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1: BACKGROUND 
AND APPROACH

The newspaper industry is undergoing a period of pro-
found transition. Daily newspapers can still rightfully make 
the claim of being the last mass medium, able to reach a 
majority of adults in their markets with one or two issues; 
nevertheless, circulation and readership of the core product 
are declining, and new, more complex business models are 
emerging. These new models will be based not on a single 
core product, but on a growing portfolio of products that 
are managed to better meet the needs of both consumers 
and advertisers.

The NAA Board of Directors has launched a new initia-
tive that focuses on audience development. The primary 
objective of this initiative is to help the industry develop 
audience-building strategies and tactics for both the core 
newspaper product and for the emerging new print and 
digital products.

Approach
This report is qualitative in nature, based primarily upon 

29 interviews with new-product specialists both within and 
outside of the newspaper industry. The principal purpose 
of the study is to describe the process of new-product de-
velopment and to identify the factors that might contribute 
to its success in the newspaper industry through:

• A literature review that explores best practices in new 
product development (NPD)

• Conversations with 10 experts and practitioners outside 
of the industry

• Conversations with 19 individuals within the industry 
who are involved in NPD

A list of participants is included in the Appendix.

2: CONCLUSIONS 
AND RECOMMENDATIONS

1. A Victim of its Own Success. The business model that 
has emerged in American newspapers has been extraor-
dinarily successful. It continues to produce very high 
profit margins. Indeed John Morton, a leading industry 
analyst has recently pointed out that in 2004, profit mar-
gins at publicly owned newspaper companies were nearly 
twice as high as the S&P 500 as a whole. 

However, our expert interviews within and outside of the 
industry suggest that the strength of this success may have 
contributed to:

• Institutional inertia and resistance to change

• A fear of failure

• An unwillingness to invest in new products if it means 
sacrificing short-term margins

• Expectations for new-product profit margins that may 
be unrealistically high

• Fear of cannibalizing the core product

This comes at a time when evidence is mounting that the 
newspaper industry is facing an uphill battle in maintain-
ing its attractive margins over the long term:

• It is no longer perceived to be a growth industry 

• It is facing significant competition from new competi-
tors with new offerings that threaten the traditional 
newspaper business model, resulting in downward 
pressures on revenue and profit

• It is experiencing significant declines in readership and 
circulation as it fails to replace older readers with new ones

For the industry to remain vibrant over the long term, it 
must build a new product development capability as a way to:

A New Approach to 
Product Development
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• Defend and improve its existing business model

• Expand into wholly new areas that offer longer-term 
growth potential

2. Need for an Expanded Commitment to New-Product 
Development. Our analysis suggests that, while efforts 
have been made to commit to new-product development 
throughout the industry, those efforts pale in comparison 
to what is being done in other industries where reliance 
on new products is the key to success. If the newspaper 
industry is to return to a growth trajectory, it must over-
come its traditional risk aversion and:

• Establish a corporate strategy that challenges the tradi-
tional view of how the industry is defined and who the 
competitors are, defines its mission broadly and does 
not limit future activity to what was done in the past

• Mandate new-product development as the “growth 
linchpin” of its overall corporate strategy

• Institutionalize and expand investment in new-product 
development

• Hire/train a dedicated new-product development 
teams that include people with direct experience from 
other industries

• Establish new-product revenue targets that are more 
aggressive – in line with other industries 

• Other leading industries obtain 15+% of revenue from 
products introduced in the past 5 years 

• Revamp internal incentive structures to encourage and 
reward risk taking

3. Need to Develop and Communicate a Formal, New 
Product Process. By and large, newspaper companies 
do not have a formal, multi-stage new product pro-
cess. If the industry is to act more strategically in cre-
ating and selling a portfolio of products, it must move 
in the direction of a formal new product process that 
would have:

• A system for generating new product ideas that 
accounts for emerging trends, captures the voice of 
the consumer and identifies needs that might be better 
served through new products or services

• A means of evaluating how effectively alternative new 

product concepts succeed at meeting the company’s 
strategic objectives

• Formal metrics for go/no go decisions at various stages 
of the product-development process

• So long as those metrics do not morph into blunt ob-
jects for killing new ideas too early

• A way of fleshing out the “nuts and bolts” of a given 
product – what it is, how it will be executed and who 
will be responsible over the long term

• A built-in way of gathering internal feedback and 
building buy-in across all departments

• A way of testing the product with consumers and ad-
vertisers prior to launch

• A system for evaluating the reasons for post-launch 
success/failure and incorporating those lessons into 
future efforts

• Independence from the whims of top management, 
“advocates” or the “loudest voice in the room”

4. The Need for “Breakthrough” or “Disruptive” Products. 
For newspaper companies to produce sizable growth 
in revenue they must launch more than small scale 
niche products or incremental improvements to 
existing offerings. To do this, newspaper companies 
must learn to compete in new ways among a broader 
competitive set: 

• Newspapers should look to create new products and 
services that fulfill needs that are different from the 
ones served by the traditional newspaper product

• Importantly, these new products and services should 
provide new benefits to new customers who are not 
reached by the traditional newspaper offering

5. Need to More Effectively Manage Portfolio of Products. 
To be truly effective, newspaper companies must manage 
their product portfolio more effectively. This means:

• Thinking strategically, not reactively in developing a 
product portfolio

• Offering products with appeal to various sets of cus-
tomers with different yet adjacent needs

• Packaging and selling combinations of products more 
effectively
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• Managing the new product process in such a way that a 
mix of new opportunities of varying sizes are always in 
the pipeline

• Having too many large projects in the pipeline at a 
given time stretches resources and increases the likeli-
hood of failure

• Having too many small projects blunts the overall 
effectiveness and contribution of new products to the 
bottom line.

3: THE NEW PRODUCT PROCESS
Traditionally, newspapers have been guided by an inward-

ly-focused set of professional norms and standards. Editors 
often bridled at words like “consumer” or “product.” Indeed, 
until relatively recently most newspapers essentially had only 
one or two significant products from a revenue perspective.

While this new product development focus is increasingly 
common, it remains a relatively small part of the industry. 
Indeed, a forward-thinking newspaper chain recently set a 
goal of obtaining five percent of revenue from new products 
(of five years or less). This contrasts with 15-20% in many 
industries and 28% in the pharmaceutical industry. 

Given the much longer tradition of new product develop-
ment in other industries, our starting point is a review of 
the state-of-the-art of new product development as reflected 
in the literature and studies of best practices outside of the 
newspaper industry.

Why Are New Products So Critical?
New products are vital to the success and prosperity of 

companies because they are the engine of future growth 
and of corporate value. They are particularly critical in the 
newspaper industry where the core product’s future growth 
is in question.

New products are huge revenue and profit drivers when 
done correctly:

• New product contribution to corporate profits in the 
United States increased from 22% in 1981 to 30% by 
the late 1990’s 

• An APQC study showed the firms that are the “Best” 
at NPD tend to rely on new products heavily for their 
revenue and profit

• The “Best” companies have 38% of sales derived from 
new products launched in the past 3 years (versus 9% 
from the “Rest”)

• “Best” companies see 42% of profit coming from new 
products (versus 9% from the “Rest”)

• New products tend to be very profitable, with an aver-
age ROI for successful new products of 97% 

• “Companies that invest in a NPD process will become 
more proficient at it over time

• “Best” companies start with 3.5 ideas to achieve one 
winner (versus 8.4 ideas for the ”Rest”) 

Successful New Product Performance
Following Cooper (2005) , our analysis identifies four key 

aspects of the successful new product development process:

The foundation for the new product process is a climate 
that fosters innovation – one that seems to be lacking at 
many newspapers both large and small. The next funda-
mental building block is a product innovation strategy 
that is tied to the overall business objectives and provides a 
framework and boundary for all NPD initiatives.

The new product process itself is a more formalized 
approach that is much more proactive than typical new 
product efforts in the newspaper industry. Finally, the pro-
cess itself must have a goal of producing a portfolio of new 
initiatives that are in line with the strategy, work within the 
resources available and mitigates risk.

Industry Sector
% of Sales from New

Products
(5 years or less)

Pharmaceuticals and drugs 28%

Industrial machinery and equipment 26%

Instruments and related products 26%

Plastic materials and synthetics 19%

Food products 15%

Wood, paper products 14%

Industrial inorganic chemicals     1%
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4: A CLIMATE OF INNOVATION
A study by the American Productivity and Quality 

Center (APQC) identifies several “corporate culture” char-
acteristics of best performing companies in new product 
development, including:

• There is an institutionalized process of dedicating re-
sources to NPD

• There is a dedicated NPD team that is supported by a 
larger support group comprised of key employees from 
all relevant functions in the company

• The business climate is not risk averse or afraid of failure

• There is time and resources for creative work, and 
“skunk works” or unofficial projects are encouraged

• The climate supports entrepreneurship and innovation

• There is open communication among 
employees across function/locations

Generally speaking, our interviews 
with newspaper executives do not sup-
port the view that newspapers have the 
right climate for innovation:

• Dedicated NPD teams are rare

• There are few stakeholders in the 
organization who oversee, facilitate and 
lubricate the process of innovation

• There appears to be a general unwillingness to invest in 
projects without an immediate return

As a result, resources allocated to NPD work are often too 
limited to enable investment in multiple projects, which can 
lead to either “all eggs in one basket” – one huge project that 
seeks to change the game, but carries tremendous risk. Or 
much more likely in the newspaper industry, lots of small, 
incremental projects that simply build on current offerings 
or ad hoc competitive challenges/opportunities

NPD Is Often Under-Funded/Under-Resourced
Our interviews suggest that the NPD process at newspa-

pers is often under-funded and under-resourced at every 
level — at corporate, at large papers and at mid-size and 
small papers.

While successful innovators in other industries devote 
5-10% of revenues to the NPD process , evidence suggests 
that this figure is much lower at newspapers. Remarks from 
newspaper executives interviewed include “I’d be surprised 
if we spent 1% of revenues on new products” and “How much 
do we spend on new products? I don’t know – it’s not some-
thing we discuss internally.”

Not surprisingly, newspaper companies appear to do a 
poor job at providing enough resources to their NPD ef-
forts to be successful, which is one of the strongest dis-
criminators between best-performing innovators and other 
companies. 

Climate for Innovation

Product Innovation Strategy

The Idea-to-
Launch Process

Portfolio
Management

Successful New ProductPerformance
Following cooper (200�), our analysis identifies four key as-
pects of the successful new product development process

• The foundation for the new product process is a climate 
that fosters innovation–one that seems to be lacking at 
many newspapers both large and small.

• The next fundamental building block is a product in-
novation strategy that is tied to all the overall business 
objectives and provides a framework and boundary for 
all NPD initiatives.

• The new product process itself is a more formalized 
approach that is much more proactive than typical new 
product efforts in the newspaper industry.

• Finally, the process itself must have a goal of producing a 
portfolio of new initiatives that are in line with the strategy, 
work within the resources available and mitigates risk.
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Importance of Adequate 
Resources on Performance

APQC Benchmarking Study: % Agreeing

Consequences of NPD Being 
Under-Funded/Under-Resourced

A failure to commit adequate resources to new product 
development often means that development time is cut 
short and input from customers is limited; testing and 
refinement is limited; and promotion is very limited.

Perhaps most importantly, it means that new prod-
uct launches often involve reworking/ tweaking existing 
products or launching low risk/low return niche products, 
rather than high risk/high reward products with paradigm-
shifting potential.

 Resistance to Change
In addition, several of our experts in the newspaper 

industry characterized the industry as risk averse - afraid 
of failure and resistant to change. As one senior editor put 
it “We don’t have the courage to let go of anything we are 
doing now, to do something we might be able to do better.” As 

another senior manager said wryly, “I think there is room 
(for the industry) to move in the direction of reckless aban-
don.” One senior executive went as far as saying “At newspa-
pers you have to remove risk to innovate” and added, “all the 
people who are built for change have left the industry.”

This mentality also appears to manifest itself in a sort of 
“analysis paralysis” that stymies the new product develop-
ment process. As one executive put it:

“The newspaper industry has got to learn to deal with a 
little bit of scariness. The pursuit of perfection is the enemy 
of the ‘good enough’. The ‘good enough’ solution is better 
than nothing, which is what the typical outcome is when one 

overanalyzes. The ‘good enough’ solution is 
often achievable, meets a set of market needs 
better than any ‘perfect’ solution and can often 
be delivered at less cost.”

Another executive said:
“Overanalysis is this industry’s way of killing 

off new product opportunities. And if they 
don’t get killed, they get so watered down as 

to offer nothing unique. This is not to say you 
don’t analyze at all – it simply means don’t let the 
analysis dominate the process.”

Creating a Positive Environment 
for Innovation

Our analysis suggests that creating a positive 
environment for innovation starts with a clear 
senior management commitment to the new 
product development process. This is best jump-
started through the establishment of a dedicated 
new product development team

The team should be comprised of:

• Both industry and non-industry people

• Though non-industry people must be steeped in the 
process of new product development, “they are not 
wedded to the historical model of the newspaper business, 
which is a good thing.”

• People with specific knowledge of all relevant functions 
in the company that will be involved in bringing any 
product to fruition

This team should be the primary point of account-
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ability for all NPD matters in the company, along with a 
“champion” from senior management. While at least some 
resources on the team must be dedicated, it is not necessar-
ily preferable to have all members of the team be dedicated 
solely to the process. In many cases, it makes more sense to 
bring cross-functional members into the team on a part-
time basis for a specific project.

Several newspaper experts made the point that involving 
many people in the process of new product development 
had a variety of benefits:

• It provides “street intelligence” from reporters, ad reps, etc.

• “Asking people to change is difficult. Including people in 
discussions that are going to affect them is key. Take the 
time to go to the advertising department and ask – ‘Tell 
me the real world impact, I’m not an ad salesman.’”

Challenges of Creating a Dedicated NPD Team
Many newspaper experts believe that an expanded cor-

porate new product function could help improve the speed 
and quality of launches. However, whether at the corporate 
level or the local level, there has traditionally been some 
tension between having a centralized innovation/new 
product function and having product development handled 
by line personnel at the local level.

Newspaper experts interviewed for the study indicate 
that since newspapers operate locally, not nationally, it is 
essential that there be “buy-in” for any product at the local 
level. Since resources are more limited on a local level, this 
may have prevented the dedicated NPD team from taking 
root. However, research suggests that dedicated resources 
are a must!

Therefore, if the dedicated NPD team must reside at a 
corporate level, it must involve and engage the local prop-
erties, through:

• Regular idea brainstorming sessions with local line 
management

• Part-time involvement on the NPD team by local line 
management

• A large portion of NPD team’s time and concept portfo-
lio dedicated to local initiatives

Creating a Positive Environment for Innovation at 
Newspapers of Every Size

Regardless of size, newspapers can work to create a posi-
tive environment for change by:

• Rewarding/incentivizing new product development and 
new revenue sources

• Involving people in all departments in the NPD process 
— including circulation, accounting and other depart-
ments that may not typically be included in the early 
stages of the NPD process

One of the benefits of involving line personnel at news-
papers of every size in the NPD process is that they become 
emissaries for NPD at their own properties – and contrib-

A DeDicAteD teAm 
At Foster FArms

Foster Farms is a multi-billion dollar poultry pro-
cessor that turned to NPD in the 1990’s as a means 
of boosting margins and revenues. However, early 
returns weren’t that promising. One executive ex-
plained: “We had product managers trying to do new 
product development. But they kept getting caught 
up in the day-to-day, and were more comfortable do-
ing line extensions.”

Gudjon Olafsson was brought in to improve the 
NPD process. His first step was to create a dedicated 
NPD team. Besides functional expertise, Gudjon 
sought to bring two types of people into the team: 
extremely creative “right brain” people to focus on 
the upfront ideation and concept refinement; very 
analytical “left brain” people to figure out if the con-
cept could make money and the logistics behind the 
launch.

He also brought in a mix of outsiders and insiders. 
“You need outsiders for some fresh perspective,” he 
explained. “But you need insiders as well to ensure 
that the team works closely with line management 
and transitions the new businesses off smoothly.” 

Gudjon’s team approach has resulted in 15% cor-
porate revenue contribution from new products.
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ute to a more supportive environment for change. Training 
and developing talent not only to manage the current prod-
uct offerings but to develop the next generation of products 
must be a key goal for all newspaper companies. This is a 
particularly critical issue if, as some observers have noted, 
younger, more innovative staff members are moving to 
other industries.

5: PRODUCT INNOVATION 
STRATEGY

Our analysis suggests that top NPD performers put a 
product innovation and technology strategy in place. This 
strategy is driven by the leadership team of the company 
and is the essential link between the NPD effort and the 
overall vision for the direction of the company.

The strategy is critical because it provides boundaries, 
direction and focus for the company’s NPD efforts and 
helps to steer resource allocation and project selection. It 
also demonstrates management’s commitment to the NPD 
process and establishes its importance to the business as 
a whole. Finally, it provides the means for the company 
to communicate the role of NPD in achieving its business 
goals to all of its key stakeholders.

A benchmark study conducted by product innovation 
expert Dr. Robert Cooper indicates that almost 6 in 10 
top-performing new product innovators have an estab-
lished product innovation strategy in place, compared to 
less than a third of the worst performers. Our discussions 
with newspaper executives suggest that few newspaper 
companies have an established product innovation strategy 
in place. Indeed, newspaper companies often appear to be 
scattered, rather than focused in their new product devel-
opment efforts.

Key Elements in a Product Innovation Strategy
At a minimum, the product innovation strategy should 

answer the following questions: 

1) What are the objectives and how can they be measured?

• Desired contribution to revenue and profit

• Desired number of new introductions in a given year/
time period

• Expected success rates

• Target financial returns (ROI, ROA, etc.)

• Increasing reach and frequency—overall or among key 
targets

 2) What is our focus?

• Markets/customer segments – Who? What is impor-
tant to them? What are they thinking about? 

• Foundational research on market segments (demographic, 
geographic, psychographic and user segments) is key here

• Product or service types

• Technologies and channels to be leveraged

Using trenDs to 
FocUs nPD eFForts

Javier Aldape, editor and vice president of product 
and audience development at Tribune Publishing’s 
Hoy, has helped new product development evolve 
over time. “At first, our approach to new product 
development was just to keep up with the Jones,” he 
says. “Asking about, and knowing the trends was the 
key first step in shifting our mentality.”

Some key questions that Aldape now asks are:

• How is the market for information growing? How 
does that correlate with our circulation and areas 
of penetration?

• What are the demographic trends? Are we well 
positioned to take advantage of them?

• Which groups represent possible targets, and can 
we capitalize on them? Do advertisers want to 
reach them? 

• Can our people create compelling products for 
this group, or are new resources needed? 

• Can they be reached with existing technologies, or 
are new competencies required? 

• Is the sales force capable of making such a sale?

The answers to these questions help to sharpen the 
focus of all ideation and NPD work to come.
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3) What are the trends affecting this arena?

• New entrants and new technologies

• Demographic and economic changes

• Changes in the retail environment

• Latent/unmet needs in target markets – what is it that 
potential customers need that they aren’t getting?

• Potential opportunities

4) Who are the competitors?

• Current offerings/future offerings

• Target market

• Competitive advantages and disadvantages

• Here again, foundational research will indicate who the 
competitors are and how the competition environment 
is changing

6: AN IDEA –TO–LAUNCH 
PROCESS

The Loudest Voice in the Room Problem
Advocates and flag-bearers are critical to the success of 

many new products. They work on problems evenings and 
weekends. They bring passion to the new product process.

As one senior manager says, the ideal candidate “is 
someone with clear-eyed zeal.”

However, without rigorous research and a formal, multi-
stage process with clear go/no go metrics, the process 
can look like that described by a senior manager in the 
survey:“The editor or the ad director has an idea, we pull to-
gether a cross functional team to work on it. We go out and 
put the product together, then we launch it. No research, no 
testing. We just rely on the loudest voice in the room.”

An Idea-to-Launch Process
Perhaps the single most frequently cited characteristic of 

successful new product developers is having a formal, de-
fined process of new product development. For larger, high 
risk/reward projects, the process might look like this.

Research conducted for the Product Development and 
Management Association (PDMA) in 2004 identified hav-

comPetitive 
Assessment At Work

The Dallas Morning News used competitive as-
sessment to map out the current marketplace and 
identify targets that may offer opportunity. When 
they plotted the current major products in their 
market they began to see the opportunity--- no one 
was currently hitting the younger, aspirational target 
market.

They had an open field to go in and do something 
for both readers and advertisers that no one else is 
currently doing in their market.

Opportunity Map

D =
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ing a formal new process, along with understanding the 
customer as the twin core drivers of successful NPD. An 
APQC benchmarking study also indicated that having a 
“solid idea-to-launch process is the strongest best practice” 
for driving performance.

However, our analysis suggests that newspapers tend to 
have an informal process of generating and evaluating new 
product ideas. To be sure, this process is not appropriate 
for all new product opportunities. It should be tied to the 
risk/reward associated with a given concept. However, it 
does provide the discipline and rigor needed to improve 
the chances for success.

An Idea-to-Launch Process Can be Applied at Newspa-
pers of Every Size

Our argument on process is this: if a newspaper is investing 
in new product development, it should have a disciplined pro-
cess for originating and evaluating new product opportunities.

In the pages that follow, we describe such a process in de-
tail: from idea generation through the tracking of products 
after they are launched. It is important to point out several 
things about this process:

• The multi-stage process that is described represents an 
ideal, in many instances only parts of the overall process 
may be practical or even necessary.

• The process can be approached with any level of re-
sources. For example, ideation can be extensive, explor-
ing a range of opportunities across various content areas 
and platforms, using outside expects, with consumer 
input, etc. Alternatively, it can be narrowly focused on 
a single target audience/market (e.g., the Hispanic print 
market) using only internal resources.

The bottom-line: Newspapers of 
every size can benefit from a dis-
cipline multi-stage new product 
process.

Casting a Wider and More Strategic Net
In the ideal NPD process, many ideas are generated, 

some are screened favorably, some of those are developed 
and tested and ultimately a handful are launched. The 
APQC study indicates that for every 7 product ideas that 
are evaluated, 4 are developed and 1.5 are launched.

Ideation is the critical first step in ensuring that enough 
ideas are fed into the “funnel.”

Ideation
The ideation phase is designed to generate as many new 

product ideas as one possibly can - the only constraint is 
that the ideas fit with the innovation strategy set forth by 
the company. Successful companies identify new ideas in a 
variety of ways:

• Comb internal line managers for new ideas that they 
have considered in the past but haven’t had the time to 
address

• Evaluate successful competitive offerings in their own 
and other markets

• Seek out expert guidance from outside the industry, includ-
ing companies whose sole purpose is idea generation

• Seek out the advice of customers and consumers.

The most effective means of collecting ideas is a multi-
day, offsite brainstorming meeting that includes key inter-
nal staff and outside experts, moderated by the NPD team.

“This can’t be a 2 hour meeting in a conference room. 
There are too many distractions, and it doesn’t demonstrate 
a true commitment to the NPD process,” said one product 
development executive.

Once all ideas are on the table, the top 10-25 ideas are 
selected for additional screening, usually by 
a vote among the assembled group

Many
Ideas

Generated

Some
“Screen”
Favorably

A Few are
Defined and
Developed

A
Couple

are
Launched

One
Succeeds

Hundred  7          4                1.5          1

Ideation Evaluation Commercialization Validation Launch &
Tracking

Go/No Go


Go/No Go


Go/No Go


Go/No Go
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Formal Ideation Is Rare in the Newspaper Business
Our analysis suggests that newspaper companies rarely 

step back and conduct a formal idea generation process 
surrounding all the products and services they might 
launch or change. In addition, they often evaluate only 
one new idea at a given time, which leads to a number of 
problems: 

• Too much emphasis gets placed on a given idea (ironi-
cally, this slows things down as there is more pressure to 
“get things right” and overanalyze a given opportunity)

• New product concepts are rarely weighed against one 
another objectively

• Finally, new ideas that are considered are too often em-
bedded in the traditional ways of doing business, which 
limits the opportunity for growth

Don’t Just Tweak - Disrupt! 
Our analysis suggests that many newspaper companies 

base their ideas for new products on:

• What they have now

• What has worked in the past – either their own or com-
petitive successes

• What they know they can produce.

This often results in new products that enhance existing 
offerings – however, this will never be a source of signifi-
cant growth, because significant growth lies in meeting 
unmet needs for new groups of consumers with a wholly 
new product.

Newspaper companies do not appear to put enough em-
phasis on the real needs of consumers. Here are perspec-
tives from several industry executives:

“What does a consumer hire a newspaper to do? Newspa-
per companies need to start thinking about other jobs that 
it might fulfill for both existing customers as well as new 
customers. They need to start thinking about innovation not 
from the perspective of ‘what can we do’, but from the per-
spective of ‘what should we do’ to best serve unmet needs.”

“Newspapers are in trouble because they continue to define 
the industry and their competitive set in a way that has been 
damaging. They are not identifying new ideas and new op-
portunities because they are too tied to pulp and print.”

Newspaper companies need to look at their industry and 

their competitive set in a much broader way. By approach-
ing ideation in this way, companies can begin to identify 
new opportunities that offer greater growth opportunities 
than simple enhancements to existing products.

Many of these new ideas may require changes in how 
newspaper companies do business, and some of the ideas 
may even cannibalize existing products. This is okay – new 
products will also bring in new customer segments, and “it 
is better to cannibalize your own business than have some-
one else do it for you.”

Failure Is Inevitable – So Fail Fast
In the process of studying the reasons for new product 

success and failures, Robert McMath, co-author of What 
Were They Thinking?, has assembled a collection of more 
than 80,000 products that failed. His analysis of product 
successes and failures suggests that many products fail 
because:

• There are too many new products

• Too many of these products are simply “me-too” prod-
ucts without any unique positioning

• Companies don’t conduct proper research

McMath places a great deal of importance on the ide-
ation process. His steps for success include:

• Involving a multi-disciplinary team in the ideation 
phase

• Conducting many ideation sessions

• Using an outside facilitator without biases

• Working with outside experts

• Keeping at it – practice makes (more) perfect!

Keys to Moving on to the Next Round
Successful companies spend time fleshing out each idea 

that they intend to take to the next phase. This is often 
done as a team exercise and begins with an internal cross 
functional team. It may include bringing end-users (con-
sumers) into the process as well. 

Having foundational research that explores unmet needs and 
potential product opportunities gives the team a rigorous basis 
for exploring the interests, needs and values of promising targets.

Each concept will typically have the following areas pre-
liminarily fleshed out before moving on:
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• What is the idea?

• What are the unique features relative to similar/com-
petitive offerings?

• Who is the target consumer?

• What needs does it address/what enhanced benefits does 
it provide?

• Why is it unique? What does it provide that no one else 
does?

• Which advertisers are likely to be interested in it?

• Who are its competitors? What are its threats?

All of this culminates in a positioning statement that is 
developed for every concept that is moving on to the evalu-
ation phase.

Moving on to the Next Round 
with a Positioning Statement

In order to evaluate a new product concept, there needs 
to be a very clear description of the product and its poten-
tial positioning in the market, for example:

Evaluation
Evaluation involves two critical steps:

• Market research to screen concepts and get feedback on 
prototypes

• A business assessment to provide an initial assessment 
on market size

These steps help to refine and prioritize the concepts 
borne out of the ideation process

Market Research
Successful companies use a variety of both qualitative 

and quantitative research techniques, but two are most 
critical: panels/focus groups with target consumers and 
customers (advertisers) and quantitative concept testing 
with target consumers.

The best research makes liberal use of concept proto-
types, which approximate what the end product might look 
like. They are guided by the positioning statement devel-
oped for the concept in the ideation phase. Prototyping 
allows for the most accurate feedback as the consumer has 
a much better sense of the nuances of the end product.

The results from the research can help:

• Outline opportunities to improve or alter a concept 
– this is the integration of the “voice of the customer”

• Prioritize concepts by identifying clear winners and los-
ers based on purchase intent

• Profile likely concept acceptors

WebmD - UnUsUAl soUrces 
oF neW content iDeAs

According to Joyce Haas of WebMD, the key to 
developing new ideas is creativity, open mindedness 
and being in touch with your customers. Her advice 
is to “take advantage of every opportunity you have 
to talk to your customers.”

One of WebMD’s more unusual ways of identi-
fying the unmet needs of consumers is to review 
customer searches that bounce back as misspellings 
on an on-going basis.

According to Ms. Haas, most are simply mis-
spellings, however, sometimes patterns emerge that 
suggest content needs that are going unmet.

WebMD also examines the patterns of successful 
web searches. Early on, it identified a high level of 
interest in issues relating to fertility and childbear-
ing - and has since created separate products and 
services in this area.

For... deadline dependent executives

[customer target segment]
FeDeX is... the overnight package delivery service

[frame of reference]
that... is the fastest and most reliable way to 

be sure that your package will be 
delivered on time

[point of difference]
because... of its sophisticated tracking system

[justification]

Positioning Statement for FedEx
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PrimerA HorA - exAmining 
YoUr mArket criticAllY 

to iDentiFY neW bUsiness 
oPPortUnities

Primera Hora, launched by El Nuevo Dia in 1997, is 
a daily newspaper based in San Juan, Puerto Rico, with 
an average paid circulation of 124,000. Carlos Nido, 
who has been with Primera Hora from the beginning, 
described their new product development process:

“We looked at our research–our readership studies–and 
saw a need and an opportunity: the penetration of 
younger readers was lower than the rest of the market 
and the research supported the opportunity for a new 
daily. We recognized that we had, in El Nuevo Dia, a 
product geared to the heavy user of news who wants real 
depth of coverage. We thought that there was a need for 
a product for people who just want a good news summa-
ry, with a heavy emphasis on sports and entertainment. 

We decided to launch a second daily newspaper. We 
thought if we don’t do it someone else will. At the same time 
we surveyed some advertisers regarding their need as well.”

In terms of audience development, the launch of Prim-
era Hora has been an enormous success. In contrast to the 
States, the total audience for newspapers in Puerto Rico 
has grown in recent years with little evidence of cannibal-
ization of the original core product, El Nuevo Dia.

The risk of cannibalization was reduced by creating a 
new daily with a brand positioning that complemented 
its sister paper. Primera Hora was designed to be younger 
with more of an emphasis on activities, lifestyles and sports 
and less of a focus on in-depth coverage of hard news.

1996 2004
Read a paper in the past week 77% 90%
El Nuevo Dia 50% 50%
El Vocero 44% 38%
Primera Hora — 33%
San Juan Star 4% 2%

blUFFtontoDAY.com - An 
innovAtive APProAcH to 

creAting A neWsPAPer Website

Bluffton, South Carolina, is located on the mainland 
approach to Hilton Head Island. It is an affluent area of 
explosive growth attracting many newcomers. Morris 
Communications recently launched a free-distribution 
newspaper home-delivered to everyone in the market.

Steve Yelvington, a vice president at Morris Com-
munications, was charged with developing a sister Web 
site. According to Steve, “at the start the Web site was a 
blank slate. The print product was free with 100% cov-
erage in the community. It seemed ludicrous to build a 
site with (the same) traditional newspaper content.”

The site that Yelvington and his colleagues at Mor-
ris created is a “participatory network” that is meant to 
help Bluffton come together as a community. Users are 
told that “this is a place where you take the lead in tell-
ing your own story.” As a registered Blufftontoday.com 
user, you get your own weblog, your own photo gallery, 
and the ability to post entries in special database such as 
“events and recipes.”

Blufftontoday.com describes itself as “a community in 
conversation with itself.” 

The results suggest that this community-building ap-
proach is working. In a matter of months, the Web site 
has produced:

• A high number of pages turned per user (it’s sticky).

• A high number of users per capita. It had 18,000 
unique users in a market with only 16,000 house-
holds -- after only 3-4 months.
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Companies have to be 
careful to balance the 
amount of research with the 
need for progress as well 
as the risk associated with 
launching a given concept. 
“Do enough research to 
point you in the right direc-
tion and set the stage for 
quick product iterations. It 
should let real people touch 
as real a product as possible. 
If you’re betting the farm, 
then you invest more in the 
research, but ‘quali/quant’ is 
a minimum.”

Building the Business Case
Successful companies use 

the results from the trend 
work in the upfront strategy 
as well as the results from the 
qualitative and quantitative re-
search to begin to evaluate the 
various concepts in terms of:

• Likelihood to try

• Size of target audience 
– the number of prospects 
in the market

• Size of trier pool – the 
number of prospects who 
are likely to try 

• Expected revenues – based 
on the number of triers at the 
tested price level 

In addition, the research 
can be utilized to determine 
who is the likely concept 
acceptor, and whether this 
group is an attractive tar-
get for advertisers. Sharing 
concept acceptor profiles with 
advertisers is an extremely 
valuable feedback and pre-sell 
tool. Often times, the NPD 
team does not have all of the 
requisite knowledge to do this 
in a vacuum. Therefore, line/
staff managers from across 
the organization are assigned 
on a part-time basis to assist 
in building the business case.

By sizing the various op-
portunities, successful compa-
nies have an objective basis of 
comparison that allows them 
to focus their energies on 
areas of greater promise and 
minimize the risk of failure

Evaluation Is Often 
a Four-Letter Word

Our analysis suggests that 
many newspaper companies 
approach the evaluation 

DAllAs morning neWs - 
Direct mArketing comPAnY 
Uses QUAntitAtive reseArcH 

to Prioritize concePts
A direct mail company recently used a quick, inex-

pensive quantitative screening exercise to prioritize 
three different continuity concepts it was consider-
ing for launch. Concept purchase intent indicated 
that music represented the strongest opportunity for 
development.

The company then conducted a rough market siz-
ing exercise combining the findings from the survey 
research with the trend data they had uncovered as 
part of their strategy development. This was done as 
a means of judging the relative appeal of the three 
categories, not as a means of estimating potential.

The rough net of their analysis suggested that the 
Food and Music categories exceed the $25 million 
revenue threshold sought by the company. This al-
lowed for the elimination of the wine concept from 
further refinement, saving the company from spend-
ing critical resources.

Food Music Wine
Universe 49,500,0 49,500,0

Category 34 30
Target 31,680,0 16,830,0 14,850,0

Concept mean awareness 20 35 15
Adjusted awareness to 12 21 9

Expected monthly $29.2 $39.1 $48.9

Potential customer base at full 3,801,6 3,534,3 1,336,5

Assumptio
Estimated 15 15 15

Estimated retention duration (in 1.6 1.6 1.6

Rough concept 570,2 530,1 200,4
Rough concept market dollar $27,807,1 $34,669,9 $16,384,7

Census and 
Syndicate

Proprietar

Experience

20%

35%

15%

Food Music Wine
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age goods, this often means in-home product place-
ment research or test market research.

Concept Acceptor Profile

• Are in control of health and well-being, but want 
to learn more

• Striving for emotional health rather than physical 
fitness

• Want happiness, personal growth, active control 
over their lives

• Life is in balance, just want some tips to help 
manage it

• Already live a healthy lifestyle (low BMI)
• High interest in weight loss, dieting and health
• Frequent exercisers who view it as a “way of life”
• Tired of the “earnestness” and of existing health 

magazines – just want the facts
• Biggest hurdles: 1) Authenticity, 2) Credibility 

Demographic Snapshot

• Female: 77% (vs. 23% male)
• Age: Average 35 
• Income: Median $72K
• Kids in HH: 30% 
• Education: 56% college grads

 mAgAzine comPAnY Uses 
QUAntitAtive reseArcH to 

ProFile likelY concePt 
AccePtors

A magazine company recently tested a new health 
magazine concept. The survey results allowed them 
to “paint a picture” of the likely “acceptor.” This 
proved extremely useful in fleshing out the final end 
concept and the product’s “voice.” It also proved 
invaluable as a “pre-sell” and feedback tool with 
advertisers.

phase in an inconsistent and unproductive way. Often, a few 
things unfold:

• A concept goes through so many “gates” that ultimately it 
ends up getting slowed down considerably and/or killed 
entirely

• A concept goes through a qualitative-only evaluation 
that is taken as gospel

• The “loudest voice in the room” prevails to the extent 
that no evaluation is done at all.

Newspaper companies need to take a more productive 
approach to evaluation that integrates qualitative research 
to probe on the subjective “guts” and “voice” of a product 
and quantitative research to objectively prioritize and size 
the concept and help build a solid business case. The ap-
proach should be consistent and conducted regularly to 
allow for maximum speed and efficiency over time.

Data Sources for Initial Market Sizing Estimates
Typically, there are a variety of inputs for estimating 

market size/potential:

• Census/Syndicated Data Sources – that help establish 
– the size of the target universe, the penetration of rel-
evant categories e.g., Web usage, iPods usage, etc.

• Proprietary Research – from proprietary research, one 
would develop more targeted measures including:

➢ Concept Mean Awareness-to-Trial – a crude measure 
of the likelihood of trying a new product or service as-
suming 100% awareness

➢ Adjusted Awareness to Trial – since consumer reports 
of new product interest are typically over-stated, pro-
prietary research would typically adjust these numbers 
downward

➢ Expected Expenditures – for a new product estimate to 
be meaningful, concept research must include pricing 
parameters. Early research can yield useful preliminary 
data on likely consumer expenditures.

➢ Loyalty/Repeat Purchase – Concept testing cannot 
evaluate the likely long term success of a new product. 
That depends upon whether the product actually deliv-
ers on its promise; how the competitive marketplace 
responds and many other factors. For consumer pack-
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• Experience – from experience with new product 
launches, newspaper NPD staffs learn the cost of build-
ing awareness and, adjustment that need to be made to 
initial reported trial estimates.

Commercialization
This step centers on the logistics behind developing the 

actual concept:

• Who will be involved in creating and producing the 
product on an ongoing basis? 

• What is the timeline for events?

• What are the cost and revenue implications for the 
product?

• What will the final prototype look like?

Team
Successful companies assign a team of line and staff man-

agers on a concept once it shows some promise vis-à-vis 
other NPD opportunities. The team is comprised of people 
from all relevant functions in the organization, but it must 
have a champion from line management. 

It is best when these people have had some involvement 
with the concept already. It is critical that the team identi-
fies staffing needs that must be added to the company for 
the concept, as this has a significant cost implication.

concePt reFinement At tHe 
ArizonA rePUblic

The Arizona Republic in Phoenix uses a variety 
of ways to refine new product concepts that have 
proved successful over the years:

• Insight Express – Drives an online reader panel 
that can provide overnight reaction to product 
concepts.

• Electronic Brainstorming – Up to 25 participants 
each with his/her our laptop and a facilitator 
brainstorm and refine new ideas.

• Traditional Focus Groups – These might be with a 
cross-section of consumers or advisory boards.

Timeline/Project Plan
Once the team is assembled, a detailed timeline should 

be developed. The timeline should outline all the critical 
steps associated with the launch and the responsible par-
ties. A milestone meeting schedule with senior manage-
ment should also be developed and agreed upon to keep 
management apprised of progress.

Importantly, the project plan must outline a seamless transi-
tion from the NPD team to the line team. This is why selecting 
a project champion from line management is so critical

Finalize the Business Case
A more detailed analysis of the financial impact of the 

concept should be developed and include an estimate of all 
relevant development and unit costs, including newsprint 
and staffing costs (including any required new hires). It 
should also highlight any production implications associ-
ated with the launch, such new technologies that may need 
to be purchased.

Final Prototype
Lastly, a final prototype must be created for the validation 

phase. This will be a close rendition of the actual product.

The Challenges of Commercialization
Our analysis suggests that companies often fall down in 

two key areas of the commercialization process:

• They fail to assemble a cross-functional team early 
enough in the process

• They fumble the “handoff ” between the NPD group 
(where it exists) and the line managers who will take 
over the ongoing management of the product 

Assembling a team early on is critical to gain buy-in and 
gather internal feedback that might help shape and refine 
the concept. Early involvement also helps to alleviate the 
“handoff ” phase as both groups are familiar with the prod-
uct and each other. 

Plus, line managers can help develop the transition plan 
in a way that is reasonable and achievable given their cur-
rent day-to-day responsibilities.

Validation
In this step, the final prototype must go through a final 

validation. In successful companies, this is often done 
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Ideation
5%

Evaluation
20%

Commercialization
40%

Validation
15%

Launch
20%

FlAg beArers At intel
At Intel, in order for an idea to get traction behind 

it, it needs somebody at the top who is an advocate. 
As one executive explained: “If it’s just lower-level 
people, it’s not going to happen. You need a flag 
bearer, otherwise the engineers will blow you off.”

A “flag bearer” is often the person who cames up 
with the idea. It is someone who has the passion 
to push the project through to fruition and is best 
capable of defending the concept against analysis 
paralysis.

However, Intel also relies heavily on research to 
establish whether the opportunity is (“Gold, Silver or 
Bronze”) and avoid the “loudest voice in the room” 
problem that can often come with assigning an idea’s 
author as its flag bearer.

through additional research such as additional focus 
groups, in-home or in-market tests. The right approach 
depends on the amount of risk.

Yet another powerful validation is a soft launch of the 
product to assess actual demand

This demand should be examined not only among 
end users, but also among advertisers. According to one 
executive: “If anything, you should share your final proto-
types with advertisers first. At least that way you’ll get the 
revenue right.”

Successful companies also conduct additional qualita-
tive research to probe opportunities for improvement. This 
might include focus groups with end users or with the sales 
force to make sure they are comfortable with and excited 
about the product. Qualitative research might also include 
one-to-one “pre-sell” interviews with advertisers to gauge 
appropriate pricing and demand.

If the demand appears to approximate, the business case 
and meets internal hurdles, and no major objections are 
raised by the sales force or advertisers, then it is ready for 
the launch phase. 

Launch and Tracking
The product launch is the final implementation of the 

project plan. Typical activities include:

• Create sales brochures

• Ad sales kickoff

• Create customer acquisition plan

• Training of full team in product design and content

Once the launch is complete, successful companies insti-
tute a tracking mechanism.

This tracking mechanism is typically a short survey 
among consumers and a short interview with advertisers. It 
provides a gauge for how well the product is being received 
among both groups. It also provides some guidance for 
additional tweaks to the product to enhance its appeal. Fi-
nally, it provides some feedback for marketing on who are 
the most likely buyers of the concept so the marketing plan 
can be tailored if necessary.

Our analysis suggests that newspaper companies often do 
not conduct regular quantitative tracking of new products 
with the goal of enhancing its appeal or improving overall 
marketing efforts over time. Rather, if products are tracked 
at all, it is often within the context of larger readership 
studies whose timing may not coincide with the need to 
improve and refine new products.

Overall Time Allocation for the NPD Process
Best practice companies are sometimes able to go from 

ideation to launch in as little as 90 days. However, the more 
typical timeframe for successful companies is 9-18 months 

Robert Cooper’s analysis suggests the following time al-
location to the NPD process:

This allocation indicates that the initial concept and 
evaluation work should be relatively quick. The critical 
effort is commercialization – the actual development and 
refinement of prototypes, etc.
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A scAleD-DoWn 
Process cAn tHrive

Gannett has launched a number of free weekly 
newspapers targeting young adults in the last few 
years. Thrive and Noise were among the first. These 
publications were in part the result of a multi-stage 
process that began with a regional corporate initiative.

Jennifer Carroll, director of news development at 
Gannett Co., describes it as follows: “It all started 
with a group of “20-30 somethings” that met as a 
task force regarding what young people were not get-
ting included personal finance and workplace issues. 
Classifieds were key. The design had to be energetic”.

“We did a couple of prototypes that were lo-
cally produced in Nashville. We tested it with focus 
groups and found enough support to warrant going 
forward.” Each weekly has its own distribution plans, 
its own business plan and a separate staff.

Noise is a free lifestyle and entertainment weekly 
in Lansing, Michigan. Its launch via a scaled-down 
new product development process was prudent as it 
offered limited risk. This kind of approach can often 
make sense for smaller newspapers. 

Here’s how Noise was described in the Winter 2003 
issue of Nieman Reports. “It offers readers relevant 
content by ensuring that (its) young staff (aged 23 to 
29 years old) stays tuned to what young people are 
doing in the city….Noise has done stories on how to 
undo tattoos and about bands with ties to a famous 
local guitar store, as well as regional travel and music 
profiles. Each edition contains ratings for best vid-
eos, books, music, DVDs, trends and new products, 
and invites readers to weigh in with their choices.”

Portfolio Management: 
A Key to Success in the 21st Century

Newspapers have traditionally relied on the enormous 
reach of their core product as the foundation of their suc-
cess. As circulation/readership decline, and as the cumula-
tive reach of a variety of products takes the place of a single 
product, it is critical that newspaper companies have a 
vision of how a portfolio of products combine to meet the 
needs of consumers and advertisers.

Simply having a large (and often duplicative) audience is 
not enough. Newspapers’ ability to optimize their portfolio 
of products is hampered because NPD is often limited to 
producing one product at a time. The problems with the 
“one-off ” product process include:

• Resources for new product development are scarce 
and we are rarely weighing the optimum use of those 
resources against other opportunities

• The “one-off ” product often has an internal advocate 
who can often carry the day in the absence of competing 
alternatives

• Newspapers can’t judge which product(s) best meet the 
needs of the product portfolio

• Too much importance is placed on the success of a given 
product, which leads to perverse decision making

• Too much analysis ends up being done, slowing the process 
down and increasing the likelihood of a “concept kill”

The Importance of Multiple Products in the Process
Newspaper companies should strive to have multiple 

concepts in the NPD pipeline. This increases the chances 
of overall success and limits the risk associated with failure. 
Companies should also strive to have a mix, or portfolio of 
new concepts in the pipeline--small and large, sustaining 
and disruptive.

Small and Large: Having too many large projects in the 
pipeline at a given time stretches resources and increases 
the likelihood of failure. Having too many small projects 
blunts the overall effectiveness and contribution of new 
products to the bottom line.

Sustaining and Disruptive: “Sustaining” strategies include 
improvements to the core product or new products that 
tighten connection with existing customers. Disruptive 
strategies target new customers with a wholly new product 

that becomes the engine for future growth. (For more on 
sustaining and disruptive innovations, go to www.growing-
audience.com.)

Companies that are new to NPD should start slowly. Ac-
cording to one executive: “If you’re new to the process start 
small so you can have success and get some fans internally. 
Then move on to the medium-sized projects that require 
some investment, but that prep you for even larger projects. 
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Then you can start mixing in some larger ones. Doing it 
this way helps you avoid having any colossal failures that 
shut you down before you start.”

7: PUTTING IT ALL TOGETHER: 
A CASE STUDY OF QUICK

The Dallas Morning News went through a similar pro-
cess when launching Quick.

Quick is the Dallas-Fort Worth area’s free weekday news-
paper, delivered in a quick-to-read format. The company 
describes Quick as follows:

No more fighting gigantic news pages – folding, flipping and 
shaking your paper into submission. No more jumping from 
one page to the next just to read the rest of the story Quick 
delivers your news fast, because we know you’re busy. Ab-
breviated news summaries, timely entertainment listings and 
smart tips to navigate the day make Quick a fast, fun read.

Quick is available free each weekday morning from street 
teams and courtesy news racks at DART rail stations, office 
buildings and other busy locations throughout the Dallas 
area. The publication, a product of The Dallas Morning News, 
debuted Nov. 10, 2003, and is published by Belo Corp. 

Ideation
An internal brainstorming session was conducted to cre-

ate a laundry list of ideas. More than 125 ideas were gener-
ated, which were narrowed down to the top 25 ideas by 
looking at size of market (in terms of audience and relative 
revenue potential), competitive opportunity, fit with Belo 
core competencies, and competitive opportunity.

The ideas were grouped by subject area, and then focus 
groups were conducted to better understand the “needs” 
within each subject area: sports, business, entertainment, 
lite news, fashion. Belo used word-only concepts, and in-
corporated significant discussion of competitors to deter-
mine the white space. In addition, Belo used multiple age 
ranges so they could understand how needs change with 
life stage. From these groups, Belo decided to focus on 18-
34 year-olds and their needs. 

Belo launched an internal ideation group called “Hydro-
gen” made up of 30 year-olds from across the company. 
Participants were sequestered for one week for brainstorm-
ing and concept building. They spent the first part of the 
week brainstorming and coming to some consensus around 

 innosigHt ADvises clients 
to HAve A mix oF ProDUcts 

in DeveloPment
Innosight, a pre-eminent consulting firm that 

empowers clients to develop and launch disrup-
tive innovations, believes that “management must 
balance the need to augment current offerings with 
the imperative to identify new markets and generate 
totally new products.” They advise clients to establish 
a “continuum” of new projects that are based on a 
company’s capacity to execute on them in a given pe-
riod. The brown bubbles depicted on the chart below 
reflect reserved blocks of capacity for projects across 
the sustaining-to-disruptive continuum.

Companies must combine their market expertise and technical 
know-how to create a repeatable process for disruptive innovation

Source: Christensen, Johnson, and Dann, “Business Leadership: Disrupt And 
Prosper,” Optimize Magazine, Iss. 22, Nov 2002.
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the needs they were going to try to meet. They then divided 
into four groups, and each group developed a concept to 
support those needs and presented it to a group of senior 
executives from around the company. 

Evaluation
Belo took the four lead ideas and developed concept 

boards for testing. They picked two news days and made 
them consistent across all of the concepts so that the cover 
story was not distracting in the evaluation of the concepts. 
Each concept board had two covers, a positioning state-
ment, and topics that might be covered regularly.

Belo then fielded a “quali-quant” study on these boards. 
The quantitative testing helped them to read the relative 
interest; the qualitative helped them to understand why. 

From here one concept dropped out altogether, leaving 
three leading ideas. However, there was one that overall 
had proportionally larger interest and was not polarizing 
among the group. Through advertising opportunity as-
sessment, it also appeared to have the most incremental 
advertiser appeal.

Commercialization 
At this stage, the NPD team 

went to management and asked 
for a more permanent team to 
develop the concept fully. This 
was a cross-functional group 
that was charged with product 
and business development.

The team met twice a week 
as a big team, and sub-teams 
were created to address specific 
aspects of the product’s develop-
ment, including:

• Content development

• Marketing

• Ad sales strategy and positioning

The team then embarked on a 
series of critical steps:

• Created a prototype of the 
concept

• Developed the market share 
opportunity through a robust analysis of each of the 
products in the competitive set

• Hired an outside consultant to validate the idea and 
rates with customers (i.e. pre-sell the concept)

• Determined internal resources needed to support launch

It also developed an initial P&L to determine if the proj-
ect was going to meet the company’s performance thresh-
olds for launch.

Validation 
Belo then fielded a large quantitative study to reinforce 

their hypothesis about the opportunity. The team used this 
data to round out the P&L and outline the path to profit-
ability. 

The results were presented to The Dallas Morning News 
Management Committee and gained agreement to launch. 
The recommendation to senior management included 
information from pre-selling that gave a more credibility to 
the revenue projections.
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Launch and Tracking 
After launch, the team fielded another “quali-quant” test 

designed to read Quick vs. competitor AM Journal Express 
and The Dallas Morning News. The team wanted to under-
stand:

• If the actual product met the needs of the audience

• If the product did that better than the competition

• What the relative strengths and weaknesses of the 
product were vs. DMN and AM Journal Express

The team made considerable design and navigation 
changes based on the results of the research. Belo then 
committed to a readership study every 6 months for the 
first 18 months of Quick’s existence. This has now been 
scaled back to annually given that Quick now has an 
adequate sample size to measure through Scarborough 
Research.

Key success factors for the Quick development process 
were:

• Single point of accountability

• Inter-department participation

• Multiple concepts for evaluation

• Facts from quantitative research
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APPENDIX
Lists of Participants

Thanks to the following individuals for taking part in the 
study. A special thanks to Laura Gordon for her assistance 
on the Quick case study.

internal Participants – newspaper companies

• Javier Aldape, editor and vice president, product and 
audience development, Hoy/The Tribune Company

• Bill Blevins, vice president, Internet operations, 
Community Newspaper Holdings

• Nick Cadwallender, associate publisher, The Free 
Lance-Star, Fredericksburg, Va.

• Jennifer Carroll, director, news development, 
Gannett Co.

• Bob Cauthorn, president, City Tools, San Francisco

• Rusty Coats, general manager, TBO.com, Tampa Tribune

• Karen Crotchfelt, vice president, marketing and business 
development, Arizona Republic, Phoenix

• Drew Davis, executive director, American Press Institute

• Mary Lou Fulton, vice president, audience development, 
Bakersfield Californian

• Laura Gordon, senior vice president, marketing, 
The Dallas Morning News

• Chris Jennewein, director, Internet operations, The San 
Diego Union-Tribune

• Stacy Lynch, director of innovation, The Atlanta 
Journal-Constitution

• Joycelyn Marek, vice president, marketing and public 
affairs, Houston Chronicle

• Bernie Niemeier, vice president, planning and research, 
Media General

• Mike Phillips, former editorial director, The E.W. 
Scripps Company

• Jim Smith, research director, Morris Communications

• William Steiger, former director, audience development, 
Orlando Sentinel

• Steve Yelvington, vice president of content strategies, 
Morris Digital Works

• Owen Youngman, vice president, strategy, Chicago 
Tribune

external Participants

• Scott Anthony, principal, Innosight

• Antony Barton, corporate market research, Intel Corp.

• Jim Deveau, president/adjunct professor of marketing, 
The Catalyst Consortium/NYU

• Dan Dimancescu, author, World Class New Product 
Development: Benchmarking Best Practices

• Joyce Haas, product manager, WebMD

• Robert McMath, author, What Were They Thiniking?: 
Marketing Lessons You Can Learn from Products that 
Flopped

• Sheila Mello, managing partner, Product Development 
Consulting, Inc.

• Gudjon Olafsson, group marketing manager, Foster 
Farms

• Anne Orban, director, discovery and innovation, 
Innovation Focus, Inc.

• Hamsa Thota, president-elect, Product Development 
and Management Association
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