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WELCOME TO VERSION 2.0
OF THE IMPACT FIELD GUIDE.

e believe that the 21st century has
become one in which the power of film
to change the world is impossible to

ignore. And our mission Is to share bold ideas and best
practice with global filmmakers and changemakers.
To make sure the most important non-fiction
documentary films reach the audiences that matter.
We are Doc Society, a non-profit Foundation with
team based in London, New York & Amsterdam,
working to support the global community of
documentary filmmakers. And we are delighted

that you have picked up the Impact Field Guide.

An open source resource being used by over 55,000
filmmakers and change makers around the world.



https://docsociety.org/
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Through the hard work and
commitment of thousands of dedicated
individuals working in the intersection
of film, community & movement, we’ve
seen it all this past decade: profound
artistic contributions, journalistic
revelations, radical innovation and
serious societal change. This updated
guide is intended to harness some

of that energy. Not to control it or
pretend that there’s only one way to

do this work - nothing could be further
from the truth. We offer ideas and
approaches so you don’t have to solve a
problem that someone else has already
cracked, and can focus on the unigue
challenges of your own project.

This new edition of the Impact Field Guide was lovingly
& tirelessly updated in 2019 by Impact Strategist
Sahar Driver in San Francisco. The design materialised

by our colleagues Sarah Nicholson & Matt Fisher at
Involved Design in London.

Once again we’ve drawn on collaborations & conversations
with incredibly smart film teams, academics, cultural
curators, Impact Producers and their partners from all over
the world. For this latest edition, that included contributions
from: Jad Abi-Khalil, Macky Alston, Abigail Anketell-Jones,
Lindsay Green Barber, Julia Bacha, Stephanie Bleyer, Kylie
Boltin, Jeffrey Bowers, Caitlin Boyle, Marco Cartolano,
Giuliano Cavalli, Sonya Childress, Kristy Chin, Brenda
Coughlin, Inti Cordera, Santhosh Daniel, Abby Davis, Fiona
Dawson, Dina de Veer, Cristine Platt Dewey, Jamie Dobie,
Jo-Jo Ellison, Violet Feng, Deirdre Fishel, Edie Gill Holder,
Amelia Hapsari, Lee Hirsch, Will Jenkins, Anita Khanna, Judy
Kibinge, Fiona Lawson-Baker, Rachel Lears, Sheila Leddy,
Alex Lee, Wendy Levy, John Lightfoot, Kathleen Lingo, Mary
Macrae, Ani Mercedes, Molly Murphy, Joanna Natasegara,
Ina Pira, Michael Premo, Alice Quinlan, Khushboo Ranka,
Larissa Rhodes, Theo Rigby, Flor Rubina, Ellen Schneider,
Michéle Stephenson, Fran Sterling, Paulina Suarez, Sandra
Tabares-Duque, Jennifer Maytorena Taylor, Poh Si Teng,
Ayse Toprak, Sophy Sivaraman, llse van Velzen, Lynette
Wallworth, Emily Wanja, Banker White, Sydelle Willow
Smith, Malinda Wink, Samantha Wright, Pamela Yates, Luis
Gonzalez Zaffaroni, Amy Ziering.

In this introduction we offer theoretical and practical
foundations to get the wheels turning. Spend a few
moments reflecting on how art inspires change. Get to know
several in-depth case studies featured throughout the guide.
We have links to a great many more, all in our Library.


https://www.sahardriver.com/
http://WWW.INVOLVEDDESIGN.COM
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We recommend you read as many as possible - particularly
for films or campaigns closest to your own work.

Our section on PLANNING FOR IMPACT guides you
through developing your vision and strategy to achieve
your goals. encourages you to think
about who does what and how much it will cost.

IMPACT DISTRIBUTION explores who will see your

film and how they might experience the impact.

MAKING AND MOVING SHORTS is our new chapter
that examines this form in the context of renewed interest
in it. MEASURING IMPACT completes the circle with
methods to track outcomes that tie directly to your goals.
In this updated version, we include a new chapter

on working with short form films, updates on global
distribution, considerations around risk and safety for film
subjects, reflections on filmmaking as an emancipatory
practice and new examples of innovative film campaigns
from every continent.

This is a big beast of a toolkit. Please take your time and
drop in and out of the chapters as you see fit. Noting that
everything that is bold and underlined is a hyperlink. Which
should allow you to move rapidly inside the toolkit but also
jump out to external resources. To encourage going deeper,
we also have Geek Out sections, with suggestions of further
reading, interesting articles or provocations accompanying
each chapter.

The toolkit isn’t definitive, but it’'s meant to get you
started on your journey. That’s also true culturally.

While this updated version draws heavily from American
and European contexts, it also contains examples from
colleagues working from Australia to China and India,

to the Democratic Republic of the Congo, South Africa,
and back up to Colombia.

What we want most is to hear from you. Tell us what
you think works for you and what doesn’t. Help us to
create a better resource for all.

Most of all, we’re excited to discover what tomorrow’s
filmmakers are going to do with their work. The possibilities
are endless.

With love and respect to all embarking on the journey,
The Doc Society Team



https://impactguide.org/feedback/
https://impactguide.org/feedback/
https://docsociety.org/
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“Stories can
conquer fear
you know. They
can make

the heart larger.”
Ben Okri, Artist

THE POWER OF FILM

e designed this chapter to
give you a chance to reflect
on how you got to the

point of embarking on a social impact
documentary — before we deep dive
Into planning on your current project.

We'll explore the possibilities for

social and environmental change and
how they are impacted by different
conditions & contexts. We will consider
the challenges of marrying art and
impact. And we’ll take you through

an exercise to discover more about
your own motivations and needs. But
first, some questions on the particular
property of documentary film.

£ IMPACT IN ACTION (@ IMPACT DISTRIBUTION @ MAKING & MOVING SHORTS L MEASURING IMPACT am IMPACT LIBRARY

It Is a given that films have the capacity
to influence people and lead them to
new perspectives. That is the power,
the experience, of cinema. But what is
it about documentary in particular that
can effect change?

We found that four big reasons
sprung out of the literature and
our communities’ lived experience
in the field:
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Unlike most news and social media, documentary storytelling can pull audiences
INto an iImmersive experience, taking the time to build empathy or understanding
more deeply. They tell stories about the lives of real people in ways that help

“Stories are powerful audiences make or see connections—about ideas or issues—that may otherwise
because they seem abstract. The audience is often changed by the experience. That's why
transport us into documentary, especially when used strategically, has the capacity to prompt
other people’s worlds people to engage and act.
but, in doing that,
they change the way Neuroeconomist Paul Zak has demonstrated the effect of storytelling on the
our brains work.” brain’s chemistry, finding that it increases levels of both cortisol and oxytocin
Paul Zak, Professor of and makes us more likely to take action.

Economics and founding
Director of the Center for
Neuroeconomics Want to dig a little deeper into this one?

TG Here are a couple of great free resources — there’ll be more to come in the
IDEAS FOR FURTHER READING Library as we release more modules, and we’d love to hear your suggestions too.
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Filmmmakers don’t write policy recommendations, we introduce new narratives,
voices and information so that policy recommendations can be understood in a new

“Politics rise out of culture, and light. We create cultural moments, or we tie storytelling to such moments, to open
you can change some particular opportunities for people to make new connections. And that collective energy opens
consequences through legislation PP P P . gy Op
and opposition but to change the the space for change to happen - a snowball effect for more stories to be told and

causes is cultural work”
Rebecca Solnit

Writer (From an interview

in The Believer) N

heard, and for people who have the will to seize the moment.

Documentaries, by telling the true stories of real people, play an important role in
nelping audiences making the connection between broader issues or ideas and

neople’s lives.

US-based organisation The Culture Group’s Making Waves report is a powerful

argument for cultural change, drawing evidence from such social issues as marriage

equality, civil rights, and the DREAMer movement to show how cultural moments -

from the first black player in US major league baseball to Ellen DeGeneres coming
GEEK OUT out on live television - anticipated and created the opportunity for many of the

IDEAS FOR FURTHER READING political and legal changes that later followed.
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Because filmmakers see the story within an issue in a new way, we can provide
much needed focal points to help others see it, too. Film teams can then use real
people’s stories to bring about coalitions and partnerships that never previously
existed, or to simply recognise common goals and coordinate efforts.

That doesn’t give us the right to bulldoze. The communities we work with,

“Film is incredibly especially if they are not our own, will still have to do the hard work themselves.
democratic and We’'ll discuss the ethics and responsibilities that a film team has to its subjects,
accessible, it’s audiences and communities in general in Section 3.5, but suffice it to say that
probably the best when offered in the right spirit, films can be a great gift.

option if you actually
want to change the
world, not just re-
decorate It”
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Storytelling has intrinsic properties - but what you do with that story is
everything. Today, documentary filmmakers are reaching beyond the offer

of traditional distribution on television or in cinemas to think about “Impact,”
“Outreach” and “Engagement” campaigns. These are all words used today

to describe the plans a film team puts in place to ensure that their film spurs
change on an issue - where they are deliberate about who needs to see a film,
what audiences need to do, and what partnerships, tools and resources are
needed to reach the desired goals of the campaign.

“One of the functions
of art, is to give people
the words to know
their own experience...
Storytelling is a tool for
knowing who we are
and what we want.”

This covers a wide range of activities, from getting your film in front of politicians
who are helping to influence policy, to developing plans with NGO partners so
they can use it to mobilise supporters and reach new communities, or developing
a curriculum guide to help educators use it in the classroom.

Ursula K. Le Guin
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This work can be short term — just a few months — or turn into a year-long or

multi-year long campaign. It can be run by the filmmaker, or by other expert
individuals or organisations.

“Art is restoration: In many parts of the world, this was the only way to get your films to audiences.

the idea is to repair Perhaps today, with the shattering of traditional models, all filmmakers

the damages that are everywhere now have the opportunity and the incentive to use these creative,

inflicted in life, to inventive techniques.
make something that

Is fragmented — which
is what fear and
anxiety do to a
person — into
something whole.”

Louise Bourgeois

But first things first: how should filmmakers assess the kind of impact that is
possible for our films?
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Geek out

Further reading
1.2

1. DOCUMENTARY MAKERS ROCK AT STORY-
TELLING AND STORYTELLING INSPIRES CHANGE

Paul Zak

& Future of Twitter @pauljzak
¢ StoryTelling

Explore Paul Zak’s thinking
more deeply by checking out
s his twitter on neurosocience
and economic behaviour.

The Art of Life: Understanding
how participation in arts and
culture can affect our values
valuesandframes.org/resources/
CCF _report_the _art_of _life.pdf
A report on dialogue about how arts and

culture impact on our values, what that might

look like in practice, and how we might foster

new collaborations between artists, cultural
institutions and the third sector to create new
ideas for development. By Professor of Psychology
Tim Kasser, the artist Ellie Harrison, playwright
Mike Van Graan, campaigner Tom Crompton,
designer (Dan Russell), a director of a cultural
organisation (Donald Smith), and two academics
from very different disciplines (Eleonora Belfiore
and Ed Deci).

THE ART OF LIFE

H#ArtlsJustice
youtube.com/playlist?list=PLOolZTxzMxeDPy-
20CaUNP2Vg4C2kgRZIm

#HArtIsJustice is 19 videos where artists tell their
stories, exemplifying the role that art has as a force
for social justice.

Pop Culture Works for Social Change
andaction.org/Wp-content/uploads,/2017/03/Pop-
Culture-Works-for-Social-Change FINAL.pdf

A guide on how to strategically use the power

of popular culture to engage people around
important causes. Includes inspiration, best
practices & resources.

2. DOCUMENTARIES HELP CREATE CULTURE,
AND CULTURE LEADS CHANGE

Making Waves: A Guide

: to Cultural Strategy

s~ theculturegroup.
org/2013/08/31/making-waves/

ﬂ Check out the Culture Group’s

tour of culture’s leading role on social change

iIssues from civil rights to marriage equality.

3. FILMMAKERS CAN BRING NEW ENERGY
TO AN ISSUE

Reflections on the Catalytic Role of an Outsider
community-wealth.org/sites/clonecommunity-wealth.org/
files/downloads/aper-bergdall pdf

Get the development movement perspective on
the right role for outsiders with Terry Bergdall’s
paper reflecting on Asset Based Community
Development - an approach to development that
focuses on the strengths and capacities of local
communities.

Radical Media
books.google.co.uk/books/about/Radical _media.
htm[?id=J9BoAAAAIAAJEredir _esc=y

While you’re at it, why not brush up on radical
media theory, which emphasises egalitarianism,
inclusivity, action, and social movement
amplification? Check out ‘Radical Media’ by John
Downing.

Stamford Social Innovation Review
ssirorg/articles/entry/using_story to _change
systems

From Stamford Social Innovation Review on the
need to develop new processes of collective
storytelling across sectors to navigate turbulent
times and foster systems change.

4. IT AINT WHAT YOU DO, IT’S THE WAY THAT
YOUDOIT

Preaching to The Choir

By Rebecca Solnit
harpers.org/archive/2017/11/oreaching-to-the-choit/
This essay by Rebecca Solnit emphasises the art
of listening and discussion and points to why
‘oreaching to the choir’ should be about going
deeper with those who generally agree with you,
to push past basic agreement to work out the
details and push for action.
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“Tyrants always fear art because tyrants
want to mystify while art tends to
clarify. The good artist is a vehicle of
truth, he formulates ideas which would
otherwise remain vague and focuses
attention upon facts which can then
no longer be ignored. The tyrant
persecutes the artist by silencing him
or by attempting to degrade or buy

him. This has always been so.”
Iris Murdoch
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UNDERSTAND THE STORY ENVIRONMENT

ow can we understand what kind of
Impact Is possible with a documentary
film? Are there certain kinds of films or
topics which are more likely to create impact?

We have found that whether an issue  hold in the culture. This is useful to

Is relatively known or unknown, and reflect on with your own project as it
whether there is strong and organised helps to determine what success looks
opposition or little resistance, is key in like and enables you to be realistic
determining which kinds of films take about how much change can follow.
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11 WELCOME Noting that, while many documentaries investigate, reveal, spotlight and humanise, they do tend to have a dominant
12 THE POWER OF FILM emphasis. Set that against the environment into which you are releasing and you can gain useful insight into the kind of
: change you can hope to achieve. Have a look at each quadrant in this diagram to think about this further:

Y 1.3 UNDERSTAND THE
STORY ENVIRONMENT

1.4 HOW CHANGE HAPPENS

1.5 THE CHALLENGE FOR
FILM TEAMS

1.6 KNOW THYSELF

REVEAL SPOTLIGHT

“Those who tell you
‘Do not put too
much politics in your
art’ are not being INVESTIGATE HUMANISE
honest. If you look
very carefully you
will see that they are
the same people who

are quite happy with

the situation as it is... |

What they are saying In some FRESH enwronmen‘;s, whe_re pe_ople are unaware o_f a problem and no one is flghtlng against you, success could

) T mean causing a sea change in public opinion, it could be triggering new laws to be written, or compelling companies to

is don’t upset the : publicly apologise. But this kind of result isn’t always possible given the external restraints, no matter how brilliant the film

svstem.” and campaign. In ENTRENCHED environments, for example, moving the dial just one degree is a huge achievement and
y : worth all the effort.

James Baldwin

Let’'s consider some examples as you reflect on the environment you are operating in and what that means for your
definition of success and the tactics you adopt.
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11 WELCOME
1.2 THE POWER OF FILM

Y 1.3 UNDERSTAND THE
STORY ENVIRONMENT

1.4 HOW CHANGE HAPPENS THE INVISIBLE WAR BULLY
1.5 THE CHALLENGE FOR

FILM TEAMS The Invisible War came into an issue space with almost no credible opposition Bully, by contrast, came into a space where the issue has been on the radar since
e possible. Nobody is in support of rape in the military. And, beyond the victims formal education began - but that itself was the problem. The ingrained belief
1.6 KNOW THYSELF themselves, the issue was almost completely unknown to the wider public. The that bullying is @ matter of ‘kids will be kids’ has allowed the issue to embed and
e Invisible War was able to reveal the truth in a way that could no longer be ignored lbecome normalised: a tragically inappropriate mindset, which Bully was able to

- such as the fact that 1in 4 female soldiers are sexually assaulted by their own spotlight in the US public eye and force people to confront. This bold approach
colleagues. Facts which would resonate deeply and all the way up the command tried to create a cultural moment acress an entire nation, to unite and rally a
structure of the US military in a relatively short space of time. movement of kids and teachers in every city and in every state.

WEAK OPPOSITION

WATCH WATCH

KNOWN ISSUE

w
-
0
0
:
o
Z
X
Z
-

GASLAND BUDRUS

The lsraeli-Palestinian conflict could not be more well-known. However, unlike
bullying; the barriers to genuine progress run far deeper than a need fer a shift
in attitudes. People’s minds are often'made up and their positions supported by
intransigent.community leaders, press and lobbyists. Despite this, Budrus has
been able to achieve something by humanising the issue. There are no new: facts,
research or data with such an approach - simply people and a story which help
make nonviolence more visible, thereby helping to shift the dialogue.

Gasland explained the new technology of fracking to the American public and
] urged citizens to use the law to oppose it being brought to their communities.
MORE EXAMPLES: Because the filmmakers were taking on powerful industries - oil and gas - they
had to expect strong opposition, and that they would face counterclaims to their
Reveal: Blackfish depiction of the negative environmental effects. Therefore, their challenge was to
Investigate and prove their case.
Spotlight: Bag It and

The House I Live In WATCH WATCH

Investigate:
No Fire Zone

Humanise:
Who Is Dayani Cristal? STRONG OPPOSITION



https://vimeo.com/57104067
https://vimeo.com/58475972
https://vimeo.com/79346821
https://vimeo.com/79348129
https://impactguide.org/library/blackfish-report.pdf
https://vimeo.com/59110552
http://www.thehouseilivein.org/
https://vimeo.com/110456230
https://whoisdayanicristal.com/impact
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11 WELCOME
1.2 THE POWER OF FILM

Y 1.3 UNDERSTAND THE

STORY ENVIRONMENT | o
1.4 HOW CHANGE HAPPENS o - ; ;(; - T EPIEME

1.5 THE CHALLENGE FOR » b . Almost 10 million families in China struggle with Alzheimer’s and dementia.
This is no secret, yet popular attitudes are dismissive and even derogatory
towards people who suffer from the diseases. Enter the documentary
Please Remember Me, a touching love story about a couple trying to find
a way to live in a society that doesn’t provide them with their needs. With
almost no opposition to contend with, the film team was able to draw a lot of
attention.to the isf"sue and inspire new programs and initiatives. In fact, they
evef inspired one community in Shanghai - Changshou Community -
tofpledge to become the first “Dementia Friendly Community” of China.

WEAK OPPOSITION

FILM TEAMS This film, about the persecution ofilocal farmers by the government, landed
: in Colombia with a bang. Law 9.70, quietly adopted in 2010, made it illegal for
1.6 KNOW THYSELF Colombian farmers'to.store seeds after a harvest, giving private transnational
corporations control over the market. But most people didn’t know about this,
though anger had been brewing. The film helped fuel this popular resistance, which
the multinational corporations and the governments were not expecting.

WATCH

KNOWN ISSUE

L
-
0
0
:
O
Z
X
Z
-

VIRUNGA

At the time of its release, Virunga was another filmabout an unknown issue:
illicit oil exploration within the Democratic Republic of Congo’s protected
Virunga National Park. While the campaign was much broader than this, one
of the film’s main functions was to thrust the issue into the public view. The
team worried they would be faced with a strong and organised opposition
from the company that.was leading the exploration and building local support

Reveal: Blackfish for its activities. S@, they made sure to triple-fact check their story and
enlisted the support’ofalegal team to ensure every angle was covered and to

Spotlight: Bag It and help them navigate the resistance that they knew was coming.
The House I Live In

CHASING CORAL

In a US context, where climate change is politically polarised and denial is
rampant, the Chasing Coral team faced a challenge: how to get more people
to care about this issue and, in particular, coral ecosystems. The team, of
course, provided data and information about the dangers they face, but the
film’s true power lay in the way it humanised the.issue; pulling people into the
experiences of the scientists who love the reefs and were deeply saddened by

the tremendous loss they were witnessing. R

MORE EXAMPLES:

WATCH
Investigate: WATCH -

No Fire Zone

Humanise: 3
Who Is Dayani Cristal? STRONG OPPOSITION



https://en.wikipedia.org/wiki/Virunga_National_Park
https://www.netflix.com/gb/title/80009431
https://www.youtube.com/watch?time_continue=103&v=DRsUWSgad2s
https://vimeo.com/223638450
https://vimeo.com/264494800
https://impactguide.org/library/blackfish-report.pdf
https://vimeo.com/59110552
http://www.thehouseilivein.org/
https://vimeo.com/110456230
https://whoisdayanicristal.com/impact
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11 WELCOME Now remember: this is not an exhaustive framework. There  As a very simple first exercise, think about which impact films
12 THE POWER OF FILM 3re SO many other factors you mlgh’g be conten_d_mg with you most admire and where you would place them on this axis.
epending on where you and your film are positioned,
W 1.3 UNDERSTAND THE from censorship and other legal considerations to extreme  Now, thinking about your current project:
STORY ENVIRONMENT polarisation or distrust. Each might require a whole different
1.4 HOW CHANGE HAPPENS set of tactics and story-based tools to ensure that you'll Is the issue UNKNOWN or KNOWN (to the people you want
1.5 THE CHALLENGE FOR have an impact. to reach)?;
FILM TEAMS Is the opposition: WEAK or STRONG?
16 KNOW THYSELF Us_e t_h|s framework_ as an exercise and an |IIust.rat|on to star_t | | | |
: thinking about the interplay between what a film can do within Go to the Library and find more case studies of films
the issue landscape you intend for it to land in, and to start operating in the same environment as you.

thinking realistically about what’s needed - what you want to do,
and what you can do, especially if these things don’t line up.

WEAK OPPOSITION

Would you like a little more help E
thinking about what your film’s core FRESH E FAMILIAR
strengths are as you consider the issue E
environment it’s likely to land in? There’s E

no one way to do this, but there are

other resources available to help you.

UNKNOWN ISSUE
KNOWN ISSUE

And we are going to get into this even

more deeply in the sections coming up.

HIDDEN ENTRENCHED

GEEK OUT

IDEAS FOR FURTHER READING STRONG OPPOSITION
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* 1.4 HOW CHANGE HAPPENS
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11 WELCOME HOW CHANGE HAPPENS
1.2 THE POWER OF FILM
1.3 UNDERSTAND THE
STORY ENVIRONMENT .
# 1.4 HOW CHANGE HAPPENS ow change happens Is a huge
1.5 THE CHALLENGE FOR . . .
FILM TEAMS topic, and the subject of lively

1.6 KNOW THYSELF

ongoing debate. Our aim In this
chapter is to share core theories so we
can think about it in relation to our films
and the impact campaigns that we are
planning. For us, the big question that
comes up over and over again can be
summarised in five words:

Top down or bottom up?



E % INTRODUCTION ® PLANNING FOR IMPACT £+ IMPACT IN ACTION (0 IMPACT DISTRIBUTION 8¢ MAKING & MOVING SHORTS L MEASURING IMPACT as IMPACT LIBRARY

11 WELCOME Top down or bottom up? side (the Top. Downers and the. Bottom

1.2 THE POWER OF FiLM . - o Uppers), pulling apart the two in order

13 UNDERSTAND THE This refers to a critical division in the . o hat h has to off
STORY ENVIRONMENT theories of change both within and © Make clear what €ach nas 1o OTrer,

v 1.4 HOW CHANGE HAPPENS . . . . then bringing them together with two
15 THE CHALLENGE FOR beyond film projects. This section looks

. kev film case studies to ask whether this
FILM TEAMS at the theoretical extremes of each y _ _
16 KNOW THYSELF division is really so pronounced.

“Slavery wasn’t a crisis
for British and American
elites until abolitionism
turned it into one. Racial
discrimination wasn’t a
crisis until the civil rights
movement turned it into
one. Sex discrimination
wasn’t a crisis until feminism
turned it into one. Apartheid
wasn’t a crisis until the anti-
apartheid movement turned
it into one.”
Naomi Klein F
This Changes Everything: |
Capitalism vs. The Climate
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“Culture does not change
because we desire to
change it. Culture changes
when the organisation is
transformed; the culture
reflects the realities of
people working together
every day.”

Frances Hesselbein,

The Key to Cultural

Transformation,

Leader to Leader

(@ IMPACT DISTRIBUTION

Top down change

Top down approaches have arguably
dominated thinking about how change
happens until relatively recently.

It’s a school of thought which says
that, since the formal structures of
society dictate how society works,
then the goal of change campaigns
needs to be focused around changing
those structures. Often this means
targeting lawmaking and political
decision makers at local, national or
iIntergovernmental levels, as well as
attempting to influence the CEOs,
boards and stakeholders of national
and multinational corporations.

@ MAKING & MOVING SHORTS
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The worldview from which top down working makes
most sense is one which sees society as a machine which
broadly works, but requires fixing. Individual problems
can be analysed and addressed, and the machine
reprogrammed to make it work better. Widespread public
awareness of the issue can be a part of the work but,
fundamentally, the structural change is what matters.

Some documentary films using such top down change
strategies have achieved great things on individual issues.
After the release of Blackfish, for example, SeaWorld took
a major hit in terms of attendance, reputation & market
value but also triggered new legislative protections. No
Fire Zone is credited with playing a key role in the United
Nations’ decision to set up an international inquiry into Sri
Lankan war crimes.

However, if not handled carefully, a top down approach
can manifest itself in impacts that are patronising and
even disempowering. The caricature of an outsider
parachuting in to make a film about the plight of a
disadvantaged community, screening it in the seat of
government to mass applause and then striding off

into the sunset weighed down with plaudits, is coming
under question from the perspective of the communities
themselves - even if some substantive policy or legal
change does result.

What emerges in opposition to this approach is bottom
up change. So what does that look like?
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“If there is any hope for
the world at all, it does
not live in climate-change
conference rooms or in
cities with tall buildings.
It lives low down on the
ground, with its arms
around the people who
go to battle everyday to
protect their forests, their
mountains and their rivers
because they know that
the forests, the mountains
and the rivers protect
them.”

Arundhati Roy
Writer & Activist
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Bottom up change

Bottom up thinking, by contrast, sees
society as more of an organic system

in which all issues are interlinked and
fundamentally cannot be divided up.
You might change one aspect of a
system, but at the end of the day the
system is resilient, and absorbs this
change without fundamental shift. This
analysis might, for example, be applied
to the question of racial equality in the
United States: arguably, rights enshrined
INn law have come a very long way and
continue to head broadly in the right
direction, yet the practical reality in the
lives of real people lags far behind, with
the direction of travel perhaps even
heading in the wrong direction.

Instead of seeking to change structures at policy level,
the fullest version of bottom up change seeks instead to
work at the level of relationships between the very people
and communities most affected by the issue in question,
building power at that level. The fundamental belief is
that without these communities becoming stronger and
understanding themselves better in their own right,

no real change will ever be possible.

When Just Vision released Budrus, nonviolent resistance
in the Palestinian territories was either invisible or seen
as ineffectual. So, they worked closely with activists in
the village of Budrus to tell their story in a way that could
be used to inspire activists in Israel, Palestine, and the
U.S. to recognise and support nonviolent approaches.
As filmmaker Julia Bacha put it: “We’re operating at the
level of changing social norms and behaviours.” The
villagers used screening events to train and foster new
relationships with organisers in other villages, and to
inspire more women to get involved in the resistance. In
so doing, Budrus was able to legitimise, strengthen and
grow the nonviolent resistance movement.

In the context of bottom up working, the act of making

a film (or other media) is often as important as who sees
the film once made. Repeated studies have found that
participating in the making of a media project is itself

a powerful way for communities and their members to
reflect on their own stories, and identify their own power
and desire for change.
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“Far too many progressives
still focus on speaking
to a consensus-seeking
policy elite - one that
privileges objectivity, data,
and argument - instead
of pushing their ideas out
to a divided public that
responds to values, images,
and stories.”
Jeff Chang
Journalist & Author

(@ IMPACT DISTRIBUTION

OPPOSING OR COMPLEMENTARY?

In some ways, then, there is a major divide between these
two headline approaches to the question of how change
happens in the world. But when the rubber hits the road,
is there really a conflict between them? The short answer
Is that we don’t think so.

That’s not to say that this isn’t an important distinction
to be aware of - it is hugely important, and the work you
do with your film is likely to be far more effective if you
are. But the best examples we can think of, while coming
more from one side than the other (as we’ll explore later
in the module, in the context of the four key Impact
Dynamics of film that we’ve identified), actually bring
these two approaches together.

BOTTOM UP TO TOP DOWN

The film American Promise and its engagement
campaigns explored racial equality with a theory of
change primarily rooted in bottom up working. The
filmmakers were the parents of one of the two subjects
of the film and have since become significant figures

in the ongoing debate around the issue of black male
achievement and a locus of grassroots organising.

The primary focus of the campaign around the film
was partner screenings, working closely with partner
organisations across the United States to raise the volume
of debate, but more importantly to build the capacity,
profile and community of the partner organisations.

But to depict American Promise purely as a bottom up
project would clearly be false. The film also screened on
Capitol Hill, and sought directly to influence the policy

@ MAKING & MOVING SHORTS
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environment for black male achievement. The approach
was to focus primarily on building the community

from within as the single most important intervention

in the complex system of factors inhibiting black male
achievement - but with a clear understanding that the
structural context of society is another valid place for
intervention, and an important one at that.

Similarly, the film 9.70 was a bottom up campaign that
nonetheless also focused on policy change. The film

was developed in response to a brewing movement of
farmworkers in Colombia who were protesting new trade
agreement rules that impeded their ability to store seed
from their own harvest as they had done for generations.
The film’s impact campaign focused on raising awareness
about the new ruling, which was undermining food
sovereignty across the country. The filmmakers armed
farmworkers with 9.70 and worked with them to raise
the visibility of their concerns to broader audiences and
to grow their movement. Soon, protesters across the
country were using the film as a convening tool and,
almost overnight, activists started sharing the YouTube
link as a way of communicating why the farmers were
protesting.

But, ultimately, the filmmakers’ goals were to repeal
resolution 9.70. This meant also engaging policymakers
and targeting the mainstream media. So, they appealed
to farmers who were negotiating with the government to
get the law onto the negotiating table. When their voices
were blacked out by the mainstream media, they used the
YouTube platform, where they had built a solid audience
base, to correct misinformation and provide their
followers with the tools they needed to defend them and
keep the debate alive until, ultimately, mainstream outlets
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were forced to give them meaningful airtime.
And finally, 20 days after releasing their film, the
government was forced to repeal Resolution 9.70.

TOP DOWN TO BOTTOM UP

Similarly, at first glance, The Invisible War is a classic
example of a top down approach to change. The team
focused ruthlessly on getting key individuals, holding
key positions of power over military and government
policy, to see the film - often with direct personal
contact. Raising public awareness was a major part

of the campaign, but framed entirely as instrumental
to the desired political and legal changes.

But just as American Promise used top down
approaches, the campaign around The Invisible War

has vital bottom up elements. The film has become a key

convening tool in the formation of a national community
of survivors, the Artemis Rising Invisible War Recovery
Program, and over $Im has been raised to support the

development of programmes supporting and empowering

this community to tell their own stories. Legal and
political changes have been achieved, but it is this work
that will develop the community that ensures change
will continue to push forward.

TO FIND OUT MORE HOW BUDRUS,
AMERICAN PROMISE AND THE
INVISIBLE WAR MADE IMPACT, READ
THEIR CASE STUDIES IN THE LIBRARY

£ IMPACT IN ACTION (@ IMPACT DISTRIBUTION @ MAKING & MOVING SHORTS L MEASURING IMPACT am IMPACT LIBRARY

Our conclusion

We believe these two case studies hint
at the bigger truth here — that there
are many different ways of working
for change. Which is appropriate

to a particular film project is less a
guestion of right and wrong, and more
a guestion of which and when. The
important thing is to be aware of these
Issues, and to approach all this work
with both humility and commitment.

“When you look at potential shifts like the desperate
need to democratise the world’s governments, the
work takes much, much longer. Great perseverance
is needed. So the culture of thinking that good
environmental or social intervention can happen
in short cycles and the current obsession with
wanting organisations to prove they are having
an immediate impact, is misleading.”

Kumi Naidoo
Secretary General, Amnesty International
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Geek out
Further reading
1.3+1.4

1.3 UNDERSTAND THE STORY
ENVIRONMENT

The HORTICULTURE

model by Active Voice Lab
hactivevoice.net/how-do-
we-know/home/horticulture-
tools/

1.4 TOP DOWN OR BOTTOM UP?

Anarchists in the
Boardroom
morelikepeople.org/the-
book/

_ Living Without Enemies
LIVING

WITHOUT amazon.com/Living-
ENEMIES Without-Enemies-
' Resources-Reconciliation/
dp/0830834567

THE
LEADERLESS

REVOLUTION

How Ordinary People
Will Take Power

The Leaderless Revolution:

How Ordinary People Will
Take Power and Change
Politics in the 21st Century
amazon.com,/ The-

[ eaderless-Revolution-Ordinary-Politics/
dp/ 0452298946

Sandy Storyline
SANDY sandystoryline.com

Fawti =4
STORYLINE

Out of the Shadows, /nto the Streets!
by Sasha Costanza-Chock
mitpress.mit.edu/contributors/sasha-
costanza-chock

Tools for Radical Democracy: How to
Organize for Power in Your Community by
Jossey-Bass / Kim Klein’s Chardon Press
Jjoanminiericom/index.htm/
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https://www.activevoice.net/how-do-we-know/home/horticulture-tools/
http://amazon.com/Living-Without-Enemies-Resources-Reconciliation/dp/0830834567
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1.2 THE POWER OF FILM

1.3 UNDERSTAND THE
STORY ENVIRONMENT

1.4 HOW CHANGE HAPPENS

W 1.5 THE CHALLENGE FOR
FILM TEAMS

1.6 KNOW THYSELF

alancing art, impact, money.

The ever increasing contribution

of film to making positive change

IN society Is exciting. But we shouldn’t
pretend it’'s uncomplicated. Any impact
film project must constantly tread the line
between the three competing imperatives
of art, impact and money In order to
achieve success and be sustainable for

filmmakers.
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11 WELCOME
1.2 THE POWER OF FILM

1.3 UNDERSTAND THE
STORY ENVIRONMENT

1.4 HOW CHANGE HAPPENS
W 1.5 THE CHALLENGE FOR

FILM TEAMS ART I M PACT

1.6 KNOW THYSELF How to create a great film whilst
recognising that artists must
support themselves financially in
order to exist, and balancing this
against impact ambitions.

How to deliver ambitious impact,
ethically and with accountability,

whilst creating a great film and a
project that is financially viable.

MONEY

How to balance the commercial
Imperatives of keeping the project
in the black whilst maximising
social impact and making

a great film.
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EVERYTHING IS ART

EVERYTHING IS POLITICS
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“This passion has all the
ingredients of activism,
but is charged with
the wild creations of
art. Artivism — where
edges are pushed,
imagination is freed,
and a new language
emerges altogether.”

Eve Ensler, Playwright

HOLDING THE TENSIONS

There is no point in attempting to resolve these tensions

simply by dispelling one or another of the three elements
involved. The best results and happiest lives are achieved
by figuring out where the best balance lies for each team
on each project.

Noting that the director is the creative leader, without
whom there would be no film to work with, but film
teams also contain producers, financiers and impact
professionals. They may all have different visions and
priorities, so it’s going to be key to get everyone on the
same page with a shared vision.

“Like all art, nonfiction film should invite,
seduce, or force us to confront the most
painful, mysterious or frightening aspects
of what we are. This makes activism
possible, but it is not the same as either

"

activist journalism or activism itself.”

Joshua Oppenheimer
Filmmaker, The Act of Killing
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PAYING ATTENTION TO POWER

When developing a documentary campaign aimed

at social and environmental justice, it is imperative

to consider the dynamics of power that are embedded
in your efforts from the start.

—How and from whom are resources, knowledge,
and expertise being collected?

—To whom or to where are resources, knowledge,
and expertise going?

—Who has authority/authorship/decision-making power
and who does not?

—Who are the stakeholders in a project and are their
voices and perspectives being fairly represented?

—Whose voices and perspectives are present; whose
voices and perspectives are absent?

From the very start, it’s a good idea to starting thinking
about these questions and to map how power (financial,
social, intellectual, emotional, labour, etc.) is being
negotiated throughout your project.
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KNOW THYSELF
RECOGNISING PRIORITIES

ow that you’ve had a chance to explore
the intersection of documentary and social
change, It’'s a good time to evaluate what
matters most to your team as it pulls in more
collaborators.

Each of your priorities and passion may evolve over time, Of course, we all want all of the good things all

but understanding both will help you to recognise and of the time. It would be awesome to have a box office hit,
respect where each person is coming from and where to all the awards, change communities and and and... but:
focus your energy. This will help you to chart a course of

action that best suits the goals for you as individuals and

for the project. Then, when the pressure does come on,

you’ll have the foundation you need to work through it -

a reminder of where and why you got started...
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“Be yourself; everyone

else Is already taken.”

Oscar Wilde
Writer
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What does success look like for you?
Some filmmakers take an ideological
position on public over private media.
Others must prioritise making their
money back, no matter how important
the issue is to them. Only you and your
team know what variables you are

working with, so lay it all out in advance.

N

Reorganise the items below into your
personal order. Get everyone in the team
to do it. Then share your Top 3s - and
discuss. There are no wrong answers.

MAKING CONCRETE CHANGE
Film helps on policy, law, public opinion, investigation,
boycott etc

TOUCHING LIVES
Want my film to be super meaningful if only to a few people

AUDIENCE SIZE
Films seen by as many people as possible, no matter how
they see them

MAKING CINEMA Getting wide theatrical distribution,
so people can experience my film as cinema

NEW OPPORTUNITIES
Each film needs to enable the next bigger and better film

COMMERCIAL SUCCESS
This is the film business after all

ACKNOWLEDGEMENT
Films get props they deserve from peers and industry
(awards, reviews)
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Marc Silver & Gael Garcia
Bernal in the making of
Who Is Dayani Cristal
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® 21 WHY VISION AND WHY VISION AND STRATEGY MATTER

STRATEGY MATTER
2.2 DEFINE YOUR VISION
2.3 DEVELOP YOUR

STRATEGY n taking on any great challenge, defining

2.4 MAP THE ISSUE

25 THE FOUR IMPACT the vision is the critical first step. It’'s always

DYNAMICS

26 FILMMAKING AS there as your team’s lighthouse to guide

EMANCIPATORY
PRACTICE

57 DRAFTVOUR the way. It rarely changes, because it’s the
STRATEGIC PLAN . . .
ultimate destination.

“Vision without action is only

dreaming, action without But vision alone is just the beginning — you also need The planning chapter will guide you through defining
vision is only passing time, to know how to steer the ship. That’s where your impact your vision and strategy, mapping an issue, identifying the
vision with action can change campaign strategy comes in. This is the plan of action to type(s) of change you want to pursue, and drafting your
the world” guide the journey. It will inevitably shift and change as plan with the help of our Strategic Plan worksheet.
Nelson Mandela, former President you encounter new obstacles or opportunities.
of South Africa To get the most out of this section, we suggest you

o explore the following four case studies from the Library.



https://impactguide.org/downloads/
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BAG IT
Inspired the plastic-free movement acr
community by community (201€

Directed by Suzan Beraza

=
|
=

DOWNLOAD

THE END OF THE LINE
Put the decline of fish stocks on the global agenda for business,
politics and the man on the street (2009)

Directed by Rupert Murray, produced by
George Duffield & Christo Hird

DOWNLOAD

@8 MAKING & MOVING SHORTS L« MEASURING IMPACT as IMPACT LIBRARY

THE ACT OF KILLING
Made the Indonesian genocide of the 1960s
impossible to ignore (2012)

Directed by Joshua Oppenheimer,
co-directed by Christine Cynn and Anonymous

DOWNLOAD

THE AGE OF STUPID
Triggered mass environmental behaviour change
in the UK and beyond (2009)

Directed by Franny Armstrong,
produced by Lizzie Gillett

DOWNLOAD
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21 WHY VISIONAND DEFINE YOUR VISION

® 2.2 DEFINE YOUR VISION

2.3 DEVELOP YOUR . .
STRATEGY As impact film teams, we are always
2.4 MAP THE ISSUE ] o ]
25 THE FOUR MPACT holding a vision with two elements:
2.6 FILMMAKING AS
EMANCIPATORY
PRACTICE The Art Vision: the intrinsic vision for the film and how it will be
2.7 DRAFT YOUR . i S . : .
CTRATEGIC PLAN The Impact Vision: the extrinsic vision for what the film will do
The Art Vision must be understood and acknowledged The Impact Vision is an expression of the big change
as key to the success of the project as a whole — in the world that everyone involved can unite around,
because without a great film, there is no impact. This is to sit alongside the Art Vision. It should be arrived at
the director’s domain, along with their chosen creative as a team. As discussed in the previous section, as
collaborators. individuals you need to know yourselves and your

priorities. You also need to know how these relate to
your broader vision and where other colleagues and the
impacted communities you work with are coming from
— you may be more different than you realise.
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EMANCIPATORY
PRACTICE

2.7 DRAFT YOUR
STRATEGIC PLAN

THE ART VISION
There is no fixed template - but it’s helpful if it's
under 30 words.

Joshua Oppenheimer has said this of his approach to
The Act of Killing:

‘The Act of Killing is a film about the dangers of denial,
but in the escapist fantasy of the cinema... explor[ing]
the way our seemingly factual realities are impregnated
by fiction.’

Every director will have a different way of expressing it. Our
advice is simply to take the time to ensure this comes first.

Every single person who joins the team needs to
understand the Art Vision - the director’s vision for the
film she is trying to make. Once you’ve done that, you’re
ready to define an Impact Vision to hold alongside it.
This is much more of a team exercise.

THE IMPACT VISION

This is about making the time and space to have a big
conversation as a team. Making a film might revolve
around a director, but making impact is definitely a team
sport. Everyone involved in the film and the impact
project as a whole should be part of this exercise.

As a default output, we recommend you also aim for a
statement of 30 words or less. But if that doesn’t work
for you, that’s not a problem. You may wish to be more
creative: make a mood board, maybe even a short edit.

What matters is that there is some output you can have
at hand throughout the project, that everyone can call
upon as a reminder of where you are going.

® PLANNING FOR IMPACT £ IMPACT IN ACTION (@ IMPACT DISTRIBUTION @ MAKING & MOVING SHORTS L MEASURING IMPACT am IMPACT LIBRARY

However it’s expressed, what you’re looking for
IS a vision that is:

e Clear - requiring little or no further explanation

e Compelling - inspiring in and of its own right, without
needing to know you as a team

e Outside the comfort zone - not something that is
immediately and obviously possible, but yet something
that the team believes in at a stretch and with luck on
your side

e Available - it must be in a format you can refer
to easily and quickly at whatever stage in the process
you come to

Use the conversation starters below to spark discussion
with your film team. Vision is about bigger- picture
thinking. Later sections will help you work out the details
of the specific changes you might want to campaign for.

Examples to inspire: —Bag It
Make America
—Budrus plastic-free, one
Make nonviolence community at a time

the strategy of choice

in Israel-Palestine —The Age of Stupid

Trigger a mass

—The End of The Line movement of
Create more sustainable environmental
fisheries behaviour change
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21 WHY VISION AND Conversation starters in your own team for your own Ideally you’ll then vet your vision statement and your
STRATEGY MATTER project: plan with external stakeholders as well, from impacted

® 2.2 DEFINE YOUR VISION community members to NGO leaders. That’s where a

braintrust gathering can be helpful. We’ll discuss this

2.3 DEVELOP YOUR Why are you involved as individuals ore in Section 2.4
S TRATECY in this project, and what got you
2.4 MAP THE ISSUE . . A Want to dig a little deeper into this one? Here are a
2.5 THE FOUR IMPACT engaged in the first place- couple of great free resources - there’ll be more to come
DYNAMICS in the Library as we release more modules, and we’d love
2.6 FILMMAKING AS to hear your suggestions too.

EMANCIPATORY What aspects of this change work

PRACTICE do you care most deeply about?
2.7 DRAFT YOUR

STRATEGIC PLAN _
What would you change if you could
change literally anything?

Thinking about your film and what
you have learnt about the issue
environment, what will count as
success for you?
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® 2.2 DEFINE YOUR VISION
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23 DEVELOP YOUR Further reading

STRATEGY
2.4 MAP THE ISSUE 2 . 2

2.5 THE FOUR IMPACT
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EMANCIPATORY
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2.7 DRAFT YOUR
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DEFINE YOUR VISION

How Great Leaders

Inspire Action
ted.com/talks/simon_sinek
how _great leaders inspire
action

Steve Radcliffe’s Future-
Engage-Deliver Model
futureengagedeliver.com/
fed-free-resources/

FUTURE
ENGAGE
DELIVER
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21 WHY VISION AND DEVELOP YOUR STRATEGY
2.2 DEFINE YOUR VISION
® 2.3 DEVELOP YOUR )
STRATEGY
_ STRATEGY N the first chap_ter, we covere_d why
25 THE FOUR IMPACT documentary film in general is such a
“ EMANCIPATORY powerful impact medium - because it
PRACTICE .
27 DRAFT YOUR deepens understanding & empathy, sparks new

STRATEGIC PLAN

connections and brings energy to an issue;
because it contributes to culture change, which
bolsters (and is reinforced by) other change;
because Iin independent documentary, we have a
unigue flexibility to reach audiences that matter.

Now we need to make a start on how your specific project is going to build
on those properties to deliver real, practical impact on the issue you’re facing.
What this planning looks like often depends on your starting point.
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A film impact strategy must be constructed around the
interplay between what a movement or activists need
and a film’s strengths. For example:

— Who can the film most effectively engage with?

— What is this audience likely to already think about
the issue?

— What'’s the issue landscape like (current events, public
discourse, policy debates, etc.)?

— What do campaigners working in this issue landscape
need?

— What are the possible “pressure points” that the story
can trigger?

— What would the target audiences need to do in order
for real change to happen?

IN OTHER WORDS, WHAT IS YOUR THEORY
OF CHANGE?

Even if you have a clear sense of the issues your film
addresses, when a story is emergent it may be unclear
where things will end up and/or what the film’s strengths
will be. And even when you think you know what

your story is about, that may not be what your target
audiences take away from it. So, if impact is a priority for
you, work with your partners and advisers to make sure
you’re moving forward with eyes wide open.

And while that’s true of all films to one degree or another,
there are some filmmakers who embed deeply in an

issue and stay with it long-term. This means that their
storytelling is somewhat more issue-driven and the
impact strategy, while rarely fixed, is much more stable
(often tied to a theory of change) and built into the
production from the start.
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Exposures Lab, for example, has developed a deep

expertise around climate change. Skylight Pictures
often focus on human rights in Central America. And
Just Vision’s mission is to bring peace to the conflict

in Israel-Palestine. For these teams who have been
embedded in their respective movements - in some cases
for decades - the story they choose to tell is the story the
movement needs.

Julia Bacha from Just Films explained that their team is on
the ground in Israel-Palestine year-round, listening for the
stories and opportunities that could move the meter on the
conflict. When they made Budrus, they knew they needed
a story that could counteract the narrative that nonviolence
doesn’t work. Their theory of change was that, by elevating
stories of nonviolent resistance which were largely buried
in popular media, they would inspire more people to resist
nonviolently.

But these folks are unusual. Most typically, filmmakers
are compelled or drawn to make an issue-driven film,
but then move on. And that is fine. No matter where a
filmmaker and their team is coming from, the end result
can be breathtakingly powerful.

There are many ways to build a strategic plan. Whether

it’s built in from the start or emergent, there are nonetheless
a few basics to keep in mind. Here we offer a case study
and a tool to help you get started with your planning.


http://www.exposurelabs.com/
https://skylight.is/
https://www.justvision.org/
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The Strategic Plan worksheet:
effectively a roadmap-builder to take
you from your film to the Impact
Vision you defined.

DOWNLOAD
STRATEGIC PLAN WORKSHEET

And feel free to riff off this. Using the Field Guide,
Impact Producer Ani Mercedes has devised her own

working process to help get started at the very beginning.

For any film she’s working on, she will:

1. Write down the key themes and messages
from the film. She includes any issues, topics,
or pronouns specific to it.

2. Create an impact hypothesis. What issues might
the film move the needle on? She brainstorms 2-3
hypotheses based on the themes she wrote down.
Note: after you brainstorm, it’s helpful to refine your
hypothesis so it starts with a verb (i.e. encourage)
and include who it could move the needle for (i.e.
underrepresented groups).

3. Brainstorm activities. What can the audience do after
watching the film? She then brainstorms activities
with the team around what things people could do to
accomplish each of her impact hypotheses. (ie: volunteer,
register to vote, change their purchasing decisions)

® PLANNING FOR IMPACT £ IMPACT IN ACTION (@ IMPACT DISTRIBUTION @ MAKING & MOVING SHORTS L MEASURING IMPACT as IMPACT LIBRARY

4. List partners. She then identifies 100-200 potential
partners who may be able to use the film as a tool to
strengthen their own work or who are already helping
people do some of the activities listed. Remember to
categorise and prioritise them.

Having completed this initial analysis, Ani’s next steps
are to create a simple one to two page pitch outlining
this thinking, which she uses in her initial outreach to
potential partners. Eventually, she will host a braintrust to
bring those stakeholders together and test that working
hypothesis in person, making it richer. (More about
running a braintrust in the next section.)

Now, any strategic plan is likely to evolve throughout
the process of making the film — especially if you're not
yet certain of the story arc — but you’ve got to start
somewhere.

In the sections that follow, we’ll walk you through the
process of developing your first working draft:

—Map the Issue
—Introducing the Four Impact Dynamics
—Drafting your Impact Plan: a how to guide

We will return to the Impact Evaluation Plan worksheet
in Measuring Impact.

GEEK OUT
IDEAS FOR FURTHER READING


https://impactguide.org/downloads/
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MY STRATEGIC PLAN

FILM’S MESSAGES

That audiences take away from the film

(@ IMPACT DISTRIBUTION

@ MAKING & MOVING SHORTS

FIELD GUIDE

& TOOLKIT

IMPACT GOAL

Concrete solution that your project could
aim for

Frem AW b Jimpact

NAME OF FILM:
IMPACT VISION:

KEY AGENTS

Who can make this happen?

IMPACT DYNAMIC
e Changing minds

¢ Changing behaviours
¢ Building communities
e Changing structures

L MEASURING IMPACT

IMPACT TASKS

What needs to happen with your
film/campaign
to make the agent deliver

am IMPACT LIBRARY
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MY EVALUATION PLAN

IMPACT GOAL

From your Strategic Plan above

(@ IMPACT DISTRIBUTION

@ MAKING & MOVING SHORTS

FIELD GUIDE

& TOOLKIT

IMPACT INDICATOR

evidence you have been successful

Frem AW b Jimpact

NAME OF FILM:
IMPACT VISION:

TOOL/TECHNIQUE

For capturing the evidence

BASE LINE

Any relevant data from before release
you can measure against

L MEASURING IMPACT

DATE 1/2/3/4
Evidence collected over time to reveal
patterns of change

am IMPACT LIBRARY
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FILM’S MESSAGES
‘Large companies are
making profit at natures
expense, and restaurants

are irresponsible

You can ask for sustainable
fish and help solve the
problem

There is global overfishing
but no one knows

European fishery policy
IS a mess

(@ IMPACT DISTRIBUTION

@ MAKING & MOVING SHORTS

FIELD GUIDE

CHANGING STRUCTURES: THE END OF THE LINE

IMPACT VISION: SUSTAINABLE GLOBAL FISHING

PRIMARY IMPACT DYNAMIC: CHANGING STRUCTURES
The core insight is that change will come when businesses can bring this issue to the attention of people, by choice editing and making public claims about the
shifts they undertake.

IMPACT PLAN (Actual, but tailored slightly)
Other Films: Give Up Tomorrow, Invisible War, The Reckoning

IMPACT GOAL
Change corporate policies -
from big corporate
suppliers to small
restaurants

Get everyone asking for
sustainable fish

Raise awareness of
overfishing

Drive policy innovation
including creation of marine
reserves

& TOOLKIT

Frem AW b Jimpact

KEY AGENTS

CEOs, restaurant and shop
owners

Mass public

UK/EU politicians, wealthy
individuals

IMPACT DYNAMIC

Changing structures

Changing minds

L MEASURING IMPACT

IMPACT TASKS

Develop corporate partnerships
with responsible retailers (e.g.
Waitrose as distribution partner)
Get high profile CEOs to make
public commitment to sustainable
fish sourcing (e.g. Pret a Manger)

Create tools and lists of sustainable fish
Create a ‘buy sustainable fish’ pledge
Integrate pledge into content of film

Maximise press coverage of issue (not
necessarily driving people to film - issue
awareness matters more than audience
numlbers) Liaise with production
companies and campaigners to trigger
further content and mobilisation
campaigns

Get politicians and wealthy
individuals to see the film

am IMPACT LIBRARY



https://impactguide.org/downloads/

% INTRODUCTION

2.1 WHY VISION AND
STRATEGY MATTER

2.2 DEFINE YOUR VISION

® 2.5 DEVELOP YOUR
STRATEGY

2.4 MAP THE ISSUE

2.5 THE FOUR IMPACT
DYNAMICS

2.6 FILMMAKING AS
EMANCIPATORY
PRACTICE

2.7 DRAFT YOUR
STRATEGIC PLAN

DOWNLOAD

EVALUATION PLAN

® PLANNING FOR IMPACT

£ IMPACT IN ACTION

SAMPLE EVALUATION PLAN
THE END OF THE LINE

IMPACT GOAL

From your Strategic Plan above

Change in policy towards
sustainable fish in corporates from
global suppliers to small restaurants

Get the general public asking for
sustainable fish

(@ IMPACT DISTRIBUTION

@ MAKING & MOVING SHORTS

FIELD GUIDE

IMPACT INDICATOR

evidence you have been successful

Number of relevant corporates who
have seen the film

Qualitative response of corporates

Number of corporates taken action

* Change in purchasing behavior
associated with the films campaign

*Claimed likelihood to demand
sustainable fish amongst viewers of
the film as well as the general public

*Social media/press discussion of
problem of overfishing

*Increase in requests for
information or for referrals to
services associated with the film
campaign

& TOOLKIT

Frem AW b Jimpact

TOOL/TECHNIQUE

For capturing the evidence

*Press releases from corporates.
*Quotes from speeches.
*Commentary in Annual Reviews.
*Monitoring Budget changes

*Monitoring release of new data
*Commission press evaluation &
sentiment analysis to show frame
change in the media

* For behavioural change in your
target groups, commission
qualitative surveying with focus
groups and repeat with same
sample after 12 months to track
longitudinal behaviour change

* For evidence of population change
commission a quantative survey
before films release and repeat after

a period for comparison

BASE LINE

Any relevant data from before release
you can measure against

L MEASURING IMPACT

DATE 1/2/3/4
Evidence collected over time to reveal
patterns of change

am IMPACT LIBRARY
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STRATEGY
2.4 MAP THE ISSUE 2 . 3
2.5 THE FOUR IMPACT
DYNAMICS
2.6 FILMMAKING AS DEVELOP YOUR STRATEGY
EMANCIPATORY : .
PRACTICE Center for Theory of Change Harmony Institute - StoryPilot
27 DRAFT YOUR theoryofchange.org harmonylabs.org/storypilot

STRATEGIC PLAN

The Center for Story-based Strategy
Theory of Change DIY Toolkit storybasedstrategy.org/tools-and-resources
diytoolkit.org/tools/theory-of-change



http://theoryofchange.org
http://theoryofchange.org
http://theoryofchange.org
http://theoryofchange.org
http://theoryofchange.org
http://theoryofchange.org
http://theoryofchange.org
http://theoryofchange.org
http://theoryofchange.org
http://diytoolkit.org/tools/theory-of-change
http://diytoolkit.org/tools/theory-of-change
http://diytoolkit.org/tools/theory-of-change
http://diytoolkit.org/tools/theory-of-change
http://diytoolkit.org/tools/theory-of-change
http://diytoolkit.org/tools/theory-of-change
http://diytoolkit.org/tools/theory-of-change
http://diytoolkit.org/tools/theory-of-change
https://harmonylabs.org/storypilot
https://harmonylabs.org/storypilot
https://harmonylabs.org/storypilot
https://harmonylabs.org/storypilot
https://harmonylabs.org/storypilot
https://harmonylabs.org/storypilot
https://harmonylabs.org/storypilot
https://www.storybasedstrategy.org/tools-and-resources
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o MAP THE ISSUE

2.2 DEFINE YOUR VISION

2.3 DEVELOP YOUR ] ]
STRATEGY he first step Is to get to know the

® 2.4 MAP THE ISSUE : : : .

25 THE FOUR IMPACT key organisations in your issue

ZEELIMAKING A5 environment. Some of this has
PRACTICE .

27 DRAFTYOUR likely been done already as a natural

STRATEGIC PLAN

part of the filmmaking process. But
this i1s the time to find out what those
organisations’ strategic priorities are,
which will likely inform your impact
planning process and allow you to
proceed In your efforts responsibly
and with accountability.
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2.1 WHY VISION AND
STRATEGY MATTER
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PRACTICE
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“Mediamakers often think they
are starting a movement but
haven’t checked to see if there
already is a movement”

Sasha Costanza-Chock
Academic & Activist

First up, start thinking about all the key stakeholders
who are working to solve the social problem that a film
addresses. For example:

— COMMUNITIES REPRESENTED

IN THE FILM
— EXPERTS AND ACADEMICS
— BRANDS AND COMPANIES
— CAMPAIGNERS AND ADVOCATES
— FUNDERS AND PHILANTHROPISTS
— POLITICIANS AND POLICY MAKERS
— PRESS AND MEDIA
— MESSAGING AND FRAMING EXPERTS
— NGOs - SMALL (highly aligned)
— NGOs - LARGE (with resources)
— PUBLIC FIGURES
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TIP: Create a database now that tracks everyone in your
film/campaign world and code them by organisation type
and issue interest:

(L) - already a sympathetic Leader in the issue
(T) - they are a Target of engagement

Share it with your team and then brainstorm some more.

On the next page is an example from The End of the Line,
with some questions to help prompt you.

Beyond this mapping exercise, it could be useful to
attend conferences & public debates. Think Tanks and
universities hold public events all the time, and there’s
more than likely to be events that are relevant to the issue
you’re digging into. Get yourself there. It’s a chance to
hear from the field and identify aligned partners.

Review similar films to see what is out there that’s related
to what you’re trying to do, and find out everything you
can about the projects. Other film teams will probably let
you stand on their shoulders. Ask them.

Then, armed with that list, think about who you want to
prioritise to develop relationships with. This is hugely
important in change work. Who could be your advisors,
your council, your friendly critic from inside the issue
movement?
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2.1 WHY VISION AND
STRATEGY MATTER
2.2 DEFINE YOUR VISION EXISTING CAMPAIGNERS FOOD BRANDS INTERESTED
o
2.3 SEI;/E_IF(EDGPJOUR ON THE ISSUE I IN SUSTAINABILITY
What are the existing / What campaigns are
® 2.4 MAP THE ISSUE campaigns and initiatives? I they planning?
2.5 THE FOUR IMPACT WWFEF o I Waitrose
DYNAMICS Marine Stewardship Council \ I Marks and Spencer
2.6 FILMMAKING AS Marine Conservation Society \ : Pret a Manger
EMANCIPATORY MarViva \ J McDonalds (surprisingly)
PRACTICE Oceana ' !
27 DRAFT YOUR ClSlpleelets !

STRATEGIC PLAN

POSSIBLE ADVOCATES @ _

Who can we reach?
Celebrity chefs
e.g. Hugh Fernley-Whittingstall

Round-the-world sailors
TV wildlife presenters
Wildlife loving celebs

Sustainability spokespeople

— — =— = @ POLITICIANS
Existing allies?
Planned legislation?
Sympathetic politicians
in UK and Europe

e.g. Prince Charles _
”
P SCIENTISTS AND S
P ACADEMICS ~ o
= New reach or studies? R
FUNDERS lead in the fil

Foundations for M?ny leaders In the o WRITIERS AND JOUNRALISTS
sustainability/oceans, Individual agea y _QN © arelt?e Who has written on the topic?
donors, Film outreach funders, est spokespeople: Charles Clover part of the film but

Brands, Public funds other journos needed
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BRAINTRUST

Often, at this stage, an impact film team will pull together
a braintrust to accelerate the process. A braintrust is a
gathering that brings together people and organisations
who are working on the problems your film addresses,

so that they can offer their perspectives on your film and
your early impact plans. It is often a 3-4 hour meeting
that involves a screening of the entire film, or parts of it,
followed by a structured conversation.

But not all braintrusts are the same. Some are cross-
sector and aim to tap into the collective wisdom of
people who are working on the issue from varied angles.
Other braintrusts target key sectors or groups and aim

to seed interest and buy-in to the project. And yet others
aim to highlight the possibilities and inspire key leaders
and funders to get involved in some way. Some are
national in scope and others are hyper-local. Some gather
feedback to help them finalise the film, while others help
refine the campaign strategy.

Whatever you aim to do, remember: who you invite to a
braintrust and how you structure your meeting will shape
what you get out of it. So be thoughtful in your planning.

Here is one example of a simple structure, which
DocSociety has offered to filmmakers in the past. Use it
as a helpful starting point to your braintrust planning, but
be sure to tailor it to your needs.
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BEFORE THE MEETING

— Solidify the meeting objectives and agenda well
in advance

— Put together an invite list that includes sectors,
stakeholders, and the perspectives needed

— Plan ahead to address accessibility issues and financial
barriers for participants

— Nominate a note taker from your film team to capture
the discussion

— Nominate a chairperson from your team to run the
meeting

AT THE MEETING

1. Introduce the agenda for the day and the purpose
of the meeting. For example:

— To share more information about the film and
impact campaign in order to recruit partners

— To gather feedback on the film’s impact potential
as you finalise production

— To gather feedback on the campaign objectives
and activities as you start planning

2. Share context for the film and your impact campaign.
Highlight the unique opportunity presented by the
release of the film. For example:

— The visibility it will gain through theatrical
or broadcast distribution moments
— The film’s ability to communicate themes
of relevance to them and their audiences
— Any tools, support, or other perks of partnership
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21 WHY VISION AND 3. Screen the full film or key scenes from the film. Be sure
STRATEGY MATTER to make time after the screening for the room to react

2 2 DEFINE YOUR VISION candidly before digging into planning. Often, the richest “Coming together

feedback comes in this moment. ) ] ]

S R o - is a beginning.

4. Share the production timeline and distribution plans, .
® 2.4 MAP THE ISSUE then gather feedback and comments about how these Keeping together

2.5 THE FOUR IMPACT might line up with their own calendars and interests. iS progress.
DYNAMICS For example: )

2.6 FILMMAKING AS N Working together
EMANCIPATORY — When do you expect to be finished? . 55
PRACTICE — How do you plan to release the film? IS SUCCesSs.

— What are the main campaign milestones? Henry Ford

2.7 DRAFT YOUR — What are the different ways partners could work

STRATEGIC PLAN with the film at different times?

5. Facilitate a group brainstorm geared toward your
braintrust objectives. For example, if your intent is to
identify the various ways the film might be able to serve
the movement or partners, then be sure to discuss:

— The audiences or constituencies needed for real
Impact to occur

— How best to direct those audiences or constituencies

— Those who are missing among potential campaign
partners (be sure to ask for intros)

— The support you already have and the support
you need, e.g.: funding, legal, research, networks,
campaign expertise etc.

6. DON'T LEAVE THE ROOM WITHOUT making concrete
next steps for follow up. Gather feedback on the best way
to maintain communication and collaboration after the
meeting.
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VY VSON ARD INTRODUCING THE FOUR IMPACT DYNAMICS

2.2 DEFINE YOUR VISION

2.3 DEVELOP YOUR
STRATEGY

2.4 MAP THE ISSUE

® 2.5 THE FOUR IMPACT
DYNAMICS

2.6 FILMMAKING AS

ow let’s look at the kinds of change
that film can drive: what we call IMPACT
CILVIMAKING A DYNAMICS. These are based on
S ORARTYOUR extensive analysis of the films we’ve worked
e with, but also from working with a variety of
NGOs and activists to understand the different
kinds of change efforts that they work with.

Here are the four Impact Dynamics, with
example Impact Plans over the next few
pages to help you.
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2.1 WHY VISION AND Changing minds: While a change in perception is important, and,
STRATEGY MATTER _ certainly the first step towards behavioural change,
> 2 DEFINE YOUR VISION Mass awareness and understanding - the overemphasis on attitudinal change towards
- Ly - - individuals leaves less room for films that push
2:5 DEVELOP YOUR creatlng a shift in DUbllc_: attitudes. audiences to grapple with the structures and systems
STRATEGY What attitudes and beliefs are you that reinforce inequality.
2.4 MAP THE ISSUE : 5
® 2.5 THE FOUR IMPACT trylng to create or change. Would you like to know more? You can read Sonya’s
DYNAMICS Changing minds is about building awareness of an issue article here.
2.6 FILMMAKING AS or shifting how it is perceived. It’s about deepening
EMANCIPATORY understanding and connecting the dots between personal GEEK OUT
PRACTICE experiences and on-screen depictions. It can be broad IDEAS FOR FURTHER READING
2.7 DRAFT YOUR (i.e changing broad public discourse) or it can be more
STRATEGIC PLAN focused.
The Act of Killing was primarily a changing minds impact g e oniyling

project: driving a radical reappraisal of the Indonesian
nation’s attitudes and beliefs regarding the genocide of
1965-66. A key part of Chasing Ice’s impact campaign
was focused on changing one mind, that of Congressman
Tiberi, in Ohio. And with 90+ screenings and a coalition of
local partners putting pressure on him, they were finally
able to get this former climate-denier to acknowledge the
need to work together to address climate change.

While it may be tempting to imagine that changing hearts
and minds is something that every social problem needs,
film teams that care about true impact should beware
that sometimes, positioning empathy and humanisation
as the end goal will only result in superficial change.
Sonya Childress of Firelight Media, in her Medium article
“Beyond Empathy,” warns that:



https://medium.com/@firelightmedia/beyond-empathy-ad6b5ad8a1d8
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21 WHY VISION AND Changing behaViourS: Filmstill: The Age of Stupid
STRATEGY MATTER A t | bl : | t d dﬂ: ﬂt

2.2 DEFINE YOUR VISION Clively mobiiising peopie to 4o dittere

2.3 DEVELOP YOUR not just think different, whether that’s to
STRATEGY buy or boycott, donate or volunteer. What

2.4 MAP THE ISSUE
® 2.5 THE FOUR IMPACT

specific actions could you promote?

DYNAMICS The Age of Stupid and the 10:10 campaigh (how known
2.6 FILMMAKING AS as Possible) sought to change behaviours, seeking to
EMANCIPATORY trigger a mass public movement of small environmental
PRACTICE actions in everyday life. Ten years later, the campaign was
2.7 DRAFT YOUR still going strong - promoting positive, practical projects
STRATEGIC PLAN focused on tackling climate change at community level,

and turning these local actions into a force for bigger
changes. From a solar schools campaign to research into
building solar powered railways and fighting the ban on
onshore wind, everything they do is about inspiring more
people to take more action on climate change.

The Virunga campaign encouraged audiences to check
their own investments and pensions funds. If they had
investment in SOCO, audiences were asked to write to
the company and ask them if they intended to make

an absolute commitment not to explore in Virunga
National Park, and to commit to an exit plan that
properly safeguarded the area. SOCO shareholders were
a key audience, and the campaign encouraged them to
positively engage with the company and to encourage it
to carry out an adequate, independent investigation into
all allegations of wrongdoing, to account for their lack of
oversight whilst operating in the DRC. The campaign also
encouraged the public to donate to the national park in
the Congo - this being the most direct way to support the
park and its rangers.



https://www.wearepossible.org/
https://www.wearepossible.org/
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2.1 WHY VISION AND Building communities: Filmstil: Bag It
STRATEGY MATTER G ' . B d th

55 DEFINE YOUR VISION rassroc_) S orgamsmg. providing the

2.3 DEVELOP YOUR focal point around which people come
STRATECY together. What communities could you

2.4 MAP THE ISSUE
® 2.5 THE FOUR IMPACT

serve or support?

DYNAMICS . . L L
Bag It focused primarily on building communities,

2.6 FILMMAKING AS positioning the film as a key tool around which
EMANCIPATORY individuals and organisations across America could
PRACTICE campaign for voluntary or legislative plastic bag bans.

2.7 DRAFT YOUR
STRATEGIC PLAN The Palestinian nonviolent resistance movement

used Budrus to validate this important and effective,

but largely unseen, movement. They used the film to
highlight the voices and perspectives of these organisers
and as a convening tool to inspire and build this
important base.

Filmstill: Budrus
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2.1 WHY VISION AND Changing structures:

STRATEGY MATTER . L . .

5 DEFINE YOUR VISION Whether in politics or bysmess, directly

2.3 DEVELOP YOUR influencing law and policy to change
STRATEGY the context. What laws or policies

2.4 MAP THE ISSUE bed th ol frvi "

® 2.5 THE FOUR IMPACT empe e propiem you are trying to
DYNAMICS solve?

2.6 FILMMAKING AS y o | I R A
EMANCIPATORY The End of the Line became primarily a changing g - . - U
PRACTICE structures film, focusing on influencing corporate leaders - e SRS -

27 DRAFT YOUR to make changes around (in this case) the fish they

' STRATEGIC PLAN purchase, how it is marketed, and create a new context

for their customers.

No Fire Zone focused on influencing members of the UN
Human Rights Council which would lead to a vote on
investigating war crimes during the long conflict between
the Sri Lankan government and the Tamil Tigers.

The Please Remember Me campaign, nhamed “Memory
2030”, aimed to help families grappling with Alzheimer’s
and dementia in China. One partner, an Alzheimer’s
doctor, started using the film as a training tool among
his staff to shift hospital culture and attitudes towards
these patients. Local government launched new plans
for dementia care including extra beds, and ended up
endorsing the campaign and using the trailer to promote
the new program.

Filmstill: Please
Remember Me
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2.1 WHY VISION AND
STRATEGY MATTER
THE |MPAC7-
2.2 DEFINE YOUR VISION
2.3 DEVELOP YOUR F I E L D G U I D E
STRATEGY
& TOOLKIT
2.4 MAP THE ISSUE
Fhem. AL to Jimpact
® 2.5 THE FOUR IMPACT
DYNAMICS CHANGING MINDS: THE ACT OF KILLING
2.6 FILMMAKING AS IMPACT VISION: A FRESH START FOR INDONESIA
EMANCIPATORY PRIMARY IMPACT DYNAMIC: CHANGE MINDS
PRACTICE The team hoped to catalyse a fundamental change in how the 1965-66 genocide is understood in Indonesia and internationally, exposing how the
present day climate of impunity and corruption is built on the celebration of mass murder by victorious perpetrators.
2.7 DRAFT YOUR
IMPACT PLAN (Hypothetical)
STRATEGIC PLAN Other Films: Bully, Gasland
FILM’S MESSAGES IMPACT GOAL KEY AGENTS IMPACT DYNAMIC IMPACT TASKS
'The accepted story is false - | Generate nationwide critical | The Indonesian public | Changing minds || Ensure film widely seen despite
genocide was real, and the discussion inevitable political censorship -
perpetrators are in power partner with civil society

organisations to arrange invite only
screenings across country

The international Generate critical discussion US and other Western Changing minds Ensure film not seen just as external
community has been around the world about role | publics criticism of Indonesia - highlight
complicit of own countries implicit support of World Bank etc
Other Strategic Plans:
. o “Indonesian politics is still | Support movement for truth | Indonesian government and | Changing structures | | Partner with Indonesia’s National
CHANGING MINDS: The Act of Killing deeply tainted and reconciliation processes | international community Human Rights Commission to

support creation of full report into
genocide in parallel with film
release Support wider civil society
movement Create channels for
international pressure on
Indonesian government

BUILDING COMMUNITIES: Bag /t | O S O

CHANGING BEHAVIOURS: The Age of Stupid

CHANGING STRUCTURES: The End of the Line
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CHANGING BEHAVIOURS: The Age of Stupid

BUILDING COMMUNITIES: Bag It

CHANGING STRUCTURES: The End of the Line
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FIELD GUIDE

& TOOLKIT

CHANGING BEHAVIOURS: THE AGE OF STUPID

Fem A b Jmpact

IMPACT VISION: TRIGGER A MASS MOVEMENT OF ENVIRONMENTAL BEHAVIOUR CHANGE

PRIMARY IMPACT DYNAMIC:

CHANGE BEHAVIOURS

L MEASURING IMPACT

The aim was to turn 250 million viewers into climate activists - changing their own behaviour first and foremost and making a public commitment to do so.

IMPACT PLAN (Hypothetical)

Other Films: Weapon of War

FILM’S MESSAGES

"Every individual cando
something against climate
change

It’s more effective if we do
it together

IMPACT GOAL
Mobilise 250m viewers as
climate activists

Mobilise in existing groups
(schools, businesses, etc)

KEY AGENTS

"Everyone - but with a focus |
on influential individuals in
personal capacity

All groups - but focus on
schools and influential
groups who will be copied

IMPACT DYNAMIC

Changing behaviours

Building communities

IMPACT TASKS
* Partner with NGOs to provide
guidance on individual actions via
Not Stupid and then 10:10
campaigns (Greenpeace, Friends of
the Earth, Global Campaign on
Climate Action)
* Provide public commitment
process (10:10) so people can show
what they are doing Recruit
influential individuals - Colin Firth,
Vivienne Westwood, political party
leaders
e Partner with NGO (ActionAid) to
create schools pack
* Get influential organisations to
lead the way and communicate on
to their
competitors/supporters/customers
- Tottenham Hotspur FC, UK
Government, Science Museum

am IMPACT LIBRARY
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CHANGING STRUCTURES: The End of the Line

2.1 WHY VISION AND
STRATEGY MATTER
2.2 DEFINE YOUR VISION
2.3 DEVELOP YOUR F l E L D G U I D E
STRATEGY
2.4 MAP THE ISSUE Ry
: Fnem. AL to Jimpact
® 2.5 THE FOUR IMPACT
DYNAMICS BUILDING COMMUNITIES: BAG IT
2.6 FILMMAKING AS IMPACT VISION: A PLASTIC-FREE AMERICA
EMANCIPATORY PRIMARY IMPACT DYNAMIC: BUILD COMMUNITIES
PRACT'CE Identify communities interested in working towards voluntary or legislative bans on plastic bags, and support them.
2.7 DRAFT YOUR IMPACT PLAN (Hypothetical)
STRATEGIC PLAN Other Films: Budrus, The Interrupters
FILM’S MESSAGES IMPACT GOAL KEY AGENTS IMPACT DYNAMIC IMPACT TASKS
'The removal of single use | | Enable and focus | Community leaders | Building Communities | : - Recruit established environmental
plastic bags will happen one | communities across the US policy expert as Policy Director at
town at a time on banning plastic bags outset
* Focus organising efforts on ‘Bag It
Town Campaign’
* Prioritise community screenings
over cinematic release ¢« Focus on
schools as key route into
__________________________________________________________________________________________________________________________________________________ communities
Only established Get public awareness of the | Mass public Changing Minds * Focus filmmaking on an
] environmentalists problems caused by plastic ‘everyman’ story - not a usual
Other Strateglc Plans: understand the problem - beyond the choir suspect
but this is something for e Stay fun, accessible and
everyone empowering throughout film and
: S impact campaign
CHANGING MINDS: The Act of Killing B Y ERSeS £ G WEW 16 Cle
this
: : "Everyone can do something | Give individualsaclear | Masspublic | Changing Behaviours || Provide public pledge mechanic
CHANGING BEHAVIOURS: The Age of Stupid by using less plastic action: reduce single- use
plastics
BUILDING COMMUNITIES: Bag /t = L e T Y
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CHANGING STRUCTURES: THE END OF THE LINE

IMPACT VISION: SUSTAINABLE GLOBAL FISHING

PRIMARY IMPACT DYNAMIC:

CHANGING STRUCTURES

Fem A b Jmpact

L MEASURING IMPACT

The core insight is that change will come when businesses can bring this issue to the attention of people, by choice editing and making public claims about the

shifts they undertake.

IMPACT PLAN (Actual, but tailored slightly)
Other Films: Give Up Tomorrow, Invisible War, The Reckoning

FILM’S MESSAGES

‘Large companies are
making profit at natures
expense, and restaurants
are irresponsible

You can ask for sustainable
fish and help solve the
problem

There is global overfishing
but no one knows

European fishery policy
iSs @ mess

IMPACT GOAL
“Change corporate policies -
from big corporate
suppliers to small
restaurants

Get everyone asking for
sustainable fish

Raise awareness of
overfishing

Drive policy innovation
including creation of marine
reserves

KEY AGENTS

CEQOs, restaurant and shop
owners

Mass public

UK/EU politicians, wealthy
individuals

IMPACT DYNAMIC

Changing structures

Changing minds

IMPACT TASKS

Develop corporate partnerships
with responsible retailers (e.g.
Waitrose as distribution partner)
Get high profile CEOs to make
public commitment to sustainable
fish sourcing (e.g. Pret a Manger)

Create tools and lists of sustainable fish
Create a ‘buy sustainable fish’ pledge
Integrate pledge into content of film

Maximise press coverage of issue (not
necessarily driving people to film - issue
awareness matters more than audience
numbers) Liaise with production
companies and campaigners to trigger
further content and mobilisation
campaigns

Get politicians and wealthy
individuals to see the film

am IMPACT LIBRARY
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2.1 WHY VISION AND DEPLOYING MULTIPLE IMPACT DYNAMICS
STRATEGY MATTER
2.2 DEEINE YOUR VISION Having distingujshed the different_kinds of change that a film can contribu’Fe to, as you can see from ’_che
sample Strategic Plans, every project we know has used at least two. And if you take a film like Chasing Coral
2.3 EEQIE_IFEDCFQKOUR as another example, it held all 4 of the impact dynamics in its impact campaign:

2.4 MAP THE ISSUE

® 2.5 THE FOUR IMPACT
DYNAMICS

2.6 FILMMAKING AS
EMANCIPATORY
PRACTICE

2.7 DRAFT YOUR
STRATEGIC PLAN

CHANGING MINDS:

The film offers time-lapse evidence of dying coral
reefs. They leveraged community screenings
(1500+ in 100+ countries in a one-year period) and
a robust marketing, PR and social media strategy
to build media buzz (5k press mentions + awards
and nominations) and “Wake Up the World” about
the impact of climate change on corals.

BUILDING COMMUNITY:

The campaign used the film to build a local
community in South Carolina and Georgia around
sustainability and climate solutions. It also networked
a global community of active and engaged coral reef
supporters. For example, the “50 Reefs Initiative”
encouraged divers to check on the coral reefs near
them and advocate on their behalf.

CHANGING STRUCTURES:

The team launched a successful hyperlocal
campaign to pressure South Carolina’s elected
leaders to support clean energy (leading
Representative Elliott to switch his position

on solar) and another to get non-voting
environmentalists in Georgia, irrespective of
party lines, to pledge to vote and prioritise the
environment in the 2018 midterm elections.

CHANGING BEHAVIOURS:

In addition to the above listed behaviour targets,
they also used the film to encourage viewers and
audience members to take steps to reduce their

carbon footprint.
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The team had the resources to put equal energy into each
of these initiatives, placing great emphasis on both global
awareness and action and hyperlocal community building
and advocacy. So remember that, in this way, the impact
dynamic framework is meant to focus, not limit your
strategic planning.

In another example, the The Invisible War team understood
that to end rape culture in the military and to build broad
popular support for survivors of rape in a U.S. cultural
context that tends to silence and blame victims of sexual
assault was also going to require a multi-pronged approach.

Seasoned activist-filmmakers Amy Ziering and Kirby Dick
would build their impact strategy into their filmmaking from
the start. They engaged policymakers from both sides of the
aisle while they were still in production, to understand the
policy needs and political landscape and ensure the story
they would tell could address these effectively. But, also,
this strategy offered the policymakers an opportunity to
get out ahead of the story with policy solutions before the
film went public. Because ultimately, their goal was not to
sensationalise inaction; it was to spark the actions needed
to make change.

The team’s multi-pronged approach included:

* Raising awareness: through grassroots and grass-tops
screenings (including private screenings for the highest
levels of military leadership) alongside a robust PR
and marketing campaign to put rape in the military on
the map as an issue in the U.S. It led to an explosion of
media coverage.

e Strengthening institutions: they used their film to

(@ IMPACT DISTRIBUTION @ MAKING & MOVING SHORTS L MEASURING IMPACT

am IMPACT LIBRARY

elevate the efforts of Protect Our Defenders, a then-
fledgling organisation that has since taken over the
Invisible War website and activities.

Building community: they formed a national community
of survivors, the Artemis Rising Invisible War Recovery
Program, and raised over $1m to support it.

Shifting perception: they maintained disciplined
messaging in all press and public appearances towards
a “believe survivors” frame and got this message out
broadly.

Changing behaviours: they promoted an online petition
to mobilise public pressure towards removing adjudication
of military sexual abuse from the chain of command.

Sparking collaboration: for the first time between
veterans’ groups, women’s advocacy organisations and
policy experts.

Changing institutions: by using the film as a training
tool in over 300 military bases and with leadership,
sparking new commitments. For the first time in 30
years, Gen. Mark A. Welsh, Chief of Staff of the Air
Force, flew all AF Wing Commanders from bases around
the world back to the Pentagon to watch the film. And
the Pentagon increased funding to address Military
Sexual Assault (MSA).

Changing policies: the pressure campaign and attention
sparked five Congressional hearings; the Pentagon rolled
out seven new rules to improve how the military would
prosecute and investigate MSA; Secretary Leon Panetta
ordered all sexual assault cases to be handled by senior
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officers and outside of the chain of command; 35 pieces of The /nvisible War, in concert with all these other stories

legislation were passed in the wake of the film, including
Senator Kirsten Gillibrand’s Military Justice Improvement
Act; she continues to pass out The Invisible War DVDs to
new legislators to build support for it.

CULTURE CHANGE IS COLLECTIVE WORK

People often talk about film and cinema as creating
big ‘cultural moments.” And we’d like to pause and
pick at that for a moment. There is little doubt of the
change potential of an individual film, which, with

a good strategy and sufficient resources, can vield
significant results over a 1-3 year time period post the
film’s release. But a nation’s culture changes over the
long-term. It rarely shifts due to a single story or factor.
Usually, culture change is the snowballing result of a
collection of stories, policy changes, cultural moments,
unexpected changes, more stories, more policy
changes, and so on and so on.

Returning to The Invisible War, the film impact team
brilliantly leveraged celebrity connections and their
Academy Award nomination to maintain a consistent
presence in the media. House of Cards showrunner
Beau Willoman created all of Season Two around a
Military Sexual Trauma (MST) plotline and credited and
thanked The /nvisible War when he won a Peabody for
it. Amy Schumer then wrote a sketch for /nside Amy
Schumer that is based on the documentary, which

she also won a Peabody for. In fact, MST became a
major plotline on eight hit prime-time series, including
Scandal and The Good Wife.

in docs and fiction as well as voices from parallel
movements, contributed to a cultural moment and the
momentum that gave rise to #MeToo.

Amy Ziering says: “When we started making The Invisible
War in 2070 we were told time and again: “No one wants

to hear stories about women. No one wants to hear stories
about women being raped - and above all, no one wants

to hear about women being raped in the military.” Despite
this, women in the military bravely stepped forward - at
great personal risk - to speak with us about their harrowing
experiences. Their testimonies, captured in our film The
Invisible War, inspired students from around the country

to reach out to us and implore us to make a film about the
epidemic of rape on our campuses. While making The Hunting
Ground, time and again students told us the only reason they
were speaking up was because they had seen The Invisible
War and felt emboldened to do so by the military women’s
courage. Fast forward to 2015 and Lady Gaga singing the
song from THG at the Oscars and receiving a standing
ovation, setting off a global conversation and, we believe,
lighting a long dormant fire in the entertainment industry.

I think seeing LG perform onstage with students led actresses
to think that maybe they could finally speak now too.”

So, if your focus is to shift broad popular culture, keep
your eye on the prize! But don’t lose sight of all the steps
you need to take before that can happen and all the other
storytellers, stakeholders and contributing factors that are
necessarily part of the culture change story.

GEEK OUT
IDEAS FOR FURTHER READING
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WAYS TO CHANGE THE

Nine Ways to Change
the World
corelab.co

COMMON

The Common Cause
Handbook
valuesandframes.org/
resources/CCF report
common_cause handbook.pdf

The Mobilisation Reader
mobilisationlab.org/the-mobilisation-reader-
12-must-reads/#readlist

CULTURE CHANGE IS COLLECTIVE WORK

A Conversation about Cultural Strategy
medium.com/a-more-perfect-story,/a-
conversation-about-cultural-strategy-
9e2a28802160

as IMPACT LIBRARY
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21 WHY VISONAND _ FILMMAKING AS EMANCIPATORY PRACTICE
2.2 DEFINE YOUR VISION
2.5 DEVELOP YOUR ) . .
_STareey et’'s not forget: social progress is about
25 THEFOUR MPACT more than the direct outcomes of a

© 26 FILMMAKING AS campaign. It's also about the process: the
S RATYOUR way we convene, the way people feel about

STRATEGIC PLAN

their participation, and what we leave behind
when a film or project moves on. In this way, the
process of filmmaking itself can be emancipatory
If the filmmaker’s practice is emancipatory. To
truly mirror the work of justice building means
Interrogating the entire process, says filmmaker
and film school professor Michele Stephenson.
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2.1 WHY VISION AND “The history of how documentaries filmmaking, but also to the structure of the industry
. itself in which impact-oriented films are created.

STRATEGY MATTER are produced on the ground and financed .

2; EET/I;LEO\;(:(L:)RU\QSION iIs one of fundamental extraction at every To be attentive means that as filmmakers, funders, impact

- - : producers and distributors, we work together in ways that

STRATEGY !e\_’el ?f th_e filmmaking process because dismantle systems of oppression rather than uphold them.

2.4 MAP THE ISSUE it instinctively reproduces the larger What does this look like?

2.5 THE FOUR IMPACT inequitable societal context we are all a | | | |
DYNAMICS — Interrogating the ways we have internalised oppressive

part of. To disrupt this process we have to systems so that (at worst) we do not perpetuate

® 2.6 FILMMAKING AS

EMANCIPATORY be deliberate, intentional and self-aware problematic ideas and (at best) we produce visionary
PRACTICE of how the power dynamics we are a part o'k and campaigns that lead the way.
2.7 DRAFT YOUR of play out at every level of our work — Valuing and recognising the importance of multiple
STRATEGIC PLAN — from story development to funding voices, perspectives and experiences in their own right,
) i ’ o= and the shared stakes that bind us.
to production practices, to community
engagement and beyond. We have to — Building spaces that are truly emancipatory. Are the

i g o . perspectives we bring into a room representative of the
build in processes and practices that allow worlds we wish to create? Are the programs we offer

us to work towards dismantling inequities accessible to all? Are the people we hire paid a fair wage?

: g Are their jobs secure? Are we distributing resources
that exist at every step and in every sector equitably and disrupting a problematic status quo? Are

of the chain of production in the non- we actively reflecting on mistakes or broken systems and
fiction storytelling field.” building solutions that address them and push towards
common goals?

Michéle Stephenson, filmmaker,

. Have a look at a few projects that are leading the way In
Rada Film Group Pro) J y

Section 3.3, titled: Sustainable and Equitable?

In her keynote address at the International Documentary
Association’s Getting Real conference 2018, she asked

everyone who works in the field to “get real” about justice
in the context of documentary film. For Michele this _
means always being attentive to process and product in
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‘If you want to make
movies about us —
don’t send in your
cameras. Hire us!
We can tell our own

stories.”

Arthur Pratt
WeOwnTV Freetown Media Center

(@ IMPACT DISTRIBUTION

Those who work in the culture change space must
engage deliberately and thoughtfully.

To this end, Working Films has developed a series of
principles and praxis for filmmaking in collaboration
with organisational and filmmaking partners as part
of the StoryShift initiative. The principles are focused
on guidelines for accountability to the subjects and
communities featured in storytelling. We recommend
you read the principles, but a few highlights include:

— Storytelling needs to be developed by, or in partnership
with, those whose experiences are being shared

— Constantly examine power dynamics, and follow the
leadership of the community or those directly impacted
by the issues at hand

— Facilitate participatory processes so that those who
are most impacted by the issues raised shape how the
storytelling project can be most useful to them and
their work

— Work in ways that dismantle oppressive and colonial
structures, practices, habits and instincts

Meanwhile Collective Wisdom is a hybrid field study
produced by the Co-Creation Studio at MIT Open
Documentary Lab that sets out to map, define, and
shed light on co-creation methods within media (arts,
documentary, and journalism) and adjacent areas

of knowledge (design, open-source tech, urban and
community planning).

‘Co-creation offers alternatives to a single-author

@ MAKING & MOVING SHORTS

L MEASURING IMPACT am IMPACT LIBRARY

vision, and involves a constellation of media production
methods, frameworks, and feedback systems. In co-
creation, projects emerge from a process, and evolve
from within communities and with people, rather than
for or about them. Co- creation also spans across and
beyond disciplines and organisations, and can also involve
non-human or beyond human systems. The concept of
co-creation reframes the ethics of who creates, how, and
why. Our research shows that co- creation interprets the
world, and seeks to change it, through a lens of equity
and justice.’

The full study is released May 2019 at MIT PubPub and
a living series and extension at IMMERSE. Check it out.

“If you want to make movies about us — don’t send in
your cameras. Hire us! We can tell our own stories.” This
was Arthur Pratt’s challenge to people working at the
intersection of film and impact during a 2018 IDFA Impact
Producers’ Summit led by Doc Society.

Pratt - pastor, playwright, and filmmaker - runs a media
center in Freetown, Sierra Leone which was the result of
an accountability process that he and filmmaker Banker
White engaged in. When White first went to Sierra Leone
in 2002 to produce and distribute his film, Sierra Leone’s
Refugee All Stars, he noticed something that didn’t sit
well with him.

“There’s no formal schooling and very little opportunity
in a refugee camp system. So when programs come
in, looking to support creativity and the arts, many
young people want to participate and lend their ideas
to them. But | was struck by the fact that images of
the participants and often the creative assets that


http://www.workingfilms.org/storyshift-principles-praxis/
https://cocreationstudio.mit.edu/
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they created during workshops (music, media, short
films) were ultimately owned by the NGOs running the
programs. This surprised me and seemed counter to
the goals of these mission-driven organisations, and

I began working on a workshop with an aim towards
helping local filmmakers understand the value of their
creative ideas and contributions.”

So White set out to use the resources he had to build
capacity locally around storytelling and impact. And he
knew that, to do so in the right way, he’d have to work
closely with a local partner to interrupt this exploitative
cycle. That’s how the collaboration with Pratt came to
be. Together they co-developed and co-facilitated a
storytelling workshop under the name WeOwnTV. In
Sierra Leonean Krio, the name literally means ‘our own
television’, and their approach paired encouragement
and training with an emphasis on ownership and
understanding the value of their creativity. Leaning into
the success of that collaboration, Pratt challenged White
to lean on his professional contacts and privilege to help
grow this work.

Eventually they ended up renting a space, bringing in
funding and building the programs. Today this African-
owned and African-run centre produces work that has
transformed lives and helped shape narratives about the
country. This can be seen most profoundly through their
work during the Ebola outbreak. Because they were local,
the team had a unigue understanding of the dynamics

at play and created life-saving public health messaging

in local languages, and media that reflected the views of
affected communities in Sierra Leone.
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“For directors who say they care
about impact, you have to do the
work and challenge yourself to think
through power and privilege: how
you’re using it, both in terms of
what stories you tell and how you
go about it. You really have to walk
the talk. It’s time consuming, yes.
But it’s also central to impact.”

US Filmmaker Jennifer Maytorena Taylor has also been
actively interrogating her own process related to ethics
and representation, power and privilege. Her new feature
documentary explores how a small blue-collar town in
Vermont has been struggling with the effects of the
opioid epidemic and poverty during a time when they
are also experiencing demographic change, including
resettling a small number of Syrian refugees.

Prior to filming, Jennifer had observed the national news
media descending on the town to portray the hardships
people were enduring through a sensationalising lens.
The collective impact of this attention and coverage
fostered a deep distrust of the media in the community,
which was compounded when many of the same outlets
swarmed the town a second time to cover what became
a bitter controversy over refugees and the town’s identity.
As the town’s ideological and cultural rifts immediately
started fitting into familiar patterns of liberals vs
conservatives, Jennifer knew it would be essential not to
get stuck in that binary story, but also to go more deeply
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and “messily” into how questions of structural racism
and class hierarchy shape life and opportunity in this
overwhelmingly white community.

For Jennifer, this project had special meaning as she
had lived in and around the town for a good part of her
childhood, after her mixed-heritage Anglo/Latinx family
moved there from Los Angeles. She wondered: “How
do my decisions change when the desire to engage
constructively and holistically is my starting and end
point? How can | go beyond simply avoiding harm to
make something that is constructive of good, while also
making a compelling film? | am committed to the well-
being of the film’s protagonists and to the town itself, but
also to offering an honest portrayal that doesn’t fall into
poverty porn or feel-good tropes.”

Jennifer asked the film’s main protagonist — a fierce,
brilliant woman in recovery who has spent her life in
extreme poverty — to be an active participant in the
construction of the story. Jennifer wanted this protagonist
to be someone with agency, not simply a thing to be
observed and represented, who has room to grow and
change some of her ideas about class and race but
without being pushed into too neat a heroic or “white
saviour” character arc.

“Some filmmakers don’t want to talk about their motives
or process with their film’s subjects. They fear doing
so means that you risk fostering inauthenticity or a
performative approach. But | think the ground has
shifted from 20 years ago, even 5 years ago. People
today are sophisticated media consumers and it’s
foolish to pretend they are not engaging with how they
are being portrayed. So for me, it’s better to lay out my
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ideas and develop a vocabulary together about
how to be honest on screen.”

The result? Hopefully a better, more accountable, and
more complex film, she says. And in the meantime
Jennifer has watched the main protagonist grow and
change as a person through this process. This simple act,
for a person who has been overlooked and written off
throughout her life, has been transformative.

The film and multi-platform project Notes on Blindness,
by Peter Middleton and James Spinney, offers a different
kind of example of emancipatory filmmaking. The film

Is based on John Hull’'s original audio recordings of his
journey into blindness. Producer/Impact Producer Jo-Jo
Ellison aimed to use it to foster a common understanding
of blindness, bridge the gap between the sighted and
unsighted, and break down fear and prejudice related to it
- just as John had hoped to do in sharing his story.

Thus, from the outset, the Notes on Blindness team
recognised that a film about the firsthand experience
of blindness must be accessible to all audiences - most
especially audience members who are themselves living
with sight loss and even those who are hard-of-hearing.
So, the team strove to make Notes on Blindness one of
the most accessible feature films ever made, and in so
doing promote accessible filmmaking as a basic right.

From the very beginning they worked closely with the
blind community in the design of the project. They held
multiple focus groups and worked closely with distributors
and experts in the field of audio-visual translation to create
four alternative soundtracks for the film. Their ambitious
outreach and public engagement campaign included:
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— A comprehensive program of community and
public exhibition events - including previews of an
accompanying VR experience that used binaural
sound, tethered to real-time 3D visualisation, to map
environments built up through multi-layered patterns
of sound.

— An Accessible Filmmaking App (in partnership
with MovieReading) that offered personalised Audio
Description (AD) to UK cinemas for the first time,
enabling a truly inclusive experience where blind and
partially sighted people could attend non-specialist
screenings alongside sighted friends and family.

— A framework to allow makers to create films that liberate
this underrepresented audience, not only in the ability
to access the on-screen information (audio and visual)
but in the physical action of attending the cinema itself.

— The creation of the The Accessible Filmmaking Guide
to Accessible Filmmaking, to excite future filmmakers
about the creative potential in accessibility, educate
funding bodies and academic institutions, and help shape
best practices and raise industry standards related to
accessible filmmaking.

By working so closely with this community, they were able
to identify the most creative approaches to accessible
filmmaking and offer visually impaired audiences a choice
of compelling, cinematic experiences. As a result, people
with sensory impairments were able to fully participate in
the screening experience.

The project was an important and trail-blazing experiment
in accessibility, which led to valuable lessons for the field
at large - most importantly, that there is a robust audience
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that exists for accessible cinema. Offering high quality
audiovisual translation opens up new opportunities for
foreign and sensory-impaired audiences to consume and
respond to film. The team created The Accessible
Filmmaking Guide to build upon what they had learned

and help support other filmmakers and professionals in
integrating this planning into productions from the start.
This not only makes the industry more inclusive - these
efforts open up new audiences for films, and new agents
of impact.

You can download The Accessible Filmmaking Guide here.

Of course, these are all very ambitious and impressive
examples. We hope they inspire, rather than daunt you. The
challenge is not that filmmakers need to start media centres,
build accessibility infrastructures, and the like. Instead, the
challenge is:

1. To consider all these dynamics as you plan your impact,
especially your primary impact dynamics.

2. Be attentive to power and privilege and how it is playing
out in a production and campaign.

3. Be honest about what is working and what is not and
share what you learn.

|deally we are working collectively and collaboratively — as a
field and with intersecting movements - to dismantle systems
of oppression (rather than uphold them) in our filmmaking and
impact producing processes... from start to finish.

In the next chapter we will dive into how to draft your
strategic plan - the next step to getting there.


http://archersmark.co.uk/wp-content/uploads/2019/04/Accessible-Filmmaking-Guide2018.pdf
http://archersmark.co.uk/wp-content/uploads/2019/04/Accessible-Filmmaking-Guide2018.pdf
http://archersmark.co.uk/wp-content/uploads/2019/04/Accessible-Filmmaking-Guide2018.pdf
http://archersmark.co.uk/wp-content/uploads/2019/04/Accessible-Filmmaking-Guide2018.pdf
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https://medium.com/@michele0608/beyond-inclusion-building-narratives-of-liberation-42ccd1a3cd77
https://medium.com/@michele0608/beyond-inclusion-building-narratives-of-liberation-42ccd1a3cd77
https://medium.com/@michele0608/beyond-inclusion-building-narratives-of-liberation-42ccd1a3cd77
https://medium.com/@michele0608/beyond-inclusion-building-narratives-of-liberation-42ccd1a3cd77
https://medium.com/@michele0608/beyond-inclusion-building-narratives-of-liberation-42ccd1a3cd77
https://medium.com/@michele0608/beyond-inclusion-building-narratives-of-liberation-42ccd1a3cd77
https://cocreationstudio.mit.edu/
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21 WHY VISIONAND DRAFT YOUR STRATEGIC PLAN

2.2 DEFINE YOUR VISION
2.3 DEVELOP YOUR

STRATEGY he strategic plan is designed to be a live

2.4 MAP THE ISSUE

25 THE FOUR IMPACT document, a work in progress. You'll keep

DYNAMICS

26 FILMMAIING AS iterating all the way through the project
® TIORAFTVOUR - perhaps for years to come. The important
STRATEGIC PLAN thing is to make a start. First up, download the

Strategic Plan worksheet and then get going:

STRATEGIC PLAN
WORKSHEET


https://impactguide.org/downloads/
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2.

Using the four Impact Dynamics we have identified as
prompts, brainstorm all the possible parts of the problem
that your film project could potentially address in the first
column. Try to identify as many as possible, even if some
feel like a real stretch - it’s better to delete them later.
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— Impact Dynamic: What kind of impact would this be?

— Tasks: What do you need to do within your project (either
with the film or within the film) to make the agent deliver
the impact goal?

3.

Use the headings to break down what your contribution
to each one of these problems could be. In particular, try
to come up with one or two first tasks against each. If you
can’t, or it just feels wrong, then you might want to delete
that line. The questions you need to ask yourself are:

— Film Messages: What are the specific problems you
identify in the film? If you can, start with the headline
problem which has defined your primary dynamic.

— Goal: What would a concrete solution/reversal of each
problem be that your project could aim for?

— Key Agents: Who could make this happen? What
audiences can you speak to and mobilise through your

film or the campaign around it? Can you get beyond the

choir?

4.

Finally, have a first stab at identifying your primary Impact
Dynamic. Once you’ve got down and fleshed out as many
problems and impact goals as you can, prioritise them by

asking yourself two questions:

— Which of these would do most to deliver the Impact Vision?
— Which of these is our film best suited to?

Think about an order that reflects this - whatever comes out
top is your primary Impact Dynamic, at least for now. This
will help you to think about which film projects you could
best learn from.

Example to follow —
and for others, click here.
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STRATEGIC PLAN Other Films: Blackfish, No Fire Zone

FILM’S MESSAGES IMPACT GOAL KEY AGENTS IMPACT DYNAMIC IMPACT TASKS

STRATEGIC PLAN
WORKSHEET

Rape cases are judged from
within a chain of command
that is part

of the cultural problem

Rape is ignored/tacitly
accepted in the military

There is no public pressure
on the issue

Survivors have nowhere
to turn and lives are often
ruined

Bring in specific legislation
to remove adjudication
from the chain of command

Create a conversation in the
military, breaking the
silence

Dramatically raise public
awareness about the
epidemic of Military Sexual
Assault (MSA)

Build a national community
of active survivors

High level political elites -
Pentagon, Joint Chiefs of
Staff, President

Senior military figures at all
levels

Journalists, other media
outlets

Changing Structures

» Get the President, Secretary of
Defense and Joint Chiefs of Staff to see
the film - ideally attended by filmmakers
* Build relationships with key leaders
(especially Republicans in House of
Representatives) to champion cause
» Use content of film to remove any
possible loopholes for avoiding new
 legislation
* Ensure film is framed as pro-military
* Establish film as training tool within the

military

* Achieve mass coverage of issue
(not necessarily of film) in all key
media channels
* Develop and maintain personal
relationships with key journalists
* Motivate other journalists to
 investigate
* Provide impetus for creation of
community
* Facilitate funding for national
community
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“Documentarians can take
inspiration from successful
efforts by other types of
creators to incorporate
evaluation into the lifecycle
of production - and to
reconceptualise production
as ongoing and iterative
service rather than one-time
creation.”

Social Justice Documentary:
Designing for Impact (2011)
Center for Media & Social
Impact, American University

YOUR STRATEGIC PLAN IS IN ITS FIRST ITERATION

Don’t ever hesitate to revisit your strategic plan - in fact
we strongly suggest that you do as your project moves
forward. The plan is a great way to introduce new team

members to the process, gather new ideas, and determine

points of action. In the next chapter, we dive into those

details: the concrete workforce, tools and resources you’ll

need to see your plan come to fruition.
START TRACKING IMPACT NOW

What you’ve done is create a first idea of how you think
your film can drive change in the world. Everything that
happens from here on in is data that will either tell you

that you’re on the right track, or that you’re not, or there’s

another pathway to change that you hadn’t yet thought
of. By developing a Strategic Plan, you’ve already taken
the first step toward evaluation. Now you can:
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— Start collecting that data. Like doing your tax return,

put all the receipts in a shoe box. Collect every great
review, list every community screening (ideally with
an audience estimate), file every ‘your film changed
my life’ email and make a note of every local politician
who referenced your film in a speech. Everything.

Like receipts, they add up. They add up to a textured
picture of your film’s journey through the world. And
starting to collect them now is much smarter than
trying to go back and evidence it later.

Second, keep thinking and reflecting on your
Strategic Plan. Is the data you’re getting telling you to
plough on? Is it suggesting another pathway, another
audience that you hadn’t thought of who are finding
value and meaning in your work? What more could you
do for them? Everything that happens is an opportunity
to reflect on your strategy - to evaluate your approach,
and improve it while it’s live, not just once it’s all over.

Third, don’t leave the data in the shoe box! All this
information will help you make the case for how the
story embeds in the culture to make measurable,
recognisable, or some kind of perceptible and
sustaining change happen. You’ll find more on methods
in the chapter on Measuring Impact and how to deploy
your Impact Evaluation Plan.
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OW you’ve got your vision expressed
and a first draft Strategic Plan, it’s time
to get cracking on figuring out the
delivery. How much work is this? Who is going

to do it? How much will it cost and how can
that be funded??
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Back when kangaroos were fish,
filmmakers could just focus on making
the film, selling the rights to the
distributors, at most giving a nod to

a few campaigners in the field, and
then move on to the next project. But
when developing impact campaigns,
filmmakers and their teams have to
think about what it will take to really
move the meter on an issue with their
film, how to raise funds for that part of
the work, engage new partners

and evaluate impact.

It can be a lot. But the work is also really rewarding.

Back in 2016, we surveyed over 250 filmmakers who’ve been
there and done it - 94% of respondents to the question
about their experiences of running an actual campaign

said they felt it worked out ‘great’, ‘good’ or ‘OK’. The vast
majority of filmmakers also do not want to do impact
campaignh work by themselves. Neither do they want to give
up control completely. Rather 80% of respondents said that
they would be looking to develop a dream team of inhouse
agencies and partners, working together to deliver their
next impact project.

Here is the thing: there are no fixed rules. You can decide
what shape/form the impact team takes. How big or how
small the campaign work is. How how long the campaign
work lasts. Let’s start with identifying the key skills that
most campaigns rely upon and which is going to help you
think about your team and who can take on which roles.

Someone needs to focus on the central message of the

film, the effect it will have on audiences, and how to
leverage that towards impact. Often, this requires a strong
understanding of the issues that the film addresses. This
work can range from interviews and online research to
stakeholder gatherings (braintrusts) and focus group
testing. Whatever it looks like, identifying the current
needs of the movement and where the film fits in is
essential. It’s also important to figure out the appropriate
timeline and ideal partnerships to move the work forward.

Someone needs to take the above strategy and turn it into a
budget and a cash-flow. (More on budget coming up.)

More on the best approach to this in the next few sections

of this chapter, but needless to say - someone in the team
needs to take charge of fundraising to deliver the impact work,
including raising grants, donations, and crowdfunding, which
will be an ongoing activity throughout the life of the campaign.

Someone in your team needs to strategise and then
negotiate an optimal position for the film’s distribution
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that also allows the project to achieve maximum impact.
Whether you are going it alone or working with theatrical
and broadcast distributors, online and educational
distributors, the challenge is to figure out how to combine
this with your impact plans so that you also reach the
target audiences that matter most for you. i.e. devise the
impact distribution strategy.

As the campaign builds and more partners get on
board, including funders, issue-based community groups
and sponsors, it can be helpful to allocate partnership
responsibilities to one person in the team. This work can
be fairly sophisticated: from connecting with leadership
at major institutions to identify points of alignment

and cultivate broad-reaching agreements, to building
detailed plans with on-the-ground organisers for how
to strategically use the film in their efforts. The tasks
can also get granular, involving screening coordination
and event planning, managing partner databases to
track what stage each relationship is at, coordinating
DVD shipments and link shares, arranging contracts

and stipend payments (when applicable) as well as
conducting ever more research.

As soon as the strategy is in place, the team needs to

start thinking about how the narrative of this project can

be captured and evaluated. It will be essential to capture

the story, not just at the end, but as you go along if you

are going to be successful at fundraising and building

more partnerships. Sometimes film teams will take this

on in-house. Other times, they might chose to work with
university departments or hire evaluation firms like Harmony
Labs or Impact Architects to run the impact evaluation.

@ MAKING & MOVING SHORTS
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If building communities, including education and
outreach, is your primary dynamic, or even part of your
plan, you’ll want to consider who will take this on - it may
be led by a member of the team, but we have also seen
this activity led by an advocacy partner or a contributor
from the film who is taking up a leadership position.

Someone needs to craft the materials which will support
successful screenings events and conversations. These
can include discussion materials, facilitation guides, action
kits and more. Remember that academic curriculum
development may require someone with knowledge

of classroom learning standards. You can find strong
examples of each of these kinds of materials here:
activevoice.net/av-library here: blueshifteducation.com/

portfolio/collection and here: archive.pov.org/educators.

If your impact campaign is about a contentious issue and
one of your goals is to facilitate dialogue around it, you
may require the help of an expert facilitator with deep
knowledge around how to manage difficult conversations,
and even on-the-ground partners who understand the
Issues may not be equipped with this particular skillset.

If you do need facilitation expertise, this person may end
up traveling with the film and needs to be built into the
budget.

Influencing government officials and lawmaking is
another specialised skillset. You may want to work with
someone or an agency who is confident and connected
in the area of government or law you are focused on.


https://harmonylabs.org/
https://harmonylabs.org/
http://www.theimpactarchitects.com/
www.activevoice.net/av-library/
http://archive.pov.org/educators/
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Publicity, marketing, public relations - these can all be
highly useful aspects to any campaign, and is particularly
important for films that aim to reach a broad public and
shift popular discourse. The work can involve writing op-
eds, developing buzz-generating action campaigns and
celebrity engagement. But this work on its own is not the
same as impact campaigning. And, unless co-ordinated
carefully, it can be in conflict with what the impact team
wants to facilitate or emphasise.

In some cases this might be a subset of publicity, but it is

a distinct set of skills. Some film campaigns, particularly
those dealing with a sensitive issues or exposes, require a
Crisis communications team to be ready to go as soon as
the film is released. Other campaigns require messaging and
framing expertise, especially for more nuanced films with a
lighter touch, to ensure that the film team is talking about
the issues their story addresses in ways that will advance a
campaign’s objectives, and then to strategically determine
how these ideas get translated across platforms.

Managing the online community crosses over with a lot of
the above functions - emails to supporters, website creation
for visibility, social media for promotion, and so much more.
This could be taken on by a single person or alternatively
spread across the team. It’s also useful to think about how
you want to split the film and campaign platforms, or
whether they are a single entity. Either way, there needs to
be coordination - this community is a significant portion of
the audience for your film.
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Compared to the process of filmmaking, campaigning
requires equal levels of commitment and focus, but

Is generally much more facilitative, and much more
process-driven, although the capacity to be reactive still
matters. It usually requires you to build a project team
to execute different aspects of the campaign, with a
leader to coordinate and manage the team. Although
some filmmakers are keen to take control of the impact
work as well as the filmmaking, we wouldn’t want you to
underestimate the scale of this task.

There are a lot of skills listed and we’re sure this list isn’t
the final word. It’s important to remember that these
functions are often combined into two or three roles,

or even fewer if necessary. You may concentrate all of
them in the hands of a dedicated Impact Producer (more
on that below), distribute them amongst a team which
changes over time, or hire a firm to handle chunks of it.

It all depends on resources and what you are trying to
achieve.

A good way to think about it is to ask yourself yourselves
these three questions.

How much time do |/we want to commit? Full time or
part time - over how many years?

Where are we in the process of making the film
itself and how much time/energy do we have for the
campaign work?

What skills and resources do I/we bring to this as an
Impact campaign?

If the answers are that you have a lot to give in each
case, you may well be ready to step into the leadership
role of the impact campaign as well as filmmaking. If not,
you probably need to review the skills you do/don’t have,
and then consider bringing in help to bolster the team.

Don’t feel at all bad if you or your team don’t have all
the desired skills or energy; that’s often the conclusion
most film teams come to. The impact will be best served
by people doing what they’re good at, not breaking
themselves and the project in the process. We've seen

it happen!

Extra help might be in the form of agencies or freelancers.
It might also be the recruitment of an Impact Producer
to join your core team. provides context
for the role of an Impact Producer, and offers a peek into
what tasks you might expect them to take on and how
they might work.

Finally it’s also crucial to remember that your film is part
of a broader movement ecosystem; don’t operate in a
vacuum. You’re not the only one working on this issue
so develop relationships, whether as team members or
partners, that integrate your impact campaign into the
existing movement.



% INTRODUCTION

® PLANNING FOR IMPACT ¥ IMPACT IN ACTION (@ IMPACT DISTRIBUTION @ MAKING & MOVING SHORTS L MEASURING IMPACT

% 3.2 WHAT IMPACT PRODUCERS DO

@ IMPACT LIBRARY




E % INTRODUCTION ® PLANNING FOR IMPACT (@ IMPACT DISTRIBUTION @ MAKING & MOVING SHORTS L MEASURING IMPACT am IMPACT LIBRARY

£ 3.2 WHAT IMPACT
PRODUCERS DO

hether it’s you or an external hire, In
order to successfully deliver an impact
campaign an individual or a team needs
to be In place who can devise the impact strategy
and ensure the iImpact goals are met. In other
words, whereas a film might touch audiences,
deepen their understanding and help them to
mMake connections, a strategic Impact campaign
Will orchestrate a plan to translate those reactions
INto actions that support social and environmental
change. Doc Society and others in the field refer
to a person In this role as an “Impact Producer.”
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Don’t WOrry If yOu are scratching your The term was gradually adopted by practitioners and
a new professional class began to self-identify. Credits

& 3.2 WHAT IMPACT head. This Is a hew professional class started appearing on films, listings in IMDB and then,

PRODUCERS DO . . .
' - - in 2018, the US Doc Producers Alliance established
and new professmnal credit. Back in an official “Impact Producer” listing in its crediting

2013 when we drafted the first edition guidelines: ‘The Impact Producer is responsible

: . for maximizing a film’s potential for social change.

Of the Field GUIde’ the term had Responsibilities may vary based on the film’s content
only just been coined. And, at Doc and defined distribution goals, but often include

: strategy development, issue mapping, braintrust
SOC|ety, we wanted encou rage the facilitation, organisational partnership development
acknowledgement of the work that and management, digital content production and

_ engagement, and evaluation and impact measurement.

an Impact Producer delivers. Work An Impact Producer may also coordinate and/or oversee

: . - a film’s semi-theatrical screening campaign and release.
that Was often IhVISIb|e, WOFk that had The Impact Producer may also play a role in story

been undervalued and thus underpaid_ o’eve/op(/jﬂent and fundraising, beginning as early as
re-production.’

Therefore we advocated for the preTp

creation and adoption Of the formal title While the term ‘impact producer’ is now more commonly

understood, a great deal of specialisation has also taken
Impact Producer, and argued that they  piace so that it is possible to get a whole lot more specific

- - when we think about the kind of impact producer we
should be written into proposals and el om our taam
budgets and formally credited.

Some impact producers work as generalists, others

When members of the community gathered in 2012 to are specialised - in marketing, strategy or community
first try to codify the role, we started with some pretty outreach. Some Impact Producers come from a film
simple language. Just as films have producers to manage background, some are issue experts. Others are activists,
the creative and financial process from script to screen, strategists, lobbyists and even marketeers. In any case,
films also need impact producers to take the film from they arrive at a project with the explicit aim of ensuring
completion to impact. They devise strategy, they fundraise the film will have a tangible effect on the issues that it
for the campaign work, they secure key partners, they addresses. But what specific work they’ll take on will
execute or oversee the delivery of the campaign and they differ from case to case.

evaluate the campaign.’


https://static1.squarespace.com/static/5c06c490c3c16a8aca5649d8/t/5c4a90bbf950b7df1953babf/1548390589082/DPACreditingGuidelines.pdf
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For example, when an Impact Producer focuses
exclusively on developing the impact strategy and plan
for a film, and then possibly overseeing the team’s
implementation of it, this person can be referred to as an
“Impact Strategist”.

Other Impact Producers, however, specialise in on-the-
ground implementation, event planning, and grassroots
or targetted event promotion and outreach. This
person can also be referred to as an “Impact Manager”
or “implementer.” They may have strong community
organising, partner cultivation, event planning and/or
facilitation skills.

We are going to break this down in much more detail

in the section Impact in Action: Build Your Impact

Film Team. But the point, is when hiring an Impact
Producer, be clear about the skills and expertise you’ve
got in house, what it is you’re looking for and the kind of
work you expect them to do.

GEEK OUT
IDEAS FOR FURTHER READING
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t would be brilliant in this section If we

could present you with a one-size-fits-

all template, indicating which roles and
team members you’ll need to make the
greatest impact with your film. But the
truth iIs, different film teams have different
goals, different change strategies and
therefore need different expertise.
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3.1 EQUIPPING FOR IMPACT Typically, most of the filmmakers we spoke to said that Have a look at this snapshot of a few of the films from the
they started their campaign with a pretty small group of Library - all with very different levels of resources for their

3.2 WHAT IMPACT

PRODUCERS DO people and, as funding and momentum gathered, were campaign and numbers of people involved.

able to hire in additional help and support on a contract

£ 3.3 BUILD YOUR IMPACT basis.
FILM TEAMS
3.4 CONSIDER YOUR
SUBJECTS AND
AUDIENCES
3.5 TAKING SAFETY
SREeAuTIOnE FILM CAMPAIGN BUDGET SIZE OF CORE TEAM DURATION OF CAMPAIGN
3.6 SUSTAINABLE
& EQUITABLE?
3.7 BUILD IMPACT .
INTO BUDGETS Bully $2.6M 6 2011-ongoing
3.8 FIND THE RIGHT Bagit T 7 $i02700 STTTTTTTTTTHE 2010-ongoing
FUNDERS
3.9 BUILD EFFECTIVE The Age of Stupid £110,000 s 2008-2010
PARTNERSHIPS
Give Up Tomorrow $125,000 2 2011-ongoing
Weapon of War $834930 R | 201-ongoing
The Invisible War $ 256,0_00_ _________ 3 ?at_be_giﬁni_ngj476_at _____ 2 512_—oﬁgz>in_g ______

height of campaign

American Promise $1.3M 5 2010-ongoing
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Take the Bully team as an example, which launched a
new organisation with filmmaker Lee Hirsch at the helm.
He decided to take a very hands-on role in the impact
campaign, from the campaign’s strategic direction to
brokering partnerships and being the lead spokesperson
for the campaign as well as the film. This came about
after giving it a go with impact consulting agencies. For
Lee, the gap was too great between lots of strategy talk
and bold immediate action. This ultimately drove the
decision to create a purpose-formed team.

Through fundraising activities and as a result of Bully’s
success in the media and at the box office, Lee was able
to recruit a full time staff of six to work with him on

the campaign after its launch in 2011. With the help of
impact strategy consultants and other consultants and
organisations holding certain expertise (e.g. marketing
and educational outreach), he launched “The Bully
Project,” a new organisation that would run the impact
campaign.

The Bully Project is still going strong. Four years into the
campaign they stopped tracking the number of kids who
had seen the film, which at that time was 4 million. Every
year since, schools across the US show it and they still
sell 20 educator kits a month (most kits are now sold and
delivered with a dropbox link for $38.00). But Lee has
scaled down staff and now runs the Project mostly on his
own, with minimal hourly support from consultants. Due
to his work on a new film, he doesn’t have the capacity
to run more than one main activation at a time for the
Project. “The last two years we’ve really been struggling
to sustain it”, he says.

Asked what he might have changed if he could do

it all again, Lee is candid: “When we were hotter, | would
have done well to slow down and think about scale and
longevity. But things were moving so fast. And we had

no idea how huge the campaign would become, that we
would grow into a brand and become such a trusted and
needed anti-bullying resource for kids and families. At our
peak we should have focused on sustainability, when we
had many funders and wind in our sails. In that way

| have a lot of regrets.”

The main piece of advice he offers other filmmakers who
find themselves in similar circumstances is: give yourself
the space to think and don’t be afraid to follow your gut,
even if that means making contrarian moves to what
consultants are pushing for; ultimately you know your
subject better than anyone.
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3.1 EQUIPPING FOR IMPACT “There’s an enormous amount that is possible but it means your film will
3.2 ‘I;‘Qggdg'géggo dominate your life for a couple of extra years. So be realistic about what you’re
B ) ) ,
£ 3.3 BUILD YOUR IMPACT W|I_I|ng to de_vote yourself to. There is no right or wrong. It’s about
FILM TEAMS being effective.”
3.4 CONSIDER YOUR —
SUBJECTS AND Lee Hirsch
AUDIENCES
3.5 TAKING SAFETY
PRECAUTIONS
3.6 SUSTAINABLE e ———— _ e ———_
& EQUITABLE? _- - S - - >N~
”~ ~ ~ - =~ ~
3.7 BUILD IMPACT - \“ “\STRIB”T/ N - \\? ‘\BT GAMP4 S
INTO BUDGETS R V(\ ”/,/ ~ \ 6)/’/ ~
3.8 FIND THE RIGHT e DIRECTOR N
FUNDERS 4 : gglr?tcrlyrearls}/g/gt/ons SARAH FOUDI \
3.9 BUILD EFFECTIVE % A CarmRlERpRReToR
PARTNERSHIPS , PRODUCER
// 52%?5::;?3&%7;&3;? TRICIA FINNERAN HOUSTON KING
WEINSTEIN PR MACHINE PICTURE MOTION \ CAMPAIGN DIRECTOR CAMPAIGN DIRECTOR
Sunshine Sacks Social Impact Strategists / \
Susan Norget I PURPOSE \
enton Communications STRATEGY CONSULTANT
“We’re a core staff IEitztgibbC(:)n Media t / 2 months \ MELISSA RYAN
of six, with one to two / \ asocnimeoin [l &SOCIAL MEDIA oy |
interns. In a sense, we’ve I MEREDITH BLARE \
built an NGO - a pretty I Strategy Consultant | SIMEON S ACHEL
effective organisation : 2 months l OPERATIONS MANAGER / CUSTOMER SERVICES
y o S TRGR Dt BOOK KEEPER / DESIGN & LEE’S PA
fhatserves @ need that 5 Ny . | PARTNERS WHO ACTIVATE: I
curreqtly under served. - \ e e Tony I
Lee Hirsch ESXZ%REEQCREOF MAYORS I UP TO 2 INTERNS
Filmmaker, Bully \\ ' Il
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Four years on, the
filmmakers talk about how
they are able to transition
projects over to some of
their partners:

Michelle Maughan
Producer, Bag [t

(M IMPACT DISTRIBUTION @ MAKING & MOVING SHORTS

By comparison, the Bag I/t team kept things very lean.
They had a comparatively smaller campaign budget to
play with, and Suzan and Michelle took on much of the
Impact Producer’s responsibilities (including project
management, fundraising & publicity), then hired
additional support when funds allowed them to do so.
(See )

—— o,

T G

/7
4
/
/
/
V4
PETER BRODERICK SUZAN
+ Fundraising + Publicity
1 day of consultancy + Project Management
/ CASEY
: CORMAC

\.

The following team organogram gives a snapshot of all
the people who worked with Suzan and Michelle during
the campaign. The dotted lines depict those who were

L« MEASURING IMPACT

as IMPACT LIBRARY

brought in temporarily. It’'s also worth adding that, whilst
Suzan and Michelle led the team, the rest of the team are
not arranged in hierarchical order!

\
\

\
MICHELLE

+ Fundraising + Publicity
+ Project Management

\
\

\
\
|
|
l
l
l

1

— . .
— —_— .

STEPHANIE BLEYER

2 months

CAITLIN BOYLE

6 months

EMILY UTTER

] year, came on later

LAURA KOLBERT

On a rolling basis

AMY LAUBENSTEIN &
LAURA KUDO

4 months at the early stage

\

\
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As you can see, there’s no one way to do this. Here are a
few standard models for what an impact team might look
like. We offer this to illustrate the variety that exists in the
“impact producer” role. Note: all of these roles are “impact
producing.” So what are you looking for or offering?

In this model, a
filmmaker will hire a professional - a freelancer who is
working on a contract basis - to join or report to the film
team. This person will generally examine all the work that
has been done to date and design a plan or a program
to deepen impact around the film’s impact distribution
efforts. If the film team includes an impact strategist (see
below) the manager/implementor will often work with
them to advance the impact strategy. Usually this person is
brought on full-time or part-time for a limited term (usually
1-2 years). It’'s a common model that can work well.

Sometimes a freelance
professional will get hired for a more contained scope
of work and set of deliverables. In this case the hire will
take on only certain pieces of the campaign work, for
example: designing the impact strategy but staying away
from implementation; designing the online campaign but
staying away from all the on-the-ground engagement
activities; implementing all the grassroots community
screenings but staying away from university screenings
(which may be run by a different entity).
You can find freelancers for the above roles in a variety
of places, including: the Global Impact Producers Group
coordinated by Doc Society, the Queer Producers
Collective, Brown Girls Doc Mafia, Fledgling Fund’s

Provider Directory, Firelight Media’s Fellowship page,

the Mezlca Media Collective, and POV’s Engagement
Strategy list.

Another way some filmmakers have
gone about it is to bring on new staff to run the impact
campaign. For example, The Chasing Coral team brought
someone on to be the head of impact at Exposure Labs
and she hired a new impact team, creating a department
to run the campaign. This department is now set up to
stay with the production company as they move onto
their next project, and to think about the work across
their various projects.

Yet another way to go
about this is to hire an outside firm to take on the full
impact campaign, or distinct parts of it (e.g. campus
engagement, grassroots screenings or strategy). This
option can be attractive to those film teams with the
funds to hire a team, sometimes with specialised skills.
For example: Active Voice, Peace is Loud, Picture

Motion and Together Films. Often these firms have

an established process or framework that they will build
your film into.

In the U.S., Working Films leads multi-film media-
organising initiatives that are responsive to grassroots
movement leaders and resource them to employ
documentary media quickly and effectively in a
regionally-grounded model that focuses on areas where
there is tipping point potential for policy and regulatory
change. Similarly, Active Voice Lab’s The Future of Public
initiative uses film and other storytelling formats to bring
people together to learn about and organise around the
consequences of privatisation of public resources.

In some cases, an individual from
within an organisation or a campaign partner takes up
the heavy lifting on the delivery of the Impact Strategy.


http://www.queerproducers.com
http://www.queerproducers.com
https://browngirlsdocmafia.com/
http://portal.thefledglingfund.org/provider
http://portal.thefledglingfund.org/provider
http://www.firelightmedia.tv/impact-producer-fellows
http://www.mezclamediacollective.org
http://www.pbs.org/pov/filmmakers/resources/engagement-strategists.php
http://www.pbs.org/pov/filmmakers/resources/engagement-strategists.php
http://www.activevoice.net/
https://peaceisloud.org
http://www.picturemotion.com/
http://www.picturemotion.com/
https://togetherfilms.org
http://www.workingfilms.org
https://www.futureofpublic.net/
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It makes sense, right? They are in this for the long haul
and, if aligned in strategy and the way the film is being
positioned, this could be a really practical long term
solution.

Lest we forget,
sometimes the impact producer on a project is the
filmmaker themselves. This may be due to the fact that
they are simply the best person for the job due to their
experience with the issue, their relationships, and/or
understanding of the work. Or it may be due to limited
resources, or because they have the time and capacity
to take the role on. This is still the most common model
we see globally.

AS you can see, there are many ways to set yourselves up.
If you’re interested in seeing the team organograms from
more films, you can find them in our library.

Momentum on a film project with an ambitious impact
campaign can lead to the rapid expansion of a team.

Without a traditional institutional structure, team
dynamics are often overlooked in favor of production
distribution deadlines. This is a brief tangent that could
be much elaborated on, to remind you that filmmaking —
and impact production — is a lot about managing people.
And happy people do good work.

There’s plenty of theory about how to understand your
own behaviour and those of your colleagues - whether
they are senior, junior or on the same level. It’'s quite
possible that you’ll have different working styles, and that
as a multi-disciplinary team comes together, you’ll have
to tackle those differences.

We love the Honey & Mumford Questionnaire to work
out what kind of learners you are. It puts every member
of your team into one of four learning types: activist,
theorist, reflector and pragmatist. Figuring out your
impact strategy and being self-aware about how each
team member processes and contributes is very helpful
In understanding your team’s dynamics.

Ditto the Belbin test, which can be incredibly useful when
figuring out the strengths of your team members and
who is going to work really well together. It identifies nine
different clusters of behaviour that are often displayed

in the workplace. If you'’re interested in finding out more,
click on the Geek Out section below.

GEEK OUT
IDEAS FOR FURTHER READING


https://www.eln.io/blog/honey-mumford-learner-types-1986-questionnaire-online
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Geek out

Further reading
3.2+ 3.3

Forming, Storming, Norming, and
Performing: Understanding the Stages

of Team Formation
mindtools.com/pages/article/newlLDR_86.htm

Creative Coalitions: A Handbook for
Change
crisisaction.org/handbook/contents

The Management Center
Resource Library
managementcenter.org/tools

Belbin Reports
belbin.com/about/belbin-team-roles

Rockwood Leadership
rockwoodleadership.org


https://www.mindtools.com/pages/article/newLDR_86.htm
https://www.mindtools.com/pages/article/newLDR_86.htm
https://www.mindtools.com/pages/article/newLDR_86.htm
https://www.mindtools.com/pages/article/newLDR_86.htm
https://www.mindtools.com/pages/article/newLDR_86.htm
https://www.mindtools.com/pages/article/newLDR_86.htm
https://www.mindtools.com/pages/article/newLDR_86.htm
crisisaction.org/handbook/contents
http://managementcenter.org/resources
http://managementcenter.org/resources
http://managementcenter.org/resources
http://managementcenter.org/resources
http://managementcenter.org/resources
http://managementcenter.org/resources
http://managementcenter.org/resources
http://managementcenter.org/resources
http://managementcenter.org/resources
http://www.belbin.com/about/belbin-team-roles
http://www.belbin.com/about/belbin-team-roles
http://www.belbin.com/about/belbin-team-roles
http://www.belbin.com/about/belbin-team-roles
http://www.belbin.com/about/belbin-team-roles
http://www.belbin.com/about/belbin-team-roles
http://www.belbin.com/about/belbin-team-roles
http://www.belbin.com/about/belbin-team-roles
http://www.belbin.com/about/belbin-team-roles
http://www.belbin.com/about/belbin-team-roles
http://www.rockwoodleadership.org
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. eople agree to be the subjects of
SUBJECTS AND documentaries for many different
reasons. Their emotional involvement
can go from just giving an expert interview
to allowing cameras into their private lives
and sharing raw and painful experiences.
So while there is no template for the
appropriate relationship between subject
and filmmaker, there is a legacy of ethical
considerations that guides the field.

Yy = Joanna Natasegara
e = Jl Impact Producer, No Fire Zone
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That said, many of the films that have
created deep change have relied on

the participation and courage of their
subjects that goes way beyond appearing
on screen. They can become partners in
change, in some cases having a longer
lasting commitment to the work than the
filmmaker themselves. But this can also
come at a price.

As a field committed to using documentary for good,

it is important that we do our best to avoid harm and
unintended consequences. And, whereas it may be
impossible to keep everyone safe all the time, as this
example illustrates, it nonetheless follows that it is the

film team’s responsibility to proceed ethically and with
accountability. ( below goes over valuable safety
and security considerations.)

In the film Bully by Lee Hirsch, protagonist Alex Libby went
from a silent victim to an advocate and spokesperson for

a cause which has taken him all the way to the The White
House. He was whisked from a reality where every meal
was insecure to becoming a celebrity and hanging out in
billionaires’ homes almost overnight. Each year hundreds

If not thousands of schools across the country watch and
discuss Bully. The number of young people who know Alex
and others in the film is really significant. Lee admitted that
the instant celebrity was thrilling but also very hard and
confusing for Alex, who is on the Autism Spectrum.

@ MAKING & MOVING SHORTS
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An article in the Des Moines Register from the height of
the campaign shared that Alex’s mother Jackie knew she
didn’t need to be as involved as she was in the campaign,
but when she thought about “what might have happened to
Alex if the moviemakers hadn’t spotlighted his plight” she
felt compelled. Noting that a national group has counted
nearly 2,000 suicides of bullied children, she explained:
“That’s 2,000 families that have lost their children, and
they’re never going to get them back.” As Jackie traveled
with Alex to so many anti-bullying appearances with
feverish intensity, she eventually lost her warehouse job.

The intensity took a toll and family structures fell apart.
While Lee recognises that none of them realised the
extent to which the film and campaign would take off,

he nonetheless felt a tremendous responsibility to the
family. “l ended up caring for Alex for a couple of years
as an unofficial foster parent to him and his educational
advocate which propelled me into a yearlong and
ultimately victorious lawsuit with The New York City
School system to win Alex funding for a special school
that could meet his needs. Partly because of the road we
traveled together for the impact campaign, | felt a deeper
level of responsibility to him.”

The Cove offers a different kind of example. This powerful
and hard-hitting film about a US environmentalist who
exposes dolphin hunting on Japan’s Pacific coast was
highly acclaimed, and even won an Oscar. It is credited with
pressuring the World Association of Zoos and Agquariums
(WAZA) to cut ties with its member group in Japan and
subsequently getting it to ban its members from acquiring
dolphins from the Taiji dolphin drive fisheries, as well as
reducing the country’s dolphin catch, although some
activists debate the centrality of the film’s role in this.



https://motherboard.vice.com/en_us/article/5397db/six-years-later-did-the-cove-impact-dolphin-hunting-in-japan
http://www.takepart.com/article/2015/03/17/record-low-number-dolphins-captured-killed-cove-japan
http://www.takepart.com/article/2015/03/17/record-low-number-dolphins-captured-killed-cove-japan
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Years later, this Guardian article tells the same story but
from the perspective of the Taiji dolphin hunters, whose
centuries-old whaling heritage was under scrutiny. With
their voices in the mix, the narrative becomes more
complicated, and the question of positive impact less clear-
cut. New York-based Japanese film-maker Megumi Sasaki,
who responded with her own documentary on the matter,
A Whale of a Tale, explained: “As long as we have pressure
from outside the country, the more determined Japanese
people are to continue it... It’s such an irony.”

If they had to do it all over again, The Cove filmmakers may
have made the same decisions. The key consideration is

that when positive impact is the goal, engagement with
affected communities is essential, irrespective of the final
decisions about where to take the story. This is a practice
and principle that helps guard against extractive filmmaking,
wherein the team interrogates the balance between artistic
independence and a commitment to the activists and
community leaders they represent in their work. That’s the
model that Skylight Pictures has developed at SolidariLabs,
which brings together social justice filmmakers with activists
and community leaders for mutually supportive, trust-based
relationships where artistic independence can thrive.

It is part of your strategic planning to figure out if it’s useful
and appropriate to your film and plans to involve your
subjects and at what level.

Perhaps most importantly, we recommend that once your
film is complete, you sit down and fully brief your subjects
on the merry-go-round that is a film’s l[aunch - from
festival premiere to cinema screenings, press, social media
etc. The conversation should also cover the longitudinal
commitments available on the impact campaign - regional

schools tours, speaking to lawmakers, etc. And once you’ve
laid it out, ask them, what do they want and not want?

Are they prepared for the attention and commitment of
agreeing to be both in the film and part of the campaign?

You need to unpack the opportunities and the risks

for them. How long will this go on for? Will they be
compensated? Are there security considerations? What are
the implications for their dependents if they are going to
be out on the road with the film? Are their expectations of
what the film might do for them too low? Or are they too
high? ( on building effective partnerships digs
into navigating this relationship further.)

Depending who your subject is, the following diagram may

help frame your conversation and with planning your next
steps.

’ Chimamanda Ngozi Adichie



http://www.theguardian.com/world/2017/dec/11/not-ashamed-dolphin-hunters-of-taiji-break-silence-over-film-the-cove?CMP=Share_iOSApp_Other
http://www.theguardian.com/film/2018/aug/14/the-cove-a-whale-of-a-tale-documentary-taiji
https://skylight.is/solidarilabs/
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This diagram asks you to consider whether your subjects
want to play a leadership role, and also whether they are
vulnerable or might be made vulnerable by the process
of being in the film or appearing publicly with it.

What’s your responsibility to your subjects?

SUBJECT IS
VERY VULNERABLE

SUBJECT WANTS
TO BE LEADER

FILM ENABLES
If you know the subjects’ wants and
needs, then how can the film contribute
appropriately?

FILM PROMOTES

conflicting needs?

am IMPACT LIBRARY

Have an upfront discussion: how can the
subject and the film manage possibly
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FILM PROTECTS
You should prepare for the effects of
the film on the subjects’ lives. How can
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SUBJECT DOESN’'T WANT
TO BE LEADER

FILM PROVIDES

can enjoy?

The subject gave to your film. How can
the film give back to them in ways they
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Additional considerations

How can the film help to propel them and their work
further?

The protagonist in the film The Interrupters by Steve James
Is Ameena Matthews. At the time the film was made, she
was a powerful but largely unknown figure beyond the
streets of Chicago. The aim of the film campaign was to
propel the organisation and model she was spearheading
onto a national stage. And they were successful. Suddenly,
Matthews was on the front page of every paper, she

was winning awards, she was traveling all over, and new
opportunities were emerging for her.

It isn’t always so straightforward. In some cases, focus on
one individual leader and the attention from the media
and audiences may cause unexpected tensions within their
organisation or community. You need to prepare for it.
Success and exposure can be complicated.

Many people find that the experience of becoming

a spokesperson for the film propels them to become
a community leader. They discover a new role and
gravitate towards it.

For example, Mahoma Lopez from the Hot & Crusty bakery
iIn NYC, who appears in Rachel Lears and Robin Blotnick’s

@ MAKING & MOVING SHORTS
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maker, uniting his undocumented immigrant coworkers
against abusive conditions, to leading the Laundry Worker’s
Center off-screen long after the film campaign ended.
“Having this documentary about a tremendous campaign
success has been really valuable. It helps me inspire the
workers and show them what’s possible.”

Can you help to enable this journey for emerging leaders
alongside the journey of the film? What kind of practical and
emotional help do they need to do this? What resources

do they need so that they can take the time off work, or
connections to organisations that they can team up with?

Trusting a filmmaker and letting them into your life is one
thing, but making sure they understand what is to come is
another. Because the moment it is shared with hundreds of
people at the premiere, as well as the buzz thereafter, can
be overwhelming.

While filming her documentary CARE, a story about

the experiences of home care workers and their older
clients, Deirdre Fishel was faced with a series of ethical
decisions. She tells the story of a conversation she had
with one of the women in her film, Delores, who worked
for a home care cooperative in the Bronx. When Deirdre
mentioned the film’s broadcast on PBS, Delores asked:
“What do you mean?”

“That was a hard moment,” says Deirdre. Because
Delores was introduced to the film through the
cooperative she worked for, she thought Deirdre was

Star_ti['tg "BULLY" IS VINDICATED
pomt F{ to EG-TB" for new dot:un'_nfzntar?__ _
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making a film for them. “Somehow | didn’t make it clear

The Hand That Feeds, could not have anticipated what was _ _
enough that | was an independent filmmaker and what

just around the corner for him. He leapt from sandwich-
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my goals were for distribution.” And as it turned out,
Delores felt very uncomfortable about having shared her
story of becoming homeless, given Deirdre’s hopes for
broad public exposure. In the end, Delores agreed

to proceed after seeing that she was portrayed as a hero

for continuing to care for elders despite her own hardship.

But had she felt differently, the choices Deirdre would
have had to make would have been very complicated
because they couldn’t have made the film without her
and their budget would not have allowed them to film
someone else.

Deirdre Fishel

Another one of the protagonists in CARE was Vilma,
who was undocumented at the time. Deirdre worried for
her, so she consulted with filmmaker colleagues on the
best way forward and determined that it was important
to be as clear and honest as possible. Though, at the
time, there was no history of US Immigration going after
undocumented film subjects, the team would not have
been able to protect Vilma if they did. Vilma understood
the stakes but decided to proceed anyway. She was
frustrated and was willing to take some risks to get her
story out there. She also hoped that by the end of the
story, she would have her Green Card, and weighed that
into her own decision-making.

@ MAKING & MOVING SHORTS
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There was a more complicated dynamic related to
another of the film’s protagonists, Dee. Dee suffered from
dementia and, though she had moments of lucidity and
seemed keen to participate, Deirdre wondered: would she
know what she was agreeing to? So, Deirdre consulted
with Dee’s family and got their signed permission as

well. She also consulted with a lawyer. And she spoke

to Dee often and at length about the film production.

But Deirdre also had to weigh other ethical choices. In
one scene, for example, Vilma helps to shower Dee. The
decision to allow viewers a window into how intimate
these caregiving relationships are was an important one
for the story. But it had to be weighed against questions
of consent. Choices like these are never easy but Deirdre
continued to engage in open dialogue with Dee, her
family, and with her colleagues as she proceeded. At
Dee’s passing, her family wanted Deirdre to know how
important it would have been to Dee, a Christian woman,
to know her story and experience would be used in some
way to help others. “The more | make films,” says Deirdre,
“the more | feel you just have to be honest about the risks
and the open questions.”

How can you protect your subjects from exposure

that feels uncomfortable? To what extent is it possible

to protect them? To what extent is it a filmmaker’s
responsibility to do so? Sometimes these answers are not
so clear. The best we can do is empower them with the
truth and do our best to help while making sure that the
whirlwind of the film doesn’t turn their lives upside down.
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Sonya Childress of Firelight Media and Twiggy Pucci
Garcon of the True Colors Fund have worked to lift up
and apply “trauma-informed care” (TIC) principles to the
context of documentary film. In presentations they’ve
offered at Firelight retreats and at the Allied Media
Conference in Detroit, they have shared TIC principles and
asked filmmakers and impact producers to consider the
emotional safety of a film’s protagonists, as well as for the
filmmakers and impact producers who work with them.

When film protagonists participate in the release

it presents an opportunity to share their story and
engage in discussions with the press, audiences and
key stakeholders in real time and online. This can

result in @ mix of positive and negative repercussions
for protagonists - both personally and professionally.
This is particularly true when the protagonists are not
representing their professional role, but rather sharing a
personal experience on film.

In these sessions, Sonya and Twiggy present various
scenarios where TIC principles may be called upon to
prepare a protagonist for or shield them from the possible
negative repercussions of participating in the festival run
or impact campaign. Sometimes, a film’s protagonist is
pressured to retell a story (at a screening, to press, etc.)
and when that story includes experiencing trauma (or
withessing trauma) it can both be triggering and painful
for them. Sometimes, the audiences of festivals or public
screenings are quite different from the protagonist,
revealing uneven power dynamics when audiences
expect protagonists to be vulnerable (or celebratory),

or feel entitled to ask questions of the protagonist that

push them outside their comfort zone. How can impact
producers or directors establish boundaries with the
protagonists and event hosts to ensure the release and
campaign experience is safe and mutually-beneficial for
protagonists as well as directors and other stakeholders?

Sometimes the Impact Producer when asked to tend to
the protagonist during the release of the film can also
experience secondary trauma while holding space for
the protagonist. The sessions explore ways that impact
producers (and directors) can establish new personal
boundaries and self-care strategies during the release
phase that respect the needs and emotional safety of all
parties involved. As Twiggy Pucci Garcon stressed: “One
does not have to be a therapist to be therapeutic.”

To this end, here are a few questions to consider as you
prepare your teams:

— What is it that you need to do to be accountable to
your protagonists?

— When considering the emotional safety of protagonists,
what are you responsible for and what can’t you be
responsible for?

— What level of transparency is necessary?

— What resources may be required to support trauma-
informed care to protagonists?

— Does your plan account for the various ways people
will consume the media post-release, including online
strategies?
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Ultimately, the TIC framework offers a model that
encourages film teams to consider and prepare for
positive and negative repercussions on the protagonist,
and craft a release strategy in which the protagonists’
needs are respected and addressed and that their
resilience and agency are validated and built upon.

Your film may also touch a very raw nerve for some
audience members, perhaps because it tells the story of
an experience they have recently gone through, or went
through a long time ago. What have you put in place to
help and guide people?

The Private Violence team provided leaflets at screenings
of their film, encouraging people to volunteer to donate
items for their local refuge or shelter, as well as providing
tips on what to say/not to say to those who have
experienced domestic violence.

1O SA
©TO A BATTERED WOMAN

WHAT TO SAY
1. Are you afraid of your partner when he is angry?

2. You are not alone; there is help for you, your
children, and him, A

3. May | help you find some local resources?

© VOLUNTEER! Domestic viclence programs need
volunteers - from childcare and administrative assistance

1o specialized positions of crisis line and/ar court

advocates. i o : =
4. You deserve to feel safe in your home at all times,

LOCAL ORGANIZATION Wark with your local especially when you and your partner disag_rae'. .

domestic violence organization to help establish a
court-watch program that monitors the local response
1o domestic violence (law enforcement, prosecutors,
department of social services). . '

5. I'm not here to judge you; I'm here to listen.

WHAT NOT TO SAY
1. Why don’t you just leave?

CONDUCT A DRIVE Conduct a clothing, food o

household items drive for your local shelter.

2. I'd never put up with that.

Y T 3. What did you do to make him angry?
4 He/she seems nice 1o me.
e e i .
E FE www.privateviolence.com/feedback 5. It's just stress.

~— : AR AR AR N .

® ® @

DONATE TO THE PRIVATE VIOLENCE PROJECT
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