
The Bay Citizen launched in 2010 with a multitalented leadership team, strong fund raising and a sophisticated 
game plan that includes content partnerships and community engagement in the San Francisco Bay Area.

Highly successful at fund raising, The Bay Citizen raised $11.27 million in its first year. The site balances its 
expenditures, devoting about half of its 2010 spending to editorial and nearly a quarter to business development 
and marketing activities.

Launched after nearly a year of research on how to develop a sustainable local news organization, The Bay 
Citizen benefits from a leadership team with business expertise and sophisticated IT capabilities. It has made a 
significant investment in developing a technology platform that enables it to track and measure engagement and 
build innovative data applications and an iPhone application.

Key Lessons: Innovation and Partnerships

Partnerships
The Bay Citizen is developing innovative partnerships, including one in which it earns revenue by providing 
content for The New York Times regional edition. The organization has also formed content partnerships 
with two dozen local news providers and a local radio station – a significant asset given the size of its 
coverage area.

Innovation
In addition to coverage of breaking news, The Bay Citizen has 
built high-impact data applications, including:

• An Immunization Rates data application which plays an 
important role in covering the outbreak of whooping cough 
and immunization rates in schools.

• A Bicycle Accident Tracker which resonated with the active 
bicycle communities around the Bay Area. In addition to 
generating a lot of traffic, the application inspired people 
to build similar trackers for their communities. The Bay 
Citizen provided instructions on how to do this on its tech 
team blog. 

In preparation for the site’s first anniversary celebration in 
March, The Bay Citizen launched a contest for the “Citizen of 
Tomorrow,” inviting members of the community (individuals 
and small nonprofits) to apply for the award and allowing 
the community to vote on the five finalists. The contest was 
successful in connecting The Bay Citizen with the community 
while also supporting other local nonprofits.
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Site: baycitizen.org

Founded: 2010

Mission: To foster civic  
engagement by providing  
best-in-class, original journalism 
covering civic and community  
news in the San Francisco Bay Area.

Content: Focus on civic and local 
interest news for a local market, 
provided by in-house news staff  
and a network of partners.

2010 Revenue: $11.27 million

2010 Staff: 32

2011 Unique Monthly Visitors: 
250,0001 

Local Market Size: 6.8 million2

Key Facts

The Bay Citizen

Seeking Sustainability: Local Nonprofit News Organizations

http://www.baycitizen.org
http://www.baycitizen.org/local/counties/immunizations
http://www.baycitizen.org/local/counties/immunizations
http://www.baycitizen.org/local/counties/immunizations
http://www.baycitizen.org/data/bike-accidents/
http://www.baycitizen.org/data/bike-accidents/
http://www.baycitizen.org/data/bike-accidents/
http://www.baycitizen.org/data/bike-accidents/
http://www.baycitizen.org/data/bike-accidents/
http://www.baycitizen.org/data/bike-accidents/
http://www.baycitizen.org


2010 Revenue - $11.27 million

2010 Expenses - $3.63 million

2014 Revenue Goals
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Revenue

The Bay Citizen was heavily reliant on foundations and 
donations to launch and fund its initial years of operation. 
Most of the donations came from large givers. Fifteen 
donors contributed an average of $230,000 each, while  
900 small donors added an average of $94 each.

Donors and Members
As of March 2011, The Bay Citizen had 3,150 individual 
donors. The site defines a member as an individual who has 
given at least $50. Members get access to a member area of 
the website that contains a newsletter and special offers.

Revenue Goals
The Bay Citizen envisions growing membership and 
corporate sponsorships. The organization aspires to attain 
sustainable operation with revenues of $8 million in 2014.

Expenses

The Bay Citizen spent $3.63 million in 2010, its first year 
of operation. With a staff of 32, it had the highest absolute 
spending on editorial, $1.9 million. At the same time, The 
Bay Citizen has a more balanced allocation of resources 
than other sites studied, avoiding over investment in 
editorial at the expense of marketing, technology and 
business development.

Website Analytics

The Bay Citizen attracted 150,000 unique visitors by the end 
of 2010. That number increased to an average of 250,000 
in the first four months of 2011. During that time, traffic 
fluctuated from a low of 135,700 unique visitors and 162,600 
total visits in January to a high of 383,400 unique visitors and 
498,400 total visits in March. Average time on site per visit 
was flat at less than one and a half minutes per visit.
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