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Basic premise: The core challenge 
is organizational. 

Put as much emphasis 
on transforming the 
organisation as the 

product
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Media companies have progressively
expanded over past decades

Print newspapers

Print supplements

Website

TV channels

Niche channels

On-demand

Mass

Niche

Digital/online

Social/mobile Apps, Facebook, Google Apps, streamed, YouTube

For audiences: massive increase in choice. For legacy orgs: complexity, 
stretched resources, pressing need to rebalance asset & expertise portfolio

Historic 
strengths, 

assets here

Future here
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Largest listed US media companies

Overshadowed by platforms

Lower revenues, less control of how/ where content is consumed, weaker 
relationship with audiences – but platforms bridge to the next generations

Source except BBC and NYT: finance.search.yahoo.com. 
Data accessed 17 February 2016. BBC:  BBC Annual Report. 
NYT Yahoo Finance 4.2.2016



Legacy media have been on a transition 
journey for nearly two decades

1. All have some degree of ‘tech debt’ – unfinished major 
change projects

2. Burnout is real issue for those driving the change and  
working on boundaries of old and new

3. Not everyone has seen the Demogorgon - understanding 
of the severity/scale of the challenge is uneven
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“What has 
strategy been 
like in recent 

years?”

“retro-fitted – didn’t 
feel like a strategy at 

the time”

“constant fire-fighting”

“defined by many
individual projects”

“rebuilding the aeroplane
mid-flight”

“opportunistic”
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Disentangling layers of strategy

Long term strategic goals 
(Why do we exist?)

‘shiny new things’ 

Revenue
(How will we finance it?) 

Tech
&

data

Insights from 
audience

Insights from  
audience 

Collaboration 
inside org
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Strategy  - core principles

• Have an endgame (think like a VC – ‘how should our world 
look like in 7 years – what is our roadmap to get there?)

• Why are we doing this? – know, always

• Reduce complexity wherever, whenever you can

• De-sensitize the organization to exits
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How (and where) are tech, business 
and journalism merging?

Dig. 
Storytelling

Social 
Media

DataProduct

“deepen engagement”

Platform Universe

“get stories in front of 
people”

“connect audiences to stories”

Dig. 
Storytelling

Social 
Media

DataProduct
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Journalists’ role broadens and 
becomes more strategic

Build 
relationship

Journalists

Podcast

Loyalty ↑
Engagement ↑

Sustainability ↑

audience become 
‘people’ / ‘friends’ 

Ownership of 
their field

TwitterConversational 
newsletter

Events

Autonomy
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‘Knowledge hierarchy’ is changing

1. Expertise is no longer automatically correlated with 
length of experience

2. Much critical knowledge is located in newer areas, at 
lower levels and at the periphery of the organisation

Ensuring information flows, up, around, as well as down, is essential
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Culture – three messages that need to 
‘land’

1. Leadership ‘then’ does not automatically mean 
leadership now (in fact, the opposite applies).

2. The path to a sustainable future is really not evident. 
Everyone’s input is needed to find a sustainable future.

3. Technology is now absolutely intrinsic to everything.
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Cultural differences, but overlaps too

Liberal arts Engineering

Serving audiences

Risk ‘averse’

Perfecting UX

Experiment

Journalism Tech

Clarity of 
thought/language

Commitment
to craft

High intrinsic
motivation

©Lucy Kueng. @KuengLucy. www.lucykueng.com



Permanent  
Learning Unequivocal 

signaling 
from 

leadership

Approach culture change indirectly

Flexible 
structures
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Data 
insights

Nudges in 
everyday 
systems

‘Porous 
boundaries’



For leaders this means

1. Relentless communication of goals
• Overt (town-halls, newsletters etc)
• Implicit (meeting choreography, job titles etc)

2. Building info channels to ensure info can flow up
• Links wth digital talent (reverse mentoring)
• Regular ‘micro-events’ with mixed groups of staff
• Getting in touch with audiences, directly
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“Leadership is about transparency and messaging: 
here’s my goal, here’s how I’m doing it, and I’m going 
to repeat it constantly, bang it in … it’s really fricking 

hard”

“the Editor has to talk about digital all the time. All 
the time. People have to know I care about it … and I 

will hold them accountable”
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Maximising learning

• Porous boundaries – maximise contact with peers 
successfully dealing with similar challenges

• Continuous inputs – DIY as well as formal

• Embedding – accelerate skill acquisition, speed 
processes, trigger innovation
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“we get in contact with good people around the 
globe. It’s about speed. It’s about saving time by 
not making a mistake someone else has made ”

“If someone goes off and does a two-hour AI 
breakfast, then they take someone with them”



Flexible structures

• Multi-disciplinary teams and temporary strategic 
project teams as basic building blocks

• Internships, summer fellowships (build pipeline of 
future digital talent) 
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Permanent  
Learning Unequivocal 

signaling 
from 

leadership

Culture change rooted on other 
transition priorities

Flexible 
structures

©Lucy Kueng. @KuengLucy. www.lucykueng.com

Data 
insights

Nudges in 
everyday 
systems

‘Porous 
boundaries’

Strategic
Clarity

Deep
integration tech

& data



Craft the
narrative

’What we have to do 
and why’

Develop the
strategy

Goals, decision-
making principles, 
plus burning issues

Embed in  the
organisation

Use all available
levers to change

culture

From strategy, through leadership, to 
culture change



Four final points

1. Innovation is critical, but innovation ≠ strategy.  

2. Digital storytelling is fun. Transforming organisations is a 
grind. It wears people out. 

3. People issues (talent and learning) are very strategic and 
where biggest opportunities left on table. 

4. Everyone is doing most of this but God is in the details -
calibre of execution and extent to which elements are 
joined-up.
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Free download: http://bit.ly/2zY0IYD

http://bit.ly/2zY0IYD
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