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Executive Summary

Queer Women of Color Media Arts Project
(QWOCMAP) is a vital hub, a centrifugal force
sending ripples of transformation through
concentric circles of impact—from Arts &
Culture and Film & Entertainment to LGBTQ+
justice and representation, to the larger arena
of racial and social justice movements across

the globe.

Through more than two decades of
evolution, QWOCMAP has consistently led
from the margins, developing practices
that the broader field would take years to

recognize.

For 25 years, operating without any
institutional support from major film
funders, QWOCMAP has democratized
filmmaking—nhistorically art’'s most expensive
and exclusive medium—creating pathways
for stories that challenge oppression and

imagine liberatory futures.

As QWOCMAP enters its next chapter,
extensive community engagement has
revealed four key priorities that honor this
legacy while pushing toward even more

transformative futures:

QW@CMAP

1. Claim QWOCMAP's rightful place as

a field leader and movement catalyst

2. Transform funding relationships
through meaningful engagement

and mutual accountability

3. Strengthen organizational capacity
through revolutionary leadership

models

4. Deepen impact and scale artistic
vision through strategic community-

centered programs

With a steadfast commitment to its
radical vision and community-centered
values, QWOCMAP—as a local light and
transnational beacon—wiill continue to
illuminate the path toward liberation.
With amplified influence, significant
sustainable funding partnerships,
deepened organizational capacity, and
expanded programming, QWOCMAP
will strengthen its role as a vital hub
for queer and trans filmmakers of color
while advancing toward a more just and

liberated future for all our communities.




Organizational Overview
Film AS Movement: Changing Who is Behind The Lens

QWOCMAP's radical innovation goes beyond questions of representation and even farther still than diversity,

equity, and inclusion. By changing who is behind the lens, QWOCMAP fundamentally transforms what appears

onscreen. This shift moves us from extremely limited and often destructively stereotypical depictions toward

just, compelling, and representative films.

What makes QWOCMAP's approach revolutionary is understanding systemic bias as a CRAFT issue. Technical

and creative decisions in filmmaking directly tie to social justice implications. Through this lens, every aspect

of film production becomes an opportunity for transformative change.

QWOCMAP’s “Film AS Movement” framework is grounded in four essential elements:

1. Authorship

Who tells the story: LBTQIA+ people
of color filmmakers create authentic
narratives from within their

communities.

3. Community Accountability

Films emerge from and remain
accountable to the communities

they represent.

2. Narrative Sovereignty

Who controls the story:
Communities have direct control
over how their experiences are

portrayed and shared.

4. Ethics

Non-extractive practices ensure
filmmaking serves rather than

exploits communities.
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Core Values

Safety, Welcoming, & Belonging

We build pan-ethnic, multi-racial
spaces that honor our varied
identities, histories, and traditions. We
ensure that people and communities
most affected by inequity are visibly
leading, while creating spaces of

genuine welcome and care for all.

Revolutionary Learning

Our community deserves the best,
which means our work is grounded in
continuous growth and improvement
driven by community needs. As

a learning organization, we take
calculated risks, view challenges as
opportunities for growth, and support
collective development through
rigorous reflection and adaptation.

Radical Transparency

We do what we say we are going
to do, communicate openly about
our needs and limitations, and
hold ourselves accountable to our
community. We focus on solutions
we can control and learn from our

mistakes.




Care as Liberation

Rooted in disability justice

principles, we recognize that care is
fundamental to changing the world.
We move beyond basic accessibility,
embracing transformative practices
that honor and heal all bodies, minds,
and spirits. Our approach centers
collective care as essential to justice
and liberation.

»* QW@CMAP

Collective Power

We believe, as Ella Baker
demonstrated, that “strong people
don’t need strong leaders”. We
both cultivate leadership within our
community and within ourselves by
recognizing that systemic change
requires that we also transform our
own thoughts, behaviors, and ideas.

Emancipatory Fun

We bring humor, pleasure, and love
to our social justice work. We know
that play is an important form of
active communication that allows

for creative expression and breaks
free from constraints. We celebrate
our communities’ creativity and
resilience, recognizing that joy itself is
a form of resistance and renewal.







History

OWOCMAPemergedin2000fromacritical question:
“Whois going tomakeour films?” Atatime whenthe
San Francisco Bay Area was considered the cutting
edge of national cultural and political movements,
representation of leshians of color remained limited
and tokenized, while trans people of color were
nearly invisible. The dominant narrative of single-
issue politics determined who gained access to
media-making resources and national platforms.
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For founder Madeleine Lim, an immigrant Asian lesbian filmmaker,

this reality sparked a revolutionary vision. As she recounts:

“l had completed a film called Sambal Belacan in San Francisco, as

my thesis film. And it received a couple of Film Awards, which | was

very proud of. And it was on the international film festival circuit

for several years. When | was able to, | attended some of these film
festivals, and they were...human rights film festivals, people of color
film festivals, LGBTQ film festivals, different types of film festivals, and
at each of these film festivals, | found that | was among one handful
of queer women of color filmmakers. And so for me, the question
was ... well, who's going to make our films? If we're not making films
of our own lives in our own communities, who will? Are we going to

wait for Hollywood to get it right?”




This question birthed QWOCMAP, rooted in

an organizing ethic that would become its
hallmark: film as movement. While mainstream
organizations focused on representation as

an end goal, QWOCMAP pushed deeper,
democratizing filmmaking by providing

free training, equipment, and resources to
communities systematically excluded from the

world’s most expensive art form.

By changing who is behind the lens,
QWOCMAP fundamentally transforms

what appears onscreen. Our “Film AS
Movement” framework moves us beyond
limited, stereotypical depictions toward just,
compelling narratives grounded in narrative

sovereignty, authentic authorship, community

accountability, and ethical practice.

QWOCMAP’s community focus has enabled the
organization to create often prescient and highly
relevant and tailored programs. With 500 films, it
holds the largest existing catalog of films created
by LBTQIA+ BIPOC. Through its evaluation and
data practices, it is also the largest repository

of culturally humble, longitudinal data about

LBTQIA+ people of color in the world.

Throughout its history, QW OCMAP has modeled
what community accountability looks like. Long
before today’'s conversations about representation,
fairness and access, or diversity, equity and
inclusion, QWOCMAP was developing responsive,
iterative practices that centered the leadership
of LBTQIA+ BIPOC communities. Rooted in a
working-class and immigrant ethic that values
resource sharing and collective care, QWOCMAP
has consistently demonstrated how to build
sustainable movements while maintaining deep
accountability to community. Our approach
encompasses feminist abolition, Indigenous
sovereignty and land back principles, Black
liberation, and disability justice—always pushing

toward more liberatory futures.

With a small but mighty staff, we have nurtured
generations of queer and trans filmmakers of color
through carefully tailored programs, building a
radical archive of nearly 500 films that document
our communities’ struggles, triumphs, and visions
for liberation. Our approach emerges from a legacy
of radical queer women of color and transgender
women of color artists and organizers, from

the Combahee River Collective to Audre Lorde,
from Sylvia Rivera and STAR to Miss Major, who
understood that art and culture are essential tools

for movement building.
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QW@CMAP

Queer (Film) Futures

After 25 years, we stand at a
pivotal moment of both challenge
and opportunity. Our work has
cultivated an entire ecosystem of
support, resistance, and creative
liberation, achieved through
intentional relationship building
and without the institutional

funding that supports our peers.

At the heart of our vision lies a
fundamental understanding: how
the world sees and thinks about
LBTQIA+ BIPOC communities
directly impacts how it treats our

communities.

Therefore, our strategic priorities
shape a larger mycelial network

- bridging film & entertainment,
arts & culture, and social justice
movements - that builds narrative
power to transform the world. This

vision will manifest through:

Narrative Power Infrastructure

that connects filmmakers and movement organizations
together beyond traditional work-for-hire relationships.
Our “Movement Match” initiative will facilitate partnerships
that co-create narrative strategies and campaigns with

lasting impact.

Solidarity Economies

that support organizations, filmmakers, and communities
beyond capitalist economic systems. Our five-year
research initiative will codify indicators of financial health
by combining resource mobilization with liberatory

community buiding for lasting impact.

Filmmaker Development

and Support that positions filmmakers as an integral

part of the creative workforce. Through QWOCMAP
Productions, creative opportunities, and our new QTWork
Apprenticeship Program (aligned with the National
Apprenticeship in Media Arts & Creative Technologies),
we'll ensure filmmakers receive the worker protections

and support available in other fields.

Widespread Implementation of Intentional Practices

within organizations - demonstrating that social justice
requires not just policies and ideas but transformative ways
of viewing the world, developing adaptive capacities, and

relating to each other.



When implemented with adequate
resources, this vision will strengthen
QWOCMAP, support LBTQIA+ BIPOC
filmmakers, and transform the field —

not only creating counternarratives but
forming new stories about the futures

our communities deserve. By shifting the
mental models and cultural mindsets that
drive bias and discrimination, we continue
our legacy of revolutionary change through
both the films we create and the values

and practices that guide our work.




Programs

QWOCMAP's revolutionary vision

“Our Filmmaker Training

Program is really all about

materializes through three core leadership development. To

programs that democratize filmmaking make a film, you're rallying your

while bU|Id|ng Community power. owhn crew, you got to get people

in front of the camera, we got to

get people behind the camera,
you've got to sell your idea so

that they come on board.”

As Founder Madeleine Lim explains:
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Programs OWCMAP

1. Filmmaker Training Program

Nurturing Community Leadership

QWOCMAP's sighature program develops » Free professional workshops and
leadership and creativity while transforming equipment access

filmmaking from an exclusive art form into a » Mentorship and industry connections
tool for collective liberation. In contrast to the

» Trauma-informed, resilience oriented,

exclusive nature of filmmaking, this program ) . .
healing centered learning environments

is free of charge to LBTQIA+ BIPOC to remove
economic barriers to participation. It goes beyond » Transportation and meals

technical training to create a comprehensive .
» Emotional wellness support

ecosystem of support that includes:

Impact & Vision

IMPACT SINCE 2000

507 films completed by LBTQIA+ BIPOC creators
80 professional workshops conducted at no cost to participants
632 filmmakers trained across diverse communities
$226,125 in grants, commissions, and payments to 39 LBTQIA+ Black filmmakers in 2024
$10,000 in Filmmaker Grants awarded in 2022

$95,427 in stipends and creative gigs since 2018 through Film & Freedom Academy

VISION FOR THE FUTURE
Expand our instructor network to 15 trained facilitators
Increase workshop capacity to 4 per year to reduce waiting list

Grow filmmaker support to $575,000, serving 100 filmmakers




Programs

2. Film Festival

QW@CMAP

Celebrating Our Stories, Building Global Community

The International Queer Women of Color Film
Festival builds community and cross-movement
solidarity while connecting to the broader
landscape of LBTQIA+ BIPOC cinema worldwide.

The program is free of charge for filmmakers to

submit their films and free of charge to audiences.

Since 2004, the film festival has premiered both
the powerful films emerging from QWOCMAP’s
workshops alongside works by LBTQIA+ BIPOC
filmmakers from around the globe, creating a
unique platform for productive public dialogue

and community building.

Impact & Vision

IMPACT SINCE 2003

The film festival models what truly accessible and

inclusive cultural spaces can look like, featuring:

» Free admission to remove economic barriers

» Open captioning and audio description of all films
» ASL interpretation for all events

» Trauma support services

» Fragrance-free spaces

» Alternative approaches to safety that avoid police
presence

films screened, centering LBTQIA+ BIPOC stories and voices

94 screenings conducted with comprehensive accessibility features

28,324 audience members engaged since 2007

$50,000 in direct resources provided to featured filmmakers

VISION FOR THE FUTURE
Triple filmmaker support to $150,000

Expand hybrid model to reach global audiences

Deepen accessibility features and community engagement




The Film Festival's impact
became especially clear during
the 2020 pandemic when it
shifted to virtual programming,
creating crucial connections for
isolated community members

across the globe.

As one attendee shared:
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3. Boutique Film Distribution

Advancing Political Education & Movement Building
“We've got films about

queer parents of color

Through custom curatorial services that raising children. We've
strengthen political education and movement

building, QWOCMAP's boutique film distribution

got social justice

documentaries. We've
program manages the world’s largest collection .

i got films about mental
of queer and trans films of color. The catalog spans

genres and topics, from coming out narratives to health. About comedies,

social justice documentaries, from mental health romance, sci fi... And film

explorations to science fiction. really has the ability to put

a face on the issue... It's
really a way to put faces
and people to those issues

and share their stories.”

Impact & Vision

IMPACT SINCE 2005

Reached 25,000 people across six continents
Provided custom curatorial services to organizations, movements, and educational institutions

Advanced political education through media-based curriculum development

VISION FOR THE FUTURE
Expand annual reach to 2,500 people per year
Develop tiered pricing structure to balance accessibility with sustainability

Create Movement Match program connecting filmmakers with social justice organizations
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Programs

Care as Revolutionary Practice

QWOCMAP stands alone in its revolutionary
methodology for transforming filmmaking.

The organization integrates care throughout every
element of its work as a core practice rather than

an add-on or afterthought.

This peerless approach addresses multiple
dimensions of access simultaneously as an
inseparable part of the creative process itself.
QWOCMAP recognizes that true creative liberation
requires environments where all aspects of human

need are honored and supported.

Throughout all its programs, QWOCMAP
demonstrates that true access means more than
removing financial barriers. As Kristin Wygal, VP,

Shoot Production at NBCUniversal notes:

uch giving a voice
s giving a tool to
actual physical

hose mentors,
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This comprehensive approach to access has created As said of their experience in the
lasting impact, as , Founder of Filmmmaker Training Program’s 2024 Film & Freedom
Sisters in Cinema and QWOCMAP Advisory Board Academy:

Member, reflects:

“Longevity. It still exists. That so
Mmany organizations started by folks
of color, women in particular, do not
survive... The fact that it's accessible
to everyone. It's not elitist. You don't
have to pay $50,000 a year in tuition.
So that's remarkable, and that
they've been able to survive and to
continue to serve our communities

with such care.”

Each of our programs build on and reinforce the
others, creating an ecosystem that nurtures both
individual filrmnmakers and broader movements

for social change.




Programs

The Path Forward

As QWOCMAP approaches its silver anniversary,
our leadership role at the nexus of film, arts &
culture, and social justice movements becomes
even more vital. Through our integrated
programming—from filmmaker training to
festival exhibition to boutique distribution—we
have created a comprehensive model for how

organizations can:

» Follow and act on the leadership of historically
marginalized voices — “nothing about us without
us” — without tokenization

» Transform trauma into healing and collective
power

» Create safety within commmunity outside of
oppressive systems

» Build sustainable, values-aligned practices

» Create true accessibility, welcome, and belonging

» Nurture commmunity leadership and creativity

The challenge now is ensuring this vital hub
receives the resources and recognition needed

to continue and expand this essential work.

As Managing Director Kebo Drew notes:

“If you want to shift narratives
about Black folks, and you're
including queer and trans black
folks, then you need as many
filmmakers making stories as
possible, and they're going to

need resources to do it. Our

filmmakers, that is how we invest

in our legacy, supporting these

leaders and visionaries.”

Rising to this challenge requires strategic action across multiple fronts. QWOCMAP must affirm its rightful

place as a field leader; expand its funding streams while maintaining commmunity accountability; strengthen its

organizational capacity while ensuring sustainable leadership transition; and deepen its artistic impact through

strategic programs. These priorities emerge from deep engagement with community needs and opportunities,

as revealed through careful analysis of QWOCMAP's current position and potential for growth.




Strategic
Priorities
Building through Relationships

We stand at a critical juncture. For 25 years, we have
maintained exceptional artistic and programmatic
quality despite operating without the institutional
support from major film funders that peer
organizations enjoy. Our filmmaker training program
has consistently maintained a 3-year waiting list since
2000 - each time we expand capacity, commmunity
demand grows further, demonstrating both the

critical need for and unique value of our approach.

Our strategic priorities address this challenge through
our distinctive relationship-centered methodology.
We recognize that lasting change emerges through
intentional relationships - with community, partners,
funders, and each other. By deepening these

relationships, we build the capacity to:

- Match our demonstrated impact with
appropriate resources

- Support ongoing program excellence and
innovation

- Navigate changing political and funding landscapes

- Create space for visionary thinking alongside
day-to-day work

- Preserve our revolutionary values during growth

This relationship-based approach

operates across four dimensions that

inform all our priorities:

Resource Relationships

Securing growth capital that aligns

with our values

Adaptive Relationships

Building flexible systems that respond

to changing conditions

Community Relationships

Deepening accountability to those

we serve

Internal Relationships

Creating infrastructure that supports
knowledge transfer and collaborative

leadership

From this foundation, we pursue four

strategic priorities:



Strategic Priorities

1. Claim Our Rightful Place
as a Field Leader and
Movement Catalyst

Our proven approaches to accessibility, community
accountability, and cultural transformation offer vital
lessons for the field. As independent producer Brenda
Coughlin notes about our work, we represent “the
work, theoretical work, the insight... an organizational
manifestation of that moment.” We will focus on
sharing these insights while maintaining deep

community roots.

Strategic Approach

Implement multi-faceted communications strategy

- Assert our persistence of vision and position
“Film AS Movement” as a framework for cultural
transformation

- Document how “Art IS social justice” manifests
in practice

- Share our groundbreaking disability justice practices
that demonstrate what operationalizing accessibility
looks like

- Share wisdom on building transformative and
pre-figurative cultural spaces

- Tell the stories of how access to filmmaking changes

lives and movements

QW@eCMAP

- Highlight our 25 years of innovation that
Emiko Ono describes as “unapologetic
and unbending in its work to advance

race equity, gender equity”

Leverage multiple platforms for visibility

- Amplify the voices we have nurtured
- Create spaces for filmmaker-activists
to share their insights
- Document our innovative methodologies
- Build platforms for community

knowledge-sharing

Invest in strategic marketing that centers

community

- Increase visibility while maintaining
accountability and roots in community
- Attract new audiences while deepening
existing relationships

- Drive engagement that creates
meaningful connection

- Build recognition that brings resources
back to community

- Demonstrate what Chi-hui Yang, director




Strategic Priorities

of the Creativity and Free Expression team

at the Ford Foundation, observes about

our impact: “Investment in individuals
through creativity and filmmaking, result[s],
in the longer term, in more than just
filmmaking careers. Their work results in civic

participation and leadership.”

Implementation

Document and Share Our Legacy

- Engage an ethnographic researcher to
document our revolutionary practices, impact
stories, lessons learned, and successful
methodologies

- Create accessible materials highlighting our
core values, disability justice, community-
centered design, and models for building
narrative power

- These resources will not only cement our
legacy but also illuminate pathways for others

to follow
Amplify Our Voice

- Implement a new Communications Strategy
with messaging that resonates with diverse
audiences

- Expand thought leadership through
publishing methodologies, creating speaking
opportunities, and establishing platforms to
share insights

- By elevating our voice, we will not only amplify
our message but also reinforce our position as

a leader in cultural transformation




Strategic Priorities

2. Transform Funding
Relationships Through
Meaningful Engagement and
Mutual Accountability

Just as we have democratized filmmaking through
free workshops and accessible programming, we
have been at the forefront of resource mobilization
within the nonprofit field. Now, we need to transform
how our own work is resourced. Our previous
experience has demonstrated that our ongoing focus
on financial scenario planning, for the near-, mid-,
and long-term, has been the key to our survival. This
outlines strategies and fundraising plans encompass

the next 5 years.

As one stakeholder noted, being dismissed as “too
niche” by funders reflects the very systemic barriers

we work to dismantle.

QW@CMAP

Strategic Approach

Launch campaign for multi-year,

unrestricted institutional funding

- Champion investment that truly honors
QTBIPOC cultural work’s value

- Secure support that allows for deep,
sustained community engagement

- Build relationships with funders who
understand that “LBTQIA+ BIPOC
freedom means that everyone is free”

- Develop additional earned income
streams that honor both community
accessibility and institutional
accountability for resources

- Advocate for multi-year, unrestricted
funding that recognizes the true value of

QTBIPOC cultural work

Implement robust donor stewardship

program

- Institute a new Resource Mobilization
leadership role to increase financial
resources i.e. increase individual donor
commitments, attract new donors, and
deepen fundraising campaigns

- Deepen relationships and create
additional ways for supporters to invest in
our work as an investment in community
liberation

- Demonstrate how “film as movement”

creates lasting change

>




Strategic Priorities

Develop earned income strategy honoring

accessibility and equity

- Expand capacity to manage our existing tiered
pricing structure

- Expand boutique distribution to reach more
audiences hungry for authentic stories

- Share our curatorial expertise and experience in
building accessible cultural spaces

- Develop educational and movement resources to
extend our impact

- Create new earned income streams that
uphold community accessibility while ensuring

institutional accountability for resources

Implementation

Expand Resource Development

- Launch a Multi-Year Funding Campaign that
builds relationships with national funders and
expands institutional giving strategies

- Deepen and develop Earned Income Streams
through expanded tiered pricing models,
consultation packages, educational resources,
and distribution

- Our approach challenges traditional funding
models, ensuring that growth always flows back

to the community

QW@eCMAP
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onstrated what becomes
ginalized communities gain

's transformative power. As we look
the next 25 years, how do we ensure this vital

ork continues for generations to come?

Strategic Approach

Develop a comprehensive succession plan to

ensure sustainable leadership transition

- Document the unique methodologies that have
made us a field leader in accessibility, safety,
welcome, and belonging

- Document and expand existing leadership
development practices that successfully embody
collective power and shared leadership

- Build systems that preserve institutional knowledge
while allowing for evolution

- Ensure the continuation of our values-aligned

practices

Invest in strategic capacity-building

- Expand our existing network of trained
instructors who practice Film As Movement
and embody our values

- Develop staff roles that maintain our high-
touch, deeply responsive approach

- Strengthen infrastructure while preserving
accessibility

- Document our proven methodologies that
empower filmmakers to transform their

voices and visions into powerful stories
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Strategic Priorities

Foster transformative collaborations

- Build partnerships and develop
coalitions that extend our model
of true accessibility

- Create larger networks that
strengthen the ecosystem of
QTBIPOC cultural work

- Develop new collective approaches
to resource sharing including
solidarity economies

- Deepen community accountability

practices and collective impact

Implementation

Build Sustainable Leadership

and Infrastructure

- Develop an expanded leadership
model that documents our
founder's knowledge, creates
additional leadership pathways, and
establishes systems for collaborative
decision-making

- Strengthen infrastructure through
documented systems, additional
roles commmitted to social justice
practices, and an expanded network
of staff, instructors, mentors, and
partners

- These efforts will ensure that our
leadership is as enduring and
transformative as the work we

produce

4. Deepen Impact and Scale
Artistic Vision Through
Strategic Community-
Centered Programs

Our catalog of nearly 500 films spans diverse issues
and communities, providing a powerful platform
to put faces and stories to critical social issues.

This priority builds on our proven ability to nurture

community voices while expanding our reach.

Strategic Approach

Enhance Filmmaker Development

- Expand access to filmmaker development sessions
covering essential skills (fundraising strategies,
budget management, distribution pathways)

- Support the creation of a self-sustaining filmmaker
network

- Strengthen existing hybrid programs that bridge
geographic barriers

- Expand programs and grants providing crucial
technical and financial support

- Launch initiatives that expand access to filmmaking

tools and knowledge



W&®CMAP

Build Transformative Collaborations

- Develop structured programs for deep
organizational partnerships that strengthen the
entire ecosystem

- Create sustainable systems to support long-term
collaborative relationships

- Foster partnerships that amplify collective power
and impact

- Strengthen cross-sector movement relationships

through expanded formal collaborative programs

- Forge strategic alliances and coalitions that extend

our liberatory vision across fields, industries, and

movements

QW@eCMAP

Expand Proven Model of Tailored Programming

& Curatorial Practice

- Continue successful practice of tailoring
programs for specific communities, amplifying
voices from the margins

- Deepen model of matching all program elements
with the specific community being served

- Support communities in telling their own stories,
their own way

- Amplify curatorial practice that ties commmunity-
specific filmmaking to film festival screenings
and movement building

- Anchor and expand our role in building narrative

power infrastructure

Implementation

Enhance Program Impact

- Strengthen Core Programs by expanding
filmmaker training capacity, enhancing festival
accessibility, launching movement match
initiatives, and documenting curatorial practices

- Deepen Community Engagement through
tailored programs, expanded global connections,
and comprehensive filmmaker support

- Every program we offer serves as a catalyst for
transformation, proving the power of film to drive

change




Success
Metrics and
Implementation
Framework

Community-Centered
Evaluation Approach

We measure success through a culturally humble
lens that values stories, relationships, and movements
alongside quantitative metrics. As Sahar Driver notes,
we must ask “what does it mean to have one story
valued, shared, and engaged within the community?”

Our evaluation framework integrates:
Research and Documentation

- Analysis of historical data, external sources, and
community needs

- Documentation of individual artist development and
community capacity

- Tracking of narrative shifts and movement

leadership growth

Human-Centered Design

- Program creation based on community
input

- Iterative development through lean
experimentation and feedback loops

- Community surveys, interviews, and

dialogue sessions

Artist career tracking and impact analysis
A key priority is documenting these
non-extractive practices while building
systems to sustain them through

leadership transitions.



Success Metrics and Implementation Framework

QWeCMAP

Success Metrics and Implementation Timeline

Our implementation plan identifies specific metrics across four areas,

arranged in a phased approach contingent upon securing adequate resources:

Phase 1(Year 1-2)

Strengthening the Core - Financial
Foundation

- Launch funding campaign for multi-year
support from 3-5 national funders

- Establish earned income framework
(goal: 20% of budget)

- Build growth capital and risk capital
reserves

Phase 3 (Year 3)

Deepening Impact - Program Expansion

- Increase filmmaker training capacity by
25% to reduce 3-year waiting list

- Launch hybrid festival model reaching
global audiences

- Implement Movement Match program

- Strengthen accessibility services and

community support

Phase 2 (Year 2)

Growing Capacity - Organizational
Infrastructure

- Document founder’'s methodologies
and establish leadership transition plan

- Expand staff and instructor network
to 10-15 trained facilitators

- Implement technology updates and
documentation systems

- Build operational resilience through
cross-training and process documentation

Phase 4 (Year 3-4)

Amplifying Influence - Field Leadership

- Publish methodologies and best practices

- Secure regular speaking engagements

- Expand media presence to amplify our
approach




Success Metrics and Implementation Framework

Values-Aligned
Risk Management

Our approach to risk management aligns with

our core values by prioritizing:

Financial Sustainability

Diverse funding streams and growth models

Operational Resilience

Adaptable program delivery and documented

processes

Community Safety

Trauma-informed practices and alternative security

approaches

Conflict Resolution

Transparent decision-making and community

accountability

This strategy ensures that we remain resilient
and aligned with our radical vision, even in times
of challenge, guided by the principle that “our

transformation is the key to social justice.”

QW@CMAP




onclusion

“We prioritize our community. | would just
like for our community to be valued. So
that we can receive the kinds of resources

that we need to grow, because it's viewed

as having an important place, culturally,

artistically and culturally.” - Madeleine Lim

A Global Beacon for Liberation

Now is a vital moment for this
groundbreaking organization.
QWOCMAP’s organizational wellbeing
is directly tied to the wellbeing of

the LBTQIA+ BIPOC filmmakers and

community that it serves.

Amidst rapidly escalating authoritarian
attacks on trans and queer people, on
critical race theory, on diversity, equity,
and inclusion, on self-determination

of our communities and the right to
direct what happens to our bodies, on
the ability to tell the truth of history and
very our own stories, QWOCMAP stands
as a global beacon of resistance and

resilience, reclamation and renewal.

For nearly 25 years, QWOCMAP has
demonstrated what becomes possible

when marginalized communities

gain access to film's transformative power. Their work
has created not just films, but an entire ecosystem
of support, resistance, and creative freedom—built
through intentional relationship building and without
the institutional support of major film funders that

sustains their peers.

Resource competition and undercapitalization has
always been a persistent issue in the field, yet in the
current moment, political backlash has fueled funding
cuts at the federal, state, and city level, and economic

uncertainty and inflation affect multiple communities.

Even in these times of intensifying crisis, QWOCMAP’s
uniqueness shines. Its steadfast commitment to
LBTQIA+ BIPOC means that when others would wilt or
prune, QWOCMAP roots deep and branches out.
QWOCMAP understands that sovereignty, liberation,
justice, and abolition are more than systems and
policies, they are ways of being and relating through

reciprocal, collective care.




Conclusion

Hope is a discipline that the organization enacts, lives, and embodies through its practices, programs,
and operations. Grounded in its radical history, it dives into resistance and jumps into mischief through
shared learning, support of organizations, institutions, and mutual aid networks, and gathering joyfully

to sustain communities and collective liberation.

Investing in QWOCMAP's strategic growth means supporting its proven ability to cultivate
relationships that build narrative power and fuel liberation. It ensures that more queer and trans
filmmakers of color access vital resources, more stories reach their audiences, and more communities
see themselves reflected with humanity and dignity. Its sophisticated model of accessible,
accountable, and transformative cultural work lights the path toward a future where art drives justice,
where commmunities hold power, where people collectively care for each other, where liberation is not

just imagined but created, frame by frame.

Through amplified influence, significant sustainability and growth funding, deepened relationships
that build strategic capacity, and scaled artistic vision with expanded programming, QWOCMAP will
continue building that future—one that is more free, more beautiful, and more just - for all of our

communities.

M""e di
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Appendix

Environmental Scan

Understanding QWOCMAP's unique position—as
both a vital hub and a transformative force—requires
examining the organization’s strengths, challenges,
and opportunities within multiple overlapping fields.
This analysis reveals both the power of QWOCMAP’s
current impact and the potential for expanded

influence through strategic growth.

SWOT Analysis

Strengths
- 25-year legacy of nurturing queer and trans artists
of color through integrated programming:
- Free, comprehensive filmmaker training
program
- Free international film festival showcasing
workshop films and global LBTQIA+ BIPOC
cinema with deep curatorial practice
- Boutique film Distribution program
reaching diverse, global audiences
- Catalog of nearly 500 films representing the largest
collection of queer and trans people of color films in
existence
- Pioneering model of true accessibility and
inclusion:
- Comprehensive disability justice practices
- Economic justice through free

programming

QW@CMAP

- Trauma-informed, resilience oriented,
healing centered approaches
- Multiple learning modalities
- Strong ethical foundation and values-aligned,
intentional practices
- Proven track record of international reach and
impact

- Strong community partnerships and collaborations

Weaknesses

- Approximately 50% of stakeholders were shocked to
learn the size of staff and budget given scope and
impact of work

- Small staff size and budget relative to
programmatic impact

- Need for elevated public profile despite more than
two decades of field leadership

- Limited capacity to meet growing demand for
programs (3-year waiting list)

- Persistent undercapitalization

- Despite over two decades of field leadership, there

remains a need to elevate our public profile.

Opportunities
- Grow audience, especially globally, building on
virtual programming success
- Increase funding from various sources to support
program growth
- Develop/expand revenue streams through:
- Expanded distribution services with tiered

pricing
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- Consulting on accessibility and inclusion
- Educational materials and curricula

- Growing demand for QWOCMAP's expertise in:
- Disability justice implementation
- Community-centered programming

- Film as movement building

Threats

- Changing dynamics and uncertainty in the field

- Resource competition in funding landscape,
especially arts & culture

- Shifts in film industry and distribution models

- Political backlash against LGBTQIA+ and racial

justice content

- Perception challenges regarding QTBIPOC content:

- Being dismissed by funders as “too niche”

- Undervaluation of community-centered
work

- Resistance to radical, transformative
approaches

- Lack of institutional film industry resources
compared to peer organizations (“not
funded by PBS or Ford Foundation”)

- Sustainability challenges common to QTBIPOC-led

organizations due to persistent undercapitalization

Market Analysis

QWOCMAP operates as a centrifugal force within
multiple, overlapping fields, creating ripples of
influence that extend from arts and culture to

broader social movements:

QW@eCMAP

Art & Culture, Film & Entertainment
At the core of QWOCMAP's work is democratizing
filmmaking—historically art’'s most expensive and
exclusive medium. Through our filmmaker training
program, film festival, and boutique distribution
work, we have:
- Created alternative pathways to film education and
production
- Free comprehensive, professional training
program with equipment access
- Mentorship and professional filmmaker
support
- Production grants and technical assistance
- Built the largest archive of queer and trans films of
color
- Nearly 500 films spanning multiple genres
- Documentaries, narratives, experimental
works
- Preservation of community histories
- Developed new models for accessible film
exhibition
- Free festival admission
- Comprehensive accessibility features
- Hybrid programming reaching global
audiences
- Challenged industry standards around
representation
- Community-centered storytelling
approaches
- Films that go beyond single-issue narratives
- Stories that challenge mainstream

stereotypes



LGBTQIA+ Justice & Representation
QWOCMAP’s influence extends beyond artistic
production to reshape how LGBTQIA+ stories are told
and whose voices are centered. Our work:
- Centers historically marginalized voices within
LGBTQIA+ communities
- Leadership development for QTBIPOC
creators
- Platforms for intersectional storytelling
- Support for emerging voices
- Models intersectional approaches to queer
storytelling
- Films addressing multiple identities and
issues
- Stories that challenge limited and
stereotypical-narrative representation
- Documentation of complex community
experiences
- Creates platforms for specific QTBIPOC
communities

- Two-Spirit perspectives and stories

- Muslim LGBTQIA+ experiences
- Disabled queer and trans voices
- Immigrant and refugee narratives

- Builds networks between queer diaspora

communities

- International filmmaker connections
- Cross-cultural dialogue and exchange
- Virtual spaces bridging geographic

boundaries

Racial & Social Justice Movements

In the broader landscape of social justice work and
multiple movements, QWOCMAP demonstrates
how cultural work is a catalyst for systemic change

through:

- Film as movement
- Documentation of movement histories
- Training for community organizers
- Tools for policy advocacy

- Arts-based commmunity organizing




- Filmmaker-activist development
- Community screenings and discussions
- Cultural strategy workshops
- Cultural strategy development
- Models for accessible programming
- Disability justice practices
- Alternative safety approaches
- Cross-movement coalition building
- Partnerships with social justice
organizations
- Collaboration with cultural workers
- Support for movement documentation
- Documentation of movement histories
- Archive of commmunity resistance
- Stories of cultural resilience

- Preservation of movement knowledge

Stakeholder Analysis

QWOCMAP's work touches multiple communities
and sectors, each with distinct needs and

connections to the organization’s mission:

Core Community
- LBTQIA+ BIPOC Filmmakers and Artists
- Workshop participants and alumni
- Grant recipients
- Festival filmmakers
- Emerging creators
- Film Festival Audiences
- Local Bay Area QTBIPOC communities
- Global virtual attendees

- Festival volunteers and crew
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Movement Partners in relationship to local community
- QTBIPOC Organizations partners, providing support and
- Film and media organizations solidarity to organizations that work
- Arts and cultural groups on issues that impact queer and trans
- Social justice organizations people of color.”
- Allied Movement Organizations - Global Networks
- Disability justice groups - International filmmakers
- Racial justice organizations - Diaspora communities
- Gender justice movements - Virtual program participants

- “When a filmmaker returns to Pakistan

Field Leaders & Supporters to document family stories, or when

- Institutional Funders cousins in Puerto Rico watch the festival
- Foundations via WhatsApp, QWOCMAP is weaving
- Government agencies together queer diasporic experiences.”

- Arts organizations

- “Through the Foundation, | came to learn
about QWOCMAP, about what it means
to be an organization that leads with clear
values and is unapologetic and unbending
in its work to advance race equity, gender
equity.” - Emiko Ono, Hewlett Foundation CMAP QW&CMAP QOWE@CMAP OW@'!

- Industry Partners
- Film festivals

- Educational institutions

- Media organizations

- Distribution platforms

Geographic Communities (Trans-Local Diasporic
Networks)
- San Francisco Bay Area

- Local QTBIPOC communities

- Cultural organizations

- Social justice groups

- “QWOCMAP holds a central position
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