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Introduction

The New York Times is winning at journalism. Of al]
the challenges facing a media company in the digi-
tal age, producing great journalism is the hardest.
Our daily report is deep, broad, smart and engaging
— and we've got a huge lead over the competition,
At the same time, we are falling behind in a sec-
ond critical area: the art and science of getting our
journalism to readers. We have always cared about
the reach and impact of our work, but we haven't
done enough to crack that code in the digital era.
This is where our competitors are pushing ahead
of us. The Washington Post and The Wall Street
Journal have announced aggressive moves in re-
cent months to remake themselves for this age. First
Look Media and Vox Media are creating newsrooms
custom-built for digital. The Guardian and USA
Today have embraced emerging best practices that
have helped grow readership. And Huffington Post
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and Flipboard often get more traffic from Times
journalism than we do.

In contrast, over the last year The Times has
watched readership fall significantly. Not only is the
audience on our website shrinking but our audience
on our smartphone apps has dipped, an extremely
worrying sign on a growing platform.

Our core mission remains producing the world’s
best journalism. But with the endless upheaval
in technology, reader habits and the entire busi-
ness model, The Times needs to pursue smart new
strategies for growing our audience. The urgency is
only growing because digital media is getting more
crowded, better funded and far more innovative,

The first section of this report explores in detail
the need for the newsroom to take the lead in get-
ting more readers to spend more time reading more
of our journalism. It offers specific strategies and
tactics to accomplish this goal, often called audience
development.



Simply otfering recommendations for improving
our efforts to get our journalism to readers is not
enough, however. The difficulties we face in audi-
ence development are symptomatic of our need to
become a more nimble, digitally focused newsroom
that can thrive in a landscape of constant change.
The second part of this report examines specific
recommendations that we believe will help strength-
en our newsroom for the digital era. That means
taking more time to assess the landscape and chart
the road ahead, rethink print-centric traditions, use
experiments and data to inform decisions, hire and
empower the right digital talent and work hand in
hand with reader-focused departments on the busi-
ness side. These needs are all deeply intertwined —
getting better at one will help all the others.
This is a moment we are well positioned to seize.
The anxiety that filled the newsroom only a few
years ago has mostly dissipated. The success of the
paywall has provided financial stability as we be-
come more digitally focused. The sale of other prop-
erties like The Boston Globe has allowed the leader-
ship to focus squarely on The New York Times. Both
Mark Thompson and Jill Abramson have established
themselves as willing and eager to push the compa-
ny in new, sometimes uncomfortable directions.
Indeed, all of us have been struck by the news-

room’s momentum in many critical areas that

discuss throughout the report — key digital p
motions, promising product initiatives, the mot
imperative, and productive collaborations with 1
business side. The masthead recently embraced :
alytics and is in the process of building up a te:
that will help the newsroom use data to inform de
sions, which would have been one of our main r
ommendations.

That momentum has contributed to a new sen
of openness and opportunity across the organiz
tion. Our company goals speak volumes: Strate
for Growth, Speed and Agility, Unlocking the Pow
of Data, and One NYT. The newsroom, once resj
tant to change, is energized by these recent succes
es and eager to tackle difficult questions and try ne
things. And the business side, with a growing benc
of talent and an increasingly shared mission of ser
ing readers, is eager for the newsroom lead the wa'

Our overarching goal is to help the masthea
build on that momentum and take advantage of th:
openness.

For this report, we have pulled together informa
tion and insights to help you do that, based on hun
dreds of interviews, a deep dive into our operations
a close look at the competitive landscape and, witl
that rarest of journalistic privileges, the time to stej

The Times Reaches A Vast Print And Digital Audience....

20M

Mabile readers in
U.S. per month

Web readers in U.S
per month

5.7M

Facebook followers

6.5M

E Mail Newsletters
Subseribers
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13.5M

News Alerts audience

11.3M

Twitter followers

1.25M

Print Subscribers

760K

Digital Subscribers



back and think.
Some of these recommendations will seem obvi-

ous; others may seem more controversial at first
glance. All were developed with full commitment to
the values of The Times and with the understanding
that we have few extra resources lying around.

The few new roles we have proposed are not fo-
cused on creating new journalism; their goal is to get
more out of the journalism we are already creating.
We want to help tune the newsroom engine to get all
the cylinders firing more efficiently.

[t should be stated explicitly that there is no single
transformational idea in this report. Transforma-
tion can be a dangerous word in our current envi-
ronment because it suggests a shift from one solid
state to another; it implies there is an end point. In-
stead, we have watched the dizzying growth of smart
phones and tablets, even as we are still figuring out
the web. We have watched the massive migration of
readers to social media even as we were redesigning
our home page.

Difficult new questions will arrive with each new
shift. In all likelihood, we will spend the rest of our
careers wrestling with them. The leader of another
organization called this era, “A period of muddling
through.”

Not a single person among the hundreds we inter-

viewed ever suggested tinkering with the journalistic
values and integrity that make the Times the great-
est journalistic institution in the world. But we must
evolve, and quickly, to maintain that status over the
coming decades. m

...But Many Competitors Are Growing Faster
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supassed us years ago
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n 2013,
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Our Proposals, In Brief

CHAPTER 1: GROWING OUR AUDIENCE

MAKE DEVELOPING OUR AUDIENCE A CORE AND URGENT PART OF OUR MISSION

More than ever, the hard work of growing our audi-
ence falls squarely on the newsroom. The realities
of a cluttered Internet and distracted mobile world
require extra effort to get our journalism to readers,
This work requires creativity, editorial judgment
and offers us the chance to ensure that our journal-
ism lands with even greater impact,

There should be a senior newsroom leader in
charge of Audience Development, but this effort

CHAPTER 2: STRENGTHENING OUR NEWSROOM

should be everyone’s job. We explore several ar
eas that we believe can position us for continuec
growth: discovery (how we package and distributc
our journalism), promotion (how we call attentior
to our journalism) and connection (how we create
a two-way relationship with readers that deepens
their loyalty). At both digital and traditional com-
petitors, these functions are now considered part of
the newsroom’s responsibilities,

COLLABORATE WITH BUSINESS-SIDE UNITS FOCUSED ON READER EXPERIENCE

This shift would provide the newsroom, virtually
overnight, with many of the necessary skills and
insights to take our digital report to the next level.

There arean units, most
of which are siness side,
that are expli experience,

including Design, Technology, Consumer Insight
Group, R&D and Product.
These functions represent a clear opportunity

CREATE A NEWSROOM STRATEGY TEAM
Many newsroom leaders are so consumed with the
demands of the daily report that they have little time
to step back and think about long-term questions.
When we were simply a newspaper, this singular fo-
cus made sense. But we must now juggle print, the
web, apps, newsletters, news alerts, social media,
video, an international edition and a range of stand-
alone products,

Our suggestion is to create a small strategy team
with the central role of advising the masthead. The

Executive Summary

for better integration. Recent initiatives, including
NYT Now, have shown the benefits of collaboration
across these departments.

wholesale reorganization.

issuing a new policy — co

leagues focused on reader experience is encouraged
and expected — would send a powerful signal and
unlock a huge store of creative energy and insights,

team would keep newsroom leaders apprised of
competitors’ strategies, changing technology and
shifting reader behavior. It would help track proj-
ects around the company that affect our digital re-
port, help the masthead set and evaluate priorities
and conduct occasional deep dives to answer spe-
cific questions. And it would facilitate desk-level ex-
periments and communicate the results back to the
newsroom to ensure we're exploring new arcas and
learning from our efforts.
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MAP A STRATEGY TO MAKE THE NEWSROOM A TRULY DIGITAL-FIRST ORGANIZATION

Stories are typically filed late in the day. Our mobile
apps are organized by print sections. Desks metic-
ulously lay out their sections but spend little time
thinking about social strategies. Traditional report-
ing skills are the top priority in hiring and promo-
tion. The habits and traditions built over a century
and a half of putting out the paper are a powerful,
conservative force as we transition to digital — none
more so than the gravitational pull of Page One.
Some of our traditional competitors have aggres-

sively reorganized around a digital-first rather than
a print-first schedule. The health and profitability
of our print paper means we don't yet need to fol-
low them down this path. But it is essential to begin
the work of questioning our print-centric traditions,
conducting a comprehensive assessment of our digi-
tal needs, and imagining the newsroom of the future.
This means reassessing everything from our roster
of talent to our organizational structure to what we
do and how we do it.

TAwmes



Our Mission (And How It Evolved)

Six months ago, you asked A.G. Sulzberger to pull
together some of the most forward-thinking minds
from around the newsroom to develop smart, sound
ways to lift our fortunes through our journalism.
The eight-person team — with the help of two col-
leagues from the strategy group — included digital,
design and business skills anchored to a rock-solid
journalistic foundation.

We spent the first few months reporting. We went
on a listening tour of the business side, we met with
hundreds of employees from around the newsroom,
we interviewed leaders at dozens of other news or-
ganizations and spent time with readers. We pored
over internal analytics, studied competing web sites,
and read more reports, presentations and articles
about changes in digital media than we can count.

In effect, we did a deep-dive reporting project on
our own paper and industry. By the end, we had a
strong sense of both the opportunities and internal
roadblocks that need to be addressed to thrive in a
rapidly changing digital media landscape.

This report reflects a critical shift from the origi-
nal mission. Though the initial assumption was that
we would emerge with ideas for a stand-alone prod-
uct — such as NYT Now — our reporting showed us
that the more urgent need was to focus on the core
of The New York Times.

Helping The Times adjust to this moment of
promise and peril, we concluded, would have great-
er journalistic and financial impact than virtually
any product idea we might have suggested. That
insight was supported almost unanimously by the
digital newsroom, our leadership and our business
colleagues.

Focusing on the core is harder than starting some-
thing new because cvery proposal threatens tradi-
tion and turf. But the need is more urgent because
of the accelerating pace of change and the over-
stretched newsroom resources.

Since that pivot from the original mission, we

Executive Summary

have focused our work around new challenges: Let’s
find ways to leverage The Times’ journalism and tal-
ents in even smarter and more effective ways. Let’s
think through the most persistent and difficult ques-
tions that have nagged at The Times. Let’s identify
and share emerging opportunities and best practic-
es. Let's identify the roadblocks and suggest ways to
remove them.

This report represents our best attempt to pro-
vide answers. Our hope is that helping the masthead
identify some of the most pressing problems and
most promising opportunities will smooth the way
for innovators inside the building.

Finally, we are well aware that this newsroom has
invested a lot of talent and time in this group. The
report is just one return on that investment. Another
is that you have produced eight committed evange-
lists to help push the newsroom to embrace its digi-
tal future. We will do our part to spread the lessons
and insights captured here across the organization.
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We Interviewed:

The New York Times: AJ Chavar, Al Ming, Alex Hardiman, Alex MacCallum, Alex Minkow, Alexis Lloyd, Allen Tan, Am
Cox, Amy Harmon, Andrew Keh, Andrew Kueneman, Andrew Rosenthal, Andrew Ross Sorkin, Andy Wright, Anh Dang,
Derry, Annie Lowrey, Ariane Bernard, Aron Pllhofer, Arthur Sulzberger, Ashley Southall, Ashwin Seshagiri, Barbara De W
Ben French, Ben Koski, Ben Monnie, Bill Brink, Bill Carter, Bill Schmidt, Blake Wilson, Boris Chen, Brad Kagawa, Brian +
rl Hulse, Carolyn Ryan, Catrin Einhorn, Chad Ghastin, Cheryl Yau, (

ine Kay, Chrys Wu, Cliff Levy, Coral Davenport, Cralg Hunter, Cyr

ana Canedy, Danielle Mattoon, Danielle Rhodes Ha, David Carr, D

Dean Baquet, Dean Chang, Dean Murphy, Deborah Acosta, Deb:

Needleman, Debora esiree Shoe, Eileen Murphy, Elizabeth Rosenthal, Elliot Malkin, Emily Ri
Eric Lipton, Erik Hin Bronner, Evan Sandhaus, Gabe Johnson, Geoff Isenman, Gerry Marzo
Glna Kolata, Ginger Hamilton Boardman, Hannah Farfield, Heather Murphy, Hugh Mande\

Hugo Lindgren, lan Adelman, lan Fisher, Jacky Myint, James Estrin, James Robinson, Jamie Abir, Jan Hoffman, Janet EI
Jason Spingarn-Koff, Jason Stallman, Jeff Marcus, Jenna

Abramson, Jim Boehmer, Jim Dao, Jim Dryfoos, Jim Glanz,

John Geraci, John Niedermeyer, John Schwartz, Jon Huan

Joseph Burgess, Josh Haner, Josh Wiltiams, Julie Bloom,

Reilly, Laura Chang, Laura Holson, Lauren Kern, Lawren
Rosenthal, Marc Frons, Marc Lavalle, Margaret Sullivan, M
Nisenholtz, Mary Suh, Matt Apuzzo, Matt Boggie, Matt Er

Louttit, Meredith Levien, Michael Corkery, Michael Dew

Schmidt, Michael Shear, Michael Slackman, Michele McNa

Nancy Donaldson, Nathan Ashby-Kuhiman, Nick Bilton, Nic

Forge, Paul Smurl, Paul Werdel, Paul Yorke, Peter Baker,

Rebecca Corbett, Rebecca Howard, Rebecca Ruiz, Renda

Sam Manchester, Sam Sifton, Sa

Harris, Sheryle Stolberg, Shreeya

Wessling, Tahir Khan, Tara Parker

Evans, Victoria Shannon, Walt Bogdanich, Wendell Jamiesa

Zander Baron, Zena Bakarat. External: Brian Mcandrews,

ard, Alexis Madrigal, Ali Gharib, Ali Velshi, Amanda Michel, Amanda Zamora, Anders Fink, Andrea Shiah, Andrew Fitzgerz
Andrew Ginsburg, Andrew Jaspan, Ann Mack, Anna Bryant, Annie Wamke, Anthea Watson-Strong, Ben Leher, Bob Pittm;
Braxton Mckee, Brianna Cotter, Chris Anderson, Chris Cunningt '
elle Gould, Dave Kliman, Dave Morgan, David Callaway, Dav

Lorenzo, Eddie Kim, Eilidh Dickson, Elisabeth Job, Ellen Rub

Ethan Zuckerman, Fabio, Farhan Zafar, Gabe Dance, Gary

Kim, Jacek Barcikowski, Jacob Weisberg, Jake Levine, Jame

Jesse Shapsins, Jigar Mehta, John Lee, Josh Cohen, Jash Mill

Justin Smith, Kate Lee, Ken Lerer, Ken Loveless, Kevin Delan

Magid Abraham, Mahira Chishty, Marcus Mckee, Mark Allen,

Peters, Michael Lebowitz, Michael Wertheim, Miriam Elder, Ni
Browning, Prascilla, Randi Zuckerberg, Ray Day, Richard li H
Grimshaw, Rabert Krulwich, Robin Pembraooke, Robin

Steve Brill, Stine Hoeck Forsherg, Susan Taing, Tim Ca

essa Arantes Nuzza, Vivian Schiller, Wesley Morris, Zac

Executive Summary



; Ehe New Lork Times

|

| Chapter 1

- Growing

|
tent 1§
|

- Our Audience

lnnovation March 24,2014



lini,

AAAAAAAA

Atlantic
b Branch & o
clrca

CBS®... 7

[# Clear Channel CNN Baily.c:Mail

digq
EIBE)SE GRANTLAND H
OO theguardian
Mir
Nowyors, P

POLITICO __ REUTERS
TED jryoamiy
YAHOO! ’
y You | Zite,

VO X The Washington Post
THE WALL STREET JOURNAL,



12

A User’s Guide to This Report

In the pages that follow, you will find a brief discus-
sion of our competitors and the disruptive forces
that have taken hold of our industry.

The rest of the report is in two chapters — Growing
Our Audience and Strengthening Our Newsrroom —
that flesh out the themes in this executive summary,
with more detail, context and specific recommen-
dations, based on our reporting inside and outside
the building. We offer long-term goals and some
possible short-term steps to get there.

In nearly every case, the questions we explore are
more important than the solutions we offer. And
there can be legitimate debate around the best solu-
tions to many of them.

We have done our best not to overwhelm read-
ers with our reporting. We've attached appendices
that list all the people we’ve interviewed. The quotes

Executive Summary

we've used are each representative of a dozen c
more conversations; they’re not outliers. Many ar
anonymous — not ideal, but essential to encourag
ing frank conversation.

As much as possible we've distilled informatio
into charts and graphs. We have also included side¢
bars to explore topics and share key insights frot
our reporting.



Disruption: A Quick Overview
«  Of The Competitive Landscape
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News in the News:
A Bu Six Months

As a reminder of just how rapidly new players are
disrupting our business, consider what has hap-
pened in the six months since our group’s work be-
gan. Not long ago, it would have been hard to imag-
ine The Washington Post controlled by anyone but
the Graham family. Now we are waiting to see what
Jeff Bezos does to remake this storied institution.
“Even if the Post lost $100 million a year,” wrote
Farhad Manjoo, “Bezos’ personal fortune could fund
it for 252 years.”

Soon after Bezos bought the Post for $250 million,
Pierre Omidyar, the eBay co-founder, pledged $250
million to create First Look Media,
a hybrid operation with a nonprofit
newsroom and for-profit technol-
ogy company. It hired well-known
journalists like Glenn Greenwald
and Laura Poitras to launch several
digital magazines with top-notch
data analysts, visual designers and
technologists. “Our goal is to experiment, innovate
and overcome existing obstacles — to make it easier
for journalists to deliver the transformative stories
we all need,” Omidyar said in his announcement.

Other digital media companies poured more
money into the news business, luring talent from
established players. Vox Media — which raised an-
other $40 million in October — wooed Ezra Klein
from The Post. Yahoo hired David Pogue to create a
consumer tech vertical and signed up Katie Couric
to become a “global anchor.” Kara Swisher and Walt
Mossberg left the Journal to launch Re/code.

BuzzFeed and Upworthy continued their relent-
less growth while making new investments in qual-
ityjournalism. And Facebook, Twitter and LinkedIn
waded deeper into the journalism business by hiring
cditors and announcing new products, like Face-
book's Paper, aimed at news consumers.

Traditional media outlets were just as active. The
Washington Post started the Upworthy-inspired

Executlve Summary Compettive Landscape

A relentless run
of headlines from
new and old

media companies.

Know More, which took just three weeks to become
the company’s biggest blog. In March, the company
opened an outpost in Manhattan, called WPNYC, to
attract top digital talent. “The thing about the site is
that it’s a very classic legacy media site — a repre-
sentation of the print medium in digital,” said The
Post’s Greg Franczyk. “We're shifting the paradigm
to designing a website that works for our users and
building the technology that meets the need.”

Digital-first is the new mantra from the old guard.
The Financial Times and USA Today have made the
switch, and The Journal has pledged to join those
ranks, staffing a new “real-time news desk” with 60
people and an “audience-engagement desk” with
social-media editors and analytics specialists.

One of the largest chains of local newspapers in
the United States, which tellingly
renamed itself Digital First Media,
announced Project Unbolt, explain-
ing that its goal is “to take a massive
wrench to the culture and work-
flow of our newsrooms and unbolt
them,” since “newsrooms are still
largely print newsrooms with digi-
tal operations ‘bolted on."”

And The San Francisco Chronicle launched “an
off-site startup-style incubator.” As Audrey Cooper,
the managing editor, explained, “We hope to even-
tually get to the point where instead of being a news-
paper company that produces websites, we think of
ourselves as a digital company that also produces a
newspaper. Unless you flip that switch, I don’t think
any newspaper will be truly successful at negotiating
the digital switchover.”

The Times has hardly been idle, of course. Over
the last six months, the company unveiled a major
redesign of NYTimes.com, the first in seven years.
We launched The International New York Times.
We pushed into the new world of native advertising
(as did Hearst, The Post, BBC, The Guardian and
The Wall Street Journal). And we completed the sale
of The Boston Globe to John Henry, ushering in an
era in which The New York Times is the Times Com-
pany’s only business.
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OCTOBER
washington Post closes sale to Jeff Bezos for $250 million.

pierre Omidyar pledges $250 million to a new digital-first venture, First Look Media
Times Co. closes sale of The Boston Globe to John Henry for $70 million.

Vox Media raises $40 million in venture capital.

The Post launches Upworthy-inspired Know More, which takes only three weeks to
becorme the company’s biggest blog.

NOVEMBER
Yahoo hires a series of high-profile journalists, including David Pogue and Katie Couric.
Digital First Media rolls out metered paywalls for all 75 of its Media News and Journal

Register sites.

DECEMBER

The Journal launches an “audience engagement team,” combining social-media and analytics experts,

An interactive news app — not an article — becomes The Times's most popular story of all time.
BuzzFeed expands its foreign and investigative reporting staff.

JANUARY
» Kara Swisher and Walt Mossberg leave the Journal to launch Re/code.
Ezra Klein leaves The Post to join Vox Media

Marty Baron announces major new digital initiatives at The Post, including a breaking-
news desk.

The Wall Street Journal creates a digital-first “real-time news desk.”
Digital First Media announces Project Unboilt.

FEBRUARY

Upworthy announces “attention minutes” as its new algorithm for measuring reader engagement.
ProPublica begins selling data gathered from its reporting projects in the ProPublica Data Store.,

MARCH

The Post launches WPNYC, a Manhattan outpost for design and development,
Vice News launched with a staff of roughly 100 journalists.
e now Fye MirtyErght is unveiled,

NYT Now, Cooking and The Upshot are prepared for launch,

15
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What Is Disruption?

Disruption is a predictable pattern across many in-
dustries in which fledgling companies use new tech-
nology to offer cheaper and inferior alternatives to
products sold by established players (think Toyota
taking on Detroit decades ago). Today, a pack of
news startups are hoping to “disrupt” our industry

1.1 ncumbents treat innovation as a series of incre-
mental improvements, They focus on improving the
quality of their premium products to sustain their
current business model.

For The Times, a sustaining innovation might be
“Snowfall.”

2. Disruptors introduce new products that, at first,
do not seem like a threat. Their products are cheap-
er, with poor quality — to begin with.

For BuzzFeed, a disruptive innovation might be
social media distribution.

3. over time, disruptors improve their product,
usually by adapting a new technology. The :1.i-h
pctiil comes when their products become “good
enough” for most customers.

They are now poised to grow hy taking market
share from incumbents.

HALLMARKS OF DISRUPTIVE INNOVATORS
 Introduced by an “outsider”

* Less expensive than existing products

¢ Targeting underserved or new markets

* Initially inferior to existing products

« Advanced by an enabling technology

Executive Summary Competlive Landscape

circa
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by attacking the strongest incumbent — The New
York Times. How does disruption work? Should we
be defending our position, or disrupting ourselves?
And can’t we just dismiss the BuzzFeeds of the
world, with their listicles and cat videos?

Here's a quick primer on the disruption cycle:
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A CASE STUDY IN DISRUPTION: KODAK

Kodak and its film-based cameras were the classic
incumbents: a traditional, respected company offer-
ing a high-quality product to a mass market.

Then came digital cameras. Film companies
laughed at the poor shutter speed and fuzzy images
of early digital cameras.

The photos weren't great, but digital cameras bet-
ter addressed the user’s primary need: to capture
and share moments. It was easier and cheaper to
take a digital picture, download it onto your com-
puter and email it to many people than it was to buy
film, print dozens of high quality photos at a shop

Thes st digital cameras were
he 0O shutrer speed

moched tor pooi 3) Kodak .y R

And luzzy images

Moy Mok memones’ are o
Uitant memary What did you
LKe your last pioture with?

I think we have ope
d the formula figure
was all about optimj
Ous constituent parts, t
formula. Now it is about discovering
the new formula.” — Satya Nadella,
Microsofs new CEO

and mail copies to friends.

When the inferior and cheaper digital product
became “good enough” for customers, it disrupted
the incumbent,

classic ..

t ool the first and finest quality

2 serang ana model for excellenc o
1 having lasting significance

1 timeless

Rerlabt fiaa b faanne it Aicaiean e s ()

“The world of business really separates
into two groups. Entrepreneurs who

17
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A Competitor Cheat Sheet

BUZZFEED

Founded by Jonah Peretti in 2006, BuzzFeed built a
huge audience by using data to help stories go viral.
The company is known for rapidly experimenting
with story formats and is now hiring journalists to
move into traditional news coverage,

CIRCA

Circa is a mobile news app that aggregates report-
ing from a variety of sources and repackages each
story into running story threads for smartphones.
The app allows users to follow ongoing stories and
subscribe to alerts for updates.

ESPN

ESPN is expanding its digital offerings, with vid-
€0 and audio (live and on-demand), sports-relat-
ed tools (fantasy football, score alerts) and sub-
brands based on star Jjournalists (Grantland with
Bill Simmons, FiveThirtyEight with Nate Silver).

FIRST LOOK MEDIA

First Look Media is a new digital journalism venture
backed with $250 million from eBay co-founder
Pierre Omidyar. It has recruited brand-name jour-
nalists like Glenn Greenwald, Laura Poitras and
Matt Taibbi to aggressively cover hard news.

FLIPBOARD

Flipboard is a highly visual news aggregator designed for
phones and tablets. Content is aggregated from a variety
of publishers and grouped into themed collections.

Readers can follow collections, topics or publications.

Executive Summary Compeltive Landscape
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KNOWN FOR

Aggressive social distribution
Highly shaieable content
Experimental story foims

KEY STATS
130M umique visitors
$40M 1 2013 revenue

KNOWN FOR

Bullet-point summaries

Mabile push alerts

Allowing users to follow stories

KEY STATS
$3 4M in funding

KNOWN FOR

Mobile push alerts

User tools/setvice journalism
“Pulling back the curtain™ on
big stories

KEY STATS

56M unique visitors

KNOWN FOR

Brand-name journalists
Developers on avery (lesk
Single-topic digital magazines

KEY STATS

$250M in funding guarantees
B50M already mvested

Abouit 20 veteran journalists

KNOWN FOR
Beautiful user mtoitare
Butll on users' sonial nebwor ks

KEY STATS

YOM sors

Raised $50M tund; valigped At
3500M

Third Largest dinver of mobite
traflic to NYT
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introduction

Long ago, we decided to go to extraerdinary lengths
to get our journalism into the hands of as many
readers as possible.

sach night, we printed our best work. Then we
loaded it onto trucks to drive it to cities and towns,
‘Then we enlisted kids to bike from house to house
to deliver our papers to readers’ doorsteps. For non-
subscribers, we dropped off bundles of papers at
corner stores and newspaper racks, and painstak-
ingly tracked sales to see where more copies were
needed.

We take this work for granted now, but our home
delivery and single-sales efforts represented one of
the most sophisticated consumer-outreach opera-
tions in history. But when the time came to put our
journalism on the web, we adopted a much more
passive approach. We published stories on our home
page and assumed that most people would come to
us.

The realities of a cluttered Internet and distracted
mobile world now require us to make even more of
an effort to get our journalism to readers. Perhaps
because the path forward is not clear and requires
very different skills, we are putting less effort into
reaching readers’ digital doorsteps than we ever did
in reaching their physical doorsteps.

This effort to reach more readers — known as Au-
dience Development — is where our competitors are
pushing ahead of us.

Audience Development is the work of expanding
our loyal and engaged audience. It is about getting
more people to read more of our journalism. The

of the newsroom but as the responsibility of every
editor and reporter. They adopt this approach be-
cause the work happens story by story and platform
by platform, requiring creativity and editorial judg-
ment. These efforts can be compared to using an en-
gaging lede, compelling headline, or gripping photo

TOUGH TRENDS

Some key measures of traffic and engagement point to an
inescapable truth: The Times needs to work harder 1o reach and
hold onto readers,
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to draw readers into a story.

“The hardest part for me has been the realization
that you don't automatically get an audience,” said
Janine Gibson, editor-in-chief of The Guardian’s
website. “For someone with a print background,
you're accustomed to the fact that if it makes the edi-
tor's cut — gets into the paper — you're going to find
an audience. It’s entirely the other way around as a
digital journalist. The realization that you have to go
find your audience — they’re not going to just come
and read it — has been transformative.”

The need is urgent. Our home page has been our
main tool for getting our journalism to readers,
but its impact is waning. Only a third of our read-
ers ever visit it. And those who do visit are spending
less time: page views and minutes spent per reader
dropped by double-digit percentages last year.

Readers are finding and engaging with our jour-
nalism in vastly different ways. More readers ex-
pect us to find them on Twitter and Facebook, and
through email and phone alerts. But the newsroom
pays less attention to these platforms, even though
they offer our main, and sometimes only, channels

REACHING READERS
The Times has worked hard since its earliest days to turn
occasional readers into loyal subscribers,

't Advertisements for T WEEXLY Tnxs
taust be banded in before 6 o'clock this evening

TRE TIMES FOR THE SUMMER. '

Porsons loaving the City for the Summer'
can have THE TIMES mailed to thelr address
for $1 per month,

To Times Readers

Difficulty in obtaining
The New York. Tirnes
should be immediately
communicated 46 the
Times Office, . where
such information is wel-

delivered to your home
“..or offic eevery. moming.

Growing Our Audience

to tens of millions of readers. Here, too, we are lag-
ging our competitors.

Because we are journalists, we tend to look at our
competitors through the lens of content rather than
strategy. But BuzzFeed, Huffington Post and USA
Today are not succeeding simply because of lists,
quizzes, celebrity photos and sports coverage. They
are succeeding because of their sophisticated social,
search and community-building tools and strate-
gies, and often in spite of their content.

“At The New York Times, far too often for writers
and editors the story is done when you hit publish,”
said Paul Berry, who helped found The Huffington
Post. “At Huffington Post, the article begins its life
when you hit publish.”

The Guardian is just one example of a traditional
competitor that has adopted digital best practices in
Audience Development to drive rapid growth, allow-
ing it to close in on our position as the world’s best-
read quality newspaper. USA Today has put such
practices at the heart of its reorganization. And The
Wall Street Journal recently created a new “audi-
énce-engagement team,” bringing social editors and

BIG HELP

having The New Yark Timas dslivered
t0 your home in time for breakfast every morning .
30 you can enjoy all day being informed

Deparimens ... . or telephona L Ackawanne 1000,
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Jata scientists together in the newsroom.

«[ tell most reporters, “Three percent of the people
who want to see your work are seeing it,” said a top
editor at The Washington Post. “So if we can get that
to even 4.5 percent, it's worth the effort, it’s worth
the struggle.”

But at The Times, discovery, promotion and en-
gagement have been pushed to the margins, typical-
ly left to our business-side colleagues or handed to
small teams in the newsroom. The business side still
has a major role to play, but the newsroom needs to
claim its seat at the table because packaging, pro-
moting and sharing our journalism requires edito-
rial oversight.

This effort needs to be unified under a single lead-
er. We recommend hiring a head of Audience De-
velopment who works in the newsroom and collabo-
rates with a counterpart on the business side.

Indeed, in recent months, the most qualified can-
didate for such a position on the business side, Mi-
chael Wertheim, the former head of promotion for
Upworthy, turned down the job. He explained that
for anyone in that role to succeed, the newsroom

What Are We Trying to Do?

OUR GOAL

Meve e many soud ideas to)
rovation in the newsroom,
autwe fucused on those that
slhnetp s find more readers
tor more of our journalism

THE CURRENT
NEWSROOM
APPROACH

The aian Newsroom strategy
fog NAcing more readers
S nloduce excellent
IDumainm

OUR focus

M ot e splured
ERMTTII deas to att et
MOV ey g deopen

U Con el Ty 3

U AP

TAGGING, SEARCH EN

needed to be fully committed to working with the
business side to grow our audience.

Audience Development is not a task we should
view as a chore - the opportunities are truly excit-
ing. Imagine coming back from an unplugged vaca-

having Science Times become a lively platform for
expert debate.

There is no single solution like home delivery that
will solve the challenges of digital distribution. But
our competitors have been experimenting aggres-
sively, and some best practices have emerged that
we will share in the following pages. We should
track them closely, and adopt those that meet our
standards. And we should unleash the creativity of
our staff by experimenting quickly and constantly to
discover next-generation solutions, ’

“If The New York Times could get this right —
could reach the right audiences for all its content —
it would change the world,” said Wertheim.

QUALITY JOURNALISM

PROMOTION, DISTRIBUTION - S ‘ 1
GINE OPTIMIZATION B |

BREAKING NEWS, VIRAL HITS, PACKAGES i

LISCOVERY, PERSONALIZATION, EMAIL 1

' CONNECTION, EVENTS ]

READER CONTRIBUTIONS }
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Our Proposals, In Brief

We recognize that “audience development” can eas-
ily be dismissed as one of those “sounds-good-in-
theory” notions. So we've packed a lot into the fol-
lowing pages to show how it works in practice. We'll
provide the context for why these strategies deserve
our attention, explain our current approach, assess
the competitive landscape and address concerns.
We'll also offer a few key recommendations and a
proposed experiment for each area. However, the
details of any specific suggestion matter less than
the underlying questions. Our goal is to start a dis-

cussion,

Our readers’ habits aie changing fasler than ever How cin we
make sure oul news is reaching them in the digital age?

Growing Our Audlence

1. DISCOVERY

Improving technology provides us with more and
better tools to ensure that we get our work in front
of the right readers at the right place and at the right
time. But we still ask too much of readers — they
must navigate a website and apps that are modeled
on our print structure. We need to think more about
resurfacing evergreen content, organizing and pack-
aging our work in more useful ways and pushing rel-
evant content to readers. And to power these efforts,
we should invest more in the unglamorous but es-
sential work of tagging and structuring data.

2. PROMOTION

We need to be better advocates of our own work. This
means creating newsroom structures to make sure
our most important work has maximum readership
and impact. And it means identifying and sharing
best practices at the ground level, and encouraging
reporters and editors to promote their stories. In
addition, we must take the process of optimization,
for search and social, more seriously and ensure we
are updating our tools and workflow along with our
changing needs.

3.CONNECTION

Our readers are perhaps our greatest untapped re-
source. Deepening our connection with them both
online and offline is critical in a world where content
so often reaches its broadest audience on the backs
of other readers. And many readers have come to
expect a two-way relationship with us, so they can
cngage with our journalism and our journalists. This
means the newsroom as a whole must take the reins
in pursuing user-generated content, events and
other forms of engagement in a way that reflects our
standards and values.
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Discovery

The Times produces more than 300 URLs every day.
Because of this bounty, readers easily miss stories
and features. This has long been true for readers
who come to our home page, because of limited real
estate and constantly shifting presentation. This is
also true on our mobile apps, where a tiny screen
makes it even harder to sift through our offerings.
The readers who don’t come to us at all — and in-
stead expect us to reach them through social media
and our alerts — have even less of an appreciation
of the richness of our work.

A more reader-centric approach to packaging and
surfacing our journalism offers us a huge opportu-
nity to extend our reach. Exploiting better web and
mobile tools will also help us get each story to every
reader who might want to see it,

We need to make better use of these tools and
tactics because the current structures for organiz-
ing our digital journalism, many of which are based
on the traditions and limitations of print, are losing
potency. Traffic to the home page has been declin-
ing, month after month, for years. Traftfic to sec-
tion fronts is negligible. Traffic on our mobile apps,
which are mostly downstream replicas of our home
page and section fronts, has declined as well.

One great example of the power of a new tool for

connecting with readers is our news alert system,
which now reaches as many as 13.5 million people,
about a dozen times our print subscriber base.

Here are four opportunities for getting more read-
ers for the work we're already producing, with a
proposed experiment for each idea to make it more
concrete,

SOCIAL POWER

I's not just The Times. The entire digital media mdustry 15 seey
a big shilt i behavior. Reader visits (o home pages are dechmng
while traftic from social media 1y nsing. (Suurce: BuzsFeed)
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Opportunity:
Evergreen

On Oscar night, The Times tweeted a 161-year-old
story about Solomon Northup, whose memoir was
the basis for “12 Years a Slave.” After it started going
viral on social media, Gawker pounced, and quickly
fashioned a story based on excerpts from our piece.
It ended up being one of their best-read items of the
year. But little of that traffic came to us.

In a digital world, our rich archive offers one of
our clearest advantages over new competitors. As of
the printing of this report, we have 14,723,933 ar-
ticles, dating back to 1851, that can be resurfaced in
useful or timely ways. But we rarely think to mine
our archive, largely because we are so focused on
news and new features,

“You have a huge advantage,” said Henry Blodget,
the founder of Business Insider. “You have a tre-
mendous amount of high-quality content that you
have a perpetual licenge to.”

The Cooking team is providing a fresh reminder
of our treasure trove of evergreen content. For de-
cades, we published and promoted a handful of new

recipes each week. The new Cooking product better
reflects the fact that recipes are timeless and best or-
ganized in other ways: by meal, ingredients, season
and our critics’ favorites,

The opportunities are not limited to service jour-
nalism. We can be both a daily newsletter and a li-
brary — offering news every day, as well as providing
context, relevance and timeless works of Jjournalism.

In breaking news and long-running stories, read-
ers can struggle to quickly get up to speed or to un-
derstand why something matters. Many of our com-
petitors are tackling this challenge, just as we did
with Times Topics.

“Journalists are better than ever at telling people
what’s happening, but not nearly good enough at
giving them the crucial contextual information nec-
essary to understand what's happened,” said Ezra
Klein, in announcing his new venture at Vox Media.
“We treat the emphasis on the newness of informa-
tion as an important virtue rather than a painful
compromise.”
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Ex riment:
Culture Guides

Our committee ran a study of article readership
during the last six months of 2013. Arts and culture
stories were among those that were consistently
read long after their publication dates, even though
they can be difficult to find once they are more than
a few days old.

A new approach would be to take cultural and life-
style content — about books, museums, food, the-
ater — and organize it more by relevance than by
publication date.

Erik Piepenburg, the web producer for theater,
noted that visitors coming to us for the “Wicked”
theater review can’t easily find it because we re-
viewed it a long time ago. But that review is still rel-
evant to the many readers who are considering buy-
ing tickets this week.
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One possible solution, envisioned by Ben Koski
and Erik Hinton of our Interactive News team, is to
add landing pages for our cultural content that are
more like guides.

These pages would supplement, not replace, our
existing arts pages. Optimized for search and social,
these guides would serve the reader who wants to
use us as a more timeless resource.

The best opportunities are in areas where The
Times has comprehensive coverage, wheré informa-
tion doesn’t need to be updated regularly, and where
competitors haven’t saturated the market, For now,
museums, books and theater fit that description.
Travel and music would present significantly more
hurdles.

“So far, there’s been much enthusiasm from the
desks,” said Koski. “But getting these on the official
agenda to be built and made real is an ongoing chal-
lenge. It's hard for ideas like these to compete with
enterprise, major events and story work,”

Part 1: Cclanoscucy

The $2.7 Trillion Medical Bill
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gest Practices In Ex erimentin

[f you were to ask most people in the newsroom
about how The New York Times experiments, they
might talk about a new story format like “Snowfall”
or a recent crowdsourcing effort like “Paying Till It
Hurts.” But “experimentation” is about much more
than simply trying something new.

Real experimentation is about adopting a rigor-
ous, scientific method for proving new concepts and
constantly tweaking them to be as successful as pos-
sible. This is how every major digital innovator — in-
cluding Google and Amazon — works today.

YOUR DAILY BRIEFING

Good morning.

SUNNY 707 F

What you need to know to start your Friday:
A NASA update on the final frontier,
senators attack offshore tax evasion, and
retailers report earnings.

GOVERNMENT SURVEILLANCE

o Congress and Courts Weigh

Unlike a printed newspaper (which is polished to
near-perfection and “launched” once a day), a digital
experiment should be released quickly and refined
through a cycle of continuous improvement — mea-
suring performance, studying results, shuttering
losers and building on winners. The Verge, for ex-
ample, redesigned its home page 53 times in two
years. We must push back against our perfectionist
impulses. Though our journalism always needs to
be polished, our other efforts can have some rough
edges as we look for new ways to reach our readers.

KEY EXPERIMENTS IN PROGRESS:

NYT Now: Our first experiment in packaging news
speciﬁcally for a mobile audience.

NY Today: An ongoing experiment to assess read-
ers’ appetite for tip sheets.

Cooking: An experiment to build a world-class
service-journalism app, leveraging the archive.
Watching: An experiment in curating a news feed
on our homepage.

NYT Now & Watching.

Watching

I
“Can we stop trying to 'make work fun?'
Nead Mare

The author Ofiver Burkeman has written an op-ed
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A |
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* Launch efforts quickly, then iterate. We often
hold back stories for publication, as we should,
because they're “not quite there yet.” Outside our
journalism, though, we can adopt the “minimal
viable product” model, which calls for launching
something in a more basic form so that we can
start getting feedback from users and improve it

over time.

* Set goals and track progress. Every new project
should be launched with a specific goal and met-
ric for success. In many cases, our main goal is
high-quality journalism. But readership and en-
gagement are usually important, too. All man-
agers should be clear on what a new initiative i
aiming to accomplish. Editors in charge of exper-
iments should track their progress in real time.

* Reward experimentation. Currently, the risk of
failing greatly outweighs the reward of succeed-
ing at The Times. We must reward people who
show initiative, even when their experiments fail.
Share lessons from both successes and failures.

* We need to do a better job of communicating our
digital goals, and sharing what we know about
best practices to achieve them. No project should
be declared a success, or shuttered, without a de-
brief on what we've learned, so that we can apply
those insights more broadly.

1 2

The Color Of Pressure The Color Of Pressure

Growing Our Audlence Discovery

A LIST OF BEST PRACTICES FOR EXPERIMENTATION:

* Kill off mediocre efforts. To free up resources for
new initiatives, we need to be quicker and smart-
er about pulling resources from efforts that aren’t
working. And we must do itin a way that is trans-
barent so that people understand the reasons be-
hind the decision, so that they will be willing to
experiment again.

Plan for “version 2.0” and beyond. Often, the re-
source plan for new projects stops at launch. As
we learn from readers about what is working and
not working, we have to continue our efforts to
refine and develop our new initiatives,

Make it easier to launch an experiment than to
block one. At many companies, people are able
to test ideas on a small percentage of users with
mid-level approval. Elsewhere, you must write a
memo about why an experiment should not hap-
pen in order to block it. Our Jjournalistic stan-
dards always need to be protected, but tradition
alone shouldn’t be a justification for blocking ex-
periments,

TESTING, TESTING

3 4

The Big Squeeze The Big Squeeze
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Opportunity:
Packaging

Readers who visit our site for the first time natu-
rally might assume that if they click on “New York,”
they’re likely to find restaurant reviews, theater re-
views, local sports coverage, museum coverage or
real estate coverage. That assumption would be
wrong, of course,

This is but one example of the many opportuni-
ties we have for repackaging our content so that it’s
more useful, relevant and shareable for readers.

We can point to successes already. On a whim,

NOTABLE EXPERIMENTS
Sihons SEpeople tipped throueh this vollection of New York
hines Goits, developed uina whim Dy Andrew Phaolps.,

Andrew Phelps created a Flipboard magazine of our
most important obits of the year and it became the
best-read collection in the history of the platform.
Other colleagues have tackled similar projects to re-
package our work. But because our systems are dif-
ficult for them experiment on, they usually turn to
Flipboard, Pinterest and other sites,

“It's crazy that we're doing this on a third-party
platform and letting them reap many of the bene-
tits,” said a senior digital editor.

Fliphoard has Groated a ool that lets 1eades nake collections
wth content on then app ncluding stores from The Times

33
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Experiment:
Collections

Our committee ran a couple of experiments with
repackaging and found that even old content can
generate significant traffic without ever appearing
on the home page.

The first was a page featuring a collection of nine
videos related to love, chosen from our archives by
the weddings editor, for Valentine's Day. The sec-
ond was a collection of Nick Kristof articles and col-
umns from the archives about sex trafficking. We
created no new articles, only new packaging. We
explicitly requested that they be kept off the home
page and then we launched a strategic campaign to
promote the pages elsewhere. The result? Both were
huge hits, exclusively because our readers shared
them on social. The video unit, eager to repeat those
wins, is already pushing to create a template.

Sasha Koren, our social and community editor,
said these collections forced a change in thinking
about what’s new. “Maybe it's, ‘what’s new to some-
one now,”” Koren said. “It’s stil] timely, it’s still rel-
evant to this moment, it’s not dated.”

Collections would allow us to curate or automati-
cally group our content in many different ways: by
section, topic, byline, etc. They can be used to put
a new frame around old content and connect the
dots between pieces written over time in a way that
day-to-day coverage typically does not.

A Collections format is being developed by
Product and Design to improve our ability to or-
ganize content in ways that are more jntuitive and
useful. The newsroom should support that work and
consider creating a tool for reporters, web produc-
ers, video journalists and editors — and eventually
readers — to create collections and repackage our
content in ways beyond the usual news format,

For example, we could package stories about
Putin’s tightening grip on Russia, or the best round-
up of climate-science explainers, or service pieces
about the science of sleep, or all the four-star res-
taurant reviews from the last year. Currently, these

Growing Our Audience Discovery

lusively
reated almost exclt

is for the
at any
tories

lections scalable

widget-like tool th

teporter or editoy could use to drag and drop S
and photos. (The R&D department and, more re-
cently, New Products have already built such tools.)

Because Collections are created with content that
has already been vetted and published, they require
few resources ang limited oversight.

If our Collection tool were intuitive and easy to
use, we could encourage readers to drag and drop
a group of stories into their own collections, which
they could then share, This is an opportunity to em-
power readers to make something on our site with
less risk to our brand,
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Article Page Views
APR 14, 1996 Children For Sale 37,803
JAN 21, 2004 Bargaining For Freedom 29,238
MAR 26, 2006 A Woman Without [...] 21,962
APR 22, 2007 The 21st Century Slave [...] 14,075
MOV 18. 2010 AWoman. A Prostitute. [...] 33,240
MAR 31, 2012 Sex Tralficking Comes [...] 24,255
OCT 12 2013 From the Brothels [...) 25,230

Collection Page 282,303

TOTAL 468,106

The “Inside the Brothels” collection that we devel-
oped with Nick Kristof’s help provides a case study
in how, without too much effort, we can repackage
material in our archives and make it relevant again,
Until we published “Inside the Brothels,” the
seven stories in the collection had not drawn any
traffic in years. But, as the chart at bottorh left
shows, all the stories saw a spike in visits after be-
ing repackaged, with several getting more traffic
than a typical new story on the day it’s published.

NEW TRAFFIC

“Inside the Brothels” rose to the No. 8 most-
viewed article on launch day, and it sustained

its traffic several days longer than typical daily
stories. Over six days, the traffic to the collection
page and the associated articles totaled 468,106
page views. Very few articles from a typical day’s
paper will garner this much traffic in a month.

ENGAGED READERS

Articles in the “Inside the Brothels” collection
were among those that readers spent the most
time with that day. The 1996 Kristof article in our
collection was third on this list, with the average
user spending 2 minutes, 35 seconds.

THE RECIRCULATION EFFECT

“Recirculation” refers to a story’s effectiveness
in driving readers to other stories, as opposed to
their leaving the site. On launch day, “Inside the
Brothels” ranked No. 1 on the recirculation list.

LESSONS LEARNED

» Evergreen content is appealing to readers if
resurfaced in a way that is smart.

* Such work can find a large audience without
home page attention.

* The newsroom can fall into old habits about ex-
periments like this one, raising concerns about
turf, quality control and precedents.

* One-offs are laborious, so we should focus on
making such efforts replicable and scalable.
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Balancing Act: One-offs vs. R

The surprising popularity of The Times dialect quiz
— the most popular piece of content in the paper’s
history, with more than 21 million page views —
prompted weeks of internal discussions about ways
to build on that remarkable success.

But over at BuzzFeed, they were busy perfecting
a template so they could pump out quiz after quiz
after quiz. “We wanted to have interactive games,”
explained one BuzzFeed editor, “but not have the
developers build them every time, so that we could
experiment freely.”

This contrast helps illustrate one of the biggest
obstacles to our digital success. We
have a tendency to pour resources
into big one-time projects and work
through the one-time fixes needed
to create them, and overlook the less
glamorous work of creating tools,
templates and permanent fixes that
cumulatively can have a bigger im-
pact by saving our digital journalists
time and elevating the whole report. We greatly un-
dervalue replicability.

Driven in part by the success of Snowfall, we have
gone to extraordinary lengths in recent years to sup-
port huge single-story efforts. The ambitions of such
projects are central to our brand. But Graphics, In-
teractive, Design and Social are spending a dispro-
portionate amount of time on these labor-intensive
one-offs. Meanwhile, we have repeatedly put off
making the necessary improvements to allow our
graphics to appear on mobile.

That runs counter to the approach at so many of
our digital competitors. “We are focused on build-
ing tools to create Snowfalls everyday, and getting
them as close to reporters as possible,” said Kevin
Delaney, editor of Quartz, which is known for inno-
vative storytelling formats, “I'd rather have a Snow-
fall builder than a Snowfall,”

When we have created tools, the benefits are

Growing Our Audience Discovery

Tools, templates
and permanent
fixes can elevate
the whole report.

ility

clear. For example, the slideshow tool has become
one of our most popular features, the dashboard s?/s-
tem has elevated our ability to respond to breakl.ng
news, and our blog platforms helped train an entl.re
generation of Times reporters and editors to write
for the web. “It's actually been a long time since we
had platform innovation on that scale,” said Nathan
Ashby-Kuhlman.

Several digital leaders in the newsroom said they
believe we need to reprioritize the kind of incremen-
tal improvements that can elevate the whole report

and allow our journalists to, for example, build their
own collections from our archives.

“We've reached a point now where
platform innovation is a require-
ment,” said one editor.

We also need to prioritize sustain-
able solutions over time-consuming
hacks, short-term fixes and work-
arounds to problems that emerge
repeatedly, sometimes daily. For
example, platform editors spend hours on Sunday
mornings trying to fix stories that don’t work on
mobile devices. They know the problems that will
emerge but are unable to get the Technology re-
sources to fix them. Since the newsroom does not
control those resources, it is very difficult to priori-
tize even small changes that cause trouble day after
day.

Our competitors, particularly digital-native ones,
treat platform innovation as a core function. Vox
and First Look Media have lured talent with the
pitch that they have built the tools and templates
to elevate journalists. That was the advantage that
BuzzFeed C.E.O. Jonah Peretti cited in a recent
company memo, saying that the company had spent
years investing in formats, analytics, optimization
and testing frameworks. “This is a massive invest-
ment that is very difficult to replicate,” he said.



Opportunity:
Personalization

We already personalize our content for individual
readers in subtle ways: a front-page story about
New York may be substituted for a National story,
the global home page curates our news report with
an international sensibility, and the iPad app grays
out the stories you've already read.

Embracing personalization does not mean flip-
ping a switch that gives different stories to every
person. Nor should it. Research shows that readers
come to us in part to find out what we consider the
top stories of the day.

But personalization offers countless opportunities
to surface content in smarter ways. It means using
technology to ensure that the right stories are find-
ing the right readers in the right places at the right
times.

For example, letting you know when you're walk-
ing by a restaurant we just reviewed; knowing that
you prefer to get stories by email; and making sure
you never miss a story about your alma mater.

Even with the home page there is an opportunity
for a measured approach — in effect, serve everyone
the same dinner but at least give them their favorite
desserts. For basketball fans who never read about
baseball, that means showing them the story about
the Knicks game rather than the Yankees game (un-
less the baseball story has been flagged as impor-
tant, such as a story on a perfect game).

Readers have come to expect this personalization.
Facebook's new Paper app, for example, is built on
news feeds tailored to each user. Yahoo has recently
used personalization technology to drive growth in
news readership.

Other media sites, like BuzzFeed and The Wash-

ington Post, alter what readers see based on how
they arrive on their sites, For example, they will look
at data in real time to track which stories are draw-
ing readers from Twitter, and then they show those
same stories to other people who visit from Twitter.
This practice tends to keep them reading more sto-
ries.

In the absence of newsroom input, the business
side has been leading our approach to personaliza-
tion.

Currently, our main tool for personalizing content
is our “Recommended For You” tab, which is not
up to our standards and has provoked many reader
complaints. The list occupies a prominent spot on
our homepage but the newsroom has not been very
involved in discussions. As a result, the formula
we use offers content that would otherwise be hid-
den on the site — but it often shows smaller-bore
items. “It’s possible we're using the entirely wrong
algorithm,” said Boris Chen, a data scientist on The
Times’s personalization team. But editors, he said,
must help him understand what is wrong so he can
create a better alternative,

Another significant tool for personalization — a
section of the home page for content that readers
missed but would likely want to see, based on their
reading patterns — is being planned by Design for
NYT5 and the iPhone app.

The newsroom should consider devoting more at-
tention to these new initiatives. And the newsroom
should clarify how much personalization we want
on our home page and on our apps. Until then, the
uncertainty about what is acceptable will limit our
creativity and initiative on this front,
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A BETTER ENGINE
Readers have come to

expect smart personabzation
online. But our current
recommendation engine, nght
uses an algorithm to seive

up content that leaves many
readers puzzled about our
judgment. “Based on what
The New York Times thinks
I'minterested in, | am not a
fun peison,” wrote Maigaret
Suttivan, our public editor,

The Times is planning to

add other features that help
personalize the reading
expetience in imore subtle
ways. One example, belaw,
which we've illustrated wilh
the help of a gray box, would
show individual readers the
storles they missed on the
home page since their last
visit. Though all readers would
see lhe same top news stories,
the other articles we show
them would be customized to
refllact what they haven't seen
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iment:
Followi

we've heard time and again that younger readers
are moving away from browsing and that they in-
creasingly expect news to come to them, on social,
through alerts and through personalization. There
is a sense that “if something is important, it will find
me.” We are far behind in adjusting to these trends.
We could create a “follow” button that offers read-
ers a variety of ways to curate and receive their own
news feeds, ensuring they never miss a Modern Love
or Maureen Dowd column. With a single click, their
favorite topics, features and writers could automati-
cally be collected in a Following Inbox. We could
also offer readers the opportunity to have alerts
about new stories sent to their phone or email.
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Until the feature was recently discontinued as part
of the NYT5 redesign, the only way for Times read-
ers to be notified of new favorites was by email. This
feature was hard to find, hidden at the bottom of
stories below the comment section, and required
readers to plow through multiple sign-up pages.
Even so, it had 338,000 users and unusually high
engagement rates. Some technically savvy readers
are so eager not to miss stories that they have even
written code so that certain stories are sent to them
automatically.

Such “following” features have been critical to
the success of YouTube, Spotify and Twitter. But
increasingly Circa, Breaking News, The Verge and
other digital outlets are doing this with news. The
Design and Product teams have been exploring such
a feature for columnists, and should have the news-
room’s support.
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BUILDING A FOLLOWING

lhese are some axamples of features we could add to our mobile
app to help readers follow then favorite topics, bylines and stories
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“The Pa

A century ago, The Times began the laborious pro-
cess of identifying and tagging the major and mi-
nor topics and characters of every story it produced.
Each year, it compiled these listings in the massive
“New York Times Index,” the only complete index
of a U.S. newspaper. This effort made us indispens-
able to librarians, historians and academics. And it
earned us a nickname: “The Paper of Record.”

The many opportunities described in this report
— and others that will only become clear over time
— require us to focus on this humble art we helped
pioneer, which we still call “tagging.”

In the digital world, tagging is a
type of structured data — the in-
formation that allows things to
be searched and sorted and made
useful for analysis and innova-
tion. Some of the most success-
ful Internet companies, including
Netflix, Facebook and Pandora,
have so much structured data — by
tagging dozens or even hundreds of different ele-
ments of every movie, song and article — that they
have turned the science of surfacing the right piece
of content at the right time into the core of thriving
businesses.

The Times, however, hasn’t updated its structured
data to meet the changing demands of our digital
age and is falling far behind as a result. Without
better tagging, we are hamstrung in our ability to
allow readers to follow developing stories, discover
nearby restaurants that we have reviewed or even
have our photos show up on search engines.

“Everyone forgets about metadata,” said John
O’Donovan, the chief technology ofticer for The
Financial Times. “They think they can just make
stuff and then forget about how it is organized in
terms of how you describe your content. But all your
assets are useless to you unless you have metadata
— your archive is full of stuff that is of no value
because you can't find it and don’t know what it's

The structured
data we create is

still defined by

the Times Index.

r of Record” Version 2.0

about.”

And here is an ugly truth about structured data:
there are substantial costs to waiting,

For example, because our recipes were never
properly tagged by ingredients and cooking time,
we floundered about for 15 years trying to figure out
how to create a useful recipe database, We can do
it now, but only after spending a huge sum to ret-
roactively structure the data. The lack of structured
data also helps explain why we are unable to auto-
mate the sale of our photos and why we continually
struggle to attain higher rankings on search engines.

We need to reclaim our industry-
leading position, but right now our
needs are far more basic. We must
expand the structured data we cre-
ate, which is still defined by the
needs of the Times Index rather
than our modern digital capabili-
ties, :

For example, at a time when
nearly 60 percent of our readers access us via mo-
bile devices, we are missing an opportunity to serve
up content that’s relevant to their locations because
we are not tagging stories with geographic coordi-
nates. The Boston Globe is among the many publi-
cations doing this.

Similarly, to enable readers to follow updates
on running news stories, we need to be using tags
that tie together articles, photos, and videos about
a news event, like “Boston Marathon Bombing.”
It took seven years for us to start tagging stories
“September 11.”

“We never made a tag for Benghazi, and I wish
we had because the story just won't die,” said Kristi
Reilly of our Archive, Metadata and Search team.
Her boss, Evan Sandhaus, framed the opportunity
more strongly: “We don't tag the one thing” — news
events — “that people use to navigate the news.”

Our competitors are a full step ahead of us in us-
ing structured data. The Washington Post and The
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Wall Street Journal use it for insight into how read-
ers are using their websites. At Circa, each article is
broken into “atoms of news,” such as facts, quotes,
and statistics. That allows editors to quickly surface
relevant content and context during breaking news.

Expanding our structured data capabilities would
require us to address some technology and work-
flow issues. Notably, it would put greater demands
on our copy editors, web producers and librarians.

BIGGER DATA
Here are some examples of structured data that would
allow us to make hetter use of our content:

That means we may need to build out those teams,
and we will certainly nced to go to great lengths to
explain how crucial this effort is to our long-term
success.

Every day we wait, we fall further behind our
competitors. The Times considered increasing its
tagging efforts in 2010 and passed. The cost of
catching up has only grown.

NEW TAG SAMPLE TAGS

POTENTIAL BENEFIT

Gramercy Restaurant
40.7386° N, 73.9885° W

Geographic location of
story content

Timeliness Timely forever
Timely for a year
Timely for a month
Timely for a day

Story type Breaking news

Profile
News analysis

............ R D L I

Story threads Crisis in
Ukraine
Story tone Uplifting
Serious
Photos: topics Ukraine
Viktor Yanukovych

“A Kiev Question: What
Became of the Missing?”

Photos: articles where
photo appeared

Rights cleared
No resale rights

Photos: usage rights

Surface new and old content relevant to readers’ locations,
particularly for mobile usage.

Surface old content in a smart way, including adding
sophistication to our recommendation engines and easier
ways for editors to feature relevant older stories.

Make better use of evergreen content well after publica-
tion.
Conduct more granular analysis of users' reading behavior.

Enabie readers to follow ongoing stories and riews events.
Better organize our archives.

Improve content discovery by letting users surface stories
based on their mood.

Display photos in search results on our site and our apps.
Tagging photos by topic would improve the ranking of our
content in search results.

Create a ‘news in photos’ experience that lets users start
with a photo and click through to a related article.

Growing Our Audience Discovery
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Promotion

At The Times, we generally like to let our work
speak for itself. We’re not ones to brag.

Our competitors have no such qualms, and many
are doing a better job of getting their journalism in
front of new readers through aggressive story pro-
motion. They regard this as a core function of re-
porters and editors, and they react with amazement
that the same is not true here.

“A lot of the institutions that are doing well are
marketing themselves well,” said Amanda Michel,
head of social media for The Guardian. “People may
think that’s dirty, but it’s reality.”

The Guardian has a promotion team inside the
newsroom and an ambitious social strategy that has
helped rapidly expand its readership in the United
States. The Huffington Post expects all reporters
and editors to be fully fluent in social media, includ-
ing the kinds of headlines and photos that tend to
perform best on different platforms. The Atlantic
and its digital properties expect reporters to pro-
mote their own work and mine traffic numbers to
look for best practices.

Even ProPublica, that bastion of old-school jour-
nalism values, goes to extraordinary lengths to give
stories a boost. An editor meets with search, social
and public relations specialists to develop a promo-
tion strategy for every story. And reporters must
submit five tweets along with each story they file.

By contrast, our approach is muted. After we
spent more than a year producing a signature picce
of journalism — the "Invisible Child” series — we
alerted our marketing and PR colleagues too late
for them to do any promotion ahead of time. The

reporter didn’t tweet about it for two days. (Though
the pieces still had massive reach and impact, we
don’t know how many more readers we could have
attracted with additional effort.)

“I don't feel like we sit down when we have a big
project, a big story, and say, ‘How do we roll this
out?" said one top editor. “It would require an en-
tirely different way of thinking. It would be about
saying, ‘This is what is running on Sunday.”

A key tool is social media. Qur institutional ac-
counts reach tens of millions of people and the ac-
counts of individual reporters and editors reach mil-
lions more. The size of our social team reflects our
eagerness to succeed in this arena. But with less
than 10 percent of our digital traffic coming to us
through social media we are still figuring out how
to best engage readers.

The percentage of readers who visit BuzzFeed
through social, for example, is more than six times
greater than at The Times. They have learned,
among other things, that a great Facebook post has
become a better promotional device than a head-
line and that the impact of social is even greater
on mobile.

Many outlets place a team in the newsroom to
track the most popular stories in real time. As those
stories spike, the team helps desks take steps to
draw more traffic and to keep visitors on the site
longer. Other sites also look for unexpectedly poor
performers and repackage them to give them a lift.
Reuters, for instance, recently hired two employees
to scour the site to find up to seven hidden gems
per day, which they then repackage and republish
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to give them a second chance.

We need to create structures inside the newsroom
that broaden the reach and impact of our most im-
portant work. In addition, we need to identify and
share best practices at the ground level so that re-
porters and editors feel encouraged and empowered
to promote their own work.

And we need to focus more attention on the be-
hind-the-scenes process of optimization. Just add-
ing structured data, for example, immediately in-
creased traffic to our recipes from search engines
by 52 percent.

Companies like Huffington Post and BuzzFeed
have, in just a few years, eclipsed our traffic by
building best practices for search and social into
their workflow. For example, at The Huffington
Post, a story cannot be published unless it has a
photo, a search headline, a tweet and a Facebook

post.

Now The Huffington Post regularly outperforir
us in these areas — sometimes even with our ow
content. An executive there described watching the
aggregation outperform our original content afte
Nelson Mandela’s death. “You guys got crushed,
he said. “I was queasy watching the numbers. I
not proud of this. But this is your competition. Yo
should defend the digital pick-pockets from steal
ing your stuff with better headlines, better social.’

Other competitors, like The Atlantic and Politico
are also using emails as direct channels to readers
This basic tool has become one of the most popula:
and efficient ways to cut through all the noise of the
social web and reach readers directly. The Times is
reaching 6.5 million readers by email, even thougk
this tool has largely been treated as an afterthought,
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Opportunity:

Institutional Promotion

Our Twitter account is run by the newsroom. Our
Facebook account is run by the business side.

This unwieldy structure highlights a problem that
has bedeviled our promotion efforts. Even though
audience development is the kind of work that
should be shared across the company, it instead
falls into silos, with marketing, public relations,
search, and social all answering to different bosses
and rarely collaborating.

These departments should work together on pro-
motion strategies, such as publicizing big stories
before and after they are published. We also need
to change our tools and workflows to optimize our
content for search and social, and exploit other di-
rect channels to readers, such as email.

There is a widely held assumption in the news-
room that promotion is mostly done by the social
team. But the team has framed its mission most-
ly around using social media as a reporting tool,

rather than as a tool for audience development. This
approach was an important first step to help the
newsroom start exploring social media. But today it
means that we are mostly leaving the larger promo-
tion question unaddressed.

Though many of our competitors also use social
for reporting, they mainly view it as an audience
development tool. They told us they also use it as a
hotbed of experimentation because platforms and
user behavior change so quickly.

At The Times, the social team collects less data
and is less integrated with the rest of the newsroom
than at our competitors, hampering our efforts to
identify and spread best practices. Others have
paired social editors with data experts and then ag-
gressively spread lessons through their newsrooms.

“When we figured out the Facebook algorithm
and that Facebook mattered more than Twitter,
traffic exploded,” said Jacob Weisberg of Slate.
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Experiment:
Promotion Squad

We could form a promotional team of experts in
the newsroom to focus on building and executing
strategies for extending the reach of our most im-
portant work.

The model used by ProPublica is instructive, with
a team that creates a specific strategy for each story
in advance of its publication. The team includes an
expert to focus on ways to boost a story on search
through headlines, links and other tactics; a social
editor who decides which platforms are best for the
story and then finds influential peopleto help spread
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the word; a marketer who reaches out througl
phone calls or emails to other media outlets, as wel
as organizations that are interested in the topic. The
story editor also participates to ensure the journal-
ism is being promoted appropriately. And a data
analyst evaluates the impact of the promotion.

Our committee pulled together such a team from
across departments for an experiment with The
New York Times Magazine for the February “Voy-
ages” issue. We let them run the experiment while
we participated as observers. The traffic figures
were underwhelming — actually decreasing from
the previous year — and the process had numerous
stumbles. These results should be instructive for any
future efforts.
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Opportunity:

Front-Line Promotion

The Times made a smart decision when it decided
not to establish rules for using social media, prefer-
ring instead to trust reporters and editors to exer-
cise their judgment. We gave people the room to ex-
periment and adapt to developing mediums. There
are no rules, but no real guidance, either.

We need to explicitly urge reporters and editors
to promote their work and we need to thank those
who make the extra effort. Interest in and aptitude
for social media should not be required — just as we
don’t expect every reporter to be a great writer — but
it should be a factor. And we need to help journalists
raise their profiles on social by sharing best practic-
es. Our journalists want maximum readership and
impact but many don't know how to use social me-
dia effectively. Content promotion needs to become
more integrated into each desk’s daily workflow.

The notion that journalists should be their own
promoters has become a bedrock principle at our
competitors. For example, Dan Colarusso, executive
editor of Reuters Digital, said, “All web editors en-
gage on social and are also tasked with identifying
related communities and seeding their content.”

Other places test approaches to social engage-
ment and then actively disseminate the results. That
taps into reporters’ competitive instincts, and raises

everyone's game.

Py Aty g L ninng
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Reporters and editors are eager to do what is
asked of them, as long as they have clarity on both
how and why — as well as some assurance that the
extra effort will be rewarded. Right now, they are
unsure of whether spending time on social repre-
sents doing work or avoiding it.

For example, A.O. Scott said that his film reviews
occasionally get an outsize reaction on social. He
is torn between engaging with readers and moving
on to the next story. “It raises the question, when
is pushing it forward the better substitute for doing
more work?”

There are countless examples of smart social
and community efforts around the building. KJ
Dell’Antonia, our Motherlode blogger, spends about
an hour every day replying to commenters. Gina Ko-
lata writes back to all readers who email her. Chris
Chivers makes time, even in war zones, to manage
social accounts on eight different platforms.

All of these reporters complained that the tactics
they use to reach readers are one-offs. They all ex-
pressed hope that the broader newsroom could be
given tools and support to help journalists connect
with their audiences.

One approach would be to create an “impact tool-
box” and train an editor on each desk to use it. The
toolbox would provide strategy, tactics and tem-
plates for increasing the reach of an article before
and after it’s published. Over time, the editor could
teach others.

There is compelling evidence that these best prac-
tices can be taught. Many of the reporters who are
best at social promotion — such as Nick Kristof, Nick
Bilton, C.J. Chivers, David Carr and Charles Duhigg
— learned these skills from their publishers as part
of their book-promotion efforts. Andrea Elliott said
she also received this training after signing her book

deal at Random House.



Experiment:
Influencers Map

To help promote the Kristof collection, we pulled
together a list of relevant, influential people who
could spread the word about it on social media,
This work could be automated and turned into an
internal tool, which we could use to help promote
our best journalism on social media. We've mocked

Growing Our Audlence

1.46 million followers

Lydla Polgreen

deputy foreign editor and
former foreign correspondent
in India, South Africa, etc
@Ipolgreen

38,700 followers

Declan Walsh
Pakistan bureau chief
@declanwalsh
45,300 followers

Salman Masood
Pakistan correspondent
@salmanmasood
18,300 followers

Thomas Fuller

southeast Asia correspondent
@ThomasFullerNYT

4,763 followers

Ellen Barry

South Asia bureau
chief, formerly Russia
correspondent
@EllenBarryNYT
10,200 followers

Promotion

up below what an influencer map for “Inside the

Brothels” might look like.
The work paid off, Someone we had contacted

about the collection shared it on Twitter and was
retweeted by Ashton Kutcher, who has 15.9 million

followers,

INFLUENCERS

200
TOPICS
NYTIMES EXTERNAL
Nick Kristof Sheryl WuDunn
opinion columnist co-author of “Half the Sky”
@NickKristof @WuDunn

11,200 followers

@Half

account for “Half the Sky"
book on the treatment of

women around the world

50,500 followers

Restore NYC
an NGO
@restorenyc
5,963 followers

Change.Org

an activist platform
@change.org
777,000 foliowers

Apne App

an India-based NGO fighting
sex-trafficking

@apneaap

2,114 followers

Ashley Judd

actress who has spoken out
against sex trafficking
‘@ashleyjudd

202,000 followers

FILTER BY

Becca Stevens

priest in Tennessee who has
fought sex trafficking
@RevBeccaStevens

1,354 followers

Lirlel Higa

social media coordinator for
"Half the Sky"

@idiplomacy

3,161 followers

Andrea Powell
Executive Director &
Co-Founder, FAIR Girls,
non-profit that fights sex
trafficking

@Fair_Girls

12,200 foltowers

Bradley Myles

Executive director of Polaris
Project, which fights human
trafficking

@Polaris_Project

28,600 followers

Ken Roth

executive director of Human
Rights Watch, NGO
@KenRoth

50,800 followers

Q
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Minky Worden

director of Global Initiatives
at Human Rights Watch, NGO
@minkyshighjinks

5,736 followers

Tom Dart

Sheriff in Cook County,
llinois active in fighting sex
trafficking

@TomDart

2,688 Followers

Lisa Goldblatt Grace

head of My Life My Choice,
Boston-based group fighting
sex trafficking

@mlimcgirls

238 followers

Gary Haugen

CEO of International Justice
Mission

@garyhaugen

21,300 followers

Somaly Mam
Cambodian human rights
activist

‘@somalymam

405,000 foilowers



Connection

The Times commands respect, conveys authority
and inspires devotion. All of that is captured in the
pride with which people identify themselves as de-
voted Times readers.

This is our huge advantage as we think more about
connecting with our audience.

This audience is often described as our single most
underutilized resource. We can count the world’s
best-informed and most influential people among
our readers. And we have a platform to which many
of them would be willing and honored to contribute.

Yet we haven’t cracked the code for engaging with
them in a way that makes our report richer.

Of all the tasks we discuss in this report, the chal-
lenge of connecting with and engaging readers —
which extends from online comments to conferenc-
es — has been the most difficult. But best practices
have emerged on these fronts, as well, and many of
our competitors are experimenting aggressively and
pulling ahead of us.

Aside from social, our main platform for engaging
with readers is moderated comments, a forum that
is respected for its quality but does not have wide
appeal. Only a fraction of stories are opened for
comments, only one percent of readers write com-
ments and only three percent of readers read com-
ments. Our trusted-commenter system, which we
hoped would increase engagement, includes just a
few hundred readers. That has prompted business-
side leaders to question their value and newsroom
leaders to wonder whether those resources could be

better used elsewhere.

Our other efforts for engaging with readers —
many of which have been well-received — mostly
have been one-offs. Impressive projects rarely lead
to replicable tools that could be used to elevate our
whole report,

And our offline efforts to connect with readers,
like conferences and cruises, are largely outdated
replicas of competitors’ work, and we have pursued
them without much newsroom input. Meanwhile,
The Atlantic and The New Yorker have created sig-
nature events that deepen loyalty and make money
while staying true to their brands.

The newsroom needs to take on these questions
of connection and engagement. We are in a sub-
scriber-driven business, our digital content needs to
travel on the backs of readers to find new readers,
and there is an appetite to know the people behind
our report. We can come up with a Timesian way for
connecting with our readers online and offline that
deepens their loyalty.

The first step is getting more comfortable with
the idea of pulling back the curtain and providing
readers a bit more insight into how we do our work,
which will only deepen their connection to it.

Outlets like NPR and The Guardian, which reach
similar audiences, have used this approach to good
effect. “Few places have that brand, but The New
York Times does,” said Vivian Schiller, formerly of
The Times and NPR, and now head of news at Twit-
ter.
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Our reporters and columnists are eager to connect
with readers in this way but many are going to oth-
er platforms to talk about the process behind their
work. A recent case in point: Jon Eligon wrote a
gripping first-person account on Facebook about his
experience as a black reporter approaching a white
supremacist in North Dakota.

The good news is we are moving to capture some
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of this conversation. We recently launched

“What We're Reading” email, which curates rec
mendations of good journalism from around

web from Times editors and writers. We are offet
a new “story behind the story” feature for premi
subscribers. Similarly, the new Opinion produc
focused on fostering reader-columnist discussior

Ehe New {Jork Eimes

What We’re Reading

Great reads from around the web from aditors and
reportets of Tha New York Times.

Pacific Standard

A Toast Story g o

This story about "artisanal toast" scemed
designed to provoke. S0 now toast is a thing in
San Francisco? But the writer walks back all
the "twee-ness” and finds a remarkable story
about a woman who survived the tall waves of
mental illness by opening a coffee shop called
Trouble. Uplifting and surprising, with a big
side of coconuts. Read more »

' David Carr
Cotumnist, The Moedia Equation

The Now Yorkor
The Reckoning

Andrew Solomon, whose book *ar I'rom the
[ree described families of troubled children of
many kinds with tremendons cimpathy, here
writes of the family of Adam Lanza, the killer

at Newtown, with an cxclusive interview with
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Opportunity:

User-Generated Content

User-generated content, which has provided our
competitors with a low-cost way to expand their
sites and deepen loyalty, has proved to be a diffi-
cult challenge at The Times.

But we already are home to one of the most cele-
brated forums of user-generated content in publish-
ing: Op-Eds.

In the digital world, though, we are trailing badly
behind our competitors. Many publishers have de-
cided to become platforms, as well. Huffington Post
and Medium have experienced huge growth in part
because they have become a platform for opinion
pieces and guest essays. Others, including CNN and
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The Journal, are moving in the same direction.

They have serious quality lapses as a result, but
also big wins and a growing and engaged audience.
The Times has considerations our competitors don't
— namely, our brand promises readers that every-
thing they has been carefully vetted. We are one
of the few outlets where even comments meet this
standard.

But a new generation of startups is training the
next generation of readers to expect participation.

“Our readers do want to show off and what we
could offer them is the imprimatur of greatness,”
said Leslie Kaufman, who covers media.
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Experiment:
Expand Op-Eds

One digital strategist compared the world of online
engagement to a cocktail party. Most people, she
noted, don't want to talk to strangers. They want to
talk to their friends or important people.

Facebook is handling the friend part of that equa-
tion. The Times is well-positioned to play host to im-
portant people.

We receive dozens of Op-Ed submissions every
day from top thinkers and leaders, and we publish
only a fraction of them. Some of this is quality con-
trol. But in many cases, we are simply following the
constraints of print.

The Times has already expanded our footprint in
this area through our new video feature, Op-Docs.
The quality of submissions and audience interest
both have been extremely high, making Op-Docs
one of our most popular and praised verticals.

We should experiment with expanding our Op-Ed
offerings to include specific sections and verticals,
opening up our report to leaders in fields such as
politics, business and culture.

These guest essays, to use the more conventional

OF ED CONTRIBUTOR

A Plea for Caution From Russia
What Putin Has to Say to Americans About Syria

Jy Wl ADIGLE Y PUTIN
Pubeshed Yoctarhor 11 013 B8 4447 Convrmnls

MOSCOW — RECENT events surrounding Syria
the American people and their political leaders. It
insufficlent communication between our societfes.

Metropolitan Diary
J

ment »
thome of the West
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Sunday Review

Sunday March 9 /014

term, would help The Times solidity its position a
the destinatiop for sophisticated conversation. Th
world's smartest and most influential people have
long been eager to write for us for the modest pay
day of $150 a piece. These are often some of ou:
best-read works — and often provide us with world
beating scoops.

Imagine if the Arts section had daily Op-Eds frorr
leading figures in dance, theater, movies and archi-
tecture. Or if David Leonhardt’s new venture includ-
ed daily Op-Eds from smart minds in politics and
academia, Or if the Science section became the lead-
ing arena for ideas from scientists and philosophers.

Controversial? Metro does this with Metropolitan
Diary. Business, Sports, Styles and Book Review do
this, as well, with guest essays and other user-sub-
mitted features,

Gina Kolata said she frequently receives well-
written submissions that are too narrowly focused
for the newspaper but perfect for Science. “Often I'm
getting people saying, ‘Can I write an Op-ed?’ Most
of their stuff goes nowhere, but if it did, there’d be
an audience for it.”

We would recommend starting with one or two
desks and establishing best practices.
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Opportunity:
Events

Our events operation is improving but still has a
long way to go to meet the standards of The New
York Times.

Our events are typically built around industry is-
sues that are of interest to both sponsors and corpo-
rate audiences.

Events can be about connecting with readers as
much as they are about making money.

NPR has made its journalists the centerpiece of
shows that travel to large concert spaces in cities and
college towns. The Atlantic hosts the well-regarded
and lucrative Aspen Ideas Festival. The New Yorker
reportedly makes a huge amount of its annual rev-
enue from its fun and engaging annual festival.

There is no reason that the space filled by TED
Talks, with tickets costing $7,500, could not have
been created by The Times. “One of our biggest con-
cerns is that someone like The Times will start a real
conference program,” said a TED executive.

Univision recently hosted town halls by report-
ers about topics that consistently ranked as the
most popular on its website and channels. “We got
around 8,000 people to discuss better ways to man-
age personal finances,” said Enrique Acevedo, who
hosted the event.

But before we pursue any of these options, the
newsroom needs to be more involved in thinking
through our events strategy.

This is more urgent because in recent years the
events industry has shifted in ways that mirror
changes in the newspaper industry: away from a to-
tal dependence on advertising and toward readers
willing to pay.

Rob Grimshaw, the head of digital strategy at
FT.com who has made events an extension of his
job, said his newsroom now views conference at-
tendees much as it does digital subscribers - they
are all simply members of its broader audience.
Our best effort on this front is Times Talks, but

we've made little effort to scale them. Those who
have studied the industry say that the most success-
ful approach is to take such events on tour, with
multiple stops for the same line up, or to hold a
single large annual event. Instead, we're building
each of ours as a one-off.

Many executives and editors at competing outlets
said that The Times is in a unique position to in-
crease and retain subscribers by shedding its mod-
esty and putting forward its best asset: its talent.

Experiment: New Events

The Times should create reader-focused events that
elevate our brand while meeting our standards.
Imagine a New York Times Readers Festival:

An annual event in NYC that anyone registered
on our site could pay to attend, with a few segments
open only to subscribers and premium subscribers.
Possible sessions include: panels on the top stories
of the year, Q&A's with reporters and editors on cer-
tain topics, training sessions on writing, photogra-
phy and video, talks by a handful of outsiders who
wrote the most-read Op-Eds of the year, a multi-
media showcase of our best videos, photos and in-
teractives. We should not underestimate interest in
Times reporters and journalism.
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Getting to Know Our Readers

To provide more relevant and meaningful user ex-
periences, we need to first better understand our
readers — who they are and how they use our site,

newsroom, which is perhaps best positioned to
champion this effort because of its close connection
to readers, has not played a leading role.

The smart use of reader data has been essential
to the success of companies like Google, Facebook

“I don't think we really
the data and the audience
with the subscription mo
Times’s C.E.O., John Ridding, “We’ve been able to
build a system of understanding our readers.”
LinkedIn offers a good example of how to use
reader data in smart ways. Last year, it sent out
an email to hundreds of thousands of users: “Con-

Because the Times has a paywall and has recently
taken new steps to encourage readers to register,
we're even better positioned to collect such data. But
we don't do things that our competitors do, like ask
readers whether they would be willing to be contact-
ed by reporters or if they are willing to share some
basic information about their hometown, alma ma-
ter and industry so we can send them articles about
those topics.

When the newsroom doces seek reader data, too
often we build one-off systems and then we don't

Growing Our Audlence  Connection

store the information in ways that can be sharec
retrieved later. For example, when Libby Rosent
tried to email all the people who had commented
her first medical-cost story to let them know abot
follow-up, someone had to manually pull évery o
menter’s email address from registration data.
Dell’Antonia paid an assistant out of her own poc’
to go through years of her old emails to pull reac
addresses to let them know about her newsletter.

Readers, though, are eager to share informati
if they think it will help us or them. In stories whe
readers are encouraged to leave their email a
dresses to signal that they would be willing to spe:
with Times reporters, almost 90 percent agree. O
competitors have pursued this strategy to build t
reader databases that can be used for both reportir
and promotion, We should pursue this in a scalabl
organized fashion in consultation with the busines
side.

MANUAL LABOR

Throughaut his aiticle, rnaders hava shared
their expenences by responding to questions
about their perspactive on prognancy care,
Elisaboth Roseathal, reporter

728 READER RESPONSES

Al Hecent Pirgnancy Pregnancy Not Coverad Aedicai et

nlcole Mew Yok - Pregnancy Covernd « 9 months B0

lahke #rstin Progny Cownmd 3 meatns 1o

That newbarn cace in first 6 months was included. Also, are 1
nitlier caes? A cannle nf &4 millian dollar nremins will ke
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introduction

[t is hard to believe that only seven years ago, The
New York Times housed its digital and print opera-
tions in separate buildings.

Since that time, the newsroom has undergone a
slow, steady evolution. Each year, our traditional
and digital journalists become more integrated and
more aligned. Each year, our leaders invest more
resources into our digital operations. Each year, we
produce more groundbreaking digital journalism.

Despite these concerted efforts, we have not
moved far enough or fast enough. There is a split in
our digital readiness that is making it harder for us
to thrive in this shifting landscape.

The digital journalism that readers see each day is
exceptional: Graphics, Design and Interactive News
have become industry-leading operations and home
to some of our most talented journalists. But we’ve
made far less progress in the areas that readers can't
see. These are the eat-your-spinach process and
structure questions we often perceive as getting in
the way of our daily jobs: publishing systems, work-

tlow, organizational structures, recruitment efforts
and strategy.

As one digital leader at The Times noted, the
newspaper sets the gold standard not just because
we employ world-class journalists but because we
also empower them with a world-class support sys-
tem. But we have not yet modernized that support
system for our digital journalism. “Aspirations have
outpaced our technology, templates and workflow,”
said another digital leader.

We must move quickly. Our competitors, which
not long ago were mostly newspapers that lagged far
behind us in digital, are growing in number, sophis-
tication and gaining ground.

The challenge for us is that the new battleground
is not where we are strongest — the journalism it-
self — but in this second arena that is largely out of
sight. Because our digital competitors adapt faster
to changing technology and trends, their lesser jour-
nalism often gets more traction than our superior
Jjournalism. They are ahead of us in building im-
pressive support systems for digital journalists, and
that gap will grow unless we quickly improve our

(e Past

57



capabilities. Meanwhile, our Journalism advantage
is shrinking as more of these upstarts expand theijr
newsrooms.

The previous chapter, which explored the urgent
need to grow our audience, discussed the impor-
tance of experimenting, failing, replicability and in-
vesting time in the rote work of structured data and
reader data. This chapter focuses more squarely on
process and structure questions and lays out three
steps — immediate, short-term and long-term — we
tan pursue to position ourselves to succeed in this
changing landscape.

To become more of a digital-first newsroom, we
have to look hard at our traditions and push our-
selves in ways that make us uncomfortable. Too of-
ten we've made changes and then breathed sighs of
relief, as if the challenge had been solved. But the
pace of change is so fast that the solutions can quick-
ly seem out of date, and the next challenge is just
around the corner. For example, Times Topics, once
our smartest bet to win search, seems archaic now,
and social has emerged as the next critical front for
promoting our work. This era demands that even be-

The Present
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fore we finish something, we need to start plannii
for version 2.0 and 3.0.

The good news is that our Journalism remair
rock solid and our financial position is stable. Ir
side The Times there is widespread enthusiasm -
both from the digitally inclined and more tradition:
Journalists — to do what it takes to make this tran
sition. And on the business side, new talent and ;
shared mission of serving readers has created thi
opportunity and enthusiasm to work together anc
find solutions.

“This will be a historic year for the media indus-
try. Technology is disrupting every distribution
platform. Consumers are redefining decades-old
consumption habits,” wrote Justin Smith, C.E.O.
of Bloomberg News, in a recent all-staff memo that
echoed similar missives from leaders of media com-
panies over the last several months. “Seizing this
opportunity will require long-term investment and
a large appetite for transformation, risk, as well as a
tolerance for intermittent failure.”



Our Proposals, In Brief

COLLABORATE WITH BUSINESS-SIDE UNITS FOCUSED ON READER EXPERIENCE

This shift would provide the newsroom, virtually
overnight, with many of the necessary skills and
insights to take our digital report to the next level.
There are a number of departments and units, most
of which are considered part of the business side,
that are explicitly focused on the reader experience,
including Design, Technology, Consumer Insight
Group, R&D and Product.

These functions represent a clear opportunity

CREATE A NEWSROOM STRATEGY TEAM

Many newsroom leaders are so consumed with the
demands of the daily report that they have little time
to step back and think about long-term questions.
When we were simply a newspaper, this singular fo-
cus made sense. But we must now juggle print, the
web, apps, newsletters, news alerts, social media,
video, an international edition and a range of stand-
alone products,

Our suggestion is to create a small strategy team
with the central role of advising the masthead. The

for better integration. Recent initiatives, including
NYT Now, have shown the benetfits of collaboration
across these departments. We are not proposing a
wholesale reorganization. But we do believe simply
issuing a new policy — collaborating with our col-
leagues focused on reader experience is encouraged
and expected — would send a powerful signal and
unlock a huge store of creative energy and insights.

team would keep newsroom leaders apprised of
competitors’ strategies, changing technology and
shifting reader behavior. It would help track proj-
ects around the company that affect our digital re-
port, help the masthead set and evaluate priorities
and conduct occasional deep dives to answer spe-
cific questions. And it would facilitate desk-level ex-
periments and communicate the results back to the
newsroom to ensure we're exploring new areas and
learning from our efforts.

MAP A STRATEGY TO MAKE THE NEWSROOM A TRULY DIGITAL-FIRST ORGANIZATION

Stories are typically tiled late in the day. Our mobile
apps are organized by print sections. Desks metic-
ulously lay out their sections but spend little time
thinking about social strategies. Traditional report-
ing skills are the top priority in hiring and promo-
tion. The habits and traditions built over a century
and a half of putting out the paper are a powertul,
conservative foree as we transition to digital — none
more so than the gravitational pull of Page One.
Some of our traditional competitors have aggres-

sively reorganized around a digital-first rather than
a print-first schedule. The health and profitability
of our print paper means we don't yet need to fol-
low them down this path. But it is essential to begin
the work of questioning our print-centric traditions,
conducting a comprehensive assessment of our digi-
tal needs, and imagining the newsroom of the future.
This means reassessing everything from our roster
of talent to our organizational structure to what we

do and how we do it,
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1

Reader Experience

The wall dividing the hewsroom and business side
has served The Times well for decades, allowing one
side to focus on readers and the other to focus on
advertisers. But the growth in our subscription rev-
enue and the steady decline in advertising — as well
as the changing nature of our digital operation —
now require us to work together.

For the first time, both the newsroom and busi-
ness side are focused primarily on readers. Fxciting
new collaborations are already underway. But our
historical divide has not fully adjusted to reflect this
shift,

We still have a large and vital advertising arm
that should remain walled off. But the many busi-
ness-side departments and roles that are focused on
readers — which we refer to as Reader Experijence”
throughout this report — need to work more closely
with the newsroom, instead of being kept at arm's
length, so that we can benefit from their expertise.

These departments and roles, which include large
segments of Design, Technology, Consumer Tnsight
Group, R&D and Product, are now critical to the
newsroom's efforts, possessing the skills and in-

sights we need to srow our audience and take our

Strenghtening Our Newsroom  [legdor ¢ penenca

digital report to the next level,
Working closely with Reader Experience is vital to
making sure the experience of finding and engaging

READERS ARE DRIVING OUR GROWTH

NYT 1evenue by source,

B Adver tising B Subsciptiong B Othe

2010

WHY "READER EXPERIENCE"?
The e partiments thiat necd 1o DY N (e e g

DS ess sides are sametiies clied gpog ybonal den ntnent

Aeutol depaitments ur Caneen bant Lpyitoents gL e
helewn “Raader Exprronce Detter descnbi s the sl of L e
fepastivents 1t atso yode S a0y s voed Lo sk otk e g

L0 U e Gev SToOnS v 30 of 4 JE S e s



with our journalism is as impressive as the journal-
ism itself. And greater cooperation will advance our
goals of ensuring that our journalism is adjusting
to technological and behavioral shifts, reaching a
growing audience and landing with maximum im-

pact.
We want to emphasize that we are not advocating

a huge new bureaucracy, disruptive reorganization,
or a newsroom takeover of these departments, We
are simply recommending a policy shift that explic-
itly declares that Reader Experience roles should be
treated as an extension of our digital newsroom —
allowing for more communication, close collabora-
tion and cross-departmental career paths.

Such a move would build on the significant im-
provement in relations between news and business
under the leadership of Jill, Mark and Arthur as The
New York Times newspaper and company have be-
come one and the same. Embracing Reader Expe-
rience as an extension of the newsroom is also the
next logical step in Jill's longstanding goal of creat-
ing a newsroom with fully integrated print and digi-

L. A DIVIDED COMPANY
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tal operations, since these departments have skills
to build on our digital successes.

In the following pages, we will explain the need
for a closer relationship between the newsroom
and Reader Experience. In the discussion section,
we will explore the lack of clear lines in our current
process, the hidden costs of our reluctance to work
together, and the recent initiatives that have demon-
strated the value of collaboration. And in the “how
to get there” section, we will offer some suggested
guidelines.

The very first step, however, should be a deliberate
push to abandon our current metaphors of choice —
“The Wall” and “Church and State” — which project
an enduring need for division. Increased collabora-
tion, done right, does not present any threat to our
values of journalistic independence.
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Discussion

Outside the newsroom, there are many departments
that are explicitly focused on reader experience.
These include Design (crafting the reader experi-
ence), Technology (bringing the reader experience
to life), Analytics* (understanding the reader ex-
perience), R&D (imagining how the reader experi-
ence may change) and Product (crafting a strategy
for combining many of these elements into a single,
reader-centric experience).

There are many examples of how these depart-
ments have helped the newsroom achieve its goals.
For example, the newsroom tried and failed for more
than a decade to clear the logistical hurdles involved
in creating a searchable recipe
database. But a product manager
helped make it happen in a mat-
ter of months.

The newsroom had also strug-
gled to find ways to signal to
readers when we had updates to
stories that didn't quite merit a
new headline or news alert, De-
sign, working with developers, came up with several
solutions, including the new Watching feature for
the home page and the update bullets on NYT Now.

These colleagues have specialized skills that most
editors simply do not possess a