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2016 Innovation Mission Top Takeaways 
 



Today’s Panelists… 

Terry Ward 
 

Regional Publisher 
Sound Publishing/Black 

Press 
Dan Williams 

 
Co-Founder and CEO 
Leap Media Solutions 

Greg Treece 
 

Director Information Services 
Swift Communications 



1. Forget the Ping-Pong Tables; Core Values Drive Culture 
2. The Next Big Thing: Video, Video, Video 
3. Distributed Content: Will Our Websites Still Matter 
4. Looking Ahead: Virtual Reality is Coming 
5. Media Transformation: Pick a Direction & Invest 

Five Top Takeaways 



It all starts with leadership… 
 

• Open & transparent work space fosters collaboration 
• 360 reviews provide honest feedback 
• Obsession with mission & vision pays off 

 
 
 

Forget the Ping-Pong Tables - Core 
Values Drive Culture 



Open & Transparent – Fosters a Culture of Innovation: 
1. Lots of collaboration areas 
2. No private offices including the CEO 
3. Fun atmosphere 

 

Open & Transparent Work Space  



If you don’t have core values established at your company, make it a top priority!  
• Disruptive. Transparent. Relentless. – xAd 
• Freedom of expression; freedom of opportunity; freedom to belong; freedom of information – YouTube 
• Done is better than perfect – Facebook 

 
Mission statements: Having a mission gives people purpose & keeps them engaged in their work! 
• Make the world more open and connected – Facebook 
• Empower the world to create broadcast and share – YouTube 
• We are intensely focused on helping local media companies discover new and sustainable business 

models – LMA 
• To leverage location for the greater good - xAd 

 
 

 
 

Core Values Matter 



‘All Hands’ Meetings – Every Disruptor Conducts Them! 
• Hosted by the CEO on a regular basis (usually every week) 
• Open Q&A (no questions are off limits) 
• Attendance is voluntary not mandatory 
• Food & drink are served 

– YouTube conducts YTF (YouTube Fridays); CEO Susan Wojcicki provides product updates and conducts Q&A 
– Facebook conducts ‘All Hands’ meetings every Friday complete with open Q&A 
– xAd’s D Sharma conducts ‘All Hands’ meetings every other week (400 employees). Q&A is anonymous to make it 

even more open/transparent. New hires are also introduced.  

 
 

 

Communication is Key 



The hiring process is incredible: 
• Involves 10 or more interviews at xAd. 
• YouTube involves “many in the hiring process” and wants to ensure that new hires have the values they 

are looking for. “Can they solve problems on the spot?” is a key question. On the sales side, they must 
deliver a live pitch.  

 
Reviews are 360: 
• Two are conducted per year for every employee at Facebook. The process includes a self-review, a 

manager review and peer reviews.  
 

Mentorship programs in place: 
• A mentor program at xAd pairs employees that have been there for more than six months with new 

hires. It’s voluntary and they get a stipend to buy their mentee coffee or lunch. CEO D Sharma is 
personally mentoring three employees right now! 

• Facebook’s mentoring program pairs up new employees with someone that has been on board for at 
least six months (from the same team). After that, an opportunity exists to be paired with someone 
from a different team/division.  

 
 

 

Hiring, Reviews, Mentorships & More 



• “Changing culture is really hard and not for the faint of heart,” said Big Fish CEO Mark Poss during the 
IM debriefing session, “And it’s not about the fricking Ping-Pong tables!” 

• “I really enjoyed the posters at Facebook,” said Todd Handy, VP Business Development, Tout, “My 
favorite was ‘The Journey is 1% Finished,’ I hadn’t heard that one before.”  

• “The disruptors have a risk-taking culture and they fail fast,” said Rich Hoover, Senior Director of 
Business Strategy & Operations, GateHouse Media, “We don’t do that enough and we need to try 
harder.” At Facebook, participants were asked, “If none of your projects were failures, were they really 
bold enough? Are you failing enough and what would you do if you weren’t afraid?” 

• “A company as big as Facebook has ‘Ruthless Priorization’ on their posters,” said Greg Treece, Swift 
Communications, “They can’t get everything done even with their enormous resources. As media 
companies, we need to learn from this.” 
 
 
 

 
 

Culture Resonated with IM Participants! 



• What Would You Do If You Weren’t Afraid? – They ask themselves this question regularly. It can be 
uncomfortable at times but it’s part of their culture. They became a mobile-first company using this 
question. This was a huge shift for their engineers but the move enabled them to innovate and keep 
pace with changing technology.  

 
• The Journey is 1% Finished! They always consider themselves only 1% finished – it keeps them humble! 
 
• Feedback Is a Gift “Critical feedback is what keeps us moving forward.” They offer a learning and 

development course to help employees deliver critical feedback to each other.  
 
• Fix Your Shit. This was a theme at many of the  
        companies on this year’s IM. 
 

 

Facebook Posters Made Huge Impact! 



Most of the IM participants mentioned video as one of the top three things that they will focus on 
upon their return.  
 
Thoughts from the group included: 
• “We have work to do on straight up video monetization along with developing out 360” – Rich 

Hoover/GateHouse Media 
• “Taking videos using the Tout app on the IM was a fantastic experience for me; video is definitely 

a top priority going forward” – Jon Rust/Rust Communications 
• “The big guys are investing in video big time and we need to as well” – Patrick Connelly/Swift 

Communications 
• “Every single day on this trip everyone talked about video. The catalyst that will force me to make 

this a priority is what YouTube is doing – they are removing barriers to make it easier for SMBs to 
create video. We need to move NOW.” – Mark Poss/Big Fish Works 

• “We need to be pioneers in OTT” – Stephanie Slagle/WBNS Digital 
• “The three most important words in digital media from this trip: video, video, video. And it has to 

be short-form.” – Frank DeMauro/SNJ Today 
• “The pitch I made to YouTube is that they need us,” said Catherine Badalamente/Graham Media 

Group, “I am hopeful that we can work out a mutually beneficial partnership.” 
 

The Next Big Thing: Video, Video, Video 



YouTube Leads the Way: 
 

• Reaches one billion people 
• 80% of those views come from outside the U.S. 
• They reach more 18-49 year olds on mobile alone than any other TV network 
• The number of hours that people spend watching videos on mobile is up 100% YOY 
• Content: monetization growth is up 50% 
• 400 hours of content are uploaded every minute on YouTube 
 

The Next Big Thing: Video, Video, Video 



 Calkins: Local Strategy Supported by Sponsorships 
  
• Calkins CEO Mark Contreras shared some interesting statistics that led them to make OTT a huge 

priority for their company: 
– Streaming is catching up to cable across the country. In Philly, 47% are Comcast subscribers; 

43.7% use a streaming service.  
– Time with OTT is projected to be 2 hours and 42 minutes a day per person by 2020. 
– When it comes to average daily consumption, only mobile and OTT are growing. Everything 

else including desktop is declining.  
 

• Last month, Calkins produced 22 hours of local videos – that is equal to what a typical TV station 
will do. Shows such as ‘Cook This,’ ‘Eat This,’ ‘Ask the Pet Vet,’ etc. are part of their portfolio.’ News 
Break’ is a show that runs twice a day for each of the brands (Courier Times, The Intell, The BCT).  

 
• Is it working? Calkins is aiming to hit $1 million in video revenue this year. This is mainly coming 

from show sponsorships and 15- and 30- second advertising spots. “We are not playing the CPM 
game,” said Contreras. “Sponsorships work best. Our ultimate goal is to capture just 1% of the local 
broadcast spend in our market. We want to get to the point where we don’t have to rely on print 
anymore.” 
 

 
 
 

 

Calkins & Scripps Doubling Down on OTT 



Scripps: Strategic Acquisitions Focus on Video and OTT 
 
• Part of Scripp’s national strategy is to build and buy national brands that compete 

on emerging platforms and marketplaces where audience and revenue growth are 
fastest. This includes OTT video, Newsy (video), OTT audio and Midroll Media 
(podcasts).  

 
• “The audience for OTT is 18-44 year olds,” said Tom Sly, VP Business Development, 

E.W. Scripps Company. “Only podcasts are attracting a younger audience at 18-34. 
We like both of these businesses.” 

 
• Scripps is laser-focused when it comes to the priorities for the next 12-18 months. 

In addition to driving revenue and profit with local brands, “We want to dominate 
OTT with Newsy, Cracked and local brands,” said Sly. “And acquire additional 
brands/content for OTT video and audio.” 

 
 

 

Calkins & Scripps Doubling Down on OTT 



• Two years ago it was mobile that changed everything for Facebook. Today it is 
shifting into video. 
 

• Consider these amazing Facebook stats: 
– 100M hours of daily watch-time 
– 500M video daily active-users 
– 8B views (the Ice Bucket Challenge moved the needle in Jan. 2015, but the video feed 

ranking changes in April 2015-  helped them skyrocket to 8B).  
 

• Media company partners can monetize video on Facebook via the suggested videos option.  
 
• Facebook Live launched last year and just exploded. This caused them to change their priorities. 

Facebook Live is available to everyone on iOS in the US; soon to go global. There are 48M daily FB 
Live viewers (10% of the FB audience in the U.S.) and the watch time per video is three times 
longer. They made Live a company-wide priority and “went on lockdown” like they did with 
mobile. A Facebook Live video tab features live and on-demand video consumption. Users can 
add their favorite broadcasters and get notified when they are live.  

 
 

 

Facebook Video 



 
 

 

Twitter Talk 



The media landscape is changing once again. Distributed content is about to disrupt in many ways. IM 
participants had this on their minds during visits to Apple News and Facebook (meeting with Instant Articles 
team).  
 
Hardly any of the participants were working with Apple News or Facebook Instant Articles at the time of the 
IM (interestingly, it was mainly the broadcast executives that were.) The meeting with Apple was closed 
door but a follow up meeting is in the process of being scheduled to hopefully work out a better plan for 
local media companies.  

 

Distributed Content: Will Our Websites 
Still Matter? 



“Instant Articles provides a better experience for users,” according to Seth Frank, Media Partnerships 
Team at Facebook. “The performance is better. The average article right now takes eight seconds to 
load - in the Instant Articles app there is no load time. It’s fast and responsive.” 
 
Partners must create a separate RSS feed to tap into Instant Articles. Publishers have provided a lot of 
feedback since last spring and summer and the team has been iterating ever since. At F8 this year, 
they opened up Instant Articles to everyone, including bloggers. They are providing traffic attribution 
and analytics to their third-party partners.  
  
As for the revenue split, media partners keep 100% of the revenue that they sell. The Facebook 
audience network is also available (Facebook will sell it for you if your inventory is not sold out). 
“Facebook is very good at monetizing mobile,” said Frank. The Facebook Audience Network provides 
access to over 2M advertisers and uses innovative native formats. The rev share is about 70% on this. 
Go to https://instantarticles.fb.com to learn more or to sign up.  
 
The process is pretty straightforward as explained on the site: 
• Sign the agreement 
• Develop your feed - customize your style - test articles 
• Submit your feed for review 
• Set your feed to auto-publish articles 
  
 

Distributed Content: Facebook Instant 
Articles 

https://instantarticles.fb.com/


The early results are impressive per Frank: 20% more clicks; 70% less likely to abandon; 30% 
more shares. 
 
Companies such as The New York Times are pretty successful at selling out their own inventory - 
others rely more on Facebook to sell it. “It really depends on the publisher,” said Franks. 
 
They are trying to work out the paywall issue – it conflicts with their mission to make the world 
a more open and connected place but they are looking at ways to make it work.  
 
“How consumers are viewing content is changing,” said Frank. “We are trying to create 
products that will be good for our partners but we are also all about optimizing our algorithms 
to make a better customer experience (shelf space and attention issue more than anything 
else).” 

 
 

Distributed Content: Facebook Instant 
Articles 



There were a lot of opinions expressed during the debriefing session. Content consumption has 
changed dramatically and media companies need to figure out their best strategy when it 
comes to distributed content partners. Social media drives a lot of traffic to media websites but 
that is changing by the minute.  
  
Bottom line is that more disruption is on the way.  
The Local Media Foundation board of directors has  
already appointed a committee of top industry digital  
experts to work with Apple News and Facebook  
Instant Articles to address the concerns of local media  
companies. Stay tuned for more information.  
 
 

Distributed Content: So What Should 
Media Companies Do? 



Virtual reality is no longer something that is way down the road. It is here now and 
about to experience tremendous growth. The visits to NYC Media Lab, YouTube and 
Facebook reinforced this in a big way.  
 
 
 

360 Video & Virtual Reality Are About 
to Explode… 



The NYC Media Lab has numerous seed projects going on at any given time; right now the focus is clearly on virtual 
reality.  
 
“What will really drive the consumer VR explosion?” said Justin Hendrix. “Today’s smart phone!” Media companies 
are already experimenting with VR. The New York Times recently produced a Syrian refugee story using this 
technology.  
 
How big is this market already? Hendrix shared the following statistics: 

– $3.5B in venture capital  
– $35B in software marketing 

 
“Numerous markets will be disrupted,” said Hendrix. “Video games represent $11.6 billion and live events $4.1 
billion. VR will greatly affect these two categories.” 
 
Hendrix urged media companies to start working on a VR strategy now. The Associated Press, Vice and The New 
York Times have all partnered with device makers such as Vive, Oculus (owned by Facebook) or Cardboard (owned 
by Google). Other companies such as Comcast, Verizon, Time Warner and Disney have invested in studios, 
middleware and hardware startups.  
 
“Don’t miss out,” said Hendrix. “The media industry has been late on everything including mobile and social, 
don’t be late on VR.” As for the biggest opportunity for local media companies Hendrix said, “Real estate is one 
area that local media companies could play a lead role.” 
 
 
 

NYC Media Lab: Focus is on Virtual 
Reality Right Now 



One of the coolest parts of the meeting with YouTube executives was the opportunity to test virtual 
reality using Google cardboard. YouTube is betting that VR will be mainstream in the very near future.  
 
• The YouTube VR app is a new home for the world’s largest collection of VR videos. They are currently 

experimenting with the NBA, Buzzfeed and Tastemade. They are working with creators and expect to 
make jump ready cameras more accessible.  

 
• They just developed Daydream, a new platform for enabling high-quality mobile VR at the scale of 

Android.  
 

• There are three core moments that matter for brands to think 360:  
– I want to try before I buy (retail/shopping, high cost items, travel) 
– I want to feel what it’s like to be there (news topics, sponsorships, events) 
– I want to be entertained like never before (gaming, immersive stories, fictional worlds) 

 
• If you have not experienced VR yet, purchase Google cardboard online ($15) and then go to 

youtube.com/3DVR360 using your smart phone. There you will find many options to experiment. 

 
 
 

YouTube/Google Betting Big on VR 



Three traditional media companies were on the IM agenda this year. All were transforming 
their companies in new and interesting ways.  
  
It’s all about making choices. Each company picked an area or two to really focus on and they 
weren’t swayed by the new things that came along during the process. For Calkins, the bet is on 
OTT. For Scripps, it’s about making strategic acquisitions in four key areas: OTT video, OTT 
audio, podcasting and video. For the San Francisco Chronicle, it’s digital marketing services (via 
two different types of agencies) and native advertising. One thing they all had in common: 
using data to support their strategies.  
  
“Put your head down and pick a direction,” said Contreras.  
“Beware the shiny new object.” Armed with data showing the  
decline in time spent with traditional media and the increase in  
OTT consumption, Contreras said. “You can’t tell me that time  
spent isn’t a proxy for relevance.” 
 

  
Media Company Transformation: 
Priorities, Sales Structure & More 

 



For Scripps, owner of 33 TV stations and 34 radio stations, the defining moment for 
them came in 2012. “Digital folks reported to local markets and that wasn’t working,” 
said Sly. “We centralized and made significant investments in digital content, 
leadership and technology. By 2014, digital became a segment.” 
 
Digital centralization has been key to Scripps media transformation strategy along 
with key acquisitions. Digital directors in the field report to corporate. They have a 
centralized content team in Cincinnati and instituted centralized platforms company- 
wide. Their development team is also centralized (they handle digital creative agency, 
digital marketing services, digital product support and more).  
 

  
Scripps: OTT, Podcasting, Centralization 

 



When asked why media companies aren’t transforming fast enough, Sly offered the following 
thoughts: 
• Local media companies are too focused on salvaging the past 
• We are not being honest with ourselves about legacy brands 
• Are you focused on the media and content that will be consumed in the next 20 years? 
• Are the C-suite and all senior leaders aligned on the future? 
• Are your brands relevant with today’s audience and will they  
 be in the future? 
• This is not easy work! 
 
Scripps is also betting big on podcasting. They purchased Midroll,  
the largest podcasting company in the United States, last year.  
Podcast ads garner higher rates ($15-$30 CPM) with some as high 
as $100. They are currently offering 35 of their own shows + 250  
of the industry’s most popular podcasts.  
 
  

Scripps: OTT, Podcasting, Centralization 



 
The transformation underway at the San Francisco Chronicle is impressive. They are 
owned by Hearst (valued at $9-$10B) and they are focused on product diversification 
and hiring best-in-class talent.  
 
As a newspaper located in the mecca of tech, they are dealing with negative 
perceptions and competition for digital talent (high compensation/benefits). They are 
committed to hiring up and have had success in attracting top talent away from 
companies such as Google, YP, Twitter, LinkedIn, Comcast, and more.  
 

Hearst’s San Francisco Chronicle: Doubling Down on 
Digital Agencies and Native 



The other big area of focus is on native advertising. “The Story Studio is a canvas for 
our partners to tell their story,” said Mike Rosinski. “These stories are incorporating 
video and leveraging social media. We guarantee 5,550 engagements and 500,000 
impressions to every native-client (across all Hearst properties).” 
 
They are charging $7,200 for digital-only native and a print component can be added 
for a total of $12,000 (about 25% of their clients buy both). This content is evergreen. 
They’ll promote it for 30 days and then it lives forever. Travel is by far the biggest 
category that works for them. Nativo is their partner.  
 
Native will represent $2.3M this year; $4M total influenced revenue. They have three 
people working in the story studio (one manager/editor and two coordinators - they 
use freelancers to write the articles).  
 

Hearst’s San Francisco Chronicle: Doubling Down on 
Digital Agencies and Native 



• These three companies picked where to make their bets, supported their decisions by using data and 
tweaked the strategy along the way. All three talked about diversifying revenue so they are not 
dependent on traditional media for the future.  

 
• IM participants also talked about their priorities during the ending session. They were as diverse as the 

three companies that are featured in this report. Video, native, digital marketing services, using first-
party data, and improving culture all made the top five list. 

 
• Bottom line: pick the right areas of focus for your company (using data to make informed decisions) and 

then allocate the appropriate resources to make them successful. All of these companies made 
significant investments. Transformation can’t happen without that level of commitment.  

 

Media Transformation is Difficult 



Other Takeaways… 



Over 100 hours of staff time goes into  
producing this report. As a non-profit,  
we are just trying to break even.  It’s a  
bargain for $299 and comes with a  
money-back guarantee! 
Go to ‘Reports’ on LocalMedia.org to order 
Direct link: http://www.localmedia.org/product/2016-innovation-
mission-june/ 

 

Please Order the 48-Page Report 

http://www.localmedia.org/product/2016-innovation-mission-june/
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Nancy & Lindsey Can Help! 
 
nancy.lane@localmedia.org 
 
lindsey.estes@localmedia.org 
 

Questions? 
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