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ASSESSNG CREATIVE MEDIR'S SOCIAL MPACT

ABRIDGED VERSION

The Fledgling Fund believes that films and other media can and do have social impact, and obviously, would
not be funding in this area if we thought otherwise. In our view, a well-made documentary film—especially one
with a compelling narrative and well-crafted outreach plan, can serve as a catalyst to change minds, encourage
viewers to alter entrenched behaviors and start, inform or reenergize social movements! Likewise, compel-
ling photographs, short videos, radio and web-based media can be key tools in raising awareness and engaging
viewers in social issues. However, we also believe that the social impact of media, particularly documentary
films, is often difficult to assess and needs to be better understood and documented. In our December 2008
paper, Assessing Creative Media’s Social Impact, we put forth a framework, drawn from a combination of case
studies, interviews and other research, which we will use to help us think about and assess the impact of our
funding in creative media. While the complete paper is available on our website, this abridged version outlines
some of its key elements.

MOVING fROM fFILM PROMOTION
1O OUTREACH AND COMMUNTY ENGAGEMENT

While there are many examples of successful outreach campaigns, we focused on three in our paper: Blue.
Vinyl’s My House is Your House Campaign, National Legacy Outreach Campaign and The New Americans Campaign.
Eachillustrates how effective community engagement and outreach campaigns can magnify the social impact
of documentary films. These and other examples make clear outreach campaigns do not all look like. They

can be short or long term, local, national or even international in their scope. Tactics caninclude TV and print
advertising, the use of digital and consumer-driven media, repurposing footage, social issue partnership devel-
opment, celebrity involvement, facilitated discussions, an educational strategy, penetration into new venues,
and clear calls to action. A hearty online presence through the film’s website is imperative for films seeking to
engage audiences in sustained and meaningful social action. In addition, filmmakers should be expanding this
digital outreach to social networking sites such as Facebook, MySpace, Youtube and Twitter to draw in new
audiences that may have not seen or even heard of the film before. Analysis of these and other case studies as
well as various conversations with key outreach providers including Working Films, Outreach Extensions and
Active Voice, point to certain determinants of successful campaigns. These include:

e Clear Goals that are realistic and linked to the narrative and to the needs of the movement. The
goals can be focused on education and raising awareness among key audiences, grassroots organizing
and clear “take action” steps, movement and coalition building, as well as larger public policy goals.

e A Specific Plan that is based on an understanding of key target audiences and how best to reach
them whether it be through traditional avenues, key partnerships or a methodical online outreach
plan. Online plans should include clear strategies to engage each target audience in action, tools to
monitor and report on this action in order to further engage the community around the film. The film's
website and broader online presence should be seen as far more than a parking place for information
about the film. Instead, each filmmaker should be thinking strategically, and as early as possible, about
building and sustaining a community of activists online. This action could be a meaningful discussion
and dialogue or action-oriented requests, such as hosting a screening, donating to a cause, engage-
ment in direct advocacy around the issue.
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¢ Flexibility that allows the project to take advantage of new opportunities and partnerships, to
implement action steps over time and to alert audiences to developments that may have occurred fol-
lowing the completion of production such as a change in circumstance related to one or more of the
characters, new legislation, or new issues related to the project that are being addressed.

e Appropriate Level of Partnership with key organizations that have content area expertise, are al
ready working on the issues addressed in the film and have relationships with key audiences. Partner-
ships are critical to a campaign’s sustainability beyond the release. Partners whose missions are
aligned with the issue can carry action forward. Vital campaign resources such as guides, educational
materials and material repurposed for community/educational use can support screenings, discus-
sion and action planning. These partners can feature the film and the associated campaign on their
own website and in digital communications to their membership or community. This can be a critical
factor in driving new people to the film’s website and broader online presence.

e Sufficient Expertise and Resources including management, technical and financial. Successful out-
reach campaigns require ongoing coordination and commitment. In some cases, this means that out-
reach can be coordinated by the filmmaker or an outreach coordinator working out of the filmmaker’s
office. In other cases, an external organization like Working Films, Active Voice, Outreach Extensions
or others can be enlisted to design and manage the campaign. However, regardless of the model cho-
sen to manage the outreach activities, sufficient resources are required to support the planning and
implementation of the outreach campaign.

¢ Defined Timeline which can reflect different phases of a project. This can be focused around the
film’s releases, such as pre-broadcast and post-broadcast activities, or festival, theatrical, digital or
DVD releases or linked to the timetable of ongoing grassroots campaigns. A clear start and end to
various phases, however, provides an opportunity to reflect on key lessons, impact and evolving needs
of the campaign. Importantly, an outreach strategy should begin long before the actual release of the
project to help ensure a built-in community for the film’s release and action campaign.

¢ Plan to Track Impact that is linked to the campaign’s specific goals and when possible moves beyond
output measures such as number of screenings or website hits, toward outcome measures such as
viewer action and policy change. This deeper-level impact can often be tracked through online audi-
ence engagement and anecdotally through the stories and reports that people post on a film’s website.

Obviously, all of these factors are dependent on the type of outreach campaign being undertaken and they all
need to fit together into a coherent whole. For example, the ability to achieve the stated goals will be guided
to a great extent by the campaign’s timing, having the right partners on board, and the appropriate level of
resources. Likewise, measures of impact need to flow from the goals, plans for each target audience, and the
phase of campaign. Figure 1. Outreach Versus Film Promotion provides an overview of some of the different
types of outreach. We make a distinction between traditional marketing, which in our view has revenue as the
key goal, and the use of film as a vehicle of social change. Each campaign will have a different set of “moving
parts” and will thus be customized and unique. A strategic campaign can move people from awareness to a
some cases help to build or strengthen broad social movements which in turn can lead to social change.
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As a funder of outreach, The Fledgling Fund pays particular attention to the goals of a film, where the issue is
in the public consciousness, what audiences it is targeting and what kind of change is reasonable to expect. For
each project, we strive to determine what type of outreach will be most effective given the issue addressed in
the film and the film’s narrative.

THE NEW AMERICANS

www.Thefledglingfund.org



http://www.pbs.org/independentlens/newamericans/
http://www.activevoice.net/new_americans.html
http://www.activevoice.net/new_americans.html

THE NEW AMERICANS (CONTD)

ASSESSING MPACT

Perhaps more difficult than assessing the structure of an outreach plan, is assessing its impact. This of course is
critical in justifying funding and informing foundation boards. To the extent possible, we want to move from an

intuitive sense that documentary films have social impact to more concrete measures. While we do realize that
making a causal link between a film and broad social change is incredibly difficult to do, we know that filmmak-

ers, funders and others focused on social change and performance evaluation have done an enormous amount

of work that can and has informed our thinking. Based on our analysis of work within the fields of social media,

social change and advocacy, and evaluation, several key lessons have emerged. These include the need to:

¢ Think Beyond Box Office Success. Because The Fledgling Fund is interested in supporting films that
have the potential for social impact, it is important for us to move beyond thinking of just box office
success and instead look at the overall impact of the film. For example, while we are interested in the
number of people who saw the film, we are more interested in how many people better understand the
issue because the film was made.

e Set Realistic Expectations for Impact. After reviewing case studies as well as models of individual
and community change, we believe it is critically important to understand the state of the movement
and where in issue is in the public consciousness in order to set realistic expectations for impact. It

is not reasonable to expect broad social change if there is little public awareness that a problem ex-
ists. In some cases, just getting audiences to see the film, connect with the story and better understand
anissue is enough. This awareness is the first step to social change. If an issue is incredibly complex or
not well understood, the goal of the film and its outreach campaign may focus simply on raising aware-
ness and stimulating dialogue. On the other hand, if an issue is well-understood and there are clear so-
lutions, we would hope the goals of the campaign would shift to something more concrete than simply
dialogue. There needs to be an infrastructure in place that encourages individuals, organizations, and/
or communities to act.
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fILtM AS A VEAICLE FOR SOCIAL CHANGE

fFILM
PROMOTION

Revenue: Increase
size of “paying”
audience

Classic Marketing:
to “sell” the movie

Distribution Expert,
understanding of
traditional and
nontraditional
distribution

Timed to film’s festival,
theatrical and DVD
release

Box office, DVD sales

EDUCATIONAL
OUTREACH

Education: Increase
awareness among viewing
(and non-viewing public)
about a key social issue

Classic Marketing to
Sell the Issue: More
complex plan that uses
movie as key component
of larger educational
effort

Consists of working
with partners to gather
info for the message

Strategic Communications
and PR with issue area
expertise. Screening or
curriculum guide, Ability
to utilize web-based
media

Can be long term
particularly if education
market is accessed and if
online strategy is robust

Box office, DVD sales,
media stories on the
issue that mention the
film. Use of film in
educational setting and
changes in knowledge,
attitudes and beliefs

New Americans

War / Dance

TAKE ACTION
CAMPAIGN

Individual Behavior
Change: Use the film as a
tool to raise awareness
and spur individual
behavior change/action

Social Marketing: Seeks
to move individuals from
awareness to action.
Such as donating to a
cause or advocating for
particular policy change

Involves partnership
with key organizations
around specific
campaign actions

PR/Marketing with issue
area expertise and
nonprofits with “Take
Action Plan.” Ability to
utilize nontraditional
web-based media

Timed to window for
action (i.e. election
fundraising effort,
key legislation)

Box office, DVD sales,
media stories on the
issue that reference the
film, participation in
specific action (donations
etc.). Specific online tools
can be used, such as
WWW.zazango.com to
provide widgets for
social impact tracking

Murderball

Born into Brothels

COMMUNITY
ENGAGEMENT

Long Term Social Change:
Embed film in long term
social change effort

Community Engagement
Initiatives: Seeks to

use the film as tool for
advocates who are
already working on the
issue and to strengthen
and grow that movement
as way to achieve
sustainable social change

Requires long term
partnership with
organizations who
work on the issue

Build and manage
long-term collaborative
relationships with
nonprofits; has the
expertise to work with
both traditional and
nontraditional media,
can develop initiatives
and bridge campaigns

Long term effort of which
film is only one part

Box office, DVD sales, media
stories on the issue that
reference the film, # and
strength of NGOs using film.
Participation in NGO
screenings/discussions.
Specific policy changes, change
in the way topic is portrayed in
media. Specific online tools can
be used, such as
www.zazango.com to track
social impact

Ghosts of Abu Gharib,
Blue Vinyl, Legacy,
Aging Out, King Corn,
The Return of Navajo Boy,
A Jihad for Love
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e Work Collaboratively with Key Stakeholders to Develop Goals and an Assessment Plan. Clearly,
setting expectations for impact needs to be a collaborative process that involves the filmmaker, out-
reach/community engagement professionals, funders, as well as key organizations that work on the
film’s issues on a day-to-day basis. From the standpoint of funding, it may be that a small planning grant
can facilitate this process by bringing key stakeholders together to develop a plan that is strategic, fo-
cused and measurable.

DIMENSIONS Of IMPACT

In an attempt to apply these lessons to our efforts to measure the impact of our work, The Fledgling Fund has
identified some “Dimensions of Impact” (See Figure 2) that we use as a framework to assess the various proj-
ects that we fund.

figure 2 - Dimensions of Impact
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We believe that a quality film is the foundation for strong distribution and can lay the groundwork for innova-
tive and high profile outreach and community engagement strategies. For this dimension, we look at measures
such as festival acceptance, theatrical success, broadcast, internet streaming, online “buzz”, international and
national DVD sales as well as traditional film reviews and awards. All of which, we believe, create energy around
a film and begin the process of building awareness about both the film and the issue. This in turn can make it
easier to engage partners in outreach and community engagement efforts.

The next dimension that we consider is a project’s ability to raise awareness around a particular issue, since
awareness is a critical building block for both individual change and broader social change. Here we consider
both the audience size and the diversity of that audience. By diversity we think of the geography, age, faith,
political views, as well as racial diversity. For example, was the film able to energize those concerned about

a particular issue and involve them in even deeper and more meaningful ways in advocacy efforts? Or, did it
reach beyond those who already know and care about the issue explored in the film? In addition to audience, we
also look at things like press coverage, both on and off entertainment pages and online discussion forums and
blogs. A relatively small percentage of people actually saw The Inconvenient Truth, but a much larger percentage
heard and read about the film given the publicity and press that the film generated.! More and more, potential
audiences are not reading traditional film reviews, but doing a simple internet search for the film and reading
postings about the film from viewers around the world.

Next we look at public engagement, which indicates a shift from simply being aware of an issue to acting on this
awareness. Were a film and its outreach campaign able to provide an answer to the question “What can | do?”
and more importantly mobilize that individual to act? To evaluate a project’s success along this dimension we
can look at participation in and response to facilitated dialogues and screenings, blogs, activity on social net-
working sites, and participation in Take Action Campaigns. We can also look at website hits and view generated
opinion and editorial pieces and response letters.

Moving beyond measures of impact as they relate to individual awareness and engagement, we look at the proj-
ect’simpact as it relates to the broader social movement. We are interested in understanding if a project can
strengthen the work of key advocacy organizations that have strong commitment to the issues raised in the film
either by energizing, building or growing active participation in that movement, or perhaps by spurring collabo-
ration among key organizations. We can look at such measures as the number of advocacy organizations using
the film in their strategic work and increased viewer participation in the movement as indicators. In addition,
we are interested in the role of the film in larger policy debates. Is it mentioned in policy discussions and the
legislative press? Have there been screenings with key decision and policy makers? Both of which can indicate
the film's usefulness as a tool for policy change.

Ultimately, of course, social change is the goal. And while we understand that realizing social change is often a
long and complex process, we do believe it is possible and that for some projects and issues there are key indi-
cators of success. For example, in some cases we could look to key legislative or policy changes that were driven
by, or at least supported by the project, such as the Legacy project. In other cases, we can point to shifts in public
dialogue and how issues are framed and discussed.

An overview of these dimensions with some sample measures is shown in Figure 3. It is important to empha-
size that this is framework for evaluation and we do not expect that every project will result in concrete policy
change. The goals of the project and our expectations will be driven by where an issue is in the public conscious-
ness and the role a film can play, given its narrative, in the process of social change. It may be that film can play a
key role in raising public awareness and educating key target audiences about a particular issue. In other cases,
there is the potential for substantive policy change. The key for each project is to understand the state of the
movement and how the film and outreach initiative can move it to the next level. In other words, we need to be
clear as to what type of outreach is most appropriate and set reasonable expectations in terms of impact

1 http://www.centerforsocialmedia.org/resources/publications/docsonamission/
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It is also important to recognize that larger campaigns may have different layers of evaluation. For example,
evaluative measures may emerge from campaign actions that occur on the local level by public television sta-
tions and their local partners. These may include viewership of local documentaries or public affairs segments
(radio or television) that explore local perspectives and solutions related to a national documentary.

Figure 5 - Sample Measures for Dimensions of Impact
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social change
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to individual action.
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individuals to collective
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ULTIMATE GOAL

SAMPLE MEASURES

Festival Acceptance
Theatrical Release
Broadcast/Internet
Awards

Film Reviews/Online “buzz”
Sales

Audience Size
(By Distribution Segment)

o Diversity of Audience

(geographic, age, faith, etc.)
Press Coverage
(including online)

Participation in/Response to:
o facilitated dialogues

e Social network sites

o Take Action Campaigns
Website hits

Op/Eds and response letters

# of advocacy organizations
utilizing film

Collaboration among org.
Viewer part in movement
Screenings w / decision and
policy makers

Mention in Policy Discussions
and legislative press
Longevity of the film/media

Policy/Legislative Change
(international, national, state
and local)

o Behavior Change
o Shift in public dialogue
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MOVING fORWARD

The Fledgling Fund views the framework above as a model to help structure how we develop and evaluate the
projects that we fund. As we consider funding proposals, we consider a series of factors that are all linked back
to our dimensions of impact and the lessons that we have learned to date. These include:

e Quality: This is the first criterion that we consider. We look for projects that center around a high
quality film, website or other media that tells a story with a compelling narrative, strong characters that
we care about and a clear story arc. We ask whether the project tells a universal story and whether it
tells it well.

¢ Potential for Social Impact: We ask ourselves the following questions: Does it add to or advance our
understanding of the issue? Is it a unique perspective? Is this project likely to make a difference? Is it
likely to change attitudes and perhaps behavior? Will something be lost is a project does not move for-
ward? Is the issue socially ripe for change? In other words, given the state of the movement or the issue,
can this project move the issue forward?

e Strong Outreach Plan: We seek projects with clear and strategic plans that incorporate the key el-
ements we discussed earlier in this paper. And, while we are thrilled when a project comes to us with

a clearly defined strategic outreach plan, we recognize that in some cases, these plans evolve over time.
Critical to us is that a project’s director has thought about the overall goal for the film or project, its key
audiences and constituencies, and has developed or is willing to develop relationships with the key org-
anizations who understand and work on the issue. Given that starting point, we often work with film-
makers to develop a more comprehensive outreach strategy to take the project to the next level of
social impact.

e Strong Leadership: We look for a filmmaker or project leader who is committed; one who really
cares about the issue and either has or can develop key relationships with activists, outreach providers
and others to create and implement a really innovative outreach plan.

¢ Learning Potential: We believe that evaluation provides funders, filmmakers and social justice
organizations important information. It provides an opportunity not only to determine if goals were
met and objectives achieved but also why a campaign was successful and how it could have been impr-
oved. We view evaluation as a critical learning process rather than a punitive exercise and believe both
successes and failures can inform our efforts. We have learned that assessing the impact of our media
projects and continuing to add to the documentation that exists will build confidence among key stake
holders in the field that film and other creative media projects can catalyze social change.

For our active projects, this framework will guide our work with our grantees and our evaluation of projects.
We look for opportunities to help our grantees use their film or other media as tools for awareness and engage-
ment and to link them with social justice organizations that work to advance social change. We understand
that often our funding may help a project realize only one component of its strategy and that other funders and
partners are needed for a project to fully realize its potential. A number of films that Fledgling has supported
have premiered at festivals, secured national broadcasts, and/or built strong relationships with social justice
organizations. They are now extremely well-positioned to achieve social impact. For example, No Impact Man,
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which premiered at Sundance, will launch a community engagement campaign that will be focused on engaging
individuals and communities in efforts to reduce their own environmental impact. Lioness continue to engage
and educate policy leaders about the unique challenges facing female soldiers and veterans. Sin by Silence is

in the early stages of planning its community engagement strategy that will give voice to victims of domestic
violence and advocate for solutions. We have used this framework to assess these and other projects, build the
evidence of impact and identify future opportunities. We continue to add more information on our funded proj-
ects, their impact to date and how that impact could be magnified to our website, www.TheFledglingFund.org.

In addition to applying this framework to our own grant making, we will continue to incorporate new learning to
strengthen it. Our hope is that this paper will prove useful to a range of stakeholders interested in using media
to achieve social impact - from filmmakers and other media makers to activists to funders. We also recognize
that our work in this area is only just beginning. We view this as a working model that will continue to evolve as
our work and the field evolves. Now more than ever, we believe that film and other media can have tremendous
social impact and can indeed ignite social change.

www.Thefledglingfund.org


http://www.sinbysilence.com
http://www.thefledglingfund.org
http://www.lionessthefilm.com/

