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Creating alternative means
of communication

a plan for community-owned social media
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Heya, I’'m Harry!

Harry Keller

Cooperative entrepreneur and software engineer

Building ethical digital infrastructure and creating a somewhat utopian workplace,
at worker-owned design + tech cooperative @VillageOneCoop

Berliner in Bavaria, he/him, vegan, *351ppm, feminist, trekkie, dogfather, Octavia E.
Butler superfan, hosting a zoom bookclub, taking daily photos with the worst
camera ever under @harryfk, happiest on a hike through the UK countryside

View All Posts >

Village One team photo by instagram.com/jorgeslfotos/
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Fediverse: community-
driven social media
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The Power of Community-Driven Technology
To: Harry Keller,
Reply-To: no-reply@mailgun.patreon.com

The Power of Community-Driven
Technology

Hello, supporters!

We wanted to continue our with reflections from our previous Patreon
post on what it means to build technology that belongs to the people
who use it, because that is such an important value to us. As Andy
shared at FrOSCon, "We don't have to accept what people say is the new
norm." In a world where most social platforms are designed to maximise
engagement and extract data, Mastodon represents something fundamentally
different.

We believe in user agency. When you search for something on Mastodon,
we give you results for your search—we don't try to guess what else you
might have meant or manipulate you toward content that serves our interests.
When you curate your timeline by following people and hashtags, that's
exactly what you see. No algorithmic surprises.

We believe in community sovereignty. Every instance can set its own
rules, create its own culture, and make decisions that reflect their
community's values. This isn't just technical—it's social. It means
communities can operate according to their own customs while still being part
of the same global network, just like how "we live in different communities,
have different languages and cultures and customs, but we still travel
between places to talk to one another."

We believe in sustainable funding. Your support proves that platforms can
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between places to talk to one another."

We believe in sustainable funding. Your support proves that platforms can
thrive without surveillance capitalism. We don't take venture capital, we don't
sell ads, and we don't sell your data. We're funded by people who believe
technology should serve human connection, not corporate profits.

The result? A growing global network where real people have real
conversations, where communities maintain their autonomy while staying
connected, and where the future of social media is shaped by its users rather
than shareholders.

Your contributions make this vision real. Every month, you help us hire
developers who put people first, invest in safety tools that protect
communities, and prove that a better internet is possible. As Andy reminded
us, "We hold on to hope and we work quietly together."

Thank you for being part of this movement. Together, we're not just building
better software—we're building the foundation for a more humane internet.
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The Power of Community-Driven Technology
To: Harry Keller,
Reply-To: no-reply@mailgun.patreon.com

The Power of Community-Driven
Technology

Hello, supporters!

We wanted to continue our with reflections from our previous Patreon
post on what it means to build technology that belongs to the people
who use it, because that is such an important value to us. As Andy
shared at FrOSCon, "We don't have to accept what people say is the new
norm." In a world where most social platforms are designed to maximise
engagement and extract data, Mastodon represents something fundamentally
different.

We believe in user agency. When you search for something on Mastodon,
we give you results for your search—we don't try to guess what else you
might have meant or manipulate you toward content that serves our interests.
When you curate your timeline by following people and hashtags, that's
exactly what you see. No algorithmic surprises.

We believe in community sovereignty. Every instance can set its own
rules, create its own culture, and make decisions that reflect their
community's values. This isn't just technical—it's social. It means
communities can operate according to their own customs while still being part
of the same global network, just like how "we live in different communities,
have different languages and cultures and customs, but we still travel
between places to talk to one another."

We believe in sustainable funding. Your support proves that platforms can
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between places to talk to one another."

We believe in sustainable funding. Your support proves that platforms can
thrive without surveillance capitalism. We don't take venture capital, we don't
sell ads, and we don't sell your data. We're funded by people who believe
technology should serve human connection, not corporate profits.

The result? A growing global network where real people have real
conversations, where communities maintain their autonomy while staying
connected, and where the future of social media is shaped by its users rather
than shareholders.

Your contributions make this vision real. Every month, you help us hire
developers who put people first, invest in safety tools that protect
communities, and prove that a better internet is possible. As Andy reminded
us, "We hold on to hope and we work quietly together."

Thank you for being part of this movement. Together, we're not just building
better software—we're building the foundation for a more humane internet.

“We believe in user agency.”
“We believe in community sovereignty.”

“We believe in sustainable funding.”
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Publix building in Berlin, photo by Kevin Fuchs
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Choose your instance—but how?

-~

Type

Flagship

Indie

Self-hosted

Example

mastodon.social

mozilla.social

toot.village.one

N

# of accounts

Millions

100s to 1000s

Single digits




Choose your instance—but how?

[ Type Flagship Indie Self-hosted
Example mastodon.social mozilla.social toot.village.one
# of accounts Millions 100s to0 1000s Single digits
Setup? Easy Varies Hard
Stability? Great Varies Varies
Future-proof? Great Varies Varies
Funding? Secure Uncertain Secure
Decentralized? Nope Check Check
Agency? Not really Varies Check
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Mozilla is exiting the fediverse. Though the concept of the open social web,
also known as the fediverse, has been picking up momentum ever since Meta
last year introduced its first-ever federated app, Instagram Th reads, Firefox
maker Mozilla on Tuesday announced it would be ending its experiment in
running a server on the fediverse. The server, Mozilla.social, today connects
users with the Mastodon social network, an open source rival to Twitter/X. It
will be shut down on December 17.

In the meantime, users will be able to download their data or migrate their
account to another Mastodon instance, if they choose.

The latter takes advantage of the account portability offered by the open
social web. Unlike on centralized platforms, users don’t have to abandon an
account and lose both their content and followers if they don’t like how a
server is being run or the rules it has in place. Instead, they can opt to relocate
to another Mastodon server at any time or evenrun their own. The same




Choose your instance—but how?

[ Type Flagship Indie Self-hosted
Example mastodon.social mozilla.social toot.village.one
# of accounts Millions 100s to0 1000s Single digits
Setup? Easy Varies Hard
Stability? Great Varies \aries
Future-proof? Great Varies Varies
Funding? Secure Uncertain Secure
Decentralized? Nope Check Check
Agency? Not really Varies Check




Maybe there’s another way?



A cooperative way?



What the heck is a cooperative?



A coopenrative is an organisation

undenr collective ownership

and democratic governance,
supporting its members.
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Own and control the next Bandcamp.
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A Collectively
‘Owned Bandcamp

In March 2022, Bandcamp shook the
independent music world when it announced
that its founders had sold the company

to Epic Games, the makers of Fortnite,
leaving the fate of the platform — and that
of hundreds of thousands of musicians

who had come to rely on it — up in the air.

A year and a half later, Bandcamp was sold
again, this time to music licensing company
Songtradr. Following the sale, Songtradr laid
off half of Bandcamp's staff, including most
of the union’s bargaining team. It was the
second time that the company had changed
hands in just 18 months, creating even more
uncertainty and anxiety.

Bandcamp's acquisition left musicians
and music workers with a familiar feeling of
betrayal and concern. How did this happen?
Wasn't Bandcamp supposed to be the "good
guy?" To many, Bandcamp had been the last
bastion of independence in a recorded music
landscape that had long ago left under-
ground and emerging musicians behind.
Mow it had become another corporate asset,
tied to the streaming giants it once marketed
itself as against.

The news felt like yetanother example
of a platform positioning itself as an artist-
friendly alternative, only to abandon its core
values and community. And it was especially
disappointing given Bandcamp'’s positioning
as the last true independent alternative in a
streaming-deminated landscape.

That reputation was merited: While
Bandcamp had raised millions of dollars in
VC investment in their first two disclosed
funding rounds, it claimed to have been
profitable since 2012 and appeared to
operate independently of investor influ-
ence. [tsemphasis ondirect sales, its fair
fees, and its stellar editorial team led the
Los Angeles Times to dub the platform
the “Anti-Spotify” and earned Bandcamp
significant community goodwill. During
the pandemic, Bandcamp Fridays became
a lifeline for musicians who were stuck at

home and unable to tour. The platform had
effectively become a utility, a critical piece
of infrastructure for independent music.

Bandcamp's reputation was built on its
commitment to putting artists first. And yet,
15 years after its founding, the platform was
unceremoniously sold, blindsiding the very
community it served. There were no town
halls or events to discuss this decision.
What would have happened if Bandcamp's
artists had been able to advocate for their
own interests and have a say in the deci-
sions that impacted them? How might the
story of Bandcamp have turned out differ-
ently if the platform had been collectively
owned by its artists and their supporters?

Bandcamp's trajectory illustrates a
depressing reality of the contemporary
internet. Author Cory Doctorow coined
the term “enshittification” to describe the
gradual decline of services as they priori-
tize value extraction over value creation for
users, a process he views as an inevitable
consequence of platform capitalism. While
Bandcamp's tools seem to be working
fine, its integrity as a platform and its very
existence feels increasingly precarious.
Given all of the upheavals of the past two
years, it's not a stretch to say that we are
one press release away from Bandcamp
enshittifying beyond recognition.

For independent musicians and music
workers, it can be difficult to see the path
forward. It's hard not to feel let down when
organizations cultivate loyal communities,
only to prioritize the interests of a small
handful of stakeholders over the values
they once championed. It's tempting to
think that a platform like Bandcamp, for all
of the uncertainty around it, is the best we
can do.

Yes, Bandcamp Fridays were great. But
let's not confuse generosity with systems
change. In the shadow of Bandcamp’s
do-gooder public perception is a troubling
neutralization of any counter-force of
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& Buy food online @ Find a store

We're a co-operative owned by our members. They have a say
in how we're run, get lower prices on everyday essentials, and

help choose local causes to support.

It costs just £1 to join — and you'll get that £1 back on your first

shop in store when you select your personalised offer.

What you get as a member



® 00 B[] Private < www.gls.de/sparen-investieren/investieren/gls-anteile/

Privatkund*in Unternehmen  Gemeinnitzig Frauen Barrierearmut X  Suche Q  Service Q Login 9
GLS Bank : : : Lo .
/hﬂ;:__y/ Konten & Karten Sparen & Investieren Finanzieren Vorsorgen Nachhaltigkeit & Uber uns Konto er6ffnen

GLS Mitgliedschaft & GLS
Bank Anteile

Jetzt GLS Bank Anteile zeichnen

Werde Teil der GLS Genossenschaft!



'.\ hostsharing eG

Infrastruktur ¥ Container >

[ ® Mitglied werden | Q

B

\

Plattform ¥ Losungen~ Service~

Cooperative Community Cloud
Dein Stuck vom Himmel.

Genossenschaft »

Intern »




@ ® () private www.orbea.com/de-en/

oORrRBeA BICYCLES ~ e-BIKES ~ CUSTOMIZE ~ GEAR  APPAREL ~ TEST ~ ABOUT US DE/EN Q@ R T =

FEATURED MODELS

Our featured selection of models. Choose the bike
that's best for you.

NI= BE ITD



[] Private Reader Aagilaivie

OFFICE HOURS: DISCUSS YOUR PROJECT WITH US

PROJECTS VISION GARDEN NEWSLETTER INSTAGRAM MASTODON

Village One is a workenr-
owned studio for ethical
design + technology

\We are an experienced team of researchers, designers and software
engineers, working with clients big and small on their digital
projects.

We chambpion economic democracyv and social justice. which is whyv we



® Voluntary and open membership

® Democratic member control

® Member economic participation

@® Autonomy and independence

® Education, training, and information

® Cooperation among cooperatives
@ Concern for community




Coopenratives are everywhere:
Newspapers, housing, cafés,
supermarkets, worker-owned
companies, banks, energy, ...



Coopenratives are everywhere:
Newspapers, housing, cafés,
supermarkets, worker-owned
companies, banks, energy, ...

\Why not social media?



Social media cooperatives
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media as a force for justice, equity, and inclusivity in Canada and around the world.
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We have the chance to break from a decade of corporate social media that divided
som f.eks. Google, Microsoft eller Facebook.

and exhausted us with hate speech, misinformation, and information overload.
If you are interested in joining Social.coop, visit our registration form.

Join us to create a new kind of online community in Canada.

Become a member today Follow @coop@cosocial.ca

cosocial

Social.coop was founded in 2017 in the wake of the BuyTwitter campaign. Since then, we have

worked toward the goal of placing ever more or our online social lives under good cooperative

governance. To get a sense of how we operate, or to start your own fediverse cooperative, see

our guide on "How to Make the Fediverse Your Own."

Content on this site is licensed under a CoSocial acknowledges that we operate from the unceded and unsurrendered
territories of many Indigenous peoples—First Nations, Inuit, and Métis—in what is

Attribution-ShareAlike 4.0 International license (CC BY-SA 4.0). e
known as Canada. Read more. ] . . . |

now kno New to using the fediverse? Check out the Social.coop guide to Mastodon. @ Fg w‘matrix,‘
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Learn more

To learn more please visit some of the pages on our Wiki:



Choose your instance—but how?

[ Type Flagship Indie Self-hosted
Example mastodon.social mozilla.social toot.village.one
# of accounts Millions 100s to0 1000s Single digits
Setup? Easy Varies Hard
Stability? Great Varies \aries
Future-proof? Great Varies Varies
Funding? Secure Uncertain Secure
Decentralized? Nope Check Check
Agency? Not really Varies Check




Choose your instance—but how?

[ Type Flagship Indie Self-hosted Cooperative
Example mastodon.social mozilla.social toot.village.one social.coop
# of accounts Millions 100s to0 1000s Single digits 10s to0 100s
Setup? Easy Varies Hard Members-only
Stability? Great Varies \aries Varies
Future-proof? Great Varies Varies Good
Funding? Secure Uncertain Secure Secure
Decentralized? Nope Check Check Check
Agency? Not really Varies Check Check
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The Power of Community-Driven Technology
To: Harry Keller,
Reply-To: no-reply@mailgun.patreon.com

The Power of Community-Driven
Technology

Hello, supporters!

We wanted to continue our with reflections from our previous Patreon
post on what it means to build technology that belongs to the people
who use it, because that is such an important value to us. As Andy
shared at FrOSCon, "We don't have to accept what people say is the new
norm." In a world where most social platforms are designed to maximise
engagement and extract data, Mastodon represents something fundamentally
different.

We believe in user agency. When you search for something on Mastodon,
we give you results for your search—we don't try to guess what else you
might have meant or manipulate you toward content that serves our interests.
When you curate your timeline by following people and hashtags, that's
exactly what you see. No algorithmic surprises.

We believe in community sovereignty. Every instance can set its own
rules, create its own culture, and make decisions that reflect their
community's values. This isn't just technical—it's social. It means
communities can operate according to their own customs while still being part
of the same global network, just like how "we live in different communities,
have different languages and cultures and customs, but we still travel
between places to talk to one another."

We believe in sustainable funding. Your support proves that platforms can
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between places to talk to one another."

We believe in sustainable funding. Your support proves that platforms can
thrive without surveillance capitalism. We don't take venture capital, we don't
sell ads, and we don't sell your data. We're funded by people who believe
technology should serve human connection, not corporate profits.

The result? A growing global network where real people have real
conversations, where communities maintain their autonomy while staying
connected, and where the future of social media is shaped by its users rather
than shareholders.

Your contributions make this vision real. Every month, you help us hire
developers who put people first, invest in safety tools that protect
communities, and prove that a better internet is possible. As Andy reminded
us, "We hold on to hope and we work quietly together."

Thank you for being part of this movement. Together, we're not just building
better software—we're building the foundation for a more humane internet.

“We believe in user agency.”
“We believe in community sovereignty.”

“We believe in sustainable funding.”



® Voluntary and open membership

® Democratic member control

® Member economic participation

@® Autonomy and independence

® Education, training, and information

® Cooperation among cooperatives
@ Concern for community




A sprawling ecosystem of services and instance choices

Coop
Indie COOIO Instance

instance Instance
Flagship
Instance

Indie Indie Indie

. instance .
Instance Instance

Coop
Instance



Even if we create many social media
coops, how do people find us? How do
they get onboarded and involved?

Maybe we need to meet
people where they are?



What if... social meéeia-coop?



Social cooperative: local community services +
accounts on the social web for members

Café, pub, library, o

: e=/\ : :
coworking space, \ = Social media tools
bike shop, book \.I/\‘/ for members
store, child care, ... —e

Community space, . a RN Regular fediverse
like a social club ! A onboarding sessions

Photos taken by me or from Unsplash, Fediverse logo is public domain



Topics we didn’t get to cover in 15mins

- How to start a cooperative

PEOPLE
PRUFIT

- Financial considerations
- Downsides of the model / real-life struggles
- Examples of successful platform cooperatives

. Other coops (e.g. tech coops) active on the fediverse

Transcend
Capitalism

Stickers: github.com/village-one/stickenrs/



Let’s continue the conversation!

hello@harryfk.com
@harryfk@mastodon.social

https:/www.harryfk.com

Vil’age hello@village.one
ONE @VillageOneCoop@toot.village.one

https:/www.village.one







