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Introduction
The residents of rural Montana demonstrate the quintessential values of the American West. They

love the land, its wildlife, and the opportunities for hunting and fishing; are generally friendly and

outgoing, and they watch out for their neighbors. They are also fiercely independent, self-reliant not

only in supporting themselves and their extended families but also in forming their own opinions and

making their own decisions. When the local newspaper was purchased by an out-of-state chain, its

office moved to another county, and its staff reduced, rural Montana residents came together to create

their own locally-owned newspapers. The Clark Fork Wagon Wheel was succeeded by the Clark Fork

Chronicle, and these two locally-owned newspapers (operated by many of the same individuals) have

been continuously published over the past 10 years. This decade of experience in demonstrating the

importance of a community newspaper, local ownership, and the unique role of the newspaper in public

life led to the creation of a new non-profit 501(c)(3) organization, the Corporation for Public

Community Newspapers (CPCN). The non-profit provides public value by engaging citizens with the

local newspaper, giving them the opportunity for varying levels of management authority and budget

authority. As the CPCN board of directors was beginning the deliberations that would result in this

strategic plan, the Chronicle's owner donated the newspaper outright to the non-profit, ensuring that the

initial members would have complete management authority over their local newspaper. 

This strategic plan lays out the mission, core values, vision, and strategy for the organization over

the next five years. 

Mission, Core Values, and Vision
As can be readily seen from our own history with the Clark Fork Wagon Wheel and Clark Fork

Chronicle, the goals of the newspaper and the CPCN organization are deeply intertwined with goals for

the community. The group's mission statement accordingly addresses not just the newspaper or the

non-profit organization but the entire community: "To improve the economic, social, and spiritual lives



of our area's citizens by promoting the individual potential necessary for democratic self-governance

and a civic life that works." CPCN seeks to achieve its mission by integrating intertwining strands of

American journalism and culture to foster what we call "Public Journalism 2.0." 

Journalism on paper (for the past few centuries a ubiquitous and least expensive medium for mass

communications), the press, or the newspaper, has evolved in American culture along with the role of

the citizen. One of its roles is to foster a public life; to create a community which participates in a

shared narrative reflecting common values, such as representation, participation, transparency, and

individual rights. The newspaper is an important social institution, like a post office or school system,

which helps to create the identity of a place. In its absence, a sense of identity or purpose is lost, and a

society is more clearly divided into information haves and have-nots. Many have explicitly identified

the connection between the newspaper, a healthy civic culture, and a healthy economy. An important

role of the newspaper is to create what Robert Putnam calls "bridging social capital," or the

relationships and networks among different individuals and groups, which is essential in an

increasingly diverse society like ours. 

CPCN also seeks to build on "Public Journalism 1.0, " a reform movement that started in the 1980s.

Its advocates disdain "objectivity" and seek to play an active role in democratic self-governance by

"becoming the experts on public life in the community" and by acting as "fair-minded participants in a

community that works." They built on a foundation common to all journalists. All journalists perform a

vital role in democratic societies by providing citizens with the information needed to effectively

participate in decision-making, and by holding government to account by maintaining a high level of

surveillance of public officials and promoting monitorial citizenship. The need for a "Public Journalism

Version 2.0" arises in response to the question posed by Michael Schudson. To paraphrase: If

journalists are watching government officials, who is watching the journalists? All journalists have

traditionally operated on what Schudson calls a "trustee model" without direct decision making and

budget authority by the members of the community. CPCN mandates call for community goal-setting



and evaluation of the newspaper's performance against those goals, as well as the ability to direct the

non-profit's budget toward projects identified by the community. 

The Corporation for Public Community Newspapers is designed to establish such a newspaper. If

such a newspaper does not exist, CPCN can create and operate it. If one exists but is not completely

achieving this important role, CPCN in its normal operations can help transform the existing

newspaper. These mandates can succeed only if the organization honors the values of representation,

participation, transparency, and individual rights in all of its activities. 

One shining example of community journalism that embodied these values comes from Tupelo,

Mississippi.  A former sociology professor, George McLean got his start when he "bought a bankrupt

biweekly from a bankrupt bank in the middle of a Depression." McLean saw that a newspaper could be

used for education, changing the way people viewed themselves and their community and inspiring

them to act in new ways. Rather than merely in terms of the bottom line, he defined his newspaper's

mission in terms of uplifting the economic, social, and spiritual level of the region. The motto

appearing on the front page of every issue states: “A locally owned newspaper dedicated to the service

of God and Mankind.” For those disconcerted by any mention of the sacred in the pages of a profane

newspaper, staff members explain that they view their mission in terms of "building community," with

a focus on the welfare of every individual.

McLean focused on three broad topics: education, economic development, and human achievement.

His first core principle was that "human resources are our most vital assets" and that development of

the community depended upon "the fullest possible development of each person in our community."

McLean's second core principle of community development was interdependence--the success of any

individual or group within the community depended upon the success of the entire community. All

were encouraged to see themselves as being in the same boat. McLean poured the profits from his

paper into the non-profit organization, which put the money right back into the community. Among its

notable projects, the non-profit provided the funding to hire additional reading tutors for every first and



second-grade classroom in the region, helping to improve student reading performance.

As a result, McLean's Tupelo newspaper became an engine for community development in what

was once one of the most underdeveloped and undereducated regions of America. Over the course of a

half century, the newspaper helped transform Lee County from the poorest county in the nation's

poorest state to the second most affluent. It is known as "the Tupelo Miracle."

McLean, who died in 1983, also foresaw changes in American journalism--the concentration of

ownership, the decline in quality, and the erosion of service to the community. He wrote: "We believe

that a newspaper is a public trust and that it should constantly serve the people to the greatest possible

extent.... We believe that locally owned newspapers can best reflect the values and serve the interests of

the people of any community. We regard the increasing concentration of ownership of newspapers,

radio, and television stations in the hands of a few big chains as potentially very dangerous to freedom

of information in this country. Another serious problem with increasing outside control of the media is

that the 'bottom line,' that is the desire for more and more profits, will take the place of service to

readers, listeners, or advertisers."

Our vision overlaps in many areas with McLean, and we find some similarities between our

situations downright uncanny. As in George McLean's readership area in Mississippi, the Clark Fork

Chronicle serves one of the poorest counties in Montana. And just as McLean started during the Great

Depression of the 1930s, CPCN is also being launched during a depression. We state our vision for the

community, the newspaper, and the CPCN non-profit organization as follows: 

We envision a community which: 

• In the words of civic journalists, has "a public life that works"

• An area with 90 percent public land has learned to share its stewardship responsibilities for

the forest land with other publics

• The economic needs of the local community are identified and championed



• The most important local issues are identified and championed both within the community

and before other publics (state, federal)

• The schools and other organizations provide instruction in civics and teach students how to

participate in the larger society, fostering democratic self-governance

• Local organizations are thriving with increased turnout/attendance, volunteerism, and

participation

• Groups are recognized for their contributions to the community

We envision a local newspaper: 

• All members of the community consider to be "their" newspaper, by providing service to

them and treating them with respect and dignity

• Owns or partners with the non-profit to build community in the same way that George

McLean used the newspaper to improve the quality of life in northern Mississippi 

• Has its "finger on the pulse of the community" – it chronicles everything happening within

the readership area

• Ensures broad representative participation within the pages of the paper, representing both a

cross-section of persons and organization and a cross-section of viewpoints

• Plays an active role in the life of the community - identifies the needs and does what it can

do to meet those needs

We envision a non-profit organization whose staff, board members, and members:

• Act as model citizens--they represent a living example of how to participate in civic life,

encouraging broad participation, all points of view, framing of issues, and critical thinking

• Grow beyond promotion of one’s own personal or partisan goals to honor fundamental

processes of democratic self-governance.



Strategic Issues, Goals, and Actions
The economic, political, and spiritual well-being of a community are closely related. Robert

Putnam presented exhaustive statistical evidence of a broad and dramatic decline in American civic

participation since the 1960s. Voting and political involvement (signing petitions, attending a meeting,

acting in a leadership position), participation in clubs and local associations, church membership and

church-related social groups, unions and other work-related associations; and philanthropy--all showed

increases in membership and participation from the start of the century up to the late 1950s, then a

dramatic decline. "The classic institutions of American civic life, both religious and secular, have been

hollowed out," Putnam wrote "It seems clear that decay has consumed the load-bearing beams of our

civic infrastructure." While some did not see any cause for alarm, Putnam agreed with observers as

early as Alexis de Tocqueville that the American experiment in democratic self-governance is

synergistically related to widespread civic involvement. Using the metaphor of "capital" to emphasize

the importance of community participation in economic development, Putnam identified two types of

"social capital:" "bonding" capital among people with like interests, and "bridging" capital across

diverse populations. One of the primary institutions that has helped create such bridging social capital

throughout American history--the newspaper--has also been in steep decline during this same period,

with several major metropolitan daily newspapers closing this year, and others cutting back on their

print schedules. This decline has been attributed to an inherent weakness from lack of competition

(local markets are generally monopolistic, supporting a single newspaper); the loss of ties to the local

community by chain ownership; staff cutbacks and loss of reader loyalty over the last decade; and

accelerating competition from other sources, especially the Internet. The current transformation of the

industry offers an opportunity to strengthen the newspaper by establishing a new institution--the

Corporation for Public Community Newspapers--that is focused on building bridging social capital,

restoring a component of local ownership, and encouraging direct community involvement as a means

of renewing and strengthening democratic self-governance. 



Based on an analysis of its mission, founding documents, by-laws, mandates, internal and external

environment, strengths, weaknesses, opportunities, and challenges, we identified our top five strategic

issues. 

Strategic Issue 1: Build membership representative of community 
Respect for minority rights and minority positions is essential in a representative democracy. A

community media organization must dedicate itself to an ongoing effort to reach out to all portions of

the population and all points of view. It is essential that all voices within the community be heard

during its deliberations and, in accord with our mission statement, that the organization act to develop

the potential within each individual.

Goal 1.1 - Conduct membership drive

Action 1.1.1 - Prepare membership materials, obtain approval from board of directors

Action 1.1.2 - Update website to allow one-click donations and membership 

Action 1.1.3 - Publicize group locally and nationally - participate in interview for national

publication and distribute widely.

Action 1.1.4 - Write series of articles introducing and reporting on the organization

Goal 1.2 - Conduct outreach to local governmental and civic organizations

Action 1.2.1 - Add CPCN to existing meeting agenda: five-minute overview, Q&A, handouts

Action 1.2.2 - Develop, refresh catalog of existing organizations

Action 1.2.3 - Solicit community briefs for free publication - notices of events and meetings

Action 1.2.4 - Develop partnership with local business community 

Goal 1.3 - Train, recruit community journalists

Action 1.3.1 - Develop journalism course consisting of 12 one-hour sessions 

Action 1.3.2 - Publish articles prepared during citizen journalism course

Action 1.3.3 - Evaluate feedback and improve course



Goal 1.4 - Recruit members into CPCN standing Outreach Committee 

Action 1.4.1 - Recruit director from board to provide ongoing leadership for committee 

Action 1.4.2 - Develop formal description of duties and encourage members to sign up 

Strategic Issue 2: Build out, demonstrate performance measurement 

A valuable journalism reform movement of the 1980s, "civic journalism," rejected the traditional

view of journalists as objective and sought to carve out a role for journalists as the experts on public

life in a community that works. An insightful critique by the sociologist Michael Schudson suggested

that civic journalists should consider moving beyond the traditional trustee model to give the public

more management and budget authority. Because this represents a new model for journalism, it is

important that the CPCN demonstrate a successful implementation of this model by letting the public

participate in goal-setting and performance evaluation. 

Goal 2.1 - Publish goals for upcoming year for target newspaper (Clark Fork Chronicle)

Action 2.1.1 - Set target numbers of stories for all government and civic organizations 

Action 2.1.2 - Set target numbers of stories for key issues 

Action 2.1.3 - Convene a community meeting to discuss target figures

Goal 2.2 - Build out CPCN standing committee on Performance Evaluation

Action 2.2.1 - Prepare a written description of the committee activities 

Action 2.2.2 - Recruit a director from the board to lead the committee 

Action 2.2.3 - Develop software to assist with automated reporting of metrics

Strategic Issue 3: Build out, demonstrate special projects 

One of the outstanding successes of the public journalism/civic journalism movement has been to

convene extended projects that involved the public in setting the public agenda. These projects include

public listening, community deliberation, issue framing, citizen forums, polls, questionnaires, focus



groups (front porch forums and pizza forums), clip-out surveys, interviews, and election-time activities

such as asking the public to identify the top issues during election coverage. CPCN includes a

provision for its members to propose and fund special projects, providing resources and long-term

focus where community newspapers typically lack the money and/or personnel. 

Goal 3.1 - Develop model of special projects

Action 3.1.1 - Develop a catalog that inventories types of public journalism projects

Action 3.1.2 - Develop a model special project focusing on the western Montana land ownership

patterns with high public ownership: "What does it mean to live in a public land county" 

Action 3.1.3 - Explore partnering with the University of Montana on such conferences 

Action 3.1.4 - Develop project around teen alcohol binge drinking and driving while under the

influence. 

Goal 3.2 - Build out CPCN standing Special Projects Committee 

Action 3.2.1 - Prepare a written description of all committee activities for new members 

Action 3.2.2 - Recruit a director from the board to lead the committee.

Action 3.2.3 - Prepare an agenda for the next meeting. 

Strategic Issue 4. Differentiate newspaper by demonstrating mission

statement

The group's mission statement reads as follows: "Improve the economic, social, and spiritual lives of

our area's citizens by promoting the individual potential necessary for democratic self-governance and

a civic life that works." The mission addresses not only the importance of the newspaper within the

civic life of the community and engine of economic development, but as related to the spiritual life of

the community through developing individual potential. While the organizational structure of the non-

profit is aligned with specific activities, the values inherent in this mission statement should permeate

all of its activities and should be in the forefront of the members' and staff members' minds while



undertaking all projects. Nevertheless, at the outset of the organization, concrete and visible actions

will help reinforce this mission statement.

Goal 4.1 - Create management structure for articles on spiritual topics

Action 4.1.1 - Establish an editorial board for the paper with recruiting based on this approach

Action 4.1.2 - Propose a dedicated reporter to write on religion, spirituality, ethics and morality

Action 4.1.3 - Set target goals (weekly or monthly)

Goal 4.2 - Create regular feature that will feature local religious leaders 

Action 4.2.1 - Update list of area churches and contacts

Action 4.2.2 - Produce regular "Word of the Week" feature with spiritual message

Action 4.2.3 - Set schedule for regular contact with churches for community briefs

Strategic Issue 5. Develop enabling technology to bridge traditional media

with new media

While printed newspapers have been losing audience to new technologies, SWOC analysis

demonstrated that one of our key stakeholder groups—retirees and baby-boomers who are the primary

residents of the area—still overwhelmingly prefer to receive their news in print. CPCN must provide a

way to bridge the new media with traditional print for this important demographic cohort. While

developing its Internet multimedia capability, the newspaper must continue to provide the option for

the old-fashioned printed page. 

Goal 5.1 - Use more features of Internet to advantage

Action 5.1.1 - Encourage more multimedia use, hosting video and audio files

Action 5.1.2 - Create email-based system for sending headlines to subscribers 

Action 5.1.3 - Customize email-based system based on feedback

Goal 5.2 - Develop do-it-yourself/entrepreneur print model 

Action 5.2.1 - Develop short-term solution of downloading regular layout PDF suitable for printing



on home printers (color or black and white 8.5x11 page; constructed using Quark, much like print

edition of newspaper, just not printed by press). 

Action 5.2.2 - Develop long-term solution of creating automated method for each user to produce

their own newspaper with topics of interest. Create new database fields identifying the primary

geographic locus of each story and methods for users to select/not select these geographic areas. 

Action 5.2.3 - Develop contract for newspaper sellers - must include language that all provided

content (stories and advertising) will be retained in the print version.

Action 5.2.4 - Recruit entrepreneurs to print copies of the newspaper from the website and sell them

to their neighbors. 

Conclusion

Classical democratic theory, expressed in our nation's founding ideology, viewed government as an

instrument to increase the virtue of the people. It found its apotheosis in the active and informed

citizenry of the New England town meeting. This view of the role of government is radical in

reinforcing individual participation and self-development. In extending this theory to the means by

which citizens obtain information about their government, we found a need for new institutions and

new management structures. CPCN will adopt a management approach known as Invisible Leader

Theory, based on the work of Mary Parker Follett, in which organizational excellence is achieved by:

identifying and communicating the shared values and principles that guide the organization;

implementing self-managing work groups that operate in accord with these values and principles; and

establishing continuous quality improvement through a cyclical process that includes ongoing

evaluation and monitoring of the external environment to adjust the shared values and principles. 

While strategic planners such as John M. Bryson suggest tackling a limited set of strategic issues at

any one time, this is easier said than done with a new institution introducing new ideas and a new

school of management. Fortunately, there is significant overlap among these five strategic issues.



Success in each area will reinforce the others. The first three strategic issues are directly related to the

build-out of three standing membership committees of the new organization--the Outreach,

Performance Monitoring, and Special Projects committees. The fourth strategic issue will publicize,

emphasize, and demonstrate the importance of the mission statement and values, differentiating the

partner newspaper and emphasizing its mission. The final strategic issue addresses a key stakeholder

group while it helps bridge new media such as the Internet with the traditional form of the newspaper.



Appendix A: Mandate Analysis and Mission Clarification
"Mandates, mission, and values indicate the public value the organization will create and provide the
social justification and legitimacy on which the organization's existence depends." (Bryson, page 94)

Purpose of Mandate Analysis
Organizations are chartered to create public value, based on mission-defining mandates that

explicitly spell out what the organization is supposed to do, and authority-constraining mandates that

prohibit an organization from specific activities. 

For the non-profit organization, the mission-defining mandates are present in its by-laws and

organizational charter, while the authority-constraining mandates are present in the Internal Revenue

Service code and regulations. The purpose of mandate analysis is to identify all formal requirements

from both categories--both what it must and must not do---so that the organization can continue to

operate in accordance with the law and retain its non-profit status. This not only protects the

organization and its board of directors, employees, and volunteers from the consequences of intentional

or unintentional violation of the law, but also determines what Bryson calls "the boundaries of our

unconstrained field of action." By defining this space within which the organization can legally

operate, the organization can grow and change over time as it perpetually determines its best way to

create public value.

Bryson and Tompkins emphasize that mandate analysis is important because it allows the

organization to separate its mandate from its mission, freeing it to "Think Big" when defining its

mission. The mission can then be defined as "what you believe you exist to do over and above what

you are required to do."

CPCN Mandates

The CPCN is a non-profit organization under Section 501(c)(3) of the Internal Revenue Code. As

such, CPCN takes its mandates from: 

● The Internal Revenue Service Requirements for Organizations Created for Religious,



Charitable, or Educational Services 

● Montana Secretary of State, Requirements for Corporations Operating in Montana 

● CPCN Articles of Incorporation

● CPCN By-Laws 

CPCN is declared to be a charitable organization under Section 501(c)(3) of the Internal Revenue

Code. Bryce summarizes three tests for 501(c)(3) status: the organizational, political, and asset test

(Bryson, p. 96). Aguilera summarizes these three tests neatly: "The primary activities of the

organization must be limited to charitable activities. The purpose of the organization must be charitable

and may not operate for the profit of any individual or group of individuals. Assets of the corporation

must be permanently dedicated to a public purpose, which requires that, in the event of a dissolution of

the corporation, the assets be distributed to a tax exempt purpose. In addition, federal law prohibits the

organization from engaging in political activity or campaigning for political candidates" (Aguilera,

2007). 

The mission-defining mandates of the CPCN are present in its articles of incorporation and

organizational bylaws (and supporting documents provided to the IRS), which define a member-based

organization, with a board of directors and three specific standing committees: 

● Performance Review. Reviews annual performance goals. This group is primarily concerned

with the content of the newspaper over the past year and the performance of the newspaper in

meeting its stated goals. The committee also suggests changes to the goals for the next review

period. Performance evaluation seeks to answer the following questions: Is the newspaper

reporting on all of the agencies and organizations within the community, and all of the issues of

importance to the community? For each individual issue of importance, is the newspaper

representing all possible views on that issue within the community? Does the newspaper's

coverage correspond to the importance of the issue within the community? Does the

newspaper's act of providing comprehensive information about these agencies, organizations,



and issues effectively foster citizen participation within the community's organizations?

● Outreach. Solicits feedback from individuals and groups in the community, describes the work

of the Corporation, and recommends ways to engage the community in Corporation projects.

Conducts regular outreach and surveys of agencies, organizations, officials, and other

community members to determine their relative priorities of issues; their perception of the

newspaper's coverage; and their recommendations for future reporting, research, or special

projects. 

● Special Projects. Recommends specific projects to meet the performance and reporting goals

as set by the community for the newspaper. This can include specific topics for news reporting,

tools and training, community deliberative projects, or others. Serves as a clearinghouse for a

catalog of public journalism projects, such as public listening, community deliberation, issue

framing, citizen forums, polls, questionnaires, focus groups, clip-out surveys, interviews, and

panels, and for these resources. 

Summary Analysis
While the Corporation for Public Community Newspapers seeks to invoke and establish the

standard of excellence established by public television and public radio, CPCN does not share the same

mandates as the Corporation for Public Broadcasting, created by the 1967 Public Broadcasting Act.

That Act prohibits the CPB from "(A) owning or operating any television or radio broadcast station,

system, or network, community antenna television system, interconnection system or facility, program

production facility, or any public telecommunications entity, system, or network; and (B) producing

programs, scheduling programs for dissemination, or disseminating programs to the public." CPCN

does not have any such constraints and is designed to partner with an existing privately owned

newspaper or to own and operate its own newspaper(s). 

When CPCN owns and operates a local newspaper, the organization must comply with the IRS



political test and must not "participate in any political campaign on behalf of a candidate" (Bryson,

page 96). This simply means that any editorial columns endorsing a candidate must clearly represent

the views of named individuals rather than the newspaper ownership as a whole. 

In summary, CPCN has a broad unconstrained field of action.

CPCN Mission
As Hofmann [2007] explained, the organization's mission "must be articulated with clarity and

precision because it informs decision making at all levels of the organization. Arriving at consensus

about the mission also provides multiple, positive spin-offs including: Providing a source of inspiration

and guidance for members; Promoting ongoing consensus; Eliminating unnecessary conflicts; Defining

arenas of collaborations and/or conflict; Channeling discussion and activity productively (increasingly

important for responsible use of ever-decreasing resources); and Charting the future course of the

organization." 

Pietrowski and Rosenbloom (2002) emphasize the importance of the organization's activities in

reinforcing the following values championed by our culture: representation, participation, transparency,

and individual rights (Bryson, p. 101). They provide a useful summary of the values underlying the

formal mandates which should also be considered when creating the mission statement. 

Journalism on paper (for the past few centuries a ubiquitous and least expensive medium for mass

communications), the press, or the newspaper, has evolved in American culture along with the role of

the citizen. One of its roles is to foster a public life; to create a community which participates in a

shared narrative reflecting common values. The newspaper is an important social institution, like a post

office or school system, which helps to create the identity of a place. In its absence, a sense of identity

or purpose is lost, and a society is more clearly divided into information haves and have-nots. 

Robert Putnam and others have also identified the importance of social capital in a healthy civic

culture as well as for economic development. These theorists differentiate between two kinds of social



capital. Bonding social capital links networks of similar persons that tend to be inward-looking,

focused on strengthening their own group or organization. Bridging social capital encompasses

different types of people and organizations and tends to be outward-looking. Putnam notes that

bridging capital is much harder to create than bonding capital: “The kind of social capital that is most

essential for healthy public life is an increasingly diverse society like ours is precisely the kind that is

hardest to build” [Putnam and Feldstein, 3]. As we have transformed to a more diverse and inclusive

society, a natural evolution in the role of the press is to help create bridging social capital. 

CPCN is designed to establish such a newspaper. If one does not exist, CPCN can create and operate

it. If one exists but is not playing its important role, CPCN in its normal operations can help transform

the existing newspaper. 

Having completed the mandate analysis, members of the strategic planning team next turned their

attention to clarifying what they understand the mission of CPCN to be. The mission of CPCN is to

define an organizational structure that will embody and foster what we call "Public Journalism 2.0, "

which would integrate several of these intertwining strands of American journalism and culture. Public

journalism 1.0 was a reform movement that started in the 1980s. Its advocates disdain "objectivity" and

seek to play an active role in democratic self-governance by "becoming the experts on public life in the

community" and by acting as "fair-minded participants in a community that works." They built on a

foundation common to all journalists. All journalists perform a vital role in democratic societies by

providing citizens with the information needed to effectively participate in decision-making, and by

holding government to account by maintaining a high level of surveillance of public officials and

promoting monitorial citizenship. The need for a "Public Journalism Version 2.0" arises in response to

the question posed by Michael Schudson. To paraphrase: Who watches the watchers? (If journalists are

watching government officials, who is watching the journalists?) All journalists have traditionally

operated on what Schudson calls a "trustee model" without direct decision making and budget authority

by the members of the community. The mandates of the CPCN call for community goal-setting and



evaluation of the newspaper's performance against those goals--and the ability to direct the non-profit's

budget toward projects identified by the community. 

Whether directly operating a newspaper or whether working in partnership with a privately-owned

newspaper, the CPCN mission is to give the community the ability to set goals for the newspaper and

to identify and fund special projects. One statement of its formal mandate for performance monitoring

specifically requires measurement of representation across the community. While implicitly

demonstrating support for individual First Amendment rights, it also explicitly calls for protecting

minority rights by seeking out and presenting minority points of view. As a member-based

organization, CPCN encourages participation. As a public organization with regular meetings, CPCN

encourages transparency in its operations. These values highlighted by Pietrowski and Rosenbloom--

representation, participation, transparency, and individual rights--should be embodied in all activities of

CPCN.

To summarize, the public value created by the organization is its encouragement of those individuals

and groups who contribute to our shared civic life in a way that develops the potential of each

individual citizen while improving and uplifting our common social, economic, and spiritual lives. 



Appendix B: Stakeholder Analysis
"If an organization has time to do only one thing when it comes to strategic planning, that one

thing ought to be a stakeholder analysis... The key to success...is the satisfaction of key stakeholders. If
an organization does not know who its stakeholders are, what criteria they use to judge the
organization, and how the organization is performing against those criteria, there is little likelihood
that the organization will know what it should do to satisfy those stakeholders." -- John M. Bryson (p.
107) 

Introduction

Stakeholders are defined as those who "can place a claim on an organization's attention,

resources, or output and are affected by that output." (Bryson, p. 27) In addition to the reasons cited in

Bryson's opening quote, Tompkins notes four additional reasons for identifying stakeholders: (1) it may

be a required part of the agency's mission to serve specific stakeholders; (2) the agency may be

dependent on them for political and financial support; (3) stakeholder identification is a prerequisite for

identifying competing and conflicting goals; and (4) the only way for many organizations to measure

excellence is in terms of stakeholder satisfaction. 

This appendix uses two techniques to identify stakeholders: the basic analysis technique

(Bryson, Chapter 4, page 109-112) and the power versus interest grid (Bryson, page 112 and Resource

A, page 337-339). The basic analysis technique involves three steps: 

● Identify exactly who the stakeholders are

● Specify the criteria the stakeholders use to assess the organization's performance

● Judge how well the organization performs against the stakeholders' criteria

The power versus interest grid places stakeholders in one of four quadrants defined by the axes

"power" and "interest," each ranging from low to high. Those in the (low, low) category are termed the

crowd; (high, high) are termed players. (Low power, high interest) are subjects, while (high power and

low interest) are called context setters. 



Identifying CPCN Stakeholders
The key stakeholders in order of importance for CPCN are: (1) the CPCN board of directors; (2)

the CPCN membership; (3) the local business community; (4) other government agencies; (5) civic

organizations; (6) other financial donors or granting agencies; (7) partner newspapers; and (8) future

generations. 

Stakeholder Analysis: Board of Directors
The CPCN Board of directors typically represent the most prominent citizens and leaders of the

community. The primary duties of the directors are executive in nature as outlined in the bylaws, under

a decision-making structure that reproduces the structure of the lawmaking branch of the U.S

Government (two houses and an executive with a weak veto power). 

All decisions shall be made by three groups: two members groups and the Board of Directors.

Any individual may serve on only one of these three groups. For each chapter, the Board of

Directors shall divide the chapter membership into at least two deliberative bodies and may

further subdivide these groups to facilitate personal interaction and discussion. Membership

proposals shall be approved by majority vote of both membership bodies. The board of

directors can recommend changes to the proposal for the purpose of implementation, or can

veto the proposal. The board of directors has a weak veto power, which the two membership

groups can choose to override with a two-thirds vote of each group. If the board of directors

vetoes any membership proposal, a special meeting of the membership shall be convened to

give the members an opportunity to modify the proposal or to override the veto by the board of

directors. In addition to participation on the committee, these volunteers also direct the overall

activities of the organization. 

Roberts gave an excellent summary of the importance of the all-volunteer Board of Directors:

These individuals do everything from keeping meeting minutes to writing grant proposals to soliciting

donations to making significant financial contributions. Because they have joined as volunteers, they



are bound only by their personal commitment and inspired exclusively by the intrinsic rewards they

receive from their participation. Therefore, for the organization to be successful, it must meet the

expectations of its Directors; if all the Directors became dissatisfied and decided to resign, the

organization would cease to exist. 

Roberts identified the following expectations on the part of the Directors: The endeavors

should be successful, so the Directors will not feel that they are wasting their time. The organization

should be run in a professional manner, with expectations laid out, tasks assigned, and the leadership

following up after meetings and laying groundwork prior to the next meeting. Directors expect a

reciprocal level of commitment and respect from each other. Directors need for their obligations to the

Foundation to fit within their other commitments to family, work, and other obligations. 

Stakeholder CPCN Board of Directors
Power/interest classification High power/high interest: Players
Needs, expectations Professionalism; progress/success; commitment from others
Evaluation criteria Will look for a direct one-to-one correspondence between their

request/recommendations and an action taken by the organization in
response. 

Dependence on the stakeholder Critically high; the board must be satisfied

Stakeholder Analysis: Members 
Members represent dues-paying individuals and families who are supporting the organization

through annual dues (a tax-deductible charitable contribution). Members not only directly support the

goals of the organization financially, but the By-Laws state that they shall be asked to directly

participate in one of the three mandated standing committees: 



The Corporation will include at least three other standing committees within each local chapter:

(1) the Public Community Newspaper Performance Review Committee, (2) the Outreach

Committee, and (3) The Special Projects Committee. All members shall be asked to serve on at

least one of these committees. At least one representative from the Board of Directors shall serve

on each of these three committees. 

Stakeholder CPCN membership
Power/interest classification High power / high interest: Players
Needs, expectations Responsiveness by the organization to their ideas, their requests for

service, and their volunteer activities on behalf of the organization. 
Evaluation criteria Will look for a direct one-to-one correspondence between their

request/recommendations and an action taken by the organization in
response. 

Dependence on the stakeholder High; members are the sole source of funding at this time.

Stakeholder Analysis: Local business community 
The local business community is a key stakeholder, because the local community newspaper

can have such a potentially large impact on these businesses. Traditionally, this community has

demonstrated low interest. Local businesses typically do not participate directly in the organization but

through a trade association, professional organization, or Chamber of Commerce. 

Stakeholder Business community
Power/interest classification High power/low interest: Context-setters
Needs, expectations Positive promotion of the community
Evaluation criteria Positive benefits for overall business climate
Dependence on the stakeholder Low

Stakeholder Analysis: Local governmental organizations
Local government agencies expect a certain level of coverage in the local community

newspaper, to initiate discussion of issues or to spread the word about meetings, decisions, or

government activities. The CPCN can provide a mediating role between the governmental organization

and the newspaper by performing an ombudsman-like role in evaluating coverage. 



Stakeholder Government
Power/interest classification Low power/high interest; Subjects
Needs, expectations News coverage of their events of interest 
Evaluation criteria Timely, accurate reporting regarding their organization
Dependence on the stakeholder Low

Stakeholder Analysis: Local civic organizations
Local civic organizations expect a high level of coverage in the local community newspaper. In

addition to regular coverage of meetings, they expect three articles covering the life cycle of

organization-sponsored events: (1) planning stage/call for volunteers, (2) event preview/promotion, and

(3) event coverage/recap. These organizations have high power because a perception by the civic

organization relating to the adequacy of its coverage can influence all of that organization's members in

their perception of CPCN/ the community newspaper. 

Stakeholder Civic organizations 
Power/interest classification High power/high interest; Players
Needs, expectations News coverage of their events of interest 
Evaluation criteria Timely, accurate reporting regarding their organization
Dependence on the stakeholder Medium

Stakeholder Analysis: Other donors 
As a 501(c)(3), the CPCN is eligible to seek grants from other organizations. These grants may

have specific requirements that the organization must meet to receive the funding. The Board of

Directors may direct the organization to apply for such grants as long as they are consistent with the

overall goals of the organization. Typically, these will be sought to supplement funding for projects

already initiated and approved by the board. Donors expect their donated funds to be used in a cost-

effective manner. 



Stakeholder Other donors and granting organizations
Power/interest classification High power/high interest; Players
Needs, expectations Specific requirements associated with specific grants; appropriate

and cost-effective use of donated funds
Evaluation criteria Detailed requirements per grant
Dependence on the stakeholder Low

Stakeholder Analysis: Contracting Newspapers
CPCN can contract with privately-owned newspapers to conduct performance monitoring and

evaluation, and to undertake special projects. These privately-owned newspapers benefit from any

material financed by and provided to the newspaper by the non-profit. 

Stakeholder Newspaper contracting with CPCN
Power/interest classification High power/high interest; player
Needs, expectations Return on investment
Evaluation criteria Free content from special projects initiated by CPCN; increased

community goodwill from investing the time and effort to
participate in the performance evaluation

Dependence on the stakeholder High; the newspaper has to benefit from the relationship or there is
no reason to invest the time and energy in the performance review

Stakeholder Analysis: Future Generations
Newspapers have often been called the first draft of history. The community newspaper has a

special role in recording the histories of those whose stories would likely otherwise never be told.

Future generations will look to the newspaper as the public record of this era.

The newspaper and supporting organizations such as CPCN also have a supporting role to play.

Putnam noted in his seminal study of Italian regional government that the civic traditions of an area can

have an enormous impact on future generations. Machiavelli and others in the "republican" school of

civic humanism concluded that the success of free institutions depended on the "civic virtue" of its

citizens; characterized by engagement (active participation in public affairs), political equality;

solidarity, trust, and tolerance; and participation in associations (social structures of cooperation).



Putnam combines four indicators into a single Civic Community Index that he assigns to each region,

and summarizes the four indicators as follows: "Regions with many civic associations, many

newspaper readers, many issue-oriented voters, and few patron-client networks seem to nourish more

effective governments." 

Putnam's most provocative conclusion traces civic community to Italian history. Two strikingly

different political regimes appeared around 1100: the Norman kingdom in the south built on Byzantine

and Arab foundations; and the communal city-states in the north. The Norman mercenary kings

established an autocratic system variously described as feudal, absolutist, and bureaucratic in the south,

while in the North, communes sprang from voluntary associations, as neighbors swore to provide for

common defense and economic cooperation. These Italian republics would invent credit, relying on

civic networks beyond bonds of kinship; in this way civic engagement made possible vast

improvements in economic life. Putnam found a remarkable parallel between this pattern and the

distribution of civic norms and networks in the 1970s, and concludes that Tocqueville was right:

Democratic government is strengthened, not weakened, by a vigorous civil society.

Stakeholder Future generations
Power/interest classification High interest / low power: Subjects
Needs, expectations Inherit a strong civic culture that promotes

institutions of American self-governance; able to
review newspapers of the day to obtain a complete
history of forebears in the area

Evaluation criteria Easily able to find material in the public records
(births/deaths/marriages/divorces) about their
forebears. 

Dependence on the stakeholder Low

Implications of CPCN Stakeholder Analysis
The following table summarizes the power/interest and dependence rows from the above

summary tables for each of the stakeholder groups, sorted by dependence on the stakeholder:



Stakeholder Power/interest
classification

 Dependence on the stakeholder

CPCN Board of
Directors

Players Critically high; the board must be satisfied

CPCN membership Players High; members are the sole source of funding at
this time.

Newspaper contracting
with CPCN

Players High; the newspaper has to benefit from the
relationship or there is no reason to invest the time
and energy into performance review 

Civic organizations Players Medium
Future generations Subjects Low
Government agencies Subjects Low
Other donors and
granting organizations

Players Low

Business community Context-setters Low

As described in detail in the previous sections, the most important groups are the CPCN Board

of Directors, members, the newspaper partners, and the civic organizations. Other donors are important

only in the context of satisfying requirements for specific grants, which the Board and/or Members

themselves have chosen to pursue. The needs and expectations of these stakeholders do not in any way

constrain the organization's field of action. The Board of Directors and the Members are already

paramount in the organization's by-laws; a Committee and category of activities called "Special

Projects" anticipates and expects the input and direction of this special group of stakeholders. The

primary opportunities for conflict among stakeholders appear between the Board/Membership and the

partner newspaper. As the organization itself may be independent of the newspaper, it may choose to

contract with independent journalists to produce the desired reporting projects.



Appendix C: SWOC Analysis
"To respond effectively to changes in their environments, public and nonprofit organizations

(and communities) must understand the external and internal context within which they find themselves
so that they can develop effective strategies to link these two contexts in such a way that public value is
created." —John M. Bryson, page 123

Introduction
Each organization exists within the context of its larger society. The purpose of the SWOC

Analysis is to examine the internal capacity of an organization as well as the environment within which

it operates, as a prerequisite toward aligning the organization's capacities with those environmental

factors identified as critical for its success. This strategic planning for the CPCN employed the "snow

card approach" [Bryson, pp. 140-142] to identify these key issues. In this brainstorming approach, the

participants provide a series of ideas which are then grouped, organized, and analyzed. The following

questions were posed to the group: What are our major internal or present strengths? What are our

major internal or present weaknesses? What major external or future opportunities do we have? What

major external or future challenges (threats) do we face? 

Strengths
● Community goodwill. Many in the community consider the Clark Fork Chronicle to be "our

paper." CPCN now owns the archives and website for the Chronicle - the leading community

newspaper in the area in terms of the largest circulation, the most awards, strong track record

and reputation for community service and coverage. As the paper is now completely owned by

the community, CPCN should be able to sustain and increase this goodwill indefinitely.

● Internet-ready. All of the content of the newspaper is already on the Internet within a mySQL

database. This includes five years worth of archives and photos. 

● Skilled, talented personnel. The volunteer board of CPCN includes all of the top civic leaders

of the community, including a University of Montana professor of journalism. The staff

members have won numerous awards. 



● Distributed "virtual" office model. The Chronicle used a virtual office, with contributions

from residents in each of the communities. This is a resilient model and continued with little

change after the Chronicle stopped publishing on newsprint. Many of the volunteer staff

members continue to post stories on the website even though they are no longer being paid. 

● Established news organization. The Chronicle has established long-standing relationships

with news makers and organizations and receives ongoing press releases. CPCN will continue

its membership in the Montana Newspaper Association.

● Demographics of readership area. The Western Montana readership area has a population

dominated by retirees and pre-retiree baby boomers. They are members of a demographic

cohort that recognizes the value of newspapers in promoting civic activities. 

Weaknesses
● New non-profit organization. CPCN is a new model that has not yet been explained and/or

demonstrated to people. As a new organization, there is little cash in the bank, and no track record

for CPCN. 

● Demographics of readership area. The readership consists of an aging population that is

accustomed to reading the news on paper. The Chronicle suspended publication on paper during

Dec. 2008 with plans for a print-on-demand solution, and many of these readers are not aware that

the paper is continuing to operate online. 

● No tools in place to continue print publication / no paid staff. The Chronicle has a new model

for its print edition - entrepreneurs may print and sell copies of the paper to generate their own

profits. The website will generate print-ready pages optimized for 11x17 paper, which can be

printed in either color or black and white. Without an ongoing print edition with a specific

circulation, there is not yet the advertising base to support a paid staff member to cover items that

to date have not been covered (local high school sports). 



● Few business leaders among leadership. The board/membership currently does not include the

top business leaders of the community.

Opportunities

• CPCN is in the forefront of a new non-profit alternate-funding model for newspapers. David

Swensen, the chief investment officer at Yale, and Michael Schmidt, a financial analyst at Yale,

wrote an op-ed piece published in the New York Times Jan. 27, 2009, titled "News You Can

Endow." They write: "There is an option that might not only save newspapers but also make them

stronger: Turn them into nonprofit, endowed institutions — like colleges and universities.

Endowments would enhance newspapers’ autonomy while shielding them from the economic

forces that are now tearing them down." 

• Use of high-bandwidth Internet continues to increase. This use will allow the Chronicle to

expand beyond print and color still photographs to include multimedia (audio/video).

• Print on demand. CPCN has created a new model for the printed newspaper, in which the

newspaper creates a print-ready PDF file, and anyone is free to download it and print it themselves

(or individuals can create their own businesses agreeing to print and deliver the newspaper). 

• Unite community leaders. Although the Chronicle stopped delivering a print edition, and there is

confusion about its continued role, there has not been any movement toward support for the

community weekly in the neighboring county. Both civic and business leaders are united in their

criticism of the Mineral Independent (and even considering a boycott). There is a golden

opportunity to unite civic and business leaders together behind a publicly-owned local newspaper

that promotes the interests of the local community. 

Challenges

• Local economy. The decline of the woods products industry hit Mineral County particularly hard



even before the recent national economic crisis. Most of the county is Forest Service land, and

timber harvest has declined significantly over the last 10 years since the area's major mill closed.

The geography of the county--over 85 percent of the land is managed by public agencies--also

means the local economy just does not reach the critical mass needed to sustain local businesses.

Many retirees moved to the area for the quality of life among a highly forested area and the

economy shifted to tourism and a service-based economy. These have also declined due to a

combination of high fuel prices and the decline in wealth. 

● Some sentiment against civic participation. As board member Liz Gupton stated at the inaugural

board meeting, "The people of Mineral County are not public-minded." This point was also brought

out by others in another context, pointing out that over 85 percent of the land is managed by federal

and state agencies, resulting in a sense that individuals can have little impact in the public arena. It

is as though the local civic culture has internalized lessons from this local "Tragedy of the

Commons," seeing in the poor results of federal stewardship the inevitable result of any and all

public initiatives. The overall civic culture also tends to be more politically conservative,

reinforcing a suspicion of public solutions. 

● Interpersonal conflict and feuds. As within any small community, many participants have a

history of conflict with one another. Some of these conflicts have never been resolved but continue

to live on as (mostly low-grade) feuds. This diminishes the capacity of some participants to work

together toward a common purpose. Rather than being able to combine resources and tackle large

projects, these divided individuals are only able to summon the resources for small projects that do

not achieve as much as they may have achieved by including all possible participants.

SWOC Analysis
As Bryson suggests, an organization's identified "Strengths" often prove to be the same as its

"Weaknesses." CPCN has two such strength-weakness pairs: (1) As a new organization, CPCN has the



benefits of being in the forefront with a new model for community journalism, with a board and staff

united in their shared understanding of the organization's mission. However, this also means there are

no institutional donors, no established track record of success, and no brand awareness. (2) The

readership area for the CPCN's first partner newspaper, the Clark Fork Chronicle, is dominated by an

older population of retirees and pre-retiree baby boomers that is very supportive of community

journalism. However, this particular population cohort also prefers its newspapers to be printed on

paper rather than read online from a website or a news aggregator.

Similarly, the issues identified under "Opportunities" and "Challenges," which focus on the

operating environment----also demonstrate some areas of alignment. There has been no movement

toward the competitor community newspaper, creating a window of opportunity for local business and

civic leaders to unite behind this model of public ownership in which a newspaper is "owned" by the

local community. However, a current of sentiment opposed to public ownership and a history of

personality conflicts among key players may prove to block this opportunity. The faltering economy

and the closure of many large newspapers has highlighted the threats to the current models for

journalism, which also creates space for new models.

Overall, the SWOC analysis suggests that the CPCN is poised to help create a new model for

community newspapers, strengthening civic culture by promoting more direct involvement by the

community. The identified challenges, while real and significant, are not insurmountable--they are the

same that would be faced by any small community newspaper. The SWOC analysis inspires a sense of

urgency--to develop software to establish the print-on-demand model, and to pursue funding in the

form of grants, endowments, and membership dues.

Appendix D: Success Factors
How can a plan claim to advance the goals and purposes of an organization if it articulates no big-
picture strategy for achieving success? Businesses have their “business strategies.” They can choose,
for example, between low-cost, high-quality, product differentiation, or niche strategies. Although
public and non-profit agencies do not have “business strategies” of this kind, why should they not have



their own carefully articulated and understood strategy for achieving success?
-- Jonathan Tompkins, Strategic Planning Course Lectures

Bryson (p. 126) provides a series of definitions for "competencies" that offer different shadings

of meaning meant to help the organization better focus on those skills most essential to its success:

● Competency: A capability, set of actions, or strategy that helps the organization

perform well on its key success factors

● Distinctive competency: A competency that is difficult for others to replicate and that

gives the organization an advantage

● Core competency: A competency central to organizational success

● Distinctive core competency: A competency that is central to the success of the

organization that also gives the organization more public value than competitors

The CPCN mission is stated as follows: "Improve the economic, social, and spiritual lives of our

area's citizens through promoting the individual potential necessary for democratic self-governance and

a civic life that works." To summarize the details of achieving this mission (presented in other sections

of this plan), CPCN advances its mission by partnering with (or owning) the local newspaper,

developing bridging social capital by publicizing positive aspects and contributions to the community,

educating and encouraging active participation in the life of the community, and by providing yet

another venue for civic participation by opening editorial and budgetary authority to area residents.

The organizational structure set up to achieve these goals establishes three broad success strategies:

(1) Conduct outreach into the community, inviting people to participate within the organization or

contribute to the newspaper, training them to do both; 

(2) Give members direct budgetary and editorial authority by allowing them to identify and fund

special projects for publication within the newspaper; and 



(3) Create a formal means for citizen feedback and evaluation of the newspaper by contracting to

participate in regular goal-setting and performance evaluation. As a starting point, this committee

can use a template that recommends levels for the number of stories and unique contributors. 

The overall success strategy therefore becomes primarily a matter of building out the organization

in accordance with its by-laws, allowing each of the three standing committees to begin executing

against their individual mission statements. Two additional success strategies are not covered by these

committees and must be explicitly added. There is a need to bolster the paper's editorials to provide 

steady and repeated coverage of the overall mission and goals, especially regarding the spiritual

component. The newspaper or CPCN may choose to follow the example of George McLean and hire a

full-time reporter to cover religion, spirituality, ethics and morality. One key stakeholder group must

also be addressed. 

Five Key Success Factors
The five key success factors for CPCN are as follows:

1. Develop enabling technology. SWOC analysis demonstrated that key stakeholders—retirees and

baby-boomers who are the primary residents of the area—prefer to receive their news in print. CPCN

must provide a way to bridge the new media with traditional print for this important demographic

cohort. A key success factor is to establish the new print-it-yourself model and to recruit entrepreneurs

in each town within the readership area to print and sell copies within their area. 

2. Chart the editorial strategy to align with the mission. To meet its mission goal of uplifting the

spiritual life of the community, CPCN should establish an editorial board for the paper or fund a

dedicated reporter to write on religion, spirituality, ethics and morality.

3. Ensure broad representation. A chairperson must be established for the CPCN Outreach

Committee to direct that committee's activities. The Committee must develop a broad membership that

is representative of the community as a whole. The members can do so by requesting time on the



agenda at meetings of other groups, either talking about the organization or presenting the

"Introduction to Contributing to Our Newspaper" course, then coordinating story and photo

contributions to the local newspaper. 

4. Be accountable to the community. A chairperson must be established for the Performance

Evaluation Committee and the committee must begin its operations, providing regular opportunities for

the community to provide feedback and to offer direction. As a prerequisite for developing a template

of recommended news coverage, the committee must catalog all local government and civic

organizations and local special events.

5. Be responsive to the community. Community newspapers do not typically have the resources

(money or personnel) to tackle extended special projects. A chairperson must be established for the

Special Projects Committee and the committee must begin its operations, soliciting ideas from the

community for these extended projects.


