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Pa g in a t io n

have io decide what is best for your 
size staff and newspaper. Most larger 
papers are moving to the design desk 
concept, where page designers do all 
the layout and pagination while the 
copy desk maintains the function of 
editing copy and writing headlines.

Others find that the best solution 
is to have the flexibility of having 
the copy editors do editing and 
designing. Still others have techni­
cians, usually form er composing 
room employees, do the paginating 
from dummies supplied by the copy 
desk.

At the Post and Courier, we adopt­
ed a combination of’ the first two sys­
tems.

Our features pages and advance 
pages are done by a design desk. Due 
the news and sports pages on deadline 
are handled by copy ediiors. Because 
o f our 9ize (109,500 daily), w c  found  
that a well-trained desk where all edi­
tors arc capable o f editing and pagi­
nating is paramount for flexibility in 
scheduling.

T h e  w o r d  is  y o u r  m o s t  
im p o r t a n t  p r o d u c t

With pagination, the copy/dtsign 
desk has control over the pages. But 
there is no backup to catch errors once 
the page is sent to negative. Thai’s why 
you need to develop a pagp-pnxifing 
system. Ibu also need to hire good edi­
tors and teach them  to  paginate, instead 
of trying to teach computer geeks to 
spell. ♦

You may need to rethink 
your whole organization
In choosing the new system for Phoenix, the focus has 
been on ownership, participation and decisions based on
customer’ demands

By H oward  F inberc

The fo llow ing was adapted from  a spazh  
I'inberg gave at the Seyhold Conference earlier 
this year. PNI is installing a CCI Layout 
Champ system as a replacement to its ltrycat' 
old iriplrl system.

P
agination is an “old" technol­
ogy. More importantly, pagi­
nation will not help a news­
paper in the “new media” 
landscape of today. W hat’s really 

important are the opportunities. of a 
publication database system.

We can develop all the online, fax, 
and other new  media products in the 
world, but unless we are lucky enough 
to be hiring dozens of new employees 
over the next ten years, we need to 
figure out better ways of using our 
existing resources of SLaff and equip­
ment.

Just buying new equip­
ment, however, isn't enough. 
Newspapers also need new 
ways of developing and 
installing these powerful sys­
tems.

At Phoenix Newspapers, 
we had an interesting chal­
lenge — we had to find a 
replacement for our pagina­
tion system. Htjwevcr, we also 
had other projects on our cor­
porate plate — a new account­
ing system, a new circulation 
system and an advertising 
sales system.

Finhcrg is director 
of information 
technology at Phoe~ 
ntx Newspapers 
Em ail him at 
hfinhaif&jmi-Mm

But wc also have a vision at PNI: 
system integration, not separation. 
Whar wc wanted was to create and 
integrate a aist century method, of pub­
lishing in both the print and new media 
world, all of which would use the same 
staff.

More importantly, we wanr to share 
information throughout the organiza­
tion and avoid the assembly line process 
that has developed over the years. Many 
newspapers arc not very good at shar­
ing information, especially during the 
creative and editing process. My goal 
was to leverage the technology SO the 
skills of all staff members would be uti­
lized throughout the entire process o f 
putting out a newspaper.

S y stem  ‘o w n e r s h ip ’
To reach that goal, w e 

needed new ways o f  w ork­
ing. A nd we needed to 
change another paradigm — 
project ownership. T he old 
paradigm is that systems arc 
owned by services depart­
ments. Changing this para­
digm is something w e need 
to think about as we devel­
op new methods o f technol­
ogy — regardless o f w hether 
it involves putting classi­
fieds on the In ternet, 
installing a voice informa­
tion system or developing a
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new front-end system for rcporicrs. 
Eventually, someone needs to own 
these systems.

Tn our experience, the best owner­
ship is a partnership Between the peo­
ple who are technically involved (the 
systems staff) and the people who are 
using the application (the customer or 
user).

The paradigm of ownership outside 
the technical department is a new one. 
Here arc som e o f  the «ep9 PNI took to 
get there:

■ Get all departments involved. Invite 
everyone to the party. We had repre­
sentatives from the library, finance and 
purchasing. During the process, pur­
chasing reviewed the contract and 
finance assessed the implications of the 
project. Those departments learned a 
great deal about the news business 
while the people from editorial learned 
the business issues that face the compa­
ny.

■ Hold several demonstrations. Invite 
as many vendors as you can rhink of 
and then invite che entire staff to the 
demonstrations. The goal was to open 
minds to the possibilities, not to neces­
sarily make a decision. Get the staff 
involved up front; put fliers in the 
newsroom, tap people on the shoulder 
and say “Don’t you want ro sign up?.., 
Don’t you want to come?" You have to 
make them understand that they should 
go because their opinion is going to 
count. Everybtxly who came had an 
opportunity to ask questions and then 
to fill out a survey and voice an anony­
mous opinion. And thtise opinions 
counted.

■ Reward involvement. You need to 
make sure that the people involved get 
recognized. The rewards could be noth­
ing more than an acknowledgment of 
their contribution, a kudo from their 
boss. W: held a number of parties and 
luncheons: nothing like free food to 
make people feel loved. W t also gave

away notebooks and souvenir pens. \W  
had a number of milestone celebrations 
to say “thank you for your contribu­
tion.’’

■ Develop a detailed specifics list, 
‘Phis was our handbook of what we 
wanted in rhe system. Sometimes com­
panies will do a request for proposal 
(RlfP), hut those are “system-driven.” 
This list was user-driven. And our list 
was updated after every demonstra­
tion, as useful ideas were ''stolen” after 
different vendors showed their sys­
tems.

■ Create new forms of oommunica- 
dt»n. Rather than use the one-to-many 
method of e-mail or messaging, we cre­
ated discussion databases (using Lotus 
Notes) to track issues and concerns. 
Once a message is posted, everyone is 
free to contribute ideas and suggestions. 
Everyone could contribute or learn 
from previous discussions, regardless o f  
when they joined the project or their 
specialty.

■ Organize the project. It was 
probably rhe most significant part o f 
what we did to change the process. 
While I might he the project admin­
istrator, the real work is done though 
the project team leaders, one from the 
newsroom and one from information 
services. These team leaders are the 
front-line people making the day-to- 
day decisions. They made decisions 
together and they back each other up 
with the information. The other team 
members were called “project consul­
tants," These people within our orga­
nization did specific pieces of the 
project. They worked with the pro­
ject leaders, who made sure whatever 
resources were needed got to the right 
people. When there were disputes, 
concerns or issues, I stepped in to 
help.

This created a team with shared 
goals tliat allowed individuals to be suc­

cessful with their own part of the pro­
ject. And it allowed the team to be col­
lectively successful.

Equally important, this model avoids 
knowledge concentration, T wanted 
more knowledge about the system 
spread throughout die organization. 
This was going to be particularly 
important because die publication data­
base .system is complex and sophisticat­
ed.

‘M easured’ com m unication

There was one other aspect tif this 
paradigm shift. This is something I call 
“measured" communication. This 
method distributes accurate informa­
tion, but also tries to avoid the tempta­
tion of “panic" that sets in during any 
change in process.

Everybody on the team understood 
that panic during a system installation is 
like yelling “fire” in a crowded theater 
— it has dire consequences. However, 
measured communication did nor mean 
wc didn’t point out faults, or have heat­
ed discussions (within the team and 
with our vendor). It means making sure 
what the entire organization hears is 
consistent, accurate and measured for 
the long-term. Panic over a short-term 
problem doesn't raise confidence levels, 
ir only focuses on problems that usual­
ly get fixed.

One successful method involved cre­
ating a newsletter that had lots of infor­
mation, some technical, that was dis­
tributed to the entire PNI staff. Wc also 
used c-mail and an “open house” to fur­
ther communication.

The installation of a replacement for 
the old pagination system is almost 
complete and we arc thinking about 
workflow and how we arc going to 
manage change.
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C h a n g in g  t h e  
o r g a n iz a t io n a l  c h a r t

Il you think about how wc really 
do work, it has nothing io do with 
the organizational chart that has a 
CEO at the top. The CEO doesn’t do 
''work," and that person needs to he 
at the bottom o f the workflow trian­
gle. People at the top are the workers. 
At PNI, we are looking at workflow 
as a people process. That means how 
p eop le interact, how  they communi­
cate (and how they want to commu­
nicate.)

To reach our goals wc are working 
on the development o f tools that 
allow the creative function to he a 
matter of human skills, not the type of 
computer technology that sits on your 
desk.

This becomes another way of getting 
to the goal where information and 
decisions are shared throughout the 
whole organization. Workflow 
becomes circular. It's a concepi T call an 
“information circle.’ This concept 
looks at information throughout the 
process and how different types of 
information have different values to 
customers, internal and external. One 
way of kxoking at information circles 
involves three areas:

■ Highlight information. This is the 
front page of the paper. Keep every­
one informed about important 
changes.

■ In-depth information. This might 
be a collection o f information that 
goes deep into a topic — make sure 
the people involved in the project 
have access to all the information they 
need.

■ Background information. Our 
libraries of information would he in 
this circle. This is where discussion 
databases play an important role.

All o f these m ethods are aimed at 
crearing n e w  form s o f  communica­
tion and better opportunities for 
success throughout the company. 
Technology is a tool to be used for 
an end result. By itself, technology 
does nothing. Used effectively, it is 
a means to im prove an organiza­
tion. ♦

There are benefits you 
don’t even see yet
Equipment increases opportunities for collaboration, 
something most newsrooms don’t do well

By Dave F ryxell and J eff R ush

S
o you’re gonna paginate? 
Notes from fiilks who've been 
there:

Yo u ’ll g e t  t h r o u g h  it

Pagination equipment is just a tool, 
an advanced version of pen and paper, 
the typewriter, or whatever system you 
arc using now. With a little training and 
a little effort, you'll soon be making 
gtxxl use o f  your new tool.

YouH also find that pagination aflects 
the way you work and the ways in which 
copy and pages move through your 
newsroom. While these changes can seem 
as jarring as the new technology itself, 
they can also be liberating Bor instance, 
pagination can make it easier for various 
parts of your newsroom to collaborate 
creatively. Pagination
can enable teams to 
work together more 
smoothly. It can help 
your ncwsnxjm 
move away from the 
a s s e m b l y - l i n e  
approach to newspa- 
pering and toward a 
more reader-oriented 
way of working

B E N E F I T S  
B E Y O N D  T H E  

B O T T O M  L I N E

Pagination offers 
you greater control 
over the final prod­
uct that readers see,

ftyrtll is ocecunue 
producer for Micro- 
sofi's CUyScape pro­
ject in the Twin 
Cities. Until recent­
ly, he was senior 
ediior/business of 
the Rail (Minn.) 
Pioneer Press.

Rush is news edi­
tor of the Sl Paul 
(Minn.) Pioneer 
Press. Until recent­
ly, he was news 
editor of the 
W diiM  (Kan.) 
Eagle

and new ways to structure your work.
Pages can come together earlier in 

the newsroom rather than later in com­
posing Reporters, editors, photogra­
phers and artists who want to can look 
at how their wurk plays on a page, look 
at that element’s content, design, weight 
and position relative to other elements 
on the page, and fine-tune accordingly.
Everyone invtdved in a story or a pack­
age can contribute as the page comes 
together, rather than merely handing off 
their work (and responsibility) to the 
next person on the assembly line.

Fdirors can see how much a story 
needs to be trimmed and go about it intel­
ligently by hunting for widows and trims 
throughout rather dwn hacking from the 
bottom because there isn't time to rewrap 
type in composing Reporters can even 
help trim their own copy — and see on

____________  the screen if  it fits.
Display type such 

as headlines, outlines 
and pullouts can be 
looked at as a unit 
rather than as indi­
vidual elements and 
can be tweaked.

Photos can be 
quickly sized and 
cropped and moved 
around the page.

Artists can look 
at htrw color in an 
illustration or graph­
ic works with other 
colors on the page.

Designers can 
move elements and 
make pages look the
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[The following is adapted from a speech Howard Finberg, Director 

of Information Technology at Phoenix Newspapers, gave at the 

Seybold Conference earlier this year. PNI is installing a CCI 

LayoutChamp system as a replacement to its 10-year-old triple - i 

system.]

Pagination is an "old" technology. More importantly, 

pagination will not help a newspaper in the "new media" landscape 

of today. What's really important is the opportunities of a 

publication database system.

We can develop all the online, fax, and other new media 

products in the world, but unless we are lucky enough to be 

hiring dozens of new employees over the next ten years, we need to 

figure out better ways of using our existing resources of staff 

and equipment.

Just buying new equipment, however, isn't enough.

Newspapers also need new ways of developing and installing these 

powerful systems.

At Phoenix Newspapers, we had an interesting challenge -- we 

had to find a replacement for our pagination system. However, we 

also had other projects on our corporate plate -- a new accounting 

system, a new circulation system and an advertising sales system.

But we also have a vision at PNI: system integration, not 

separation. What we wanted was to create and integrate a 21st 
century method of publishing in both the print and new media 

world, all of which would use the same staff.
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More importantly, we want to share information throughout the 

organization and avoid the assembly line process that has 

developed over the years. Many newspapers are not very good at 

sharing information, especially during the creative and editing 

process. My goal was to leverage the technology so the skills of 

all staff members would be utilized throughout the entire process 

of putting out a newspaper.

To reach that goal, we needed new ways of working. And 

we needed to change another paradigm -- project ownership. The 

old paradigm is that systems are owned by services departments. 

Changing this paradigm is something we need to think about as we 

develop new methods of technology -- regardless of whether it 

involves putting classifieds on the Internet, installing a voice 

information system or developing a new front-end system for 

reporters. Eventually, someone needs to own these systems.

In our experience, the best ownership is a partnership 

between the people who are technically involved (the systems 

staff) and the people who are using the application (the customer 

or user).

The paradigm of ownership outside the technical

department is a new one. Here are some of the steps PNI took to

get there:
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Get all departments involved. Invite everyone to the party. We 

had representatives from the library, finance and purchasing. 

During the process, purchasing reviewed the contract and finance 

assessed the implications of the project. Those departments 

learned a great deal about the newspaper business while the people 

from editorial learned the business issues that face the company.

• Hold several demonstrations. Invite as many vendors as 

you can think of and then invite the entire staff to the 

demonstrations. The goal was to open minds to the possibilities, 

not to necessarily make a decision. Get the staff involved 

upfront; put flyers in the newsroom, tap people on the shoulder 

and say "don't you want to sign up?... don't you want to come?"

You have to make them understand that they should go because their 

opinion is going to count. Everybody who came had an opportunity 

to ask questions and then to fill out a survey and voice an 

anonymous opinion. And those opinions counted.

• Reward involvement. You need to make sure that the people 

involved get recognized. The rewards could be nothing more than

an acknowledgment of their contribution, a kudo to their boss. We 

held a number of parties and luncheons, nothing like free food to 

make people feel loved. We also gave away notebooks and souvenir 

pens. We had a number of milestone celebrations to say "thank you 

for your contribution."

3



• Develop a detailed specifics list. This was our handbook 

of what we wanted in the system. Sometimes companies will do a 

request for proposal [RFP], but those are "system-driven." This 

list was user-driven. And our list was updated after every 

demonstration, as useful ideas were "stolen" after different 

vendors showed their systems.

• Create new forms of communication. Rather than use the

one-to-many method of e-mail or messaging, we created discussion 

databases [using Lotus Notes] to track issues and concerns. Once 

a message is posted, everyone is free to contribute ideas and 

suggestions. Everyone could contribute or learn from previous 

discussions, regardless of when they joined the project or their 

specialty.

• Organize the project. It was probably the most significant 

part of what we did to change the process. While I might be the 

project administrator, the real work is done though the project 

team leaders, one from the newsroom and one from information 

services. These team leaders are the front-line people making the 

day-to-day decisions. They made decisions together and they back 

each other up with the information. The other team members were 

called "project consultants." These people within our organization 

did specific pieces of the project. They worked with the project 

leaders, who made sure whatever resources were needed got to the 

right people. When there were disputes, concerns or issues, I 

stepped in to help.
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This created a team with shared goals that allowed 

individuals to be successful with their own part of the project. 

And it allowed the team to be collectively successful.

Equally important, this model avoids knowledge concentration. 

I wanted more knowledge about the system spread throughout the

organization. This was going to be particularly important because 

the publication database system is complex and sophisticated.

There was one other aspect of this paradigm shift. This is 

something I call "measured" communication. This method 

distributes accurate information, but also tries to avoid the 

temptation of "panic" that sets in during any change in process.

Everybody on the team understood that panic during a system 

installation is like yelling "fire" in a crowded theater -- it has 

dire consequences. However, measured communication did not mean we 

didn't point out faults, or have heated discussions [within the 

team and with our vendor]. It means making sure what the entire 

organization hears is consistent, accurate and measured for the 

long-term. Panic over a short-term problem doesn't raise

confidence levels, it only focuses on problems that usually get

fixed.

One successful method involved creating a newsletter that had 

lots of information, some technical, that was distributed to the 

entire PNI staff. We also used E-mail and an "open house" to

further communication.

5



The installation of a replacement for the old pagination 

system is almost complete and we are thinking about workflow and 

how we are going to manage change.

If you think about how we really do work, it has nothing to 

do with the organizational chart that has a CEO at the top. The 

CEO doesn't do "work", and that person needs to be at the bottom 

of the workflow triangle. People at the top are the workers. At 

PNI, we are looking at workflow as a people process. That means 

how people interact, how they communicate [and how they want to 

communicate].

To reach our goals we are working on the development of tools 

that allow the creative function to be a matter of human skills, 

not the type of computer technology that sits on your desk.

This becomes another way of getting to the goal where 

information and decisions are shared throughout the whole 

organization. Workflow becomes circular. It's a concept I call 

an "information circle." This concept looks at information 

throughout the process and how different types of information have 

different values to customers, internal and external. One way of 

looking at information circles involves three areas:

• Highlight information. This is the front page of the 

paper. Keep everyone informed about important changes.
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• In-depth information. This might be a collection of 

information that goes deep into a topic -- make sure these people 

involved in the project have access to all the information they

need.

• Background information. Our libraries of information would 

be in this circle. This is where discussion databases play an 

important role.

All of these methods are aimed at creating new forms of 

communication and better opportunities for success throughout the 

company. Technology is a tool to be used for an end result. By 

itself, technology does not nothing. Used effectively, it is a 

means to improve an organization.
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