DRAFT 2010 Membership Strategy, Recruitment and Commitments 


Introduction
The Media Consortium is taking collaboration and experimentation to the next level in 2010. The core concepts behind the Consortium no longer need to be sold. We're transitioning from a loosely affiliated network to an organization that enables its members to build, integrate and learn from projects that will sustain them in this rapidly shifting landscape. We need a membership strategy that enables members to actively participate in, learn, and benefit from a vibrant network of media makers—not just recycle the same ideas and complaints endemic to the field.

In the last two years, TMC staff has built the infrastructure that a healthy, member-driven organization needs to thrive. This included rebuilding the membership committee, creating core values and criteria for membership, and implementing a basic, democratic process to evaluate organizations that are interested in joining. (Updated versions of these documents and processes are below.)

In 2010, our membership strategy should focus on recruiting new members (based on TMC's current and future organizational strategy), increasing member participation, educating members about best practices and leading innovations in their fields, and encouraging collaboration.

Our 2010 membership strategy has three focus areas: 

· Work with membership committee to refine joining and recruitment process for 2010. While we've built up a basic system for bringing potential members in to the Consortium, we need to make it easier for the Membership Committee to ascertain whether an organization is a good fit or not. We also need to actively recruit members that add to the skill sets and diversity of our overall membership body. 

· Work with current members to engage them with TMC projects, peer-facilitated learning, sharing of best practices, and trainings for middle management of TMC member organizations. This includes developing the role of 1-2 Ombudsmen that represent TMC's governing committees and also acts as an ear for potential projects and collaborations. 

· Expand the scope and capacity of the Membership Committee and TMC staff to focus on developing a network of allies that can help TMC members lead in experimentation with distribution, list-building and audience development. 


Membership Committee
Since 2008, the membership committee has built an infrastructure that has helped the Consortium grow strategically and re-engage lapsed members. But, thanks to the groundwork that the current membership committee has laid, there is potential to do so much more.

In Spring 2009, approving new members went on hold while TMC refined its strategic goals and mission. During that time, there was a backlog of applicants. At the CC meeting in Pittsburgh, it was decided that the membership committee would address applicants that were "on hold," but not welcome any new organizations in before a 2010 strategy was introduced. Campus Progress and Inter Press Service have joined TMC as a result of this decision. Care2, formerly of "moving ideas," re-joined at this time as well.

The Membership Committee is currently structured to have 5-6 members that are staff of TMC member organizations, chaired by a CC member and TMC staff. The chair of this committee could be an Ombudsman (more info below). Once the CC approves 2010 membership strategy, TMC staff will work with membership committee chair and committee to recruit new members and build committee infrastructure for 2010.

The membership committee's tasks, as outlined at the CC meeting, include: 

· Makes quarterly reports to EC regarding recruitment strategies, growth. 

· Votes on new and potential members based on existing application process. 

· Works with TMC staff to engage members in TMC project 


Joining/Recruitment Strategies
At 45 members, The Media Consortium has tremendous opportunity work with its members and outside organizations to create trainings, build connections, increase our members' reach/impact, advocate for the independent media sector and develop other opportunities for members. At this point, actively recruiting new members should focus on a few key areas and not result in adding dozens of new organizations. We need to work on providing added value for existing TMC members and initiatives.

New member recruitment should be based on a) focusing on current diversity gaps and b) new innovative, progressive journalism organizations that are engaging in new journalism/business models.  

I propose capping membership at 50-55 for 2010 and creating the following targets: 

· 2 media innovators that are engaging communities, producing and distributing journalism in new ways 

· 3 organizations that reach new audiences, including youth and people of color 

· 2 organizations that have large reach, audience, or public influence 


The current application and review process for new members is stable. We also have criteria on which we can evaluate potential members, but this could be refined. As it currently stands, there are some organizations that match our goals on paper, but it's too easy for any organization to argue their ability to be a member of the Consortium and be offended by a "no" vote from the Membership Committee. We need to be able to maintain a good standing in the sector and not burn any bridges by being unclear about our goals and processes with potential members and allies.

I recommend that membership criteria is updated so that we are able to recruit organizations that are ready to think big, primed to collaborate, have the capacity to do so, and are in a place where experimenting with new models means there won't be a huge learning curve. The goal is to make sure that new members are ready to participate and can help take TMC to the next level.

New and updated criteria include: 
· Potential members must publish original journalistic content, not just have a journalism-driven mission, as our criteria currently states. The current language leaves membership open to aggregators/syndicators and media networks, which are not really successful members of TMC. These organizations can not participate in many TMC projects, but could potentially be beneficial allies. 

· Potential members must be endorsed for membership by staff from an active TMC member organization/ally or by TMC staff/Coordinating Committee. This strategy will prevent a lot of applications that we get from organizations that, quite frankly, do not have the bandwidth or shared mission/vision of the larger TMC member body. 

· Potential members must have a history of collaboration with other media organizations, or at least the capacity/desire to do so. 

· Potential members must be able to participate in TMC projects as their organization currently stands. It's unreasonable for us to ask that potential members are able to participate in all of our projects, but if they can participate in 1/2 of the below items, it's a good first step: 

· Have staff bandwidth to mentor and support interns 

· Have content that is able to work with the MediaWires Project 

· Have vision/infrastructure to support participation in II Labs 

· Be able and willing to attend TMC meetings or participate in TMC governing committees. 

· Potential members should bring diversity of media, audience, distribution models or experience to the existing membership body.  

· Audience Diversity: Age, Income, Ethnicity, regional reach. 

· Media Diversity: Increase Radio, Online and Experimental Orgs. 

· Unique models: Producing/Dissemminating Journalism in new/interesting ways. Citizen journalism sites, people producing mobile journalism, etc. 


Working with Current Members
TMC staff and membership committee have an opportunity to foster collaboration and peer-learning among TMC members beyond TMC projects. The Membership Committee is in a position to organize conference calls for marketing/communications, tech and development/fundraising folks to share best practices and learn new techniques.

If we want this sector to thrive, a major cultural shift is needed, and not all TMC members are on the same level. By giving members the tools and connections to leaders in their fields to innovate and think about the bigger picture in their own offices, we can help revitalize the entire sector. Working with current members should be a major focus for TMC staff and governing committees in 2010. We can use the ideas laid out in The Big Thaw to ensure that member' staff are given opportunities for education and growth in a changing field.

In Spring 2009, the Membership committee was in the first stages of developing these calls. I'd like to continue to work in this vein. These calls are also parallel to the work we will be doing with the Innovation and Incubation labs and will help provide a direct benefit to members on a regular basis.

Ombudsman
At the Coordinating Committee meeting in Pittsburgh, the concept of an ombudsman role was developed. Ombudsmen are CC members who help foster transparency and communication. As The Consortium grows, it will become increasingly important for members to be able to pitch projects or critique TMC processes in a fair way. The ombudsman roles is ideal, because it is diplomatic, and could offer an objective ear to concerned members.

Ombudsmen can also serve as ambassadors to potential members, or help conduct member surveys and one on one conversations with lapsed members. They could also potentially function as the Chair of the membership committee and report back to the CC re: recruitment, etc.

Ideally, we will work to set up and announce the ombudsmen at the TMC member meeting in Feb. 2010.

Ombudsmen duties include: 

· Act as sounding board for potential projects and collaborations. 

· Ensures that not all ideas fall on director, and cross-check proposed projects for fit with TMC's overall strategic direction and provide cost/benefit analysis. 

· Ensure members know that communication lines are open and CC is representational of membership. 

· Ad hoc and meets as needed. 

· Communicates directly with director on ideas/feedback. 

· Listed in Membership FAQ as a resource for proposing projects 


Developing a network of Allies
As TMC takes on new projects and initiatives, building strong relationships with journalism departments, think tanks, advocacy groups and networks of freelance journalists will be key to making sure that our programs have the reach and impact they need to be sustainable. Allies can also play a key role in providing trainings and resources for staff of TMC member organizations.

Allies and partners have been a lightly-defined part of TMC membership for some time. But as we move forward, it's time to explore using collaborations, the skill sets, and technical know-how of other organizations to build out our projects and educate our members. Allies benefit by being able to tap into the independent media sector and diversifying their own reach.

There is a huge potential to work with allies to implement some of the topics touched on in the The Big Thaw, thus building new competencies and enabling organizations to experiment with new ways to deliver journalism.

Our working definition of "allies," as taken from 2008 membership committee documents:
Allies of the Media Consortium are organizations that may not produce original content, but work to promote the voices and diversity of progressive, independent media in the press and public dialogue.

The following types of organizations could be considered "allies" of The Media Consortium: 
· Networks of freelance journalists or journalism outlets 

· University-based Journalism/Media studies centers 

· Websites that syndicate or aggregate content and deliver it to new platforms 

· Individual media makers and organizers 

· Organizations that increase reach/audience on non-editorial fronts (mobile platforms, aggregation, advertising, listbuilding, tech experiments) 

· Think tanks and organizations focused on Media Policy Reform, political organizations, groups that study/experiment with new technology. 


As we build this role out, I recommend using the below baseline criteria to help inform and engage potential allies: 

· Allowing allies to partner around project development and implementation (a lá Catalist and Free Press). While allies wouldn't vote on the final direction of a project their input and advice could help a great deal in development and creating larger impact. 

· Developing criteria for allies that helps nurture mutually beneficial relationships between allies and TMC members. 

· Build systems for allies to pass ideas, advice and information to TMC members, be it a digest that's passed out via the TMC listserv to monthly conference calls and in person meetings. 

Member Recruitment Documents 


FOR PUBLICATION ON TMC WEBSITE:
Member Commitments and Values
All members of the Media Consortium adhere to the following core values in their organizational mission and day-to-day operations: 
· Member organizations are Equal Opportunity Employers who do not discriminate on the basis of race, gender, or sexuality. 

· Member organizations aggressively promote social, racial, and economic justice; they commit to pursing these values as they apply to hiring practices, audience outreach, editorial policies, and ownership. 

· Relationship-building is key to the success of the Media Consortium. All member organizations and representative staff are open to the points of view and experiences of a diversity of organizational structures and individual perspectives. 

· Member organizations thrive on collaboration and member input; participants commit to "playing well with others." 


MC membership is not extended to organizations that publish content that is counter to the core values of our organizational mission and vision. Publishing content that maligns other Consortium members or their audiences is an automatic disqualifier for membership.

The Media Consortium relies on the energy, input, and participation of our members to shape the strategic focus of The Media Consortium. We ask that all members commit to these contributions to help the Consortium realize its mission and vision: 

· Member organizations commit to participating in projects and collaborations that help other Consortium members leverage new technology increase their reach. 

· Member organizations commit to sending delegations of senior staff to at least one Consortium meeting per year. The Media Consortium can offer a modest stipend to assist with travel, depending on the needs of the organization. 

· Member organizations must invest resources and staff time in the development of The Media Consortium and TMC-sponsored activities. If organizations cannot commit such resources, they are not eligible to join the consortium. 

· Member organizations must produce original journalistic content that promotes progressive ideals. 


Note: Organizations on whom participation would confer a non-incidental private benefit are excluded from membership.

How to apply for membership
Organizations that are interested in joining the Media Consortium must fill out a short questionnaire. To be considered for membership, organizations must: 
· Publish original journalistic content. 

· Have a history of collaboration with other organizations. 

· Bring diversity of media, audience, distribution models or experience to the existing membership body. 

· Be recommended for membership by an active member/ally of The Media Consortium, or be recruited by TMC staff/executive committee. 

· Be able to participate in TMC projects at the time of application. 

Membership Screening Questionnaire 
Who We Are
The Media Consortium is a collaborative network of independent, progressive media organizations. Our mission is to amplify independent media’s voice, increase our collective clout, leverage our current audience and reach new ones.  We believe it is possible and necessary to seize the current moment and change the debate in this country. We will accomplish this mission by fulfilling our five strategic principles: 

· 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 


The Media Consortium is committed to extending the influence, sustainability, impact, and diversity of independent media through our projects, collaborations, and strategic alliances. As outlined in its mission statement, the Media Consortium is an organizing hub for progressive, independent media.
 
Our members take part in all levels of decision-making processes for a variety of collaborative projects. This questionnaire will help us better understand your organization and why you want to join The Media Consortium.

In order to be considered for membership , all interested parties must respond to the attached questionnaire and meet the qualifications outlined below. We are committed to recruiting members who reflect the diversity of the progressive movement. Any information gathered during this process is for private consideration by the Media Consortium's membership committee and will not be released publicly without the permission of the organization applying for membership.


How to Qualify for TMC Membership
To be considered for membership, organizations must: 

· Publish original journalistic content. 

· Have a history of collaboration with other organizations. 

· Bring diversity of media, audience, distribution models or experience to the existing membership body. 

· Be recommended for membership by an active member/ally of The Media Consortium, or be recruited by TMC staff/executive committee. 

· Be able to participate in TMC projects at the time of application. 

· The commitment of the organization’s senior leadership to personally participate in Media Consortium activities, projects, and meetings at the time of application 


An organization must meet all of the above criteria to be considered for membership. Other qualifying criteria for membership include an organization’s capacity to: 

· Bring significant audience size and reach to the Consortium’s projects 

· Help build the national presence and influence of independent, progressive media. This assistance could include regional or local media organizations that help achieve national impact, as well as organizations that serve a national audience 

· Reach important audiences and communities not represented in the Consortium’s current membership, including people of color, geographic locations, youth and more 


An organization does not need to meet all of these criteria, but it must meet at least one to be considered for membership.

Participating members pay annual dues according to a sliding scale. Participating members are eligible to vote, and to participate in MC-facilitated meetings, communications, and projects. They are also encouraged to actively participate in the Media Consortium's organizational committees.

Please return this questionnaire to Erin Polgreen at erin@themediaconsortium.com within three weeks of receipt.

1. Tell us about your organization’s mission and vision. 

2. Why do you want to join The Media Consortium? 

3. How do you see your organization as a fit for The Media Consortium? 

4. How would you describe your primary audience in terms of size, diversity/demographics, lifestyle and geography? 

5. What is your operating budget? 

6. What are your primary platforms?  (e.g., print, radio, online, video, tv, books, social networks, etc.) 

7. How do you reach your audience? Please list subscriptions, online presence, listservs, or any other platforms (e.g., YouTube, MySpace, FaceBook) that your organization uses to engage your audience. 

8. What infrastructure is your organization looking to build? (e.g., advertising, web strategies, editorial planning, etc.) 

9. Does your organization have any areas of expertise that could be helpful to The Media Consortium and its members? 

10. How does your organization fit into the progressive media network? (e.g., media producer, distributor, monitor, reform/justice, etc.) 

11. Is your senior management willing and able to contribute to Consortium discussions, meetings, and projects? 

12. Who will be the primary MC contacts for your organization?  (We recommend having one editorial contact and one business contact.) These representatives will be expected to attend MC meetings, convey pertinent information regarding our projects to your staff, and ensure that your organization is involved in MC-related projects and conversations. If these contacts are unable to participate, who will be serve this role in their place? 

