How to keep your paper lean and mean, and your newsroom motivated

(as explained to you by Manny Garcia, chief editor of the Miami Herald, and brought to you by Margo Smit)

1. Celebrate good work. Journalists tend to look at what’s wrong in the world, but  when you do something right, don’t be afraid to acknowledge that.

2. Training is key. It keeps you young and keen on new developments. The world around your newsroom changes, get prepared to change with it. And training is actually the fastest and cheapest way to improve your reporting: hiring more experienced journalists from elsewhere is much more expensive.

3. Prioritize your quick hits. For you can’t be everything at the same time. Decide which area’s of general interest you can cover well, and put the rest of your resources into digging up your own, unique news stories. What the public can’t get anywhere else, they will have to come to you for.

4. Try to use freelancers more. I don’t have a huge budget, but they help me free up other staff to do the big stories at the times when I need that.

5. Market your brand! Put it on Facebook, Youtube, on the side of the bus, at the stands in the ballpark. Look for the Herald on Facebook for instance. 

6. Take your work out into the community and explain why you do what you do and how you do it. We’re not the Kremlin. If we hold others accountable, we have to be willing to be held accountable too. Only then will our audience (continue to) trust us.

7. Be a cheerleader for your organization at all times.

Add to that two comments coming from Len Downie Jr. (recently retired executive editor of the Washington Post) and David Boardman (executive editor of the Pulitzer Prize winning independently owned regional newspaper The Seattle Times):

· Start sharing and collaborating. The whole notion of competition is changing. If we can get certain coverage we don’t do ourselves from other trusted sources such as small local papers, we do not have to cover that ourselves. In turn, they can be outlets for our larger stories.
·  And don’t forget possible cooperation with universities. Journalism students need to practice their skills. Why not have them practice on certain kinds of investigative stories for you? They can crunch data, help with large chunks of information, or look into area’s you don’t get around to.. You still set the standards, they get a chance to publish if the story is good enough. So seek out the universities in the area your in. It may even get you the best and the brightest to come work for you once they graduate.
