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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
audiences make or see connections—about ideas or issues—that may otherwise
seem abstract. The audience is often changed by the experience. That's why
documentary, especially when used strategically, has the capacity to prompt
people to engage and act.

“Stories are powerful
because they transport
us into other people’s
worlds but, in doing
that, they change the
way our brains work.”

Paul Zak, Professor of Economics
and founding Director of the
Center for Neuroeconomics

Neuroeconomist Paul Zak has demonstrated the effect of storytelling on the
brain’s chemistry, finding that it increases levels of both cortisol and oxytocin
and makes us more likely to take action.

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 - iti . et K £ And that lecti
consequences through legislation opportunities for people to make new connections. An at collective energy opens
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)

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

“Film is incredibly
democratic and
accessible, it’s
probably the best
option if you actually
want to change the
world, not just re-
decorate I1t”

Banksy, Artist
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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:
the idea is to repair
the damages that are
inflicted in life, to
make something that
Is fragmented — which
Is what fear and
anxiety do to a
person — into
something whole.

Louise Bourgeois

In many parts of the world, this was the only way to get your films to audiences.
Perhaps today, with the shattering of traditional models, all filmmakers
everywhere now have the opportunity and the incentive to use these creative,
iInventive technigues.

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’s Blogs: Moral Molecule & Huffington
Post
§ N Future of pauljizak.com/blog

) StoryTelling

Explore Paul Zak’s thinking more
deeply by checking out his blogs
oNn neuroscience and economic

behaviour.

The Art of Life: Understanding
how participation in arts and
culture can affect our values
valuesandframes.org/download/
reports/The%20Art%200f%20
Life%620-%20MMM%20and%20Common%20
Cause.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).

H#ArtlsJustice
youtube.com/playlist?list=PLOolZTxzMxeDPy-
20CaUNP2V/g4C2kqgRZTm

#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
theculturegroup.
org/2013/08/31/making-waves/
Check out the Culture Group’s
tour of culture’s leading role on social change
issues from civil rights to marriage equality.

Art of the Possible
culturaldata.org/conversations/
artofthepossible/

Expand your horizons with these
scenarios for the future of social
impact in the arts via Cultural Data Project.

3. FILMMAKERS CAN BRING NEW ENERGY
TO AN ISSUE.

Reflections on the Catalytic Role of an Outsider
community-wealth.org/sites/clonecommunity-wealthorg/
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.
htmI?id=J9BoAAAAIAAJ&redir _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
YOU DO IT.

Preaching to The Choir

By Rebecca Solnit
harpers.org/archive/2017/11/preaching-to-the-
choit/

This essay by Rebecca Solnit emphasises the art of
listening and discussion and points to why ‘preaching
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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https://community-wealth.org/sites/clone.community-wealth.org/files/downloads/paper-bergdall.pdf
https://community-wealth.org/sites/clone.community-wealth.org/files/downloads/paper-bergdall.pdf
https://community-wealth.org/sites/clone.community-wealth.org/files/downloads/paper-bergdall.pdf
https://community-wealth.org/sites/clone.community-wealth.org/files/downloads/paper-bergdall.pdf
https://community-wealth.org/sites/clone.community-wealth.org/files/downloads/paper-bergdall.pdf
https://community-wealth.org/sites/clone.community-wealth.org/files/downloads/paper-bergdall.pdf
https://books.google.co.uk/books/about/Radical_media.html?id=J9BoAAAAIAAJ&redir_esc=y
https://books.google.co.uk/books/about/Radical_media.html?id=J9BoAAAAIAAJ&redir_esc=y
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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.”
lris 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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Noting that, while many documentaries investigate, reveal, spotlight and humanise, they do tend to have a dominant

1.1 WELCOME
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
honest. If you look very INVESTIGATE HUMANISE
carefully you will see that
they are the same people
who are quite happy with
the situation as it is...
What they are
saying is don’t

upset the system 5y In some FRESH environments, where people are unaware of a problem and no one is fighting against you, success could

- mean causing a sea change in public opinion, it could be triggering new laws to be written, or compelling companies to
James Baldwin publicly apologise. But this kind of result isn’t always possible given the external restraints, no matter how brilliant the film
and campaign. In ENTRENCHED environments, for example, moving the dial just one degree is a huge achievement and
worth all the effort.

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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MORE
EXAMPLES:

Reveal: Blackfish

Spotlight: Bag /t and
The House | Live In

Investigate: No Fire
Zone

Humanise: Marc
Silver’s Who Is Dayani
Cristal?

® PLANNING FOR IMPACT

i
-
0
N
:
o
Z
X
Z
-

£+ IMPACT IN ACTION

(0 IMPACT DISTRIBUTION 8¢ MAKING & MOVING SHORTS

L« MEASURING IMPACT as IMPACT LIBRARY

WEAK OPPOSITION

THE INVISIBLE WAR

The Invisible War came into an issue space with almost no credible opposition
possible. Nobody is in support of rape in the military. And, beyond the victims
themselves, the issue was almost completely unknown to the wider public. The

Invisible War was able to reveal the truth in a way that could no longer be ignored

- such as the fact that 1in 4 female soldiers are sexually assaulted by their own

colleagues. Facts which would resonate deeply and all the way up the command

structure of the US military in a relatively short space of time.

WATCH

GASLAND

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.
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
depiction of the negative environmental effects. Therefore, their challenge was to
Investigate and prove their case.

WATCH

BULLY

Bully, by contrast, came into a space wheére the issue has been on the radar since
formal education began - but that itself was the problem. The ingrained belief
that bullying is @ matter of ‘kids will be kids’ has allowed the issue to embed and
become normalised: a tragically inappropriate mindset, which Bully was able to
spotlight in the US public eye and force people to confront. This bold approach
tried to create a cultural moment across an entire nation, to unite and rally a
movement of kids and teachers in every city and in every state.

WATCH

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 for a shift
in attitudes. People’s minds are often made up and their positions supported by
intransigent-community leaders, press.and lobbyists. Despite this, Budrts 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 stery which help
make nonviolence more visible, thereby helping to shift the dialogue.

WATCH

STRONG OPPOSITION

KNOWN ISSUE



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
https://vimeo.com/110456230
https://vimeo.com/110456230
https://whoisdayanicristal.com/impact
https://whoisdayanicristal.com/impact
https://whoisdayanicristal.com/impact
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MORE
EXAMPLES.:

Reveal: Blackfish

Spotlight: Bag /t and
The House | Live In

Investigate: No Fire
Zonhe

Humanise: Marc

Silver’s Who Is Dayani

Cristal?

REVEAL:

VIRUNGA

At the time of its release, Virunga was another film'about 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 thatewas leading the exploration and building local support
for its activities. SO, they made sure to triple-fact check their story and
enlisted the support of alegal team to ensure every angle was covered and to
help them navigate the resistance that they knew was coming.

WATCH

2l

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 thém with their needs. With
almost no oppositien to contend with, the film team was able to draw a lot of
attentiondo the isSsue and inspire new programs and initiatives. In fact, they
eveh inspired one community in Shanghai - Changshou Community -
__.to'pledge to become the first “Dementia Friendly Community” of China.

KNOWN ISSUE

CHASING CORAL

In @ 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 Ioss they were Wltnessmg -

WATCH

STRONG OPPOSITION



https://en.wikipedia.org/wiki/Virunga_National_Park
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
https://vimeo.com/110456230
https://vimeo.com/110456230
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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?
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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 ]
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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Instead of seeking to change structures at policy level,

_ _ the fullest version of bottom up change seeks instead to
Bottom up thinking, by contrast, sees work at the level of relationships between the very people

11 WELCOME Bottom up change
1.2 THE POWER OF FILM
1.3 UNDERSTAND THE

STORY ENVIRONMENT

W 1.4 HOW CHANGE HAPPENS

1.5 THE CHALLENGE FOR

FILM TEAMS

1.6 KNOW THYSELF

“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

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.

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 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

congregation in the community of Durham,
North Carolina - a city torn apart by deeply
rooted inequality, with all the attendant
iIssues of drugs and guns.

The HORTICULTURE

model by Active Voice Lab
hactivevoice.net/how-do-
ENC  \vo-know/home/horticulture-
< .y tOO/S/
The HORTICULTURE model by Active Voice Lab
helps you figure out what kind of tool you need for
the issue environment or kind of impact you hope
to have, or it helps you identify what the possible
strengths are of the documentary/tool you've
created.

1.4 TOP DOWN OR BOTTOM UP?

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

Liam Barrington-Bush wrote
a management book for organisation and
campaign strategy written from a bottom-
up perspective - focusing explicitly on how
we can make organisations more like people
rather than more like machines. Watch
Liam’s introductory video from when the
book was in crowdfunding.

Living Without Enemies

LIVING .
WITHOUT amazon.comy/Living-
ENEMIES Without-Enemies-
Resources-Reconciliation/
dp/0830834567

Samuel Wells and Marcia A Owen provide
a compelling exploration of how change
happens from the perspective of a visiting
white English priest and a member of his

THE The Leaderless Revolution:
LEADERLESS MR Ordinary People Will
REVOLUTION BRELGRKAVGC &L Rey Ty o]
et Politics in the 21st Century
amazon.com/The-

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

Carne Ross explores the future of

politics from the perspective of a senior
Foreign Office diplomat who resigned

in the aftermath of the Irag invasion. His
belief? That the Occupy movement, and
others like it, will come to be seen as the
beginning of a new way of doing politics.
Watch him talking through his 9 principles
for action in this new world or visit his
Tumblr.

Will Take Powen

Sandy Storyline
sandystoryline.com

This cutting edge transmedia
STORYLINE project which won the Tribeca
Film Festival’'s Bombay
Sapphire Award in 2013. Gathering stories

IN a variety of different formats from people
affected by Hurricane Sandy and involved in
the subsequent Occupy Sandy movement, it’s
a brilliant example of how media-making can
empower and enable communities, and the
different forms in which ‘documenting’ can
drive bottom up change.

SANDY

Out of the Shadows, Into the Streets!

by Sasha Costanza-Chock
mitpress.mit.edu/contributors/sasha-
costanza-chock

This book by Sasha Costanza-Chock, Out of the
Shadows, Into the Streets!, take a look at the ins
and outs of transmedia organising and media
practices that have effectively been pursued by
Immigrant rights movements. These practices,
the book argues, have tended to be cross-
platform, participatory, and linked to action.

Tools for Radical Democracy: How to
Organize for Power in Your Community by
Jossey-Bass / Kim Klein’s Chardon Press

Jjoanminiericom/index.htm/

This is a resource for those trying to increase
the civic participation of ordinary people. It
offers tools, worksheets and guidelines, and
insights on using technology to effectively
build more powerful alliances

and engagement.


https://www.activevoice.net/how-do-we-know/home/horticulture-tools/
https://www.activevoice.net/how-do-we-know/home/horticulture-tools/
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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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EVERYTHI

EVERYTHING IS POLITICS.
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1.6 KNOW THYSELF

“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

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

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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PLANNING
FOR IMPACT
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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
vision is only passing time,
vision with action can change

But vision alone is just the beginning — you also need The planning chapter will guide you through defining
to know how to steer the ship. That’s where your impact your vision and strategy, mapping an issue, identifying the
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

explore the following four case studies from the Library.
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® 2.1 WHY VISION AND
STRATEGY MATTER

BAG IT . THE ACT OF KILLING
Inspired the plastic-free movement acr Made the Indonesian genocide of the 1960s
community by community ( impossible to ignore (2012)

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

DOWNLOAD

THE END OF THE LINE THE AGE OF STUPID
Put the decline of fish stocks on the global agenda for business, Triggered mass environmental behaviour change
politics and the man on the street (2009) in the UK and beyond (2009)

Directed by Rupert Murray, produced by Directed by Franny Armstrong,
George Duffield & Christo Hird produced by Lizzie Gillett

DOWNLOAD 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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2.3 DEVELOP YOUR
STRATEGY
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2.5 THE FOUR IMPACT
DYNAMICS

2.6 FILMMAKING AS
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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Geek out

Further reading
2.2

DEFINE YOUR VISION

How Great Leaders

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

Simon Sinek’s TED talk is one of the most
watched of all time, with nearly 20 million
views. Guess what? It’s all about clarity of
vision.

Steve Radcliffe’s Future-
Engage-Deliver Model
. futureengagedeliver.com/
fed-free-resources/
Radcliffe is one of the
simplest and most direct — as well as highly

FUTURE
ENGAGE
DELIVER

regarded — leadership thinkers in the world.

His notion of defining the future you are
leading for has helped inform our thinking,
and there’s some great free resources

on the website.

as IMPACT LIBRARY
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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
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