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1. Our employees have ideas to pursue alternative strategies – 8:40 on

2. Our employees are frustrated as they try to act – 9:39-9:49

3. Live blogging and using Twitter gives tremendous access to ideas – 9:50

4. We need to stand traditional news gathering on its head, and engage community from the very beginning, capture each essence, and link back to the essence as we package the story – 9:51-10:06

5. Even without the packaging into print or online stories, the essences could be gathered with semantic technology to provide more efficient answers or commercial messages to user generated information requests – 10:06-10:20

6. It is not about change, or turnaround, it is about starting with a blank slate – 10:24-10:32

7. We need to start NOW – 10:33-10:42

8. Jeff Jarvis provides Davos perspective: we are not approaching the opportunities we have in front of us to start over – 11:04-11:11

9. Mark Potts begins conversation about why API participants aren’t linked into online conversation – 11:25

10. Michele McClellan notes that the power of the network is unseen until you start using the network through blogging and Twitter – 11:26

11. Twitter identities – 12:02-12:03

12. Top questions for API participants – 12:07-12:14

13. What they would do if they owned media – 12:14-12:52

14. Comments on social media tools – 12:58-1:02

15. Focus on revenue – 1:02-1:21

16. Video discussion – 1:21-1:37

17. Why don’t we act, NOW – 1:48-2:09


API Summit - Twitter Tag #APIS
(11/13/2008) 

7:05


Chuck Peters:  This blog is created by Chuck Peters for his blog on Wordpress called "Complete Community Connection". Chuck is participating in the API Summit for leaders in the media industry to discuss new business models. The participants have agreed to participate on the promise that nothing they say will be attributed to them. So, all comments on this live blog will be coming from Chuck Peters or other participants who have agreed with the "no attribution" ground rule of this event.

7:08


Twitter cpetersia:  Waiting for others to join live event, and live blog at http://cpetersia.wordpress.com

7:23


What is the biggest hurdle media companies face in making the transition to a local information and connection utility providing a complete community connection for all interested in their service are

Fear of change 
( 38% )

"Franchise" culture ( 12% )

Current organization of company around products ( 32% )

Legacy content systems ( 6% )

Lack of demand from community ( 6% )

Add your comment on live blog ( 6% )

How is your company responding to crisis?

Blinded - don't see crisis ( 3% )

Inaction - fear of wrong action ( 24% )

Incorrect action ( 21% )

Correct action ( 52% )

8:16


Chuck Peters:  The big structural issue is the fact that we don't own "news and information franchise" anymore.   The big opportunity is to create new structure for meaningful and relevant information in new open information structure.

8:17


Chuck Peters:  Just cutting costs is most likely "incorrect action", without reengineering to meet key consumer needs.

8:33


Chuck Peters:  Do you agree with Steve Yelvington that we have "painted ourselves into a corner" by following our success, like GM?   Check out http://www.yelvington.com/node/501

8:37


Chuck Peters:  Most people know who Deming was, but have we used his "trend analysis" effectively?

8:38


[Comment From Jason]

I would agree that the industry isn't yet ready to rely on micro-pennies as a form of revenue nor put much thought or resources into projects that reach smaller audiences.

8:40


[Comment From Guest]

Agree with Jason. Small revenue streams do not seem to be enough to persuade news owners to hang on... look at Spokesman-Review in Spokane. New revenue streams developed all year across platforms. Then big cuts.

8:42


Chuck Peters:  In last 40 years, Newspaper share of advertising dollars has dropped from about 36% to 18%.   Internet has grown from nothing to about 7%.   Other big gainers are cable and direct mail.

8:43


[Comment From Michele McLellan]

Last one agreeing w/Jason was me. Sorry forgot to i.d.

8:43


[Comment From tomaltman]

Jason is right - and wrong. I think the mirco-pennies is correct, but it is hard to micro-penny your way to $4,000,000 from zero. We're starting at zero.

8:43


[Comment From tomaltman]

That is my biggest fear - what is the business model coming up with the lost cash? That is the hard part - we waited too ling, now we're playing super catch up.

8:46


Chuck Peters:  I am learning about "Z score", which is a predictive model of bankruptcy.  

8:46


[Comment From Jamie]

Tom's quite right. The industry is in really bad shape, and we've been talking about new streams of revenue for years, but haven't done anything about it, so it seems like we're always falling further behind.

8:46


[Comment From Jason]

I wish media companies would look at teams of two to try and engage communities and make some of those micro-pennies. One entrepreneur journalist and one tech savvy person working together within the community to engage, inform, enlighten. Two people, with the right mindset, could make quite a difference. And they could fail fast and cheaply, and quickly move onto the next experiment.

8:52


[Comment From Iowa news observer]

Chuck, on how to move in the right direction (your post from 7:44): Move your top few ideas into reality. From what I read on your blog, etc., you have the right ideas, but good ideas don't mean a whole lot if they don't become reality. Make them happen.

8:54


[Comment From Michele McLellan]

Wrong question, I think on CEO's speaking freely (esp if they are just hearing a lecture...) Real question is whether opening the discussion would better inform possible solutions....

8:55


Chuck Peters:  I totally agree, which is why I am live blogging.   I am getting much more out of this because of your input.  


Chuck Peters:  Back after a needed break.     All are being called back in.

9:19


Chuck Peters:  Even those who are familiar with "change management" issues appreciate them being laid out in academic overview.

9:20


Chuck Peters:  As a company, we need to get better at cash flow forecasting, and I am getting some ideas on that.

9:21


[Comment From tomaltman]

I think we need to be realistic with sales people and their goals - especially when it has to do with print revenue - their goals go up, but our income in coming down.

9:26


[Comment From tomaltman]

But I would also say the "new media" sale teams do not seem to be doing anything new. Trying to sell "new media" the old way. Ad Words is not often sold by reps at client locations.

9:32


Chuck Peters:  Even at break, I had a hard time encouraging Twitter use.   At some point I need to explain what is being missed by other participants.

9:33


Chuck Peters:  Moving from crisis and bankruptcy avoidance to turnaround.

9:34


Chuck Peters:  I certainly agree that any company's future is bound up in strategy, operations and finance.   They can't be separated.

9:35


[Comment From tomaltman]

@iowanewsobserver - absolutely. Plus, if the "new media" rep goes and tries to sell online to "old media" rep's customers...then the "old media" rep always will win, because they have the "established" relationship. So it turns into a traditional sales cal with both reps.

9:39


[Comment From tomaltman]

Twitter cannot be explained - it has to be experienced.

9:39


Chuck Peters:  Who in our company can provide "fresh eyes" to provide force to change in direction?

9:40


Chuck Peters:  Hope is not a strategy

9:41


Chuck Peters:  Must do - improve production systems, reduce costs, decide what to keep, don't destroy brand

9:42


[Comment From Jason]

What happens when open-minded thinkers who could be those "fresh eyes" in terms of ideas and thinking to provide some of those forces for change get ignored?

9:43


[Comment From tomaltman]

Jason is correct - almost worse than ignored. Asked opinion and then company takes opposite approach.

9:43


[Comment From Iowa news observer]

Then there's no change, Jason.

9:43


[Comment From me]

i agree with jason, ignored or silenced...

9:44


Chuck Peters:  We have to encourage entrepreneurs.

9:47


[Comment From njpeters]

How about giving entrepreneurs complete access to your content, and let them mash it up in a better user interface? If it proves to be a better than the old brand, than migrate to the innovative one.

9:47


[Comment From Iowa news observer]

Until online makes money, it's hard for traditional print journalists to buy into changes when it comes to online, etc.

9:47


[Comment From Michele McLellan]

Deciding what to keep and what can go is critical. News organizations have a lot of trouble letting go of outmoded. It's a culture thing (perfectionistic)

9:49


[Comment From tomaltman]

njpeters has is correct. Let them run with it and then we can be loosely couple with them. It's a win for all.

9:50


Chuck Peters:  One of the biggest problems CEOs have is getting straight feedback from all levels in the organization, and understanding who really buys into the new direction.   Twitter and Live blogging is helping me greatly!

9:50


[Comment From me]

it stems from the passive culture that we are trying to change, but here it is a year later...

9:50


[Comment From Jason]

@njpeters That's something that doesn't cost a dime as @vwtom says. I like it.

9:51


Chuck Peters:  Which is why we need to create content in the first instance in "unpackaged" form, so that it can be molded by many others without losing the accurate, timely and relevant character of the essence.

9:52


[Comment From mw]

Is revolution from the bottom up (reframed as entrepreneurship) possible in a private enterprise? Is there space for new ideas? Some ideas take awhile to lead to revenue - especially if they are sound ideas.

9:55


[Comment From Bernie]

I'm assuming much research has been done into what consumers and advertisers want/need/expect from a media company. What do they say will get them to connect, use your product? What would get them to care?

9:56


Chuck Peters:  How can you do research when CEOs don't know Twitter?

9:56


[Comment From njpeters]

Entrepreneurs are ready to suffer for an idea they love. If Newspapers are paralyzed by fear of the pinkslip, give the content to someone who has nothing to lose. Why not unleash that kind of passion in a community of entrepreneurs (and no, you don't have to let Google have your full content).

9:58


[Comment From Sara]

Re: Bernie... the best, fastest "research" in these times is to allow the audience to build the product - engage them or hire them - franchise the opportunity

9:59


[Comment From mw]

This is inspiring conversation for me to carry into the re-envision meeting now - wish the meeting could follow this conversation for the next two hours.

9:59


Chuck Peters:  Log in in the conference room?

10:00


[Comment From Bernie]

Sara, hiring them I can see. It's "engaging" others to the point where they care to help you make money that's the hard part. I guess that's obvious.

10:00


[Comment From Sara]

Bernie -- sure is

10:03


[Comment From thinkbigsmaller]

The inaction is weighty for all the reasons: the model is broken; there are historical and cultural issues, technology issues...but mostly, there is a "monkey with the coconut" issue: not letting go of the old prevents them from reaching for the new". And yes, the economic timing does not help.

10:04


[Comment From Iowa news observer]

Chuck, does Twiitter really help locally? It appears to me that most followers of local journalists are other journalists. A lot of the chit chat is inter-office stuff that I could care less about.

10:06


Chuck Peters:  If everyone, including professional journalists, used Twitter, or something like it, to capture the "essence" of events in text, and tagging photos, audio and video, then the community could build relevant "windows" and aggregations that would be better than anyone of use could do alone, to Michelle's comment.

10:08


[Comment From tomaltman]

Also Chuck - with semantics...that content could all be "glued" together in the background. Then it would be available for use by the next user.

10:13


[Comment From Guest]

I think where we really struggle is on executing ideas quickly, for a few reasons. We've got a culture that we're the franchise of information and it's news when it flows from our pen - or keyboard. It's outdated, but it's still here.

10:16


[Comment From Iowa news observer]

Guest, I get all my news through RSS feeds. Sometimes, depending on the day, the Register's or Waterloo Courier's feeds will move a CR story quicker than The Gazette.

10:20


[Comment From Zack]

Iowa news...that's part of my point towards the culture, we're even taking too long to "digest it." (I was guest at 10:13)

10:23


Chuck Peters:  Turn around experts don't have any special skills, other than the experience of taking fresh eyes to existing situations and acting.   Why can't we do that ourselves?

10:23


[Comment From Iowa news observer]

Some person in CR put up some Neighborhood news site where all kinds of stuff gets posted. For example: Video of sheriff's debates, police chief debates, other interesting stuff. Why couldn't The Gazette do that?

10:24


[Comment From Iowa news observer]

Chuck, it's hard for people to change, especially, if they don't see a reason to have to...

10:24


[Comment From Michele McLellan]

Turnaround: We start at the wrong place -- where we are, comfort zone, familiar and how to change (tweak) that. Need to start with what the needs are outside and how can our stuff meet them.

10:26


Chuck Peters:  Michele is right, but it is hard to do that.   So, do we outsource entrepreneurs, like njp suggests?

10:26


[Comment From Zack]

On the earlier post I made, we are too slow at getting raw information out there. There is a lack of understanding on how to execute doing that....in many cases it blends a lot of technical concepts together. I think the newspaper industry has had a culture of tradition and doing things mostly by habit...the paper gets printed the same way every day. In the technical world, the method may change 15 times pretty quickly and requires keeping up with changes and more effective methods.

10:26


[Comment From Michele McLellan]

I think people in news orgs started to see the need for change and even embrace it but the big cuts tapped back into defensive culture that underlies .... Now feels like retreat from some small gains.

10:27


[Comment From thinkbigsmaller]

Chuck, knowing the process of looking at seemingly disconnected stuff, finding the threads, getting focus, facilitating decisions on the the issues with the greatest potential for impact and then orchestrating the change...those are all skills.

10:27


[Comment From Iowa news observer]

Chuck, I think I know the answer longtime journalists would give you: No.

10:28


[Comment From Zack]

We need to have some internal entrepreneurs, but I think we need to look externally as well. We need to make those decisions much faster than we have in the past.

10:29


[Comment From Iowa news observer]

I think the action, not the decision, needs to be done quicker.

10:30


Chuck Peters:  Do newspapers face special challenges in making changes?   Sure - the franchise culture we grew up in leads to passive permission seeking, not risk taking.

10:30


[Comment From Guest]

Good point, Michelle. But I think preferences mean as much as needs to readers: What format do they prefer? Short, long? What about content? Targeted audiences? There really is no mass media today with individual consumers making choices among broader and broader offerings. All formats, however, should be linked in one place that capitalizes on your banner/reputation. That's where the value lies -- not in the individual items, but in the brand as a whole. Readers are making the decisions and driving the marketplace, not media ...

10:30


[Comment From Michele McLellan]

Speaking from experience, the room is hard on internal change agents. Leadership needs schooling on how to support them.

10:32


[Comment From tomaltman]

I think the point of the agile web is to allow the media to be fluid - it adapts to people and their style...that way it's not the "page-layout" format of a print edition.

10:33


Chuck Peters:  How much   time do we have to change? I am thinking weeks.

10:34


[Comment From tomaltman]

realistically it is probably a negative number.

10:34


[Comment From Iowa news observer]

Change needs to happen now. It should have happened already.

10:34


Chuck Peters:  I agree with Tom and newsobserver, but am thinking of what is possible, not what needs to be done.

10:34


[Comment From me]

I think we are already weeks behind unfortunately...

10:35


[Comment From Iowa news observer]

Do you think it can change in weeks? Do you mean like 4 weeks?

10:36


[Comment From me]

Can technology be adapted that quickly?

10:38


Chuck Peters:  To "me", Tom Altman is excited about Word Press capability at http://tomaltman.com/blog/2008/11/12/free-dam-digital-asset-management-with-wordpress-for-free/

10:38


[Comment From Zack]

I'm with Tom in that we're behind, so changes need to come in weeks, not months.

10:39


[Comment From Michele McLellan]

News industry might follow a leader. Who will go first?

10:42


[Comment From Guest]

Perhaps news industry waiting for a leader to follow is part of the problem.

10:43


Chuck Peters:  We are still stuck in packaged content.   How to break that as well?   If Twitter can't be explained, but experienced, we need some examples of atomic content semanticized.

10:44


[Comment From Michele McLellan]

Agree waiting for a leader is a problem. Also a reality.

10:45


[Comment From Abe]

Waiting for a leader is moot. "We are the leaders we've been waiting for".

10:46


[Comment From tomaltman]

just participating here I think is leadership

10:46


[Comment From AnnetteS]

Amen, Abe.

10:47


[Comment From me]

I agree, Abe

10:47


[Comment From njpeters]

Here's how Google is taking relevant atomic quotes (from newspapers) and presenting them in an informative way http://labs.google.com/inquotes/

10:47


[Comment From Sara]

We have been impressed with Word Press - I have high hopes -- Tom has helped us to implement WP for a couple projects. But the same issue remains... managing the content for other use - in theory, process, and through technology -- but getting out into the "open" is the first step

10:48


Chuck Peters:  I just told everyone that I am having much more fun than they are, because of this blog.

10:49


Chuck Peters:  Not just fun, but a great informative conversation that tops anything that is going on in this room.

10:50


[Comment From Michele McLellan]

Yay, Abe. What tools do new leaders need to be effective?

10:50


[Comment From Danielle]

Me too (I've been 'me')

10:50


[Comment From canthelpmyself]

Does this gathering even matter? What are the expectations? When these "leaders" go back home will they make different choices?

10:51


Chuck Peters:  I think I know one that will, so it is worth it to me!

10:51


[Comment From Sara]

Yeah, but you already get it Chuck

10:52


[Comment From canthelpmyself]

present company excluded...

10:55


Chuck Peters:  Do we need fresh eyes, or fresh ears?

10:59


Chuck Peters:  What should the industry be?     Do you believe the API "Making the Leap" view at http://www.newspapernext.org/2008/03/newspaper_next_20.htm#report

Just the executive summary gives enough of an overview!

10:59


[Comment From Guest]

Both.

10:59


[Comment From Smitty]

I suggest that you already have fresh eyes and ears and need fresh feet to take the next steps :)

10:59


[Comment From Jason]

Chuck, thanks for taking the lead and doing this. I agree a great conversation. Just catching up after being out for awhile and see a lo of valuable information. I agree we need to start acting. How can I be better at communicating those ideas I want to act on?

11:00


[Comment From Guest]

Ears for sure. If you can't hear what your community is asking for, how can you provide it to them? If you can't hear what they are telling you how can you understand them and respond to them?

11:00


[Comment From alison]

i find it so scary to our industry that our conversation here is more exciting and insightful (according to chuck) than the one going on among our CEOs while they try to figure out how to fix our almost broken industry. so i guess that means fresh eyes is the answer?

11:03


Chuck Peters:  Do we want "set" products, or an unimaginable variety of experiences for each participant?

11:04


[Comment From Zack]

I think we need more eyes which hve the technical skills to work with new technologies/platforms and work with different frameworks and establish bridges between them.

11:04


[Comment From Jeff Jarvis]

I have found that bringing in people from other industries, particularly tech, helps inspire and inform the conversation. At Davos in Jan., I watched as tech execs told paper execs to stop moping and mourning and reinvent themselves. I just spoke with a VC who said it was a defining moment of Davos this year. Newspapers will die if they don't change, he said, but there's no reason for them to die. That

11:04


[Comment From Jeff Jarvis]

That's also a hopeful message

11:05


Chuck Peters:  Jeff - Do you have a quick link to Davos presentation?

11:06


[Comment From tomaltman]

zach - the technical people need to provide better tools. technology needs to be smarter, so people don't have to.

11:06


[Comment From Jeff Jarvis]

Chuck: It was a discussion. That's how this came out--when the tech execs heard the paper execs being so hopeless. They were surprised and responded. And then came new ideas.

11:07


[Comment From Jeff Jarvis]

The key, I think, is starting from absolute zero and deciding where the value is for both the public and advertising. That's what the tech execs saw.

11:08


[Comment From tomaltman]

jeff - why start from zero? why not take off where the start-ups have already broken ground?

11:08


[Comment From Zack]

Tom, I don't disagree, but at the basic level I think we need to have more of the tech people to work/learn the tools and turn them around quickly.

11:09


[Comment From Michele McLellan]

I agree about starting at zero. Start at zero and build something that has capacity beyond the now... capacity for what may happen five years from now. Industry very busy propping up the old model. Takes away from zero-base thinking we need.

11:09


[Comment From Jeff Jarvis]

Zack, Tom: I also think good things come from teaching everyone in an organization - edit and ad - the basics of online tools (video included) to take away the mystery and inspire new ideas.

11:10


[Comment From Jeff Jarvis]

As an online person, I must admit that online, too, became a priesthood and it has to open up and be more generous with knowledge in the newsroom, (and in the community).

11:10


[Comment From Zack]

As for the set products thing, I think in our particular market we may not want to abandon having some. Not everyone will want the unlimited experiences. I think it's a blend.

11:11


[Comment From Jason]

Jeff, what are some best practices from getting media types to stray away from the traditional though patterns? New ideas are OK. But changing before so action occurs is what appears we need to foster.

11:11


[Comment From Abe]

OK, I'm going to jump deep into the opine-pool here. Michelle, you asked about tools. We have lots and lots of tools - more than any of us can get to. For me personally, it's about 1) desire- you gotta want it; 2) cognitive dissonance - the old and the new are crashing on the scene and it's scary and we have to be OK with the fact that inspite our well articulatd views, we just don't and won't get it all 3) trust - in the power of the collective wisdom 5) cycles - sucky as this "crisis" is, it too shall pass 6) innovation - what ever that means anymore, but for me, the version that is about trying lots of stuff through and by lots of people persistently and forever knowing that if for no other reason than probability, good and useful stuff will eventually result.

11:11


[Comment From Jeff Jarvis]

Here's the followup I'm working on the New Business Models for News Summit we held at CUNY two weeks ago: http://newsinnovation.com/2008/11/03/next-steps-one-model/

11:11


[Comment From Bernie]

I couldn't agree more with Jeff that value for both the public and advertising -- your customers -- is hugely important. Technology should be secondary and serve only to provide that value..

11:12


[Comment From Jeff Jarvis]

Tom: By zero, I mean rethinking and redefining what we are. Manufacturer? Distributor? No. Ad taker? No. Maybe we're a platform for the community and for advertisers.

11:12


Chuck Peters:  I now have two here interested in Twitter!

11:13


Chuck Peters:  Of course, that is two who have made expression to me.   There might be 48 silent admirers!

11:13


[Comment From Michele McLellan]

@Abe. I hear you. Am thinking in particular about what top industry/newsroom leaders need to know to foster innovation in the room. I have seen them thwart it (sometimes unconsciously). Reason I ask is am designing some leadership training for Knight Digital Media Center. I need help!

11:13


[Comment From Jeff Jarvis]

Jason: Working with the Guardian, I find that (a) the top is very good at instilling that openness to change in the entire culture and (b) they bring in outsiders to stir up thinking with new viewpoints and models.

11:14


[Comment From Zack]

Jeff, I absolutely agree. People need to understand technology for what's possible and how it can be harnessed to achieve a goal.

11:15


[Comment From Jeff Jarvis]

Chuck: I wish we had video of the session so we could have a real discussion. Aspen webcast its last session via Groundreport and us outside the wall could then really be a part of the discussion.

11:16


[Comment From Michele McLellan]

@Jeff: Can you give details of how the Guardian top instills that openness? Very helpful.

11:16


[Comment From tomaltman]

Jeff - I agree to a point. But it's like when you're under attack (strong words, but they make the point). You have to consolidate forces to focus on the point of opposition, not spread out and thin the lines. So, yea Jeff - I think it become the platform for content. Does that make sense?

11:16


[Comment From tomaltman]

Zack/Jeff - "People need to understand technology for what's possible" - Do they? I don;t think so. Do you understand how your fuel injection on your car gets gas to the engine so it can go? Probably not. Do you need to - nope. Fill it up and press the pedal - it will go.

11:23


[Comment From Jeff Jarvis]

Michele: It's about expectations. They expect people to think differently and when they don't, they're disappointed; when they do, they reward that.

11:25


[Comment From McClatchy Watch]

Is Gary Pruitt there? Any McClatchy people?

11:25


[Comment From Jeff Jarvis]

Tom: It's also just plain fun to learn video. I find people empowered by it and some take it up. In any case, they now know what's possible. They're not learning how the CCD works. They are learning how to tell stories in new ways.

11:25


[Comment From Jeff Jarvis]

Tom: I'd modify "focus on the point of opposition." I'd say focus on (1) a problem to solve and (2) new opportunities. There's no enemy but that's how the internet has often been painted. The internet provides new ways.

11:25


[Comment From Zack]

Tom...the public may not need to know, but I'm talking on the inside. Using your example, we're a better organization if everyone here has knowledge that if the fuel injector is clogged, the car doesn't run as well. We don't all have to physically be build/repair the injector.

11:25


[Comment From Mark Potts]

With all due respect to all participants here--and kudos to Chuck for setting this up--this conversation is a metaphor for some of the industry's problems: Too many smart outsiders having this conversation while the insiders at the API meeting continue to ossify. If they can't hear what we're talking about, both sides are wasting our time.

11:26


Chuck Peters:  All here have the link to the blog, and the Twitter tag.   The blog will be available at http://cpetersia.wordpress.com until I take it down.

11:26


[Comment From Michele McLellan]

tomaltman. People need to understand how things work when they are things outside their past experience. Can you really understand the network if you are not blogging, commenting, on Twitter? Perhaps at some level. But I only got it when I started doing it. Opened doors that I didn't even see.

11:26


[Comment From Zack]

I don't think we're wasting time....Chuck could share the link to this blog and they can read the replay.

11:27


[Comment From Matt]

Anyone have any ideas on how to implement @jason's idea of a two-person team evangelizing in the community? I'm talking about getting frozen management to thaw that much.

11:27


[Comment From Jason]

I think API aught to put this conversation on a big screen in whatever room they are in and let's see their reactions, new thoughts, etc.

11:27


[Comment From Dave Martin]

If there is one person dead tree guys could learn from it would be Michael Rosenblum http://lin.cr/9gy

11:28


[Comment From AnnetteS]

@Dave Yes, I agree, and highly recommend Paul Bradshaw's video of Rosenblum at that link.

11:29


[Comment From Michele McLellan]

This is such a metaphor for the larger situation. Old media talks to itself, oblivious to a new conversation outside the vaunted doors.

11:29


[Comment From #APIS Hidama]

Do media companies find it difficult to incorporate Twitter into their productions?

11:30


[Comment From Jason]

I disagree that we are oblivious to it. But in order to be better we have to act. I agree we need more involved in the conversation, but we're definitely not oblivious. In a way, we have to be inside advocates for the outside.

11:30


[Comment From Dave Martin]

The greatest enemy of innovation is incrementalism. The secret to succeeding sooner is learning how to fail faster

11:32


[Comment From Michele McLellan]

Jason: Good point.

11:33


[Comment From Mark Potts]

Do we really think the participants in the API meeting are going to come read this? Sorry, but that strikes me as really optimistic. Unfortunately. They're just going to talk to themselves and reinforce their fears and bad behavior. Somehow, we need to storm the barricades--but some of us have been trying to make that happen for 15-plus years.

11:34


[Comment From Matt]

Waiting for Lee Q4 earnings today... Don't know how far it must fall before we see overhaul and room to move. That's the worst part--no action and patronizing.

11:35


[Comment From Jason]

Mark, I guess it comes down to Chuck being an advocate and showing the value of this conversation. If he can convince 5-7 others that this works and good stuff came out of it, that's a start, eh?

11:35


[Comment From Hidama]

@ mark potts Actually, even non API participants are here.

11:36


[Comment From Dave Martin]

The Lee operation here in Madison, Wisconsin has significant upside potential. They are not making things happen here, not taking advantage of market dynamics.

11:37


[Comment From Hidama]

*heart* Madison :)

11:37


[Comment From Matt]

@Dave Martin: We do too in Willamette Valley, OR. And we'

11:37


[Comment From Matt]

we're wasting so much $ on ineffective 3rd party apps. Working on some in-house solutions, but @ a snail's pace.

11:38


[Comment From Dave Martin]

Lee could do amazing things here in Madison. The most difficult part for them will be to getting started, out of their comfort zone.

11:39


Chuck Peters:  Leaders need to pick priorities, and stick with them.   I hope they have great eyes, ears and feet!

11:40


[Comment From Matt Hacker]

Dave Martin, comfort zones are hard for every company to get out of, but in the end, getting out of that comfort zone is the only way to succeed

11:40


[Comment From Guest]

If the feet carry them into the community to talk to teens, tweens, young adults and see how they're accessing info..

11:41


[Comment From Hidama]

@guest then they'll find a whole new people group to reach

11:41


[Comment From Jeff Jarvis]

Chuck,, Can you tell us what is happening behind the door? What's the agenda? Who's there?

11:45


[Comment From Dave Martin]

No need for third party anything. Most are not making the most of what they already have. Sites are static, very 1999. Sites need to be dynamic. What we have here is a massive failure of imagination. Good news: this can turn around in no time

11:45


[Comment From Hidama]

I wouldn't have blinked at my local newspaper if it wasn't for their employers on Twitter

11:47


[Comment From Colleen]

To Matt and Dave's points, I think you have to be prepared to "waste" some money because you don't know which innovations will work and which won't. But as Chuck says, you can set priorities and invest in projects that aligh.

11:47


Chuck Peters:  Here is the official API review of agenda, and speakers http://www.americanpressinstitute.org/08/CorporateRenewal/

11:48


[Comment From Colleen]

That's not to say you're not right about your projects being wasteful, Matt. Just that in some cases, you might need to follow some paths that dead end.

11:50


[Comment From Hidama]

I encourage media companies to utilizes tools like wordpress and Twitter. I catch my news by following media companies on Twitter and reading about it in my google reader to the blogs of media companies

11:51


[Comment From Matt]

Colleen: I'm all about investing in projects that are geared to fail fast. I've been beating that drum for a while now. New approach: tally each 3rd party app with metrics and dump those that aren't useful to readers. And don't add any that can't pay for themselves.

11:51


[Comment From Dave Martin]

@Hidama Agreed. There are some excellent examples in progress. If the news is important, it will find me

11:51


Chuck Peters:  I have made the points for atomic content, interactive networks, unpackaged products, etc.  

11:52


[Comment From Jeff Jarvis]

Chuck: How is this discussion involved, if at all, in the discussion there? Is it on a screen? Is anybody else in the room watching/participating? Or do you hope they'll read it afterward?

11:52


[Comment From Michelle Darnell]

@Matt: Agreed, but back to how long to have change to take place, does the existing system prevent that kind of agility?

11:52


[Comment From Colleen]

@Matt Great approach. Try some things, evaluate with agreed-upon metrics, decide which stay or go. Some seem paralyzed from trying for fear something will fail, others stay committed to bad ideas way too long. Keep beating that drum!

11:53


Chuck Peters:  There are only a couple of computers here, and of course Blackberrys.   I have emailed all to participate, and have personally challenged several to join now.

11:53


Chuck Peters:  At a break, I will try to get this on the screen.   Right now, speaker is not using screen.

11:53


[Comment From Dave Martin]

Low costs experiments abound. This is not a question of money but one of pov and committment, its about embracing the possible and getting on with it, execution not excuses

11:56


[Comment From Smitty]

One key enabler that is missing from most "newspaper" systems is the ability to describe the content with metadata that is meaningful and usefull. Both from a search engine and a consumer perspective. Without that key ability a great deal of information goes unseen and unused.

11:56


[Comment From Hidama]

Why does the API think there is a crisis?

11:56


[Comment From Matt]

@Michelle: Like dave martin said, it's all about 1999. So nothing works with anything. Loving WordPress right now because it cheap, fast and flexible. And is workable for non-programmers (with none on staff).

11:58


[Comment From Guest]

What about reader-to-reader sharing ... Why do I see so few newspapers forming Facebook groups?

11:58


[Comment From Michele McLellan]

@Matt. I get what you say about 1999. Why too much reinventing what's already out there easy and free. I heart WordPress.

11:58


[Comment From Michelle Darnell]

@Matt To clarify, I mean is the industry agile enough. I know the tools are out there (I am on the tool side of this convo) but as @martindave said, there must be a commitment to use them

11:58


[Comment From Dave Martin]

If we are to trust the recent Forrester data, about 20 something percent of users are creators. That's the leading edge of the market we need to cultivate, those and other thought leaders in the community.

11:58


[Comment From Hidama]

Okay, forget my question. If the API homepage thinks that "AIM This Page" is social media, you are all in big trouble.

11:59


[Comment From Dave Martin]

AIM is broadcast, not convo. Perspective is worth ten IQ points

11:59


[Comment From Matt]

@Michelle: To some degree, I can't really tackle whether the industry is agile or not. Personally, I don't think so. But I know there's a market for information in my community and feel like I owe it to them to do a better job. That

12:00


[Comment From Matt]

's what's so frustrating

12:00


[Comment From Colleen]

@Smitty Do you know about AP's content enrichment program? It aims to help with that metadata issue. http://www.ap.org/contentenrichment/

12:00


[Comment From Dave Martin]

Every daily needs to green-light a rogue in their midst, a skunk works of new media, a freaking digital evangelist not afraid of failing

12:02


[Comment From Guest]

@Colleen Good point. Driving news content on handhelds. That's a growing media.

12:02


[Comment From Matt]

Hey, who is everyone here on Twitter? I'd like to start following y'all. I'm @mneznanski

12:02


[Comment From Hidama]

@hidama

12:02


[Comment From Danielle]

@daniellefrancis

12:02


[Comment From Dave Martin]

@martindave

12:02


[Comment From Michelle Darnell]

@p00ka

12:03


[Comment From Matt Hacker]

@matthacker

12:03


[Comment From Nick Bergus]

@bergus

12:03


[Comment From Zack]

@zack52240

12:03


[Comment From Smitty]

@Colleen, yes I do. It is a great option and might be a good way to begin creating test beds for content creators to craft a new culture to promote the description of content along with the creation of content. From there groups could work on the flexibility needed to really make semantic search work.

12:06


Chuck Peters:  Hope may not be a strategy, but it is essential as a start.       That won't happen without leaders sharing a common vision

12:07


Chuck Peters:  If I can get this on the board, what are the top questions?

12:07


[Comment From Dave Martin]

drink deep from the chalice of courage - make something happen

12:07


[Comment From Guest]

@Smitty There's so much you can do with sorting content right now .. it's a matter of delivering it to the right target audience and making revenue from it. Using some of the technology available now .. it can be done.

12:08


[Comment From Dave Martin]

the strategic issue here: stop tweaking the numerator and change the damn denominator. stop wasting time trying to get better, get different

12:09


[Comment From Guest]

@cpetersia: Multiple formats, technologies, multiple targets. Move yesterday.

12:09


[Comment From njpeters]

Can newspapers open up their valuable content to local entrepreneurs to try and fail faster from the outside?

12:10


[Comment From Guest]

Can you monetize that?

12:10


[Comment From Hidama]

A top question from someone not in the media: Why are you afraid to try this? You have a whole generation younger than you that will become loyal followers if you use their forms of communication.

12:11


[Comment From Guest]

Hidama is CQ.

12:11


[Comment From Michele McLellan]

Do news industry leaders use digital media and social networking tools enough to understand their potential both short term and long term?

12:12


[Comment From Michele McLellan]

What do industry leaders think of the idea of more aggressively pushing users away from print and online? That involves shortterm sacrifice for some hope of longterm viability. Or does it?

12:13


[Comment From Michele McLellan]

Meant away from print and onto online....

12:13


[Comment From Michelle Darnell]

How many industry leaders have access to one technologically evangelical influence within their organization? How many have more, or none?

12:13


Chuck Peters:  If you were given complete control of a media company, what would be the first things you would do?

12:13


[Comment From Dave Martin]

The problem is not getting new ideas on the table and into their heads, the problem is getting the old ideas out of their heads

12:14


[Comment From Michele McLellan]

What do industry leaders, say CEOs, talk to their publishers and editors about most? The bottom line or "What have you done for me lately in innovation?"

12:14


[Comment From Guest]

Can't wait to invent the news hologram. Use what you have and maximize it. Join social media networks as your brand .. get into the reader-to-reader network.

12:14


[Comment From Dave Martin]

Become obsessed with top line development

12:14


[Comment From Michael]

What industry leaders don't get is that, to quote Friedman, the World is Flat. They see their company's from a top down perspective, rather than realizing we're an equal community.

12:15


[Comment From Michael]

@Chuck - ditch the printing press

12:15


Chuck Peters:  To Colleen - Which is why semantic engines to aggregate similar concepts are helpful, even here!

12:15


[Comment From Guest]

Print still has value, though not in traditional form.

12:16


[Comment From Michele McLellan]

Control of media company? Develop an online strategy, shift people and other resources aggressively to support it. Make print a niche product, distill the essentials that print readers want, charge them heavily and let them know why.

12:16


[Comment From Colleen]

Question for Chuck: can we move some of the focus to improving profitability by increasing revenue, not just cutting costs? (and thanks to Michael and Chuck for the tech help!)

12:16


[Comment From Guest]

I'm with Michelle. Niches serve readers' wants.

12:17


[Comment From Michele McLellan]

For online strategy, look in depth at information resources already present in community. Build the source for the important stuff that's not getting done. Figure out how to sell it and link to the rest.

12:17


Chuck Peters:  Need to focus on top line revenue.

12:18


[Comment From Guest]

Look at advertisers and where heavy. Launch niche publications that they can sponsor

12:18


[Comment From Colleen]

@Chuck Amen!

12:19


[Comment From Smitty]

many communities would benefit from much deeper pools of local content. That is one of the untapped natural resources available.

12:19


[Comment From Michael]

The industry is chained down by the factory model that can't be realistically abandoned. If I started a media company today, I'd develop the online strategy using open source tools and perhaps publish a weekly digest of (microlocal) news analysis

12:20


Chuck Peters:  How do we "unchain" the melody?

12:20


[Comment From Michael]

and by publish I refer to printed product

12:23


[Comment From Guest]

Traditional paper already shrinking. What's to prevent company from offering readers different mixes of service: basic news, niche coverage, weekly analysis?

12:23


[Comment From Dave Martin]

@Chuck import the freaks, the geeks, the rabid evangelist, the change agent

12:23


[Comment From Hidama]

When reading this I feel as if everyone is saying the same thing, but at the same time not hitting the core answer. What are you discontent with?

12:25


[Comment From Dave Martin]

@Hidama I am tired of losing when I do not have to

12:25


[Comment From njpeters]

First thing I would do: put 70% of the media company out on the streets, sending in content by any means possible (tweet, txt, camera phone, blog, flip cam). Have 30% of the company making the tech integrate so the content can post and be relevant from a million different angles. Allow everyone to synthesize and create meaning. And then monetize by trying every single ad platform available (pubmatic, adwords, affiliate sales). Measure all of it, and cherry pick the best to improve.

12:26


Chuck Peters:  The group is open to questions, but can't handle the pace in person that we can online.   Another metaphor.

12:26


[Comment From Matt Hacker]

I agree Nick!!!

12:28


[Comment From Smitty]

make it so Nick but include the community in the 70% and in the "allow everyone to create"

12:28


Chuck Peters:  To Hidama - The core issue to me is that packaged content, in print or online, does not meet my needs for timely, relevant and accurate content, given what I know about what is possible. Our tools exceed our imagination.

12:28


[Comment From Guest]

njpeters, so you're basically suggesting that newspapers become a branded version of the Internet?

12:29


[Comment From Michelle Darnell]

@Smitty Yes, use the technology to reverse the influence, the community filters & decides what is important to them.

12:31


[Comment From Hidama]

@chuckpeters I don't think the tools exceed the imagination. Twitter is full of the most mundane things! It's the real-time stream, it's the idea of niches.

12:31


[Comment From Matt]

@hidama I'm tired of being asked to keep going like nothing's happening and knowing if we don't change, I'm out of a job.

12:31


[Comment From Smitty]

branded internet but also remain a source of content that people still ? perceive as vetted, trusted and reliable

12:31


[Comment From Colleen]

@Smitty @Michael Like your ideas of deeper pools of local content, and think media companies have to rethink what's local -- if I'm in Detroit, I want all content about auto industry from around the world because it deeply affects me

12:31


[Comment From Hidama]

@chuckpeters Blogs create feedback for people who want to be a part of a community talking about an issue.

12:31


[Comment From Dave Martin]

make all assets digital and discoverable

12:32


Chuck Peters:  @hidama   Yet blogs are too hard to use to focus on particular topics across communities

12:32


[Comment From Hidama]

I don't think monetizing will come from a mass source - people want it to be real, and they want to experience it as well. People respond to what they care about, and anything else is cast aside.

12:32


[Comment From Colleen]

@Chuck Do you have us on the big screen yet, or are we all just the peanut gallery chattering out in the lobby?

12:32


Chuck Peters:  No big screen yet, and no opportunity to bring up, either!

12:32


[Comment From Michelle Darnell]

@Coleen But you might also prioritize the news fron your neighbors more than over all of Detroit

12:33


[Comment From Smitty]

@Colleen - that's where the semantic search comes in to play and why hyper-metadata is important to any new process

12:33


[Comment From Hidama]

@chuckpeters You're right. It's hard to find a universal topic. Just like how people open a newspaper to their favorite section (mine is world news and comics), people will only read blogs that have content they want to read

12:34


[Comment From Hidama]

@colleen Everyone else doesn't know what they're missing :)

12:34


Chuck Peters:  @Hidama Not just universal topics, but very particular topics that are covered across multiple communities

12:35


[Comment From Michael]

I see it at my paper - we put yesterday's news on the front page of the printed product. Meanwhile, most of our audience already knows that happened. We forego the local, more relevant and more unique material to the inside pages. Why do newspapers still try to offer a broadcast when a narrowcast would serve everyone much better?

12:35


[Comment From Hidama]

I agree with @michael

12:37


[Comment From Jamie]

@Michael I think a lot of it has to do with culture. Those are the stories we've ALWAYS put out there. That's hard to change.

12:37


[Comment From Hidama]

particular topics that are across multiple communities. If each community has an opinion about the same topics, then you have one huge follow :)

12:37


[Comment From Hidama]

Just dive in. See who wants to talk about what. Some people won't want to talk about it. That's just the facts.

12:38


[Comment From Michael]

@Jamie - Yet the survey says fear of change is the biggest hurdle facing our industry

12:38


[Comment From Dave Martin]

the news cycle is dynamic and not dependent upon your press run, you need to keep folks dialed-in to what's happening in as real-time as possible

12:39


[Comment From Michele McLellan]

Research shows that news organizations are among the most change-resistant ever studied.

12:39


[Comment From Mark Edwards]

@michele duh.

12:40


[Comment From Jamie]

@Michael No disagreement from me. The only way we'll survive is by giving people what they want, and they don't want what we're offering now

12:40


[Comment From Smitty]

the next gen content delivery is the news feed which you configure. The paper products live on serving niche and rich local news like the CR Gazette just did - a week long story about traveling down the Cedar River. The print plant cannot continue to be for the newspaper alone. Just too much operational expense for an under utilized resource.

12:40


[Comment From Colleen]

@Michelle @Smitty Absolutely. I might care about international politics, anything about the industry I work in, my kid's elementary school hot lunch schedule, and anything anyone says from or about my neighborhood.

12:41


Chuck Peters:  I did not need to worry about the "attribution" rule.   I have not been tempted to "attribute"

12:41


[Comment From Hidama]

And this is where Wordpress and Twitter come in!

12:41


[Comment From Hidama]

Media employees talk about issues they care about, and people who align with their interests will follow them

12:42


[Comment From Guest]

Why not serve individual consumers with targeted niche publications and serve up internet content via already available networks? You can't turn a newspaper into a Google competitor.. must integrate already existing -- and heavily used -- media routes.

12:43


[Comment From Hidama]

So, you've got the media part down. Just don't forget this isn't just another outlet, it's *social*!

12:43


[Comment From Smitty]

media employees might want to invite more people to play in their sandbox....

12:43


[Comment From Guest]

Social networks ... like Facebook, Twitter ...

12:44


[Comment From Guest]

The trick is moving quickly and building core followers for specific kinds of groups, feeds .. that can be turned into revenue.

12:44


[Comment From Hidama]

My personal opinion is to ditch facebook

12:45


[Comment From Guest]

But that's where all the young people are ... and they're heavy users.

12:45


[Comment From Hidama]

Well, okay, you can reach teenagers, but facebook is too full of applications, adds, and media outreaches that the college students don't care about it anymore.

12:45


[Comment From Guest]

Are there alternate delivery methods in place now that can be used to drive readers/viewers?

12:46


[Comment From Smitty]

I got to this discussion through connections on Facebook....gotta run but this was fun. I hope you find a path to change soon.

12:46


[Comment From Guest]

Preferably mobie.

12:46


[Comment From Jamie]

I'm def. with Hidama on ditching Facebook. It's way better for person to person contact than large group contact. What about social news sites like digg.com and reddit. Are people submitting your stories there? Why not if they aren't?

12:46


[Comment From Guest]

Mobile.

12:47


[Comment From Guest]

Why not use them all?

12:47


[Comment From Dave Martin]

Mobile matters most. Nokia produces 16 handsets a second

12:47


[Comment From Zack]

I think you want to be flexible enough to use them all.

12:48


[Comment From Michael]

@Jamie - A big hit from Digg or Reddit may produce huge one-off results, but will it generate loyalty and readership?

12:48


[Comment From Hidama]

@jamie Digg is a great source. It's increasingly becoming mainstream, and reddit is for our minimalistic friends

12:48


[Comment From Dave Martin]

Read Morville - Ambient Findability

12:48


[Comment From Guest]

You want viral stories that can be passed from reader to reader.

12:49


[Comment From Michelle Darnell]

@guest create your own network & allow users push & pull

12:49


[Comment From Hidama]

@michael it depends. I never read TechCrunch until enough articles linked back to it.

12:50


[Comment From Hidama]

@michael if your article as links to google reader, technorati, del.ici.ous, or even better, a Twitter feed, I'll subscribe to it and keep my eye out for more material that I want to read

12:51


[Comment From Jamie]

@Michael It will if you're stuff is consistently good enough to make the front page (or at least do well in the upcoming section). And if you can target local people there (which is possible), you can bring value to advertisers, too

12:52


[Comment From Michael]

@Hidama @Jamie - Good points. But digg isn't the best platform for conversation. Which is why I prefer twitter (I'm much more likely to click through - especially if I like the tweet and trust the poster) But I agree we should use them all

12:52


[Comment From Hidama]

although, I admit it's hard to get anywhere with Digg the first couple of times. But, hopefully Kevin Rose is working on that :)

12:52


Chuck Peters:  OK - I am going to try to get this on screen in about 20 minutes. If I fail, I will let you know.

12:53


[Comment From Hidama]

@michael I'm completely biased when I say Twitter is the way to go

12:53


[Comment From Hidama]

@chuckpeters you won't fail :)

12:53


[Comment From Colleen]

@Dave I used to work for Peter Morville, before the dot-com bubble burst, and it's amazing to me that so much of what Argus was doing 10 years ago is *still* not mainstream

12:53


[Comment From Mark Edwards]

Twitter is good for conversation, but FriendFeed is great. Add their real time feature and you've got a great opportunity to have a meaningful conversation.

12:54


[Comment From Hidama]

@michael and that is a huge point. if you trust the poster. This is why it's "social" media -- it's interaction and personal

12:54


[Comment From Guest]

If you can serve particular niches and allow sharing among readers with similar interests, you should allow readers to decide how to communicate.

12:54


[Comment From Hidama]

@guest exactly :)

12:54


[Comment From Colleen]

FWIW, I keep hearing from grown-ups who are just coming to Facebook. It feels like it's gaining critical mass as the web 2.0 gathering place.

12:54


[Comment From Michael]

And look at stories as atomic units of currency - and start looking at journalism as a process of community involvement rather than an isolated newsroom.

12:55


Chuck Peters:  The computer helpers are trying to get us up on the screen

12:56


Chuck Peters:  We are on the screen!

12:56


[Comment From Hidama]

... I'm so horrible. I'm "live blogging" with professional writers and ruining it with my atrocious spelling and smiley faces.

12:56


[Comment From Dave Martin]

Greetings people of Earth

12:56


[Comment From Guest]

True, but a well researched and reported piece should be the starting place for discussion. Discussion around blogs with varying agendas make for fractious conversations. Such online discussions should have journalism at their core.

12:57


[Comment From Michael]

@Guest - Very true. I'm saying newsrooms should facilitate such conversation, not insulate themselves from it.

12:58


[Comment From Jeff Jarvis]

Hello newspaperpeople.

12:58


[Comment From David Howell]

Just thought I should say "Hi" so as I dont feel like I am too much of a lurker.

12:58


[Comment From Abe]

All - how do we stay focused on making the most of this event and the audience?

12:58


[Comment From Hidama]

So, remember: It's *social* media: if you keep trying to take the personal aspect out of it, then you're doing it wrong.

12:59


Chuck Peters:  We are on a short break now, so people will not gather for 10 minutes.   Several are in the room, asking about the blog.

12:59


[Comment From Dave Martin]

Every daily needs to employ a digital evangelist, a person at the local level obsessed with developing game-changing stuff that drives top line. Not share of market - market creation.

12:59


[Comment From Jeff Jarvis]

This would be a far more effective back-channel to the conversation, of course, if we could hear the conversation. That said, I suggest, chuck, that you facilitate some two-way: The participants ask the room a question, the room asks the participants a question.

12:59


[Comment From Guest]

So, rather than a mass pool of news from which to choose online, how do we target stories to readers who then will participate or pass along stories via social media? Do we create multi-tiered Web sites rather than online versions of Page One?

1:00


[Comment From Hidama]

Utilizes wordpress and Twitter to create communication and relationships between the employees and their articles and the readers

1:00


[Comment From Guest]

Would I have to visit these sites or would I subscribe to RSS feeds?

1:00


[Comment From Hidama]

@guest Everyone should check out Hubspot for "social media" and "web2.0" information

1:00


[Comment From Dave Martin]

Empower your local smores

1:01


[Comment From Hidama]

And maybe you'll find inspiration from @garyvee, a huge social media maestro

1:02


[Comment From Dave Martin]

Local, local, local - the key to unlocking the gold mine

1:02


[Comment From Colleen]

Having just heard about layoffs and buyouts in my home state of Michigan, I'll repeat a question Chuck spoke to earlier: how do we focus more attention on revenue instead of only on cost cutting?

1:04


[Comment From Dave Martin]

You become obsessed with top line development. All staff. You are either in sales or sales support.

1:07


[Comment From Danielle]

@Colleen Amen, people are starting to get really nervous here and are jumping ship

1:07


[Comment From Colleen]

@Dave How are news people going to respond to being told they're sales support?

1:07


[Comment From Guest]

News people better be thinking about revenue. It's that disconnect that has put so many on the street.

1:07


[Comment From Colleen]

I'm not saying you're wrong -- I''m saying that's a radical cultural shift.

1:07


[Comment From Mark Edwards]

If the product is compelling enough, the revenue WILL follow, whether its a paper product, a feed, a widget, platform isn't as important as compelling (local and unique) content.

1:08


[Comment From tomaltman]

Mark - correct.

1:08


[Comment From Jamie]

@Mark Edwards That's exactly right. If we get enough eyes, advertisers will come. It's up to us to figure out how to get them.

1:08


[Comment From Nick Bergus]

Sales should be figuring out how many eyeballs are needed. Editorial should be producing content that attracts that many eyeballs.

1:08


[Comment From Dave Martin]

The news folks have always been in sales support. They get people into the tent. Content drives the sales equation, it was ever thus. The play's the thing!

1:08


[Comment From Mark Edwards]

If news people don't understand that they're part of the sales team, you've got the wrong news people. In the end, its all about revenue. Write good news and sell papers or hits or whatever

1:09


[Comment From Michele McLellan]

Something from Steve Outing (via Steve Fox on Facebook)

1:09


Chuck Peters:  People are going to gather now.   Screen is very hard to see from back of room, but I will translate!

1:09


[Comment From Michele McLellan]

Outing: Why newspapers are likely to die as we know them http://tinyurl.com/6663ux

1:10


[Comment From Zack]

Editorial must be thinking about revenue...we're not in a vacuum any more.

1:10


[Comment From Michele McLellan]

I am wondering what the folks at the summit hope to accomplish today and what thoughts they have so far on what they might change about the strategies and practices of their organizations (and of themselves :-)

1:15


[Comment From Dave Martin]

Be obvious, topical and above all else be local. All assets must be digital and discoverable. Drive top lines of audience and sales equally. Your news people are not your problem, your sales people and their sales managers are the ones killing you.

1:15


[Comment From Michele McLellan]

Is there any discussion of getting a good balance of shortterm strategy that produces revenue and longterm strategy that might not produce right away but promises longer life? Can that balance be expressed in percentages -- 30 percent now, 70 future? Or vice versa?

1:15


[Comment From Nick Bergus]

@Zack Editorial needs to be thinking about content that people actually want. Sales should be figuring out how to make the most revenue from it.

1:15


[Comment From Guest]

Simple property of physics ... it's easier to redirect a dynamic, rather than a static, object.

1:18


[Comment From Guest]

Augment big mass appeal stories with niche publications and content that can bring in additional revenue. Rely on social networks to promote reader-to-reader interest..

1:19


[Comment From Hidama]

Oh! I just had an idea that will jumpstart everyone on to social media toold

1:19


[Comment From Abe]

Jeff - the two way, that's an example of both sharing socially AND making the most of the event and audience.

1:19


[Comment From Dave Martin]

A creative collaboration must be fostered and made to happen in the organization. All staff need to be focused on market creation rather than market share. Change the denominator, stop wasting time tweaking the numerator.

1:21


[Comment From Hidama]

**The speaker should call out, at the end of the speech, for all Twitter users to stand. Everyone sitting should look to the standing person nearest to them, and talk to that person on a break. Networking and social networking, all in one moment.**

1:21


[Comment From Zack]

@Nick I agree...there is far too much content - still - that is compiled because "That's what we've always done." But there should also be some strategic thought about how information we collect can be turned in or incorporated into other applications.

1:21


Chuck Peters:  Good review of blog, and your questions.   I think many will check this out soon!

1:22


Chuck Peters:  Now, subject is local video.

1:22


[Comment From Dave Martin]

Move the best of legacy forward, abandon the stuff that is not working no matter the tradition

1:22


[Comment From Dave Martin]

The expert on local video is Michael Rosenblum - brilliant

1:23


[Comment From Mark Edwards]

Every reporter should have at least a flip cam, it can capture both video which will be good enough for the web and stills. Almost anyone can use that technology.

1:24


[Comment From Jason]

Speaking of video: How do we get the audience to consume this content more. We get great traffic on breaking news video but lesser amounts on well produced pieces.

1:24


[Comment From Jamie]

@Mark Edwards I'm a big proponent of them. I called them "reporter-proof" at my last paper. But reporters should be updating stories ALL THE TIME. If they aren't, why not?

1:24


[Comment From Michelle Darnell]

@Mark Edwards; Yes, but also allow UGC uploads, creates community content & investment in your business

1:25


[Comment From Dave Martin]

@Jason Let the audience decide the winners. Stop producing packages that no one likes but the producer.

1:25


[Comment From Jeff Mignon]

The research we have done 6 months ago about videos on local newspapers websites showed very disappointing traffic

1:25


[Comment From Michael]

@Dave I +1 that sentiment

1:25


[Comment From Mark Edwards]

@Jamie reporters should be updating all the time. There is NO news cycle anymore

1:26


[Comment From Dave Martin]

@Jeff - simple answer - the video sucks

1:26


[Comment From Michael]

@Dave define "suck"

1:26


[Comment From Mark Edwards]

@Michelle UGC is a great thing as long as the person uploading it has a clue as to what is compelling.

1:26


[Comment From Jeff Mignon]

@Dave - by the way the research covered North American and European newspapers.

1:27


[Comment From Nick Bergus]

I don't think the answer is getting reporters to produce more. The answer is getting reporters to produce better.

1:27


[Comment From Michelle Darnell]

If the video doesn't provide any additional focus that couldn't be picked up from a print addition, than video content will be n better than any other kind

1:27


[Comment From Mark Edwards]

@Nick Correct. It might require training them to understand new ways to tell the story, but better is key.

1:28


[Comment From tomaltman]

Nick - don't you think it also produce which producing. Don't wait until it's "polished" to put it out there?

1:28


[Comment From Jeff Mignon]

@Dave & @ Michael - My feeling: people don't want tv-like video online

1:28


[Comment From Bernie (@bjsmith)]

doing video for sake of video is a waste of time.

1:28


[Comment From Hidama]

Well, if you want to catch live video, there are reports of possible gunfire at Virgina Tech http://tinyurl.com/5v2m4j

1:28


[Comment From Dave Martin]

All content on your site should be subject to the most brutal of all metrics - did the audience consume it, react to it, send it to others, et al. The video sucks when it does not get views after being properly promoted, positioned, made easy to discover. Content should be made accountable, meritocracy!

1:28


[Comment From Michelle Darnell]

@Mark Edwards User will watch what they trust, and they are more likely to trust someone like themselves, as opposed to traditional media filters

1:29


[Comment From Nick Bergus]

@bjsmith Exactly.

1:29


Chuck Peters:  In local markets, will video be the big new thing?

1:29


[Comment From Nick Bergus]

There is some value to raw/unpolish video, but if it drowns out your more compelling work, you're just making it harder on yourself.

1:30


[Comment From Mark Edwards]

Video is a must. Even radio stations are doing video now

1:30


[Comment From Jamie]

@Chuck It depends. is it compelling? That's the way to get people to watch

1:30


[Comment From Dave Martin]

Quality of the video is not important, witness crappy YouTube videos with millions of views, what's important is the freaking content and how easy you make it to share that content, mash up that content, inject that content into the bigger convo

1:30


[Comment From Bernie (@bjsmith)]

@chuck: I don't think video should be considered new any more, even on the Internet.

1:31


Chuck Peters:  Video not new in concept, but in driving revenue?

1:31


[Comment From Jamie]

@Dave Martin Content is king, you're right on that.

1:31


[Comment From Bernie (@bjsmith)]

A chuck compelling stories well told and well publicized, no matter what the medium, should drive revenue.

1:32


[Comment From Jamie]

@Chuck Peters a lot of papers have been disappointed in the revenue streams from video because people are selling ads like they're for a TV station, and they aren't.

1:32


[Comment From Michelle Darnell]

@Chuck Peters Online video content is seeing greatest success in small to mid markets. It is providing additional info. In larger markets the info has likely been prevented in another form already: RSS, Twitter, other formats are getting there quicker.

1:32


[Comment From Jeff Mignon]

The newspapers we studied : video DO NOT DRIVE REVENUE -- at list for the moment

1:32


[Comment From Dave Martin]

Some years ago I learned that the number one viewed video stream on Oregon Live was a locked down camera shooting a street corner downtown - they LOVED it. Find out what they want and give it to them. Stop giving them stuff they don't want. Are they eating the dog food? That question needs to be asked out loud daily!

1:32


[Comment From Mark Edwards]

@chuck Its easy to add revenue generating elements to video areas. Look at what Tribune has done with their TV stations.

1:33


Chuck Peters:  Now to API Making the Leap discussion

1:33


[Comment From Hidama]

@ Dave Martin - absolutely. Thousands of people watch a live stream of Shiba Inu puppies everyday

1:33


[Comment From Michelle Darnell]

@Jamie, True also, no one wants a 30 sec pre roll. Users will click away after 8-10 secs.

1:33


[Comment From njpeters]

How can media open up to the trends and disruption entrepreneurs create daily? Is anyone collaborating with outside entrepreneurs to make something new out of the content that already exists on a local level?

1:33


[Comment From Dave Martin]

Stop wasting precious resources producing stuff that no one wants but the producers. Are they eating the dog food? Do they recommend it to others

1:33


[Comment From Nick Bergus]

@mark edwards The ad side has to figure out how to monetize what it has. Sell ads on everything. Get sponsors for pod casts and video sections.

1:34


[Comment From Dave Martin]

The ad side needs to produce or be gone. Execution, not excuses.

1:37


[Comment From Mark Edwards]

@nick Totally right. All the ads that aren't running in the printed paper should be on the other assets. And doing that will force some clients back to the print edition.

1:37


[Comment From Jamie]

@Michelle Darnell I fought that fight at my last paper. We practically gave away 30 second pre-roll slots and then advertisers were mad when the numbers were so terrible

1:37


[Comment From Dave Martin]

Hire sales people that have no experience in print, the ones that are too freaking stupid to know that you cannot sell print and the digital assets of print.

1:37


[Comment From Hidama]

I love the ads on the video podcast Diggnation. The hosts announce the sponsors, and give honest reviews of the people who sponsor them. Now that, I'll listen to and not click away

1:37


[Comment From Mark Edwards]

Gotta scoot. Would love to continue the discussion at @markedwards on Twitter or http://markedwards.friendfeed.com.

1:39


[Comment From Jeff Mignon]

To sell ads, you need traffic

1:39


Chuck Peters:  Has anyone seen new McKinsey report on our industry, just out?

1:41


[Comment From Jason]

McKinsey Quarterly http://tinyurl.com/63kqhb

1:41


[Comment From Dave Martin]

@Jeff. That is not correct. To sell ads you need buyers who are interested in being in an environment that you create. Buyers base decisions on the merits and logic of your value proposition. The local retailer cares about their own traffic not the traffic at the paper's website.

1:43


Chuck Peters:  @Jason - That McKinsey url goes to August 2007 report, interesting, but not what was mentioned just now..

1:43


[Comment From Jamie]

@Jeff Mignon Here we're seeing online readership nearly equivalent to our print readership. We need to convince advertisers that the website brings them value

1:43


[Comment From Dave Martin]

The best sellers are those not yet infected with the bad attitudes of senior staff. They are not aware that the ads can not be sold, are priced too high or any of the other objections senior sellers and their hack managers use to explain away their continuing failure

1:43


[Comment From Jeff Mignon]

@Dave. Sorry, I don't have the same experience.

1:44


[Comment From Jeff Mignon]

Advertisers want more and more ROI. And ROI = money not value

1:45


[Comment From Jason]

This is probably more relevant. http://tinyurl.com/6z6pws "The rapid growth of online advertising hides a serious challenge: the digital world has developed faster than the tools needed to measure it."

1:45


[Comment From Dave Martin]

@Jeff You are talking about buyers who base buys on CPMs driven by subscription metrics (e.g., Nielsen, comscore, et al). Sellers are wasting time with those buyers. Local retail should be the target, those are the buyers Google is harvesting NOW

1:46


[Comment From Jeff Mignon]

@ Dave. I understand your point and it is why pure-play are now dominating the local online advertising market

1:48


[Comment From Michele McLellan]

Re advertising, seems like news organizations are still trying to transfer to the print model to online -- selling mass instead of targeted (a la Google). Or are the advertisers the old-fashioned ones driving this?

1:48


[Comment From Dave Martin]

@Jason There is not even agreement on the definition of a unique. Metrics and price are objections only when the seller has failed to articulate value. Look at the click rates on Ad Words. Horrible but it does not matter. What matters is the perception of the buyer. @Jeff My point is local print should be the one dominating local online, no excuse for it not being the leader

1:48


Chuck Peters:  What is the great risk of doing something?

1:49


[Comment From Hidama]

Getting your pride hurt when it doesn't work out :)

1:49


[Comment From Dave Martin]

@Chuck Delegation of blame, or blame-storming

1:49


[Comment From Jeff Mignon]

@ You're right. Except they don't have the tools to measure ROI. Google does. They don't have online flexible tools to advertise. Google does. etc.

1:49


[Comment From Michele McLellan]

Risk? Loss or failure. Or the perception of that by your peers...

1:49


[Comment From bjsmith]

@chuck: Much less than risk of doing nothing but more of same.

1:50


[Comment From PM]

@Chuck The risk of doing something is always less than the risk of doing nothing.

1:50


[Comment From Hidama]

I'm more likely to purchase, or use something, because of word of mouth. To me, blogs and Twitter is that word of mouth.

1:50


[Comment From Jason]

Because doing something is hard. Talking about it is easy. People are typically afraid to fail. It's like that time you are standing on the edge of the bridge ready to bungee jump. It's scary, but once you do it, it's a heck of a ride.

1:51


[Comment From Michele McLellan]

The culture of journalism and the news business tends to be to pick apart anything that goes wrong and say "never again." Innovation builds on lessons of ideas that may not succeed in the first or second iteration.

1:51


[Comment From Michelle Darnell]

@Chuck Peters Usually a big investment, not just in technology but investment of man power & waste of time, now when revenues are expected to drop. Can media afford to do anything new?

1:52


Chuck Peters:  If we collaborate on big projects, we can reduce the risk of failure, but need to be wary of losing innovative steam by seeking collaboration.

1:52


[Comment From Jeff Mignon]

@Hidama. Word of mouth counts for 50% of sales (don't remember the source - sorry)

1:52


[Comment From PM]

There seems to be the perception that there's a positive correlation between the number of times something is attempted and the possibility of failure. This assumption is incorrect.

1:53


[Comment From Jeff Mignon]

To take risk you need methodology. It is key.

1:53


[Comment From PM]

@Chuck: However, collaboration can spring forth new ideas that would not have been thought of otherwise.

1:53


[Comment From Hidama]

@ PM very wise - I agree.

1:53


[Comment From Dave Martin]

Big global initiatives suck up the most money while producing the most modest results. Unleash local rogue, skunk works, experiment, learn to fail faster

1:55


[Comment From Jeff Mignon]

The question is how do you decide where to put the money to experiment?

1:55


Chuck Peters:  @Jeff, which is why the strategy has to be very clear

1:55


[Comment From Dave Martin]

Big is not nimble enough, not agile enough to succeed. We don't need some old white guy with a VP title anywhere near innovation.

1:55


[Comment From Hidama]

@ jeff social media interns! (this is slightly sarcastic, but should be considered)

1:56


[Comment From Jeff Mignon]

@ Chuck. Correct.

1:56


[Comment From Michele McLellan]

@Chuck re collaboration. Do the CEO's see much potential for cross-sector collaboration in developing new products and practices?

1:57


Chuck Peters:  @Michele cross-sector?

1:59


[Comment From Michelle Darnell]

@Jeff Start with one technology evangelist that you trust to do the filtering for you & a solid plan

1:59


[Comment From Dave Martin]

@Jeff Tear a page out of the Google playbook. Budget zero. Allow, encourage staff to allocate a percentage of their time to innovation, provide guidance on the objectives, the what and the why let them figure out the how. Measure and monitor. Catch people doing something right.

2:03


[Comment From Jeff Mignon]

@Dave & Michelle. You're right but I think it is not going to be enough. According to me, the issue is the mission. The mission of a newspaper company is changing. And they don't have a clear idea of what is their new mission. Mission guides your strategy.

2:03


[Comment From Jason]

One problem that is always the elephant in the room is that daily deadline. How about putting together the smallest team possible to put out the print product everyday and then open up the rest of your staff to do critical thinking and pursue innovative ideas?

2:05


Chuck Peters:  @Jason - that elephant is why I suggested the necessity of separating content and product over a year ago ---the elephant has turned into a gorilla, but I am still wrestling!

2:06


[Comment From Hidama]

@jason but don't short change yourself on what you do well: quality, printed news

2:06


[Comment From Michele McLellan]

@Chuck. Cross-sector... Thinking, say, McClatchy puts a lot of brainpower into innovating in a particular area and shares. Tribune another.... People innovate and give for the good of the news industry sector.....

2:06


[Comment From Dave Martin]

@Jeff Not true, you are over-thinking this. The mission is to adapt or die, to be around next year, to survive. Unless you have money coming in that amounts to more than you are spending there is no business, no mission, no nothing. That's the clarity needed here. How do we drive the toplines of reach and revenue?

2:08


[Comment From Jeff Mignon]

@Jason. Do you know that in France, 70 to 80% of the content of all local newspapers is produce by "citizen journalists" and for more than 50 years?

2:09


Chuck Peters:  OK - I have to leave to go to the airport, so this live blog has to end.   If someone wants to start another - great.   If you want to continue on Twitter, great.

2:09


[Comment From Jason]

@Chuck I agree we have to separate content from product 100%. But are we ready for that? The type of content being collected now isn't working for the most part. Training can only go so far. Mindset is a big part of it. How do we change behavior enough so all content collectors have the mindset to reach the various audience needs?

2:09
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