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Southern Region Editing/Reporting Pilot Project

Executive Summary

The Southern Region Editing/Reporting Pilot Project was based on the recognition that the skills and experience level of reporters and news departments varies greatly among public radio stations in the Southern United States. This lack of experience extends to news directors, who are often promoted to the senior management position with little experience as editors or managers. This results in a local news product that is often inconsistent. 

We know from the Localism and Morning Edition Research that listeners prefer depth in one or a few stories over strings of brief news items. We also know they value stories that are clearly written and coherently structured. They are looking for wider context and global connections. Our theory was that many stories produced in the southern region were not providing the level of context and clarity expected by listeners because there was not consistent and skillful editing in newsrooms.  

While there are some well-known news powerhouses in the South, many stations do not have reporters filing even occasionally for the national programs.  We determined the greatest need for this region was training that would improve News Director’s editing abilities. 
Through formal and informal mentoring, two conferences, stations surveys, and assessment of pre-intervention and post-intervention audio samples we concluded the following:

· Many newsrooms are not engaged in regular story planning or editing.  In a survey at the outset of the project, 30% of respondents indicated they ‘rarely’ or ‘never’ hold editorial meetings and ‘rarely’ or ‘never’ edit spot news.  Nearly 20% of stations said they ‘rarely’ or ‘never’ edited features news.

·  Newsrooms are under-resourced. One-fifth of survey respondents had an annual news budget, including salaries and benefits, of less than $50,000. 
· Newsrooms are overtaxed. Mentors consistently heard complaints that newsrooms were expected to produce too much content or that “management has no idea what it takes to produce a feature”. Output expectations continue to be a problem for southern newsrooms. 

· There is a lack of leadership/management training for news directors. News managers consistently reported that they’d received no training in how to manage staff and they were basically “making it up as they go”. This self-reporting is reinforced by the experience of the project editor/mentor.

Southern Region Editing/Reporting Pilot Project

Goals

SHORT TERM GOALS
· Improve the quality of local news programming available to listeners throughout the southern region. 
· Although we cannot verify improvement in the quality of journalism produced by stations that engaged in this project (see audio assessment explanation below), we can confirm there has been a significant increase in dialogue among southern public radio news directors/editors about what constitutes quality. Project participants say they now understand the importance of editing and that they have the tools to implement editing practices in their newsrooms. We feel confident that will increased attention to editing, the quality of news programming available to listeners throughout the southern region will improve. 
· Increase the number and geographic scope of southern station reporters prepared to file nationally. 
· Since the inception of this project, there’s been a steadily increasing stream of stories filed by Southern station-based reporters in the system.  While it’s significant, it cannot be solely attributed to the work of the project.  Not long before the inception of the editing project, Russell Lewis took the reins as the Southern Bureau Chief. He has been very engaged in mentoring station-based reporters through is work as bureau chief and with this project. 

· There are some tangible results that the project can point out.  Russell Lewis accepted a pitch by a news director who worked closely with Dale Willman in the first round.  Lewis said was more likely to trust that the news director was capable of producing the quick turnaround feature for  All Things Considered because his head was in the “right place” for the story (meaning ready to take it to a national level, instead of just local) after working with Willman.

Southern Region Editing/Reporting Pilot Project

Goals

LONG TERM GOALS
· Make recommendations about the structure, scale and resources necessary for a permanent and sustainable editorial HUB that will continue as a resource to public radio stations throughout the region. 
The successes and future challenges of facing the region are discussed at length in Conclusions portion of this report.

Southern Region Editing/Reporting Pilot Project

Process
The NPR Local Station News Survey found that 36% of stations nationwide say their news reports never, rarely or only sometimes go through an edit. We wanted to know if the same was true at southern public radio stations and what we could do to encourage more and better editing. 

Southern Newsroom Capacity and Editing Survey 

The first step was to develop and administer the Southern Newsroom Capacity and Editing Survey. Forty-nine news directors answered questions about newsroom size, amount of content produced, and editing practices. Some key findings include:

· Capacity
· 37.2% of respondents have one full-time news staffer, 11.6% have two full-time news staffers and 20.9% have three full-time news staffers. 

· Including salary and benefits, 20.9% of stations reported annual news budgets under $50k. 14% of stations reported budgets of $50k-$100k. Nearly half (48.8%) of respondents reported total newsroom budgets of $100k-$250k. 

· Editing 

· When asked how often they hold editorial meetings, 36% of respondents said ‘never’ or ‘rarely’, 40% said ‘weekly’ and 24% said ‘daily’

· 16% of respondents said they require a formal story pitch and 14% require focus statements. 

· 33% of spot news is ‘never’ or ‘rarely’ edited. That number is lower (16%) for feature news. Roughly ¼ of spot and feature stories are “self-edited” and ‘ears editing’ (using script and tape) is not common.
The results of this survey reinforced our suspicion that editing was not taking place regularly, was inconsistent or was not what the industry considers “best practices” (i.e. ‘ears editing’). This helped inform the work the Editor/Mentor would do with stations and the curriculum for the Train the Editor Workshop.
Editor/Mentor
The centerpiece of the southern Region Editing/Reporting Pilot Project was the role of the Editor/Mentor. The person in the part-time contract position would co-edit with the news director/editor in 8 of chosen stations and serve as the primary editor for one-man-shops. In conducting a nationwide search to fill this position, we were looking for someone who had experience in daily news, as well as filing of the national networks. (see complete job description in supporting materials).
After a competitive nationwide search, the project hired Dale Willman for the editor/mentor position (see press release in supporting materials). He was assigned to work intensively with a total of 10 stations (2 state networks, 6 mid-size newsrooms, and 2 single-person newsrooms), in two groups, over a span of a year:
Round 1  

Mississippi Public Broadcasting - network

WNCU-FM (Durham) – 1 person newsroom

WUSF-FM (Tampa) - midsize newsroom

WKMS-FM (Murray, KY) – midsize newsroom  

WGPB-FM (Rome, GA) - midsize newsroom

Round 2

Florida Public Radio – network

WRKF-FM (Baton Rouge, LA) – 1 person newsroom

WUOT-FM (Knoxville, TN) – midsize newsroom

WQCS (Ft. Pierce, FL) – midsize newsroom

WJCT (Jacksonville, FL) – midsize newsroom

Additionally, the project advisors were each assigned station news directors to mentor for a year:  
TANYA OTT/WBHM mentored WMFE – Orlando, FL

SUSANNA CAPELOUTO/GPB mentored WCLK (Clark University) – Atlanta, GA
CANDICE LUDLOW/WKNO mentored WQCS – Ft. Pierce, FL

ANITA BUGG/WPLN mentored KGOU – Norman, OK

RICK MATTIONI/WVTF mentored WGCU  - Ft. Myers, FL 
RUSSELL LEWIS/NPR mentored Red River Radio – Shreveport, LA
To help the mentoring process, we created a Mentor/Mentee Checklist (see supporting documents)
Train the Editor Workshop

On January 25th, 2008, news directors, reporters and editors from 30 southern public radio stations gathered at Georgia Public Broadcasting for a one day Train the Editor Workshop.   Nearly every southern state was represented (see supporting documents).
In advance of the workshop, participants were asked to do homework in the form of editing a story that was sent to them.   This was done to assess the writing as well as editing abilities, so trainers could group participants according to skill level. 

NPR Trainers for the workshop included Russell Lewis, Andrea de Leon and Sora Newman.   Tanya Ott, Mike Marcotte and Editor/Mentor Dale Willman also presented at the conference.  The agenda for the workshop focused primarily on how to do a successful edit.   In the afternoon, participants split into groups and used tape and a script to apply their skills (see supporting documents).
Participants were informed at the end of the workshop that we would choose up to 10 stations to work with editor/mentor Dale Willman for a 6 months period each.   All stations were encouraged to continue implementing a culture of editing in their news room and to use Local News Initiative resources to guide them in that process. 

Audio Assessment 

Throughout the year we gathered audio from the stations which worked with Willman. We developed an assessment tool (see Qualitative Core Values Rubric in supporting materials) which was used with the Kernis’ 4 Tiers to create an audio assessment tool/survey. 
At the conclusion of Round One (July 2008), four project advisors were trained in use of the tool. 59 pieces of audio (equally divided between pre-, mid- and post-intervention) from round-one stations were assessed by 2 rates (sample size = 59x8 categories = 472). There was very low inter-rater reliability (.087 Cohen’s Kappa. An acceptable number would be .4).  The reasons for this include: 
· Eight instances where one rater rated it highest and one rater rated it lowest (i.e. Tier 1 & Tier 4 or “Incomplete” & “Expert” on the same story) 

· Many more instances where ratings were 2 apart (i.e. Tier 1 & Tier 3, or “Emerging” and “Expert” on the same story) 

Given low inter-rater reliability, we can’t “hang our hat” on any results, but comparing pre- and post- intervention audio we see the following trends:

· Mississippi Public Broadcasting – quality of news trending up slightly
· WGPB & WKMS – quality trend is flat
· WUSF – quality trending down dramatically (perhaps due to changes in staff)

We did not assess audio from WNCU because they produced an insufficient number of stories to do an accurate assessment. The takeaway lessons from this first-round audio assessment: 

· Tiers are a problem. Of the 8 instances where ratings were polar opposites, 5 happened in tiers. We need to better educate raters (and news directors) about Tiers.
· The “Texture” parameter needs to be eliminated or modified, since many audio samples were Q&As and raters didn’t have an appropriate choice. 
· Rater Fatigue. There was too much audio to assess. 

At the conclusion of Round Two (February 2009), we put project advisors through more extensive training on the audio assessment tool, with particular attention to the Tiers.  To address the issue of rater fatigue, we had six raters assessing 40 pieces of audio (eliminating the mid-intervention audio) from round-two station (no audio for WRKF because they didn’t produce enough to assess). Inter-rater reliability went up, but continued to be low (.187 Cohen’s Kappa). Two of the constructs (writing and appropriateness) were in acceptable range for Cohen’s Kappa.  
Lessons Learned Workshop

On March 7th, 2009, the Southern Radio Network held its “Lessons Learned Conference” at Georgia Public Broadcasting in Atlanta.  This time, we invited stations that had worked with editor/mentor Dale Willman, stations that worked with project advisor/mentors and other stations that showed promise for contributing to the long-term success of these efforts. (see attendee list in supporting materials).

As mentioned in the Executive Summary and the Conclusions section of this report (below), throughout the project it became increasingly clear that the most significant challenges to editing at most stations are the management skills of news directors and the culture of newsrooms. After consulting with Editor/Mentor Dale Willman and project advisors/mentors, we adjusted the Lessons Learned Workshop to review the principal concepts of editing (i.e. story visioning, focus statements, etc) and focus extensively on management techniques. 

In preparation for this workshop, we challenged participants to name the biggest management obstacle in their newsroom.  We used these self-submitted items to provide the framework for our workshop (see agenda in supporting materials). Journalism trainer and former KPBS News Director Mike Marcotte joined Dale Willman, NPR’s Russell Lewis, and Tanya Ott in serving as trainers for this workshop. 

Participating stations shared their experience in editing and setting up an editing culture.  Each participating station developed an action plan to further improve editing procedures.    The advisory board will check in with stations in mid April to see whether they implemented the desired changes.  
The stations also created a Regional Plan for the Future (detailed below in Conclusions). 
Conclusions
Over the course of the Southern HUB project, Editor/Mentor Dale Willman worked one-on-one with almost a dozen stations or statewide networks of varying market and newsroom size. At several stations, the individual mentee shared Dale’s training work with other station staffers, broadening the impact. Dale was able to make in-person training visits to three stations, where he did both individual training sessions and day-long training workshops for full news staffs. Dale also helped plan and present the two regional training workshops done as part of the project.  

He was asked to provide his concluding observations on the successes and challenges of this project: 

Mentor/Trainer Final Report -- March 23rd, 2009

Overview

In an odd paradox, both the greatest strength and the biggest weakness of this project came from the assumption upon which it was developed. It was assumed that the greatest need for news departments in the southern region was training on story editing. However, as it turned out, the greatest need appears to be more basic – a need for training on where stories come from, how to create and use a focus statement, and how to develop a story structure.

So in the sense of meeting the immediate goals of the project, this effort might be deemed to have fallen short. But I would rather view it as a major success, because a great deal of clarity has been achieved when it comes to the needs of public radio newsrooms. Now, future efforts can be more clearly focused where it will achieve the greatest results.

Issues that emerged in work with Stations

· The One- Person Newsroom

One-person operations had limited time to work with me. With workloads that can include anchoring, story and show production and helping with community events, these people are often so overwhelmed that it is difficult for them to find time for training, even when that training will save them time in the long run. At these stations we focused on a number of effective self-editing techniques and peer editing including who might be best to work with the station.

· Fear of Trying Something New 

In several shops there was a marked timidity to doing longer form pieces rather than spots or interviews. This generally involved those with little experience, training or encouragement. In these cases, attention to basic skills paid major dividends:

Case Study/Example

Because ​​​​____ is new to the radio business, we began with the absolute basic level of reporting skills. We spent a few sessions just talking about where stories come from. This included an introduction to public radio values. 

Next we started talking about producing basic interviews that could be aired. The first interview took weeks to do. The next was only a couple of weeks. Now they can be turned around rather quickly.

Next, we walked through the range of public radio skills training – focus statements, writing for the ear, how to interview, self-editing. Finally, we had broad discussions on public radio values, from the four tiers to what makes public radio stand out from the rest of the nation’s media. 

I spent more time with _____ than any of the other people in the round, simply because of how far there was to go. And I believe this time was well spent as pieces are now being regularly produced, listeners are responding to the coverage. The result is a reporter who is energized about work. 

At a number of stations, working with a mentor significantly built confidence and willingness to “spread their wings.” Prior to the project several of these individuals had been thinking of leaving public radio. Now they are emerging talents who are excited about their future in public radio.   

· The Public Radio “Attitude”

Far more challenging to public radio’s future are those who I consider the stereotypical public radio news reporter. They are nice, competent and willing to report. But having worked at their stations for many years, they have developed a set of habits and behaviors over that time that make it difficult to accept change. They have developed a niche and do not want to deviate from it. These people say they want to improve, but are unwilling to actually change behaviors enough to make change possible.

A less toxic variation on this is the person who is essentially faking it. They talk a good game but don’t walk it. One person I worked with “knew all about” focus statements and “did a lot” of editing. So I thought we could start right away with a discussion of the editing process. However, it quickly became apparent that while the language of story production was there, understanding and application were not.  Happily, this person responded well to mentoring and made significant progress during the time we worked together.

· Newsroom Management 

Many of the problems I encountered stem from a larger dysfunction in either newsroom management or overall station management. These included a complete failure to provide training about public radio values and public radio journalism to their staffs. Inexperienced people were hired or promoted to News Director without any training to assure they can handle the job.  In some stations, GMs micro-manage newsroom and erode newsroom morale with nitpicking. Other GMs with commercial radio news or public relations backgrounds who openly scoffed at all that “public radio stuff.” 

End Notes

The system has provided such training, in some form, for a number of years now – from PRNDI workshops, to regional trainings by NPR editors – and many people working at the station level have received such training. In fact, most of those I worked with had. And yet, none could clearly state what a focus statement was, and how it worked. Fewer still could discuss editing techniques. Some even had difficulty discussing where stories come from. And none could integrate all this into a complete, cohesive package.

Add to this the difficulty station-based reporters have in delineating the four tiers, as outlined by Jay Kernis, and I believe we have a major crisis facing public radio news. 

This can be viewed, however, as an opportunity. What this project has shown is that there remains a great need for training throughout the public radio system. And that training should be focused on the basic practices of journalism. But we as a system need to find new ways of getting these points across. I have recently taken part in a training involving what is being called “social training.” This concept involves peer-to-peer training to help with accountability. Too often, public radio training consists of a very professorial approach, involving lectures and handouts. I think it is important that this approach be dropped, in favor of more of a social training approach. I have begun using some of these techniques, and have found them to be much more useful in a college classroom. I suspect they would be helpful as well in a public radio setting.

To my mind, this training has also shown that there is an immense need for a new wave of public radio reporters. Too many people working within the system for many years have developed habits and behaviors that make it difficult, if not impossible, to affect change for the better. While we should not give up on efforts to affect such change, we should also be looking at the new hires – those who bring in new blood and fresh ideas into the system.

One final note. A major difficulty with the execution of this project came from the reluctance of the participants to take an active role in their training. During the first round, it was difficult to get some of the trainees to return phone calls, commit to a time for training calls, and follow through with promises of action. It was suggested that for the second round, participants be required to sign letters of intent outlining their responsibilities in regard to the training. This did not occur. However, I feel strongly that such ‘contracts’ should be a requirement of any future project. Without a complete commitment on the part of the participants, any project will be faced with an increased level of potential failure. Requiring a contract that outlines expectations would make it more difficult for participants to back out once such a commitment has been signed.

Finally, let me thank the organizers for bringing me into this project. Throughout the year, I was impressed with the commitment of these leaders. They have a strong vision for change, and that vision is a good one. I am grateful for having a small part in that vision, and I look forward to seeing where they take it next.

Regional Plan for the Future: Where We Go From Here
Prior to the Lessons Learned Workshop project advisors were asked to provide input on where the project should go from here. We then put that question to Lessons Learned Workshop participants. The broad framework for building on the collaboration are outlined here: 

1. Story exchange – The region is generally supportive of a story exchange system, providing there is adequate quality control. Project advisors agree there must be one person (or a team of people, perhaps an editorial board) that overseas the content to make sure it meets production standards and is written/produced through the lens of regional appeal. Charlie Compton of Kentucky Public Radio has been a leader in the story exchange system in that state and has volunteered to head up this effort. 

2. Training – There is overwhelming consensus that news directors, editors and reporters need more training. The challenge is funding, as training and travel budgets are increasingly being eliminated. We want to explore opportunities for online training, inter-station personnel exchanges (i.e. resident editor swaps), etc. Matt Shafer Power from WUOT and Kate Archer Kent from Red River Radio have agreed to spearhead this effort.

3. Mentoring – According to project advisor/WPLN news director Anita Bugg, mentoring does not appear to “grow organically” in the south so we need to “grab the bull by the horn” and institute a more formal mentoring system. Bugg has agreed to take on this challenge, with help from other project advisors. 

4. Management Dialogue – One of the original components of this project was to engage senior station management in dialogue about the challenges facing newsrooms (i.e. lack of resources, output expectations, etc). We had planned to engage managers at regional and national meetings and through direct communication. This was not accomplished. Considering that “management issues” were identified as a major problem at many stations, we have to find a way to foster dialogue between middle and upper management. Project advisors and workshop participants agree newsrooms need a stronger voice speaking for their interests and the Southern Radio Network has agreed to be that advocate. 

Specific plans include:

· writing an article for Current detailing the findings of this study, with particular focus on capacity, expectations and management obstacles to editing.   

· Tracking the amount of time it takes produce a feature story and using these results to inform a statement on output expectations. 

· SRN representation at EPRM and other management meetings.
The ability of the Southern region to accomplish those goals depends largely on its ability to organize. Currently, the “Regional Plan for the Future” relies on the volunteer efforts of news directors and other interested parties (notably, NPR’s Russell Lewis and Marcia Alvar). Volunteers are invaluable and we should expect a grass roots effort, but true sustainability will require a ‘captain of the ship’ – a person whose job it is to think advocate for the region, speak for news directors and provide for editorial quality across the region. Ideally, this would be a full-time position, perhaps modeled after the managing editor position at Northwest News Network or Coast Alaska. 

Project Timeline
September 2007
Finalize Editor/Mentor job description

October 2007
Advertise Editor/Mentor position throughout the system

Develop survey instrument to measure newsroom composition, capacity and editing practices.  

Begin planning “Train the Editor” workshop for January 25th @ GPB in Atlanta

November 2007
Select and interview three Editor/Mentor finalists.



Analyze results of newsroom composition/capacity survey 

Continue planning “Train the Editor” workshop 

December 2007
Hire Dale Willman as Editor/Mentor

Finalize “Train the Editor” workshop agenda, with Dale Willman, NPR Bureau Chiefs Andrea de Leon and Russell Lewis, NPR trainer Sora Newman, and PRNDI journalism trainer Tanya Ott as presenters. 

January 2008
Hold “Train the Editor” Workshop at Georgia Public Broadcasting in Atlanta.




Select and invite first round of stations to work with Dale Willman:
Mississippi Public Broadcasting





WUSF Tampa, FL





WKMS Murray, KY (part of a state network)





WGPB Rome, GA





WNCU Durham, NC (HBCU Station)

February 2008
Send press release announcing station selections to NPR, Current, and PRNDI

Collect pre-intervention audio for round-one stations

Willman begins work with stations

March 2008
Project leaders assign 13 stations for mentoring by project leaders and advisory board members.


Collect mid-intervention audio for round-one stations

Willman continues work with stations
April 2008 
Create and distribute Station Advisor Mentor/Mentee Work Guidelines. 

Further structure work with Willman and mentees


Advisors begin mentoring stations and Willman continues work with stations
May 2008
Willman and advisors continue mentoring stations

June 2008
Willman and advisors continue mentoring stations


Hold conference call with advisory board  

July 2008
Round One concludes 

Gather post-intervention audio for round-one stations. 


Develop Qualitative Core Values Rubric for audio assessment. Use the rubric and the Tiers breakdown to build the survey that was used by raters to assess audio from round-one stations. 


Advisors continue mentoring stations
August 2008
Distribute press release sent touting project’s success

Advisors continue mentoring stations

Hold conference call with advisory board to discuss progress and explain audio assessment process
September 2008
Raters begin assessing audio from round-one station. 

Select five round two stations to work with Willman:



Florida Public Radio



WRKF, Baton Rouge



WUOT, Knoxville 

WJCT Jacksonville, FL



WQCS Ft. Pierce, FL


Dale begins working with round-two stations


Advisors continue mentoring stations

October 2008
Collect pre-intervention audio for round-two stations
Continue round-one audio assessment 

Advisors continue mentoring stations

November 2008
Complete round-one audio assessment 


Start planning “Lessons Learned” Workshop

Advisors continue mentoring stations


Hold project leader conference call to assess progress

December 2008
Continue planning “Lessons Learned” Workshop for March 


Complete round-one audio assessment analysis


Advisors continue mentoring stations

Hold project leader conference call to assess progress
January 2009
Continue planning “Lessons Learned” Workshop 




Invite participants to “Lessons Learned” Workshop




Advisors continue mentoring stations

Hold project leader conference call to assess progress
February 2009 
Hold two project leader conference calls to finalize agenda for “Lessons Learned” Workshop



Collect post-intervention audio from round-two stations



Begin working on final report




Advisors continue mentoring stations

March 2009

Lessons Learned” Workshop held @ GPB on March 7



Advisors continue mentoring stations

Train audio raters on assessment



Assess round-two audio and analyze results




Write and submit final report to NPR
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Southern Radio Network Local News Initiative Hub Proposal

Project Narrative

Project Objective

We propose to improve the quality of news reporting in the Southern region by building the capacity of reporters, producers and news directors to report, write, and edit. This training project will be conducted under the auspices of the Southern Radio Network (SRN), a newly-formed Internet-based Hub that allows southern public radio newsrooms to exchange stories and collaborate on news coverage. The successful implementation of this training initiative will increase the quality of radio programming available to listeners throughout the south, as well as to hopefully increase the number and geographic scope of station-based reporters prepared to file stories for NPR. 

Problem Statement

Talent and experience level of reporters and news departments varies greatly among public radio stations in the southern United States. While there are some well-known news powerhouses (i.e. WUNC, KUT, WBHM, etc), there are several cities and, in fact entire states, that do not have any reporters filing even occasionally for the national programs.   This is due, in part, to the under-resourcing of many news departments in the region. Two major state networks (Florida and Mississippi) have, in recent years, tried to fill news director positions for salaries of around $30,000. Reporter positions are often filled for much less, meaning stations are staffed by enthusiastic and talented, but inexperienced, reporters.  At many stations, the news manager is not a seasoned editor, and she is often either a one-woman-band or splitting her duties between news directing, reporting, hosting a newsmagazine, teaching and other responsibilities. As a result, news stories often receive only a cursory edit, if they are edited at all. The recently completed NPR Local Station News Survey finds that 36% of stations nationwide say their news reports never, rarely or only sometimes go through an edit.

The Southern Region, for purposes of this project, includes: Alabama, Arkansas, Florida, Georgia, Kentucky, Louisiana, Mississippi, North Carolina, South Carolina, Tennessee and Virginia. The following stations are charter members of SRN:

Alabama

WBHM-FM Birmingham, Tanya Ott, News Director

WUAL-FM Tuscaloosa, Butler Cain, News Director

Arkansas

KASU-FM Jonesboro, Dr. Robert Franklin, Station Manager

KUAF-FM Fayetteville, Kyle Kellams, News Director

Florida

WFSU-FM Tallahassee, Mark Simpson, Assignment Editor

WGCU-FM Fort Myers, Amy Tardif, Station Manager

WUSF-FM Tampa, Bobbie O'Brien, reporter 

Georgia

Georgia Public Broadcasting (representing 15 public radio stations) 

Philip Graitcer, Atlanta, Freelance Producer

WUGA-FM Athens, Mary Kay Mitchell, News Director

WABE-FM Atlanta, Michael Fields, News Director

Kentucky

Tony McVeigh, Kentucky Public Broadcasting

Louisiana

Mississippi

North Carolina

Duke University Center for Documentary Studies, Durham, John Biewen

South Carolina

Tennessee
WKNO-FM Memphis, Candice Ludlow, Production Manager

WUOT-FM Knoxville, Matt Powell-Shafer, News Director

We are actively working to recruit more stations, especially in Mississippi, Louisiana, and South Carolina. We also plan to actively recruit stations based at historically black colleges and universities (HBCUs). Even though Texas falls under the southern region in NPR’s bureau system, we are not including it in SRN’s southern region because we believe the state’s editorial interests are more in line with the southwestern U.S. than the southeastern U.S. 

Proposal Summary

Good editing is at the heart of good journalism. A good editor knows how to recognize the real story, help the reporter tease it out through research, interviews and writing, and then bring it to fruition through strong writing and solid structure. A mastery of grammar is a given; but an editor also must be able to recognize what’s not in the story, but should be, and how to inspire a reporter to find his voice through written word.  Our Hubs proposal calls for developing the reporting and editorial skills of news directors and reporters throughout the region, with special attention to stations and reporters who are not already filing stories for national radio programs. 

We propose: 

1. Project staff will conduct a formative evaluation of the status of southern newsrooms. This quantitative analysis will focus on gathering preliminary data about the demographic make-up of southern newsrooms, established editing protocol, and other demographic information. The formative data will be used to assist project staff in selecting an appropriate sample of southern newsrooms to participate in the “ears” component of the evaluation. This “ears” component will involve recording news product from each selected newsroom, then conducting a quantitative and qualitative review of the newscasts and/or feature segments. This will occur at multiple time points throughout the duration of the grant. Baseline data will be gathered once prior to the October ’07 Workshop, once in the Winter of ‘07/’08, and once in the late Spring of ’08.  

The quantitative approach will use Jay Kernis’ 4 Tiers of Coverage as a framework. Multiple raters will assess the frequency that news stories fall into each of the four tiers (commercial; staged; local impact/national; local meaning).  The qualitative approach will be conducted on the same day as the quantitative data collection, but will use the PRPD/PRNDI’s Core Values of News to assess local news product.  
2. Conducting an expenses-paid, one-day “Train the Editor” workshop facilitated by staff from NPR as well as faculty from the Poynter Institute. This workshop would be targeted at news directors and other editors at stations in the southern region. Workshop content would include the basics of story selection, structure, and writing, as well as more advanced themes like “coaching instead of fixing”. We want to build capacity in southern radio stations, not simply improve the skills of the news directors.  This workshop will take place at the Georgia Public Broadcasting (GPB) studios in Atlanta. Its state-of-the-art, laptop-equipped conference rooms would be available to the project as an in-kind donation.

3. Contracting for 15 hours per week with an editor/editing mentor who would co-edit with the station news directors who now have editorial responsibilities and serve as the primary editor for one-man-shops. We will employ an editor who has worked in daily news as well as filing for the national networks. Prior teaching experience is important.  Although we prefer an editor/mentor based in the region, he or she could be located anywhere. Contract will include funding for occasional travel to stations in the south for on-site mentoring of news director and editing with reporters. 

4. Exploring how higher capacity stations might support those stations with fewer resources. To this end, project managers and advisors (see Project Administration below) will serve as mentors to one-person newsrooms. This mentoring will include phone and email correspondence and in-person visits if deemed necessary and funded by either the mentor or mentee.  

5. If additional funding becomes available, conducting a “Lessons Learned” workshop for news directors and promising reporters at the end of the project period. This will include a final critique of content (obtained through sampling features on the web or live stream) and a discussion about achieving sustainability and developing actionable plans to make regular editing a reality in our newsrooms. This workshop will be hosted at GPB as part of that station's in-kind donation to the SRN project. 

The support of senior radio station management is critical to the success of this training initiative. To that end, the project will include outreach to senior managers through written communication and in-person presentations at the annual meetings of Eastern Region Public Media (ERPM) and Public Radio in Mid-America (PRIMA) in the fall of 2007. 

Project Administration – Key Players and Collaborators

Tanya Ott (News Director, WBHM), Susanna Capelouto (News Director, GPB), and Candice Ludlow (Production Manager, WKNO) will share responsibility for managing this project, with input from newsroom leaders from across the region. We have targeted several proposed advisors we will invite to assist the project: Connie Walker (WUNC-North Carolina), Rick Mattioni (WVTF-Virginia), Anita Bugg (WPLN-Tennessee), Charlie Compton (WUKY-Kentucky), and Mark Simpson (Florida Public Radio).  They will each receive a small stipend for their work on qualitative and quantitative analysis of the data gathered. Their work as mentors will be an in-kind donation from their stations. The grant will be administratively managed through the Georgia Public Broadcasting Foundation, GPB. Nominal indirect costs for administration will be charged to the grant. WBHM, GPB, and WKNO will make available classroom, ISDN capabilities and studio time as an in-kind contribution to other stations that may need these facilities.

Job Description:  Editor/Mentor – Southern Radio Network.

This position offers a unique opportunity to help develop journalism talent at public radio stations across the Southeastern U.S.  The success candidate will serve as the primary editor for a small number of one-person newsrooms and mentor with select news directors who now have editorial responsibility. 

This is a one year position, funded through NPR’s Local News Initiative HUBS project. Work may include occasional travel to stations in the south for on-site mentoring.  The goal of this pilot project is to increase the editing capacity of participating stations.

Minimum Experience: Bachelor’s degree or equivalent combination of education and experience.  At least five years journalism experience, including work in daily news and filing feature reports for national networks; proven ability to consistently work well with others and nurture developing talent. Candidate must have extensive editing experience and a solid understanding of public radio core values. 

Preferred Experience: Public radio experience is strongly preferred as is prior work as an editor or talent coach. 

Pay:  20 hours per week at $30/hour for 50 weeks. 

Location: this is a telecommute position. Most work will be done by phone and email. 

Job notice distributed to: Newslink, Pubradio, AIR listserve, CPB jobline, NPR bureau chiefs, regional listserves, Journalismjobs.com

December 21, 2007




For more information contact: 








Susanna Capelouto (404) 685-2677

DALE WILLMAN JOINS LNI HUB PILOT PROJECT AS EDITOR-MENTOR

Dale Willman has been hired to work as an Editor/Mentor for the Southern Region Editing/Reporting Pilot Project, one of three Hub proposals awarded planning grants this year by National Public Radio’s Local News Initiative (LNI). The project’s major station partners are WBHM Birmingham, WKNO Memphis and Georgia Public Broadcasting.  “We are very excited to get someone with Dale’s experience to work with reporters and editors in our region,” says Susanna Capelouto, News Director for Georgia Public Broadcasting.

Willman’s public radio career includes editing, reporting and production experience at the station, regional and national level. After serving as news anchor, reporter and editor at WOSU, he moved to NPR working first as a segment producer for Morning Edition and All Things Considered, and later as Midwest Editor for NPR’s National Desk. From 2000-2002, Willman served as Managing Editor for the Great Lakes Radio Consortium. He is currently the Executive Editor of Field Notes Productions, an environmental news service, and also does training with journalists in the U.S. and abroad.  “I’m looking forward to working again with local reporters who I consider to be the heart and soul of public radio,” says Willman. 

Willman begins work in his new role next month when more than 3 dozen reporters and editors from the southern region will convene in Atlanta for a “Train the Editor” Workshop. The day-long intensive session will be held on January 25 at Georgia Public Broadcasting with sessions led by trainers and editors from National Public Radio. Results and analysis of a recent southern newsroom survey will also be shared with workshop attendees. The survey was conducted by project leaders in late 2007 to gather a more detailed snapshot of southern newsroom resources and capacity.

Following the workshop, Willman will work as the primary editor for one-person newsrooms in the region and provide editorial support for News Directors who also work as reporters and hosts at their stations. At the close of the pilot phase, a "lessons learned" workshop will gauge the impact, effectiveness and sustainability of the project.

The Southern Region Editing/Reporting Pilot Project was designed by The Southern Radio Network, a newly formed organization whose mission is to strengthen the quality of news produced by newsrooms across the Southeast, bring more stories to the national news magazines and create greater collaboration through training activities and the exchange of stories throughout the region.

The Local News Initiative is a national effort to help stations cover their communities the way NPR covers the world. The LNI pursues this goal through projects that improve programming quality, develop station talent, and encourage more efficient and collaborative use of resources.
Train the Editors Workshop – January ‘08
Participants:
Alabama 

Alabama Public Radio

WBHM 
WLJS

Arkansas

KASU
Florida 

WMFE

WGCU
WLRN
Florida Public Radio

WUFT

Georgia 

WUGA
WMUM

WGPB
WCLK 
WJSP 

Kentucky 

WEKU

WKMS
WUKY

WFPL 
WKYU

Mississippi

WMPN 
Mississippi Public Radio
North Carolina

WUNC
Oklahoma

KGOU
KOSU 

Tennessee

WPLN
WUOT

WKNO
West Virginia

West Virginia Public Radio

Virginia

WVTF 
TRAIN THE EDITOR AGENDA 
8-9 Working Breakfast -- Welcome and explain HUB project, review LNI research, Kernis’ Tiers, Core Values, Capacity and Editing survey results
9:00 – 10:30  Editing:  Idea to Story

          
9:00 - 9:15 Andrea de Leon & Tanya Ott discuss the pay-offs in time vs. value

          
9:15 - 9:30 Sora Newman explains focus statements

9:30 - 10:00 Dale Willman and Russell Lewis present story pitches for the group to vet/focus

10:00 -10:30  De Leon describes the macro/micro editing concept, putting stories in  context, and participants ask the panel any questions they have in the remaining time.

10:30- 10:40  Break

10:40 – 12:00  Edit Strategies -- Willman, Ott & Lewis model the editing process. Each of them has approx 30 minutes to edit with a reporter (pre- selected for decent skills and strong ego). 

12- 12:30  Lunch

12:30 -1:50 Breakout Sessions – Group Edit -- Each group gets 2 scripts and CD of actualities/sound to listen to and discuss and make edit suggestions. Ott, Alvar, Capelouto, Newman, De Leon, Lewis and Willman each observes a group and offers feedback. 

1:50 – 2:00 Break

2:00-3:30  Breakout Sessions – Team Edit -- Participants play a piece they’ve edited (or wish they had) and group members make suggestions. Team leaders hover. At the end, we convene as  a group to discuss process/experience. 
3:30 – 4:00  Final Session -- Where do we go from here during yearlong project?  

Mentor/Mentee Checklist

Several people have asked about how the mentor/mentee relationship should be progress, what are the goals, and what results do we hope to achieve. The answers to these questions are as individual as the stations we are working with, but I would suggest the following: 

Goal 

The purpose of this mentorship is to provide support, and training when necessary.  While the overall goal of the HUB is to improve the editing capacity of targeted stations, we define editing as a process that begins at story assignment and ends with the finished product, so conversations along this spectrum would be completely appropriate. 

Assessment

Your first step should be to assess the strengths and weaknesses of your assigned individuals and their stations. This can be done several ways, including listening to audio from the station and asking the individual you’ll be working with what his/her priorities are for the mentorship. You want them actively engaged in defining their opportunities for improvement. 

Developing a Plan 

Mentorships work best if they have a defined agenda, at least in the beginning. Determine how often you will meet by phone, how long those conversations will last, and what you will tackle in the first few conversations. You will want to actually put these phone conversations on your calendar and consider making them weekly, same day/same time for consistency.  You can adjust as necessary, but this gives you both a “regular appointment” and some consistency. 

Possible Topics for Southern HUB

1. What makes a good public radio story – great resources at  http://www.localnewsinitiative.org/resources.cfm
a. Discuss Core values of public radio 

b. Discuss 4 Tiers 

c. have mentee send you regular (weekly?) story lists so you know what they’re covering and how. Discuss the “editorial focus” of the station. 

2. Story visioning 

a. How can you find compelling characters who will enhance the story-telling (i.e. the people who are actually affected by the policies)

b. What online resources can you use to research and find sources (i.e. newswise.com, profnet.com, NPR reference library, etc)

c. Have mentee identify a story they edited, but are not completely happy with the final product. Deconstruct the story to identify problems in story visioning, then suggest concrete examples that would enhance the story.  

3. Editing Process

a. Have mentee explain their typical editing process; talk about how this works or doesn’t work

b. Discuss options (i.e. “ears edit”) and, if necessary, put mentee through this type of edit so they’ll better understand how to do it

c. Review a reporter script before mentee edits it and discuss observations with mentee so that he/she can have more perspective/suggestions going into the edit. 

Assessment

The Southern Hub will analyze audio from pre-, mid-, and post-mentorship to assess progress. In particular, we’ll be assessing story selection, writing, structure, adherence to core values, etc. 

We will ask for regular updates on your mentorship activities, including a description of those activities and successes/challenges you’ve faced. These updates are important to the project as we’re trying to build a replicable model and we want to equip future mentors with practical advice that will make mentorships more effective. 

Qualitative Core Values Rubric used for assessing audio 
Content 

1. Was this story something the station should have covered? (APPROPRIATENESS)

Expert: This story covers a significant issue that affects a large percentage of listeners or tells a human interest story that touches on universal themes. The issue covered in this story has lasting impact on the community.

Proficient: This story covers an issue that affects many listeners or tells a human interest story that may or may not have universal themes.  The issue covered in this story may or may not have lasting impact on the community.

Emerging: This story covers an issue that affects some listeners or tells a human interest story that may not have universal themes. The issue covered in this story probably does not have lasting impact on the community.

Incomplete: This story covers an issue that affects few listeners or tells a human interest story that is not particularly unique. The issue covered in this story does not have lasting impact on the community.

2. Was the community impact made clear and compelling? (IMPACT)

Expert: The community impact was made clear through writing and use of tape.

Proficient: The community impact was made clear through writing, but not reinforced by use of tape. 

Emerging: The community impact was implied, but never expressly stated.

Incomplete: The community impact was not clear. 

3. Did we get the answers to the key questions? (COMPLETENESS)
Expert: The key questions were answered, with multiple perspectives represented. The story draws attention to important subtleties in perspective and includes, when appropriate, an “outside expert”/analyst. No critical voices were missing. 

Proficient: The key questions were answered, with multiple perspectives represented. The story is more “black-and-white” and doesn’t recognize the nuances in the various perspectives. It may be missing the “outside expert”/analyst or other critical voices.
Emerging: The key questions are answered, but they may be only answered from one perspective. This story may include unsubstantiated claims. It may also raise secondary questions that are not answered. One or more critical voices are missing.  

Incomplete: The key questions are not answered. Multiple critical voices are missing from the story. 

4. Could the story have added greater depth, substance, new perspectives? (DEPTH)

Expert: The story delves deeply into the issue, presenting multiple perspectives, offering new information, and challenging listener assumptions.  

Proficient: The story covers the issue in a straightforward way, presenting multiple perspectives but offering little new information to challenge listener assumptions.

Emerging: The story covers the issue in a superficial way, ignoring some critical perspectives and offering little new information to challenge listener assumptions.

Incomplete: The story is superficial. It ignores critical perspectives or gives only one side of the issue. It leaves many critical questions unanswered. 

Production

1. Was the story written for the ear? (WRITING)

Expert: The writing is clear and concise. Passive voice, weak verbs, long titles and “fact trains” are rare. It is written in a conversational tone, with seamless transitions between thoughts and into/out of sound bites. The sound bites are engaging and advance the story. The writing is creative: scenes are well-described, characters are thoughtfully represented and the story has a “driveway moment”. The reporter presents a strong sense of self, without being overbearing.  

Proficient:  The writing is clear, though it may be wordy.  Passive voice, weak verbs, long titles and “fact trains” are rare. The transitions between thoughts and into/out of sound bites are good. The sound bites are appropriate, though they may focus more on information than emotion. The tone is less conversational, more academic and the reporter, while competent sounding, does not present a strong sense of self. 

Emerging: The writing is generally clear, although there is unnecessary repetition of words and ideas. Passive voice, weak verbs, long titles and “fact trains” may be present, but are not overwhelming.  Some sound bites are appropriate, but others may be out of context or not advance the story. The tone is not conversational and the reporter may sound like he/she is reading a script. 

Incomplete: The writing is muddled. Sentences are long, with dependent and independent clauses that make the story hard to follow. Passive voice, weak verbs, long titles, and “fact trains” are common throughout. The sound bites are unclear, unintelligible or do not advance the story. The tone is not conversational and the reporter sounds like he/she is reading from a script.  

2. Was the story logically structured? (STRUCTURE)

Expert: The major themes of the story unfold in a logical way, drawing the listener from one idea to the next without distraction. The story may unfold in a chronological way or it may follow a less obvious, but easy to follow path.

Proficient: The major themes of the story unfold in a logical fashion, drawing the listener from one idea to the next with minimal distraction. The story unfolds in a chronological way.

Emerging: The major themes of the story unfold in an inconsistent way. The chronological flow of the story may be disrupted and elements of the story may seem to be out of place.

Incomplete: The major themes of the story sound haphazardly arranged. There is no connection from point A to point B in the story.  

3. Did the use of natural sound, music, and actualities enhance the story? (TEXTURE)

** NOTE: this question will be optional. Only answer it if there is nat sound/music or if there should have been nat sound/music. Do not answer this question if the story doesn’t require nat sound/music. (i.e. a Q&A)

Expert: The story adeptly balances reporter narration with sound and actualities. There is neither too much nor too little sound, and the sound that is used is used seamlessly to reinforce to the content. The sound quality is excellent (good levels, on mic, no mic handling noise) and the fades into and out of the audio are executed with expert precision. 

Proficient: The story has a good mix of narration and sound. There may be a slight imbalance in this mix (i.e. too much or too little sound), but overall it is not distracting.  The sound that is used may be obvious, but not cliché. Good audio quality (good levels, on-mic, etc). Edits are not noticeable, even to industry professionals.

Emerging: There is a distracting imbalance in the mix of narration to sound (i.e. too much or too little sound). Nat sound is used in an obvious, cliché way. The audio quality for sound bites is acceptable (good levels, on-mic), but the audio quality of natural sound may have technical problems (i.e. recorded off-mic, mic handling sounds.) Edits may be noticeable to industry professionals, but would not be perceptible to average listeners.

Incomplete: The use of sound is distracting – either because there is too much sound or  sound is noticeable absent. The audio quality for sound bites and natural sound is poor (i.e. over-modulated, hissy, off-mic, mic handling noise), and edits are obvious to the casual listener.

Lessons Learned Workshop – attendee list
Alabama

WBHM

Florida

WMFE

WUSF

WFSU

Georgia

GPB 

WGPG

WMUM

WABE 

Kentucky

WEKU

WKMS 

WFPL
Louisiana 

WRFK

Red River Radio

Mississippi

MPB

North Carolina

WFDD

Tennessee

WPLN 

WUOT

WKNO

West Virginia

West Virginia Public Radio

LESSONS LEARNED CONFERENCE AGENDA
March 2009
FRIDAY

5 pm – Welcome and Framework for discussion – Susanna Capelouto, Collect Management Questions. 

6 pm – Dinner at Gordon Birch Restaurant,

SATURDAY

8 am – Breakfast  at GPB 

Editing refresher w/audio – Dale Willman, Tanya Ott, Russell Lewis 

10 am – 10 minute Break

Interview techniques – Dale Willman

Noon -  Lunch  Session  

Introduction to the “Guide for Public Radio News Directors” with Mike Marcotte.  

1 pm     Management issues affecting newsrooms – Dale Willman, Mike Marcotte
   -  small group discussions on management problems 

2 pm
Next Steps  -  Marcia Alvar  

2:30 
Station Action Plan – Tanya Ott  

3:30  
Southern Hub Collaboration  - What’s next for the region - Candice Ludlow, Susanna Capelouto

4:00     END OF CONFERENCE 

Southern Region Editing/Reporting Pilot Project

Credits to:

NPR’s Dana Davis Rehm, who directs the Local News Initiative, for a project that is very clearly making strides towards improving the quality of in-depth news produced by local stations.

Marcia Alvar, manager of LNI station projects, who has provided countless hours of guidance and project management.

Dale Willman for his hard work and steady hand on this project throughout the year. 

Greg Collard (WFAE), Anita Bugg (WPLN), Charlie Compton (WEKU), Connie Walker (WUNC), and Rick Mattioni (WVTF) for providing valuable guidance to the project leaders and mentorship to stations throughout the region.

Russell Lewis for providing exceptional leadership in the region and continual support of this project.

Jason Fulmore, Educational Research Consultant at the Center for Educational Accountability at the University of Alabama at Birmingham, for survey design and analysis. 
NPR’s Sora Newman and Andrea de Leon for assistance planning and facilitating the Train the Editor Workshop. 

Mike Marcotte for being this project’s guru on “All Things Management”.

WBHM-FM (Birmingham), Georgia Public Broadcasting (Atlanta), and WKNO (Memphis) for supporting this project with time, facilities and personnel. 

We are grateful to the general managers, program directors and news directors of the stations who worked with Dale Willman: Mississippi Public Broadcasting, WNCU, WUSF, WKMS, WGPB, Florida Public Radio, WRKF, WUOT, WQCS and WJCT. Also, the other station members of Southern Radio Network who worked either formally or informally on this project. 

News Directors Tanya Ott (WBHM), Susanna Capelouto (GPB), and Candice Ludlow (WKNO) for countless hours devoted to bringing this project to life. 
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