SOUTHWEST BORDER BUREAU
INTRODUCTION

Texas state legislators file bills to deny citizenship to children of illegal immigrants and charge an 8 percent fee on money transfers sent to Central or South America. In a rare move, the President of Mexico sends three thousand troops to Tijuana just south of San Diego, to battle rampant drug trafficking that’s causing middle class and business emigration to the United States. A New Mexico city councilwoman proposes a city ordinance that would prohibit renting to illegal immigrants. In California, the governor unveils a plan to offer medical coverage to all Californians, legal or not.  

Headlines across the Southwest are dominated by stories about Hispanic immigration, its affect on local communities and a growing backlash against undocumented workers. This is not by any means the first time the U.S. has wrestled with the profound questions surrounding immigration. 

Throughout American history, waves of anti-immigrant sentiment have bubbled to the surface of politics and public policy when citizens, fearful of losing their jobs or simply fearful of “difference,” blamed many of society’s ills – from poverty to crime to economic uncertainty – on new immigrants. 

Over the past five years, the debate over immigration has focused mainly around Hispanic immigrants entering the United States illegally. It has recently become polarized into two ‘quick fix’ but impracticable solutions: either grant some form of amnesty to the millions of illegal workers in the country, or deport them. 

These politically based suggestions oversimplify the complicated questions raised by the current wave of immigration, its effects domestically, and the reaction to it. To understand current conditions and to place them in political and social context it is imperative to understand what situations in people’s home countries lead them to leave behind loved ones, to essentially “indenture” themselves to loan sharks for the money to emigrate, to face difficult journeys into the United States and growing hostilities from citizens once they arrive. What are the political, social, military, or legal and criminal situations in their own countries that lead these people to make the journey? How do U.S. foreign and economic policy affect situations abroad that lead to emigration? 

To consider these issues, and to explore many unchallenged assumptions surrounding illegal immigration and its impact on existing populations in the United States, a working group of stations has embarked on a plan to serve listeners by establishing a regional news collaborative devoted to covering issues raised by immigration along the Southwest Border Region of the United States. 
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Working together, stations will create a Southwest Border Bureau to provide listeners with both a broader and deeper view of the issues that affect their lives. The focus will be regional issues; especially those created by the burgeoning Hispanic population. Reporting will be done in a manner that helps listeners better understand the common, complementary and opposing interests that tie the Southwest Border region together. 

The Southwest Border region includes Texas, New Mexico, Arizona, and California but also impacts Nevada, Utah, Colorado and Oklahoma. It is clearly distinct from other regions of the country in several ways including geography, culture, ethnicity, industry and population. But more than any other region in the country, it is on the front lines of the battle over illegal immigration from Hispanic countries. 

SECTION 1.  NARRATIVE

Motivating Factors

The Southwest Border region is currently experiencing changes that the rest of the nation is unlikely to encounter for decades; changes that will prompt shifts in public policy, civic engagement and political activity in the region.  Areas and attitudes that are already changing due to the increasing Hispanic populations in the region range in topics from education and politics, to environmental stewardship, ethnicity/identity, economy, industry, labor and health care.  

The Hispanic population has increased in Texas by more than 16 percent since 2000; in California, by more than 13 percent. Phoenix is now the second-fastest growing Hispanic market. Hispanics account for 39% of the population.  By 2010, they should pass 50%.The outlook for the growing population of Spanish speakers in many areas of the United States demands coverage, not just on issues of bilingual education and public policy.   

Public radio news in the Southwest Border region, if it is to remain relevant to its current audience, needs to better cover Hispanic issues and better respond to changes that the population shifts will generate. 

The concept behind the Southwest Border Bureau is to increase the ability of individual stations to provide contextual and in-depth reports on region-specific issues and events as well as the international forces at play behind them without adding an economic burden to any. 

With centralized editing and reporters stationed throughout the region and in Mexico, stations will have access to news content with a broader regional perspective but of relevance to communities in which their listeners live. 

An initial service model could involve a managing editor, three to four station-based reporters strategically located across the region and one reporter based in Mexico City who will travel throughout Central and South America to better tell the stories. Every effort will be made to ensure the station-based reporters and the managing editor are bilingual in English and Spanish. It is imperative that the Mexico-based reporter be fluent in both languages.

Editorial Focus

Admittedly, most coverage of Hispanic immigration at local stations to this point has been to examine events and their impact on specific communities. Reporting from the Southwest Border Bureau will focus on the bigger stories – the parallel stories: not just what happens here, but what’s going on in international politics, domestic initiatives or in other nations that provoke impacts here. What are the conditions in other countries that create the breeding ground for flight to the U.S.?  This kind of reporting will better inform public radio audiences about why things unfold in their communities as they do.

There are many unchallenged assumptions associated with illegal immigration and the undocumented workforce. Politicians, themselves often uneducated in the intricacies of America’s arcane immigration law, sometimes offer superficial explanations designed to inflame or deescalate public opinion on the matter.  Reporting by the Southwest Border Bureau would focus on debunking unchallenged assumptions, delving into the specifics of allegations that have merit, and incorporating history, current political and public policy trends, and details of personal experience with larger events. Some possible areas of coverage: 

· examining claims from some lawmakers and groups across the region, in Washington and locally, that illegal immigrants drain more from state coffers than they create. In December, for example, the state of Texas released a report that showed that the ¼ million undocumented workers in the state produced 1.58 billion dollars in state revenues, which exceeded the 1.16 in state services they received. The report also detailed, however, that local governments bore the burden of uncompensated health care costs.

· investigating claims that the children of Hispanic immigrants – whether the children are citizens or not – placed an undue burden on school systems because of their inability to speak or comprehend English.     

· reporting on issues of security, state funding for border control and how continuing national efforts to deal with immigration are heard and affect the Southwest Border region communities. 

· exploring which politicians with which messages are getting elected and which messages about immigration are working with voters.

· racial tensions in the region among different minority groups affected by increased immigration

· looking at what happens as immigrants move from the border region into other areas of the country – what stresses do they produce, what attitudes do they encounter?

· covering the growing illegal drug trade from Mexico into the U.S and its affects on border town economies, safety, emigration, and society.

· examining how protecting the welfare of millions of US citizens who are the children of undocumented workers could mean protecting the welfare of their undocumented parents – which is a political hot potato in many communities right now, from Dallas to San Diego.

· exploring and highlighting the impact of immigration waves on communities, families, churches

· updating the debate’s impact on politics – from who’s getting elected to which messages are resonating with voters and the effect on policy

· exploring the impact of Hispanic immigration on existing infrastructure – from health care to education to regional economies to housing and even resource supply from water to energy. 

All of the stories produced by the Southwest Border Bureau will be guided by the principle of producing stories that encourage citizens in the region to participate fully in civic life and offer a forum for consideration of the region’s civic challenges and opportunities, from which workable solutions may emerge.

Editorial Ramp-up Plan

We expect to launch this project in stages. The critical initial hire will be to employ a managing editor who is familiar with the region and the issues in the region, with specific regard to Hispanic immigration. We expect to hire or reassign reporters at KUT, KPBS and KJZZ. The final “year one hire” will be a reporter in Mexico. All of the reporters will be experienced, self-directed workers who know how to work independently but with critical oversight from station news directors as well as the project’s managing editor. Our expectation is that station-based reporters are bilingual in English and Spanish. Every effort will be made to ensure that is the case. It is imperative that the Mexico-based reporter be fluent in both languages and that this be a requirement for employment. Ideally, the managing editor would also be bilingual or have access to bilingual editor(s). 

Our commitment to this project is so high, that two stations have already begun to hire or to redirect current staff to add capacity for the collaborative. KPBS and KJZZ have reporters who report part-time on the border. Both stations are prepared to commit the reporters full time to the project. We believe it adds strength to the project to have reporters on the ground already familiar with the border as a beat and with their host station. KUT plans to hire a full-time reporter.  

Target Benchmarks

Editorial Output: Initially, we expect to have each reporter file up to 1 feature and up to 1-2 spots per two-week period. As the collaborative matures, and reporters and the managing editor become familiar with logistics and their respective beats, we expect to increase that delivery rate to as many as 1 feature per week from each reporter, with spots on an as-needed basis from each station. While features would likely be shared among partner stations and crafted to reflect given situations in each area, spots may or may not be shared among stations. The understanding in “commissioning” reports will always be that the expectation is that each reporter has enough time to develop and produce reports of network quality and of relevance to the station where he or she is based. Additionally, stations will need to plan for possible acquisitions, especially in year one, to complement coverage around specific events, especially from Central and South America. 

In addition, we expect this collaborative to offer in-depth series on topics demanding special focus. Although this will not be a requirement for the collaborative reporters or editor in the first year, it will become a regular aspect of coverage by year two. 

Civic Engagement: A crucial facet of this project will be to provide reporting that serves the public interest by connecting citizens with information they need to participate fully in civic life. Reporting will speak to a broad spectrum of citizens -- of their issues and concerns, of who we are as a region, and to offer outlets for considering the region’s civic challenges and opportunities, from which workable solutions may emerge.

We expect by year two, that the collaborative will have matured enough to produce public forums at different sites within the region, with heavy input from local stations, to engage the population in discussions of events and situations which affect their understanding of the debate and realities of Hispanic Immigration into their communities.

Content Specialty Training: Stations participating in the Southwest Border Bureau bring with them existing relationships with internationally recognized institutions and experts. Besides offering expert guidance on trends, events and contacts, these relationships also offer a unique avenue for training.

 By year two, we expect to be able to host reporter training events where reporters would come to KUT in Austin or KPBS in San Diego for content specialty training. These training sessions would be in conjunction with educational and other professional organizations. For instance, at KUT in Austin, they would include input and training from the Knight Center for Journalism in the Americas at the University of Texas at Austin and the Centers for Mexican American Studies and Latin American Studies, also at the University of Texas at Austin. In San Diego, training would include input from KPBS’ the Jacob Center on Journalism and San Diego State University’s Program on International Security and Conflict Resolution. 

Reporters from the Northwest Public Affairs Network’s Latino Affairs Desk would be welcome to participate in training. It is possible to envision a further “editorial summit” between the two projects to discuss immigration issues raised on two US borders, as well sharing editorial approaches. 

Distribution Network
We envision that this project will increase the level and quality of local news coverage, not just for stations involved in the project, but by stations nationwide that choose to air reports from the project.

One of the objectives of this Collaboration would be to create a base of knowledge, contacts and a tape archive – all of which would be available to and accessible by stations around the country.

An obvious choice for distributing programming to all stations would be the Public Radio Exchange (PRX). Content produced by the Southwest Border Bureau would be posted for distribution on PRX. The Collaborative would work with PRX to create a “room” or “site” where content could be easily identified and accessed. 

If successful, this distribution could become a model for other stations, networks or regional “Hubs.”

For ease of daily use, member stations would maintain an FTP site, hosted by a member station, for transferring files, stories and research among Collaborative partners, reporters and the managing editor.

Collaborative stations would also explore ways to use and include content in station delivered podcasts, online streams and “yet to be imagined” direct digital delivery to listeners.  

SECTION 2. KEY PLAYERS

Critical Collaboration and Success Factors and Key Players:

Station Collaboration: Direct and substantial engagement of at least three stations with news production experience from across the region.  Participation at this time is committed from KUT in Austin, KPBS in San Diego, and KJZZ in Phoenix. We are currently talking with KPCC in Los Angeles about partnering in the initiative. Even if KPCC were not a full partner on initial startup, the station is interested in airing content and possibly joining in year two or year three. We are aware of promising developments in Las Cruces at KRWG that may lead to a full time reporter there, also as the collaboration matures into year two or year three. Participation in the project could be seen as an opportunity to build editorial capacity and we expect to work toward that goal. Upon initial launch, however, absent a station partner in New Mexico, and depending on content demand and capacity, we envision working with freelancers in that state. Throughout the region, we envision that other stations could join the Collaboration, either as primary partners or secondary partners once a base operation is established.  

The base operation would include a dedicated reporter at each station, a managing editor with administrative support and a web editor which may be shared among a number of stations.  

Collaboration with other stations: This project lends itself to shared content and editorial capacity. For instance, in the Pacific Northwest, the Northwest Public Affairs Network is seeking to hire a bilingual reporter for its network. We believe these two projects together can help build the talent pool of bilingual reporters serving the public radio audience. Moreover, collaboration between both groups could create a place for ad hoc editorial collaboration. As capacity grows there even may be interest in a special report on “border to border” coverage on Hispanic immigrant affairs. 

Start Up Financing and Sustainable Business Plan: The cost of supporting this project will include 4 reporter salaries, a managing editor salary, administrative costs, travel and overhead and infrastructure costs. Support could come from the traditional public radio funding mix of station and partner investments, station fees, grants, foundations and underwriting. The goal is to deliver to each partner station, more and deeper reporting than their investment could deliver on its own. 

Editorial Independence: The editorial focus should be driven by regional issues and the interests of the participating stations. The managing editor must focus editorial guidance on the needs of the stations. Material produced from this Collaborative for national programming will not be exclusive to NPR, although it is expected that reporters will work with the managing editor and NPR’s regional editors to place content on national programming.

Draft Production Model

The editor and reporting staff of the Collaboration will focus on the editorial needs of participating stations.  We envision that news directors from all stations will be involved feeding “in” ideas to the editor, and that the editor will, in collaboration with the news directors, feed “out” a schedule of deliverables. The staff will respond to requests for reports from stations. The staff will not decide what stories should be covered, and do a generic report, inserting “station-specific” cuts, which is similar to the PRI Capitol News Connection model. Because stations best understand their own editorial needs, individual news directors will participate fully in the editorial process of story selection. They will funnel their requests, with background material, to the managing editor. This does not prohibit the reporters and managing editor from “pitching” or recommending stories to stations. 

A number of issues would need to be worked out among participating stations, including how spots are assigned, where reporters are assigned daily, how the Mexican reporter’s duties will work into a deliverable schedule, and to whom the managing editor is ultimately responsible. 

It’s important to note here that there will be news circumstances when station-based reporters are called upon to assist local coverage. We expect some circumstances will arise that will override the objectives of the project (i.e. terrorist event, downtown tornado, flood, city hall shooting). When stations need "all hands" - it is expected that all hands respond. In addition to major local events, we anticipate that there will occasionally be some locally relevant border stories that don't rise to the level of regional interest, but nonetheless should be included in the reporters' portfolio of duties. 
Such items should be negotiated easily among participating news directors, whose main goal is to ensure the Collaboration’s success at providing in-depth reports that cover issues raised by immigration along the Southwest Border Region of the United States and enable residents to consider the region’s challenges and opportunities, from which workable solutions may emerge.

CONCLUSION:

The Southwest Border Bureau will be the first journalistic initiative in the region to apply the core values and depth of reporting and craft unique to public radio to examine the profound implications of the population shifts underway in the region and their impacts on citizens and communities. 

Reporting will be done in a manner that helps listeners better understand the common, complementary and opposing interests that tie the Southwest Border region together.  Our southern border is both an arbitrary demarcation of common interests and a symbolic thread through the Southwest experience of the America. The Southwest Border Bureau will help stations and their audiences explore these implications by providing listeners with context, perspective, understanding and motivation to consider the issues raised by changing demographics – across the region, across the nation, internationally, and in their own back yards. With guidance and support from NPR, the programming produced will be network caliber and appeal to audiences in the region and nationwide.  

SECTION 3. BUDGET

The budget for the Collaborative supports reporters in California, Arizona, Mexico and Texas, freelancers, managing editor, project management and web support. In out years the reporter pool may expand to include a full-time reporter in New Mexico.

The initial support for this effort will come from three partner stations, KUT (Austin, TX), KJZZ (Phoenix, AZ), KPBS (San Diego, CA) and NPR’s Local News Initiative. Content from the collaboration will be of use and value to stations throughout the Southwest and national producers and programs. To sustain the Collaboration over time we expect a broader mix of support to include continued partner investment, station fees, licensing fees from national producers and special project funding from grants and gifts. 

What follows is a description of key budget elements by year.

Year One

The first year of operation will involve several key hires and project ramp up. It is likely that not all positions will be filled at same time. This is reflected by less than 100% assignments in the budget. 

Hub Personnel 

Reporters and/or positions are currently in place in San Diego and Phoenix. These reporters will be able to contribute to the project as soon as the managing editor is on board and operating. The managing editor will be instrumental in the hire of the Texas and Mexico reporter.

Project Director will provide overall coordination and business management and support of the project with the assistance of a part time Administrative Associate to coordinate travel, payments, schedules etc. In year one it is expected that most of the Project Director’s time will be allocated across start up logistics and coordination among partners as well as business planning. 

Web Editor will likely be partial commitment of a full-time position. 

Freelancer(s) will be used in New Mexico.

Note that salaries may vary based on location, skills, and experience. 

Other Expenses

Professional Services will include legal and accounting as needed.

Travel includes reporter and managing editor travel. 

Space/rent for an editorial office in Mexico, if needed. 

Furniture will be provided for the station-based reporters. Additional furniture for Mexico based reporter will be acquired if needed. 

Wire services will include expanded or additional access if needed. 

Phone/communications will be supported by the station partners.

Supplies/postage/materials will be supported by the station partners. 

Equipment will be provided for the station-based reporters at their stations with the partners and LNI providing equipment for the Mexico reporter and Managing Editor. 

Training may include group meeting/training as well as individual skill and content training efforts. 

Acquisition will cover ad hoc freelance production/acquisition. 

Contingency is 15% of Other Expenses.

Overhead is 20% of all expense and will help the lead station provide overall coordination and management. 

Revenue and Support

The partner stations will provide partial funding for station-based reporters, project management, web support, the Mexico reporter and overall general expenses. 

The LNI will provide similar support as well as supporting the managing editor and overhead. 

Some licensing fees for content provided to national producers and programs may materialize in the first year. 

Year Two

Hub Personnel 

All planned positions reach 100% including the addition of a New Mexico based reporter and subsequent partner support from a New Mexico based station. 

The attention of the Project Director will shift to station relations throughout the region to build station support and fees as well as working with partners on gift and grant development. 

Other Expenses

Training will include hosting content training sessions for partner and non-partner station reporters within the region. 

Revenue and Support

There will be a major effort to secure station fee/subscriptions from throughout the region. 

Licensing fees should increase as quality and quantity of content grows. 

Gifts and grants should materialize based on initial track record and the development of special reporting projects. 

Year Three

Hub Personnel

Standard salary increases for personnel.

Other Expenses

Training will be expanded to offer content-specific training to station-based reporters throughout the system.

Revenue and Support

Station and licensing fees should continue to grow with use of content.

Special content and training projects should emerge that connect with grantor and donor interests. 

Year Four

Revenue and Support

Earned revenue will provide the majority of project support. 
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