In the two months since our initial face-to-face organizing meeting, Tracy Van Slyke, Project Director of The Media Consortium (TMC), worked with Jay Harris, Mother Jones' publisher emeritus and TMC Co-chair, to begin to road-test the Follow the Money concept with potential funders and further develop the proposal that we outlined together. Along the way we have identified several important clarifying questions about the structure, budget and next steps of this collaboration; we believe we need to resolve them before fundraising for the project can proceed. We understand that this project is an experiment for all of us, so we are also inventing the process for answering the questions that arise as we go. What follows is a summary of the questions that we see and our proposed answers. We would appreciate your feedback on these points as well as any additional questions that occur to you -- we will then attempt to synthesize a document that brings us all to a shared understanding about the plan. Once that is finalized we will be in the position to move this exciting editorial collaboration forward to the next level.

What level of commitment do we need to get this off the ground?
Proposal: We have created two budget variations.  The first is the full-fledged (as discussed in DC) project budget that has a line item for all projected expenses.  The second is a smaller "proof-of-concept" budget--one that allows us to get this project off the ground to prove its value/impact.  We will continue to fund raise for the project and show it's impact during this critical time.  See attached spreadsheet for the two proposed budget variations.

How do we provide enough capacity for fundraising?
Proposal: Every FTM member is significantly stretched in their fundraising departments and likely will have little time to devote to getting the project funded and off the ground. We propose that TMC take point position in fundraising. TMC can help reach out to initial list of likely funders and make sure that a rotation of FTM members participate in at least one funder meeting.  But we suspect that this won't be enough to get even to the "proof-of-concept" budget.  In addition, we propose that all FTM members contribute $750-$1000 to a "development pool."  This money will be used to hire a development consultant to work with TMC to identify new prospective FTM funders and coordinate follow up. 

How do we allocate $ if it's coming in at different points?
Proposal: Set the target for the proof-of-concept budget and a rough deadline for raising the money. We line up commitments with the understanding that if we don't get the full "get it off the ground" committment, we don't spend any of the money (possibly other than a slice for the TMC's costs in the attempt to fundraise/coordinate). If we get to a point that we are, say, 75% of the total and then stalled out with fundraising, we have the option of revising the spending plan and going back to the committed funders to ask if we can move forward on a smaller scale.

Who hires the reporters?
Proposal: The largest part of the budget (both versions) is dedicated to hiring reporters for member organizations, and we are assuming that each organization will want full control over any hires that are made with their slice of the reporting allocation. That raises the question of how we can ensure that the resulting pool of reporters hired for the project is diverse and complementary. We'd like to get your thoughts on whether to attempt to coordinate and, if so, how we can do that practically.

Who develops deal with The Nation Institute?
Proposal: Tracy has already met with The Nation Institute for a preliminary conversation about The Nation Institute acting as the financial administrator. TVS and Jay Harris can take the lead in proposing next steps and working through a deal.

What is the role of TMC?
Proposal: The Media Consortium played an initial organizing role in the development of Follow the Money through both its Musgrove conference and in convening the recent meeting between FTM participating members at the Arca offices.  This networking and convening role is clearly in the scope of TMC organizational goals, and we have been happy to play it.

For the Follow the Money project itself, it seems increasingly clear that TMC may be needed as well in coordinating and implementing various aspects of the project, including (though there needs to be greater clarity around this) intra-network coordination, communications and fundraising. With regard to communications and outreach, we suggest this should include managing/organizing the media training for reporters hired under the program, overseeing any centralized media booking efforts and helping to devise the cross-linking and social networking strategies. In this conception the MC would, with the group's input, hire and manage any communications consultants for FTM and work with FTM members on development of web strategy, design, tools, etc.  A specific line item for this organizing function has been included in the revised budget.

In addition, FTM participants should consider the needs of the project for dedicated time for development, fundraising and project launch coordination.  If TMC is to have a larger and ongoing role in this portion of FTM, there should be a line item added to the FTM budget to compensate for the time/resources that TMC staff will dedicate to this. 

Follow the Money Project Coordinator
Proposal: In the FTM project budget that has been circulated, there is a "project coordinator" position for managing key organizational, logistical and coordination responsibilities. 
What are potential duties of a Project Coordinator? 

· Coordinate networking logistics for editors/reporters 

· organize weekly phone calls and agendas for same 

· set up and manage any online project organizing systems (wiki's, list servs, project management system) 

· facilitate all payment and legal paperwork between funding entities, participating organizations and reporters 

· Budget management 

· Coordinate any in-person meetings of participating organizations 

· Organize all DC publicity events 

· Track, organize, follow-up on the impact of FTM collaborations 

· Oversee implementation of communications strategy in tandem with TMC staff, consultants and appropriate staff of participating orgs 


Who manages?
We propose that the project coordinator be managed by and report to The Media Consortium's Project Director. (Reporters hired through the FTM program will, of course, report directly into the editors of their sponsoring organizations.) We hope the logic of this is evident, but we believe it makes sense for the person in this position to be able to focus her/his time on the operational priorities above. A single, clear reporting line for the coordinator -- rather than having to "report" to eight different editors -- is essential. While we anticipate ongoing conversations among the members about the evolving priorities for the coordinator, we believe those are best worked out at the leadership level with the TMC's Project Director as a participant.

Who hires?
The MC's Project Director with representative leaders from participating orgs will form a search committee to fill this position.







