, anticipated. That is why we have designed our technical and business assistance program as a set of labs, and began our first attempt at long-term editorial collaboration as a pilot project. That said, TMC staff faced several challenges that required either short-term problem solving or long-term strategic planning. 

Short-Term Challenge: Social Media

TMC staff had been tracking the growing influence of social media on behalf of our members. We recognized in spring 2011 that we ourselves had to walk the walk. Even though our website was redesigned in 2010 to focus on weekly blogs, we faced the challenge that blogs no longer were the best way to quickly spread or build content. In May 2011, incoming director Jo Ellen Green Kaiser made the difficult decision to cut the weekly blogs and instead hire a part-time social media curator.  One consequence is that our website is now out of date, and we lack the funds to redesign it. We will move to find those funds in Fall 2011.

Short-Term Challenge: TMC Staff Change

TMC members had come to rely on Tracy Van Slyke’s brilliant understanding of the media environment. When Van Slyke, the Consortium’s first full-time director, suggested she was ready to move on to other challenges in Fall 2010, the Consortium’s member-led governance body at first had trouble moving forward. From December 2011 trhough March 2011, the Consortium lacked a full-time director until Jo Ellen Green Kaiser was hired in April 2011. 

This period, however, revealed the Consortium’s strengths. Staffer Erin Polgreen ably stepped up as temporary Project Director, running the full slate of TMC programming and even breaking ground with the Wisconsin collaboration. Van Slyke graciously agreed to act as a consultant, and members increased their participation, so that Kaiser came into an organization that was fully functioning—a remarkable achievement for an organization to lose its first director after only five years in existence.

Long-Term Challenge: Impact

Our vision is to sector will set the agenda for national discussions on the issues we value most. In short, we want to make an impact, but the media sector has never known quite how to measure success for that kind of qualitative goal—and without the ability to measure success, it will be hard to bring money and attention to the sector. 

The Consortium took important first steps towards measuring impact in Spring 2010, when Jessica Clark, then at the Center for Social Media, and Tracy Van Slyke, then project director of The Media Consortium, co-hosted a series of closed-door conversations in Chicago, New York, Miami, LA, San Francisco, Washington, DC and Boston, drawing together leading public and independent media makers, funders and researchers in each city to share and hone assessment strategies. Those discussions resulted in a public white paper in May 2010 synthesizing the needs reflected public and independent/political makers, in order to move beyond the definitions of impact emphasized in the best practices piece. 

TMC is now moving to act on this white paper. We are fundraising for a bold experiment with several partners, a research project run by metrics expert Professor Gary King of Harvard. The hope is that digital analytics are now sensitive enough to measure the penetration of particular memes, tracing their origin and their trajectory. If true, that could lead to a measurement tool. The research, however is complex, expensive, and still may not result in usable data. Measuring success that continues to be an ongoing strategic challenge.

Long-Term Challenge: Financial Stability

All non-profits complain about the lack of mezzanine funding, but on our behalf, it is widely acknowledged that foundation funding in TMC’s sector is particularly problematic since only a handful of major foundations fund independent media. TMC is working to meet this challenge by moving, as much as possible, towards project-based funding rather than general support. However, even that funding is not certain, and, in any case, we will need general support for several more years. 

Additionally, the Consortium, unlike most nonprofits, cannot fundraise from its base. We serve our members best when we are an “invisible” organization—our ties to our members must be transparent, but we do the bulk of our work behind the scenes and for our members, not directly for the general public. There are solutions. Although our members cannot pay much more in dues, we are crafting a plan to ask them to bring us more support from their stakeholders to fund our operations. We are also just beginning to explore some external revenue support--from corporate sponsors, for example-- though such support can pose political difficulties. What we have realized this year is that funding is a true strategic challenge for us, and one we must devise a plan to meet.

4. Was this Grant a Success?

Yes. 

· As a national network of independent media, the Consortium grew from 40 to 50 members, including a new Associate Member category that added diversity to our member base. We have launched a newsletter, monthly conference calls, and regional meetings to strengthen internal communications, and moved strongly into social media to enhance our ability to push out member content and build relationships among members.

· We supported our mission to build the sector by offering members three Innovation and Incubation labs that allowed them to experiment with mobile apps, community engagement, and a new fundraising model. 
· Above all, we are making progress toward reaching our vision that the independent media sector will set the agenda for national discussions on the issues we value most. The multiplatform editorial collaborations we launched in 2011 did set the agenda for national discussion on the Wisconsin protests and campaign finance, and possibly on media policy. The discussions we have begun with allies at think tanks and policy institutes promises to move us closer towards reaching the large audiences necessary to have an impact on national debate. And our efforts to measure that impact, if successful, will help us raise money for future collaborative work.  

The Media Con sortium ends this grant period stronger than ever. With two capable leaders, Kaiser and Polgreen, working in partnership; with an energized membership; with a set of new labs and programs ready to launch; and an annual meeting planned for October 2011, the Media Consortium is meeting the hopes of its founders that it would provide the well-watered, enriched soil for a diverse, strong, and vigorous set of independent media organizations to grow.

Additional Materials

As we look to the future, we believe the most significant—and positive—change in our field is independent media’s new willingness to collaborate in an ongoing and sustainable way. TMC members are connecting with each other in ways that would have been unheard of when our organization was first founded. Change has come in part because the digital platform encourages sharing rather than hoarding information; in part because philanthropists increasingly emphasize collaboration; but enormous credit goes to the five years of work our staff has put into relationship and trust-building among members. Now that TMC members have transitioned from competitors to partners, TMC staff plans to expand our network to include allies in the areas of advocacy and policy. 

A key goal for 2011-2012 is to develop a communications infrastructure to link members to each other and to key allies in order to build a robust independent media sector. We are already in talks with the organizations involved in the Rebuild the Dream campaign to forge better communications between independent media and policy makers and advocates. We have spoken to a number of technology entrepreneurs about creating the software to support this infrastructure. Making these connections in order to promote members’ content is a key role of The Media Consortium. 







