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WEWSPAPER STAFF: GETTING AND KEEPING

For wany CUP papers the problem is not. getting a staff, but keeping it.
Throughout the years a nvmber of methods have proven effective in getting
people through the newspaper office door for the first time. Everything from
mammoth posters to nevspaper ads, to ads on university radios, to booths
selling magazines in the halls to free beer have all been effective in get-
ting new staffers out.

Most new staffers don't last too long however, as newspaper offices tend
to be busy plzces where the people don't always have time to pass on their
expertise or infornation.

The follewing article from Editor and Publisher magazine seems to pro-
vide a structure that would make it easier for a new person to fit more easily
into a smaller workinag group from which he could learn and to which he could
relate.

Some ;eople unfortunatel; consider-any sort of structure '"undemocratic."
Completely unstructured papers can work if the entire staff is knowledgable
and the operation is small enough. But in most cases very little knowledge
is passed on to a new staff in this situacion and when the old staff leaves
the papcr is in trouble.

A working structure does not undercut staff democracy, but rather in-
creases it a2s wore of the staff con come bacome involved intelligently in
the paper in 12sc cime, Uith greator involvernnt and a sense of place on the
paper, staffers are less likuly to tolerate autccratic decisions by an editor.

Harkirs paper swegests one member of the group would "direct' the groups
sctiviteis but tiis would not have to Le the case. In a group of this size all
rembers wvould have far more impact in democracic decision meking than could
be true in a larze staff wosting.

“he scrt of small groups deseribed by Horkins paper also guarantees some

ontinuity in the »aver since when a new staffer begins work in one of the

gvoupe e wiil be gble to work directly with people who have Leen covering
the scpject for some tima.
It al!zo avoids the proebicm of alienation many writers feel when they
ere stuck by therselves cax a omall Lesa: without much interaction with a larger
group.
B SYSTEM
By Bill Hanxirs, City Editor,
Pallas Times-Herald
T¢ becawz gppareat several years ago the Iamiliar beat system most news-
pepe~s had vead co0ld no longer cope with the changing needs of news gathening.
News teuce were developliug fastes than newspapers were adding reporters.

Amohc those added in the last fow years were ecology, consumerism, energy,
minoxicy affairs, etc.
The bests alco develored overlaps which oftentimes were confusing and
unworkable,
To r}upensate, newspapers bogan to turn more and more to the team
gning 2 group cf reporters to a coverage areca, While proving

approacii-~acsigni
satisfe: t(ry in some areas, team reporting created problems in communication;
in controx ed (“d aven copy flow, and in wasted man hours.

alizirg those prollens existed, the Timz: Herald created still another
systhv xtxliziur the zood gualities of both beat and team reporting.

We divide wozorteis into groups sirilar to the team approach. The differ-
ence is that c¢2rtoin members in the medule maintain permanent beats, while
others rove fi.m beat to boat as dciermined by the news activity.



One module--government--has six reporters and a module leader who
directs the group's day-to-day activities (he's a working reporter himself).
The permanently staffed beats are City Hall, county courthouse, federal beat
and education administrarion. Two other reporters and the team leader rove--
going where the news flow is the heaviest.

The benefits are these: A reporter is not necessarily locked in on a
day in which the beat is dead while other reporters are over extended because
their beats are especially heavy.

The rovers are familiar with each beat and its news sources, and can
step in without coverage gaps during vacations,

Because the rovers are available, the regular beat reporters in a module
can step out of the day-to-day routines from time to time and do research and
depth items.

The module leader can in an urgent ,situation station himself in the office
to expedite a called-in breaking news event from reporters within his module.

It helps build future beat people from the rovers and help build leader-
ship qualities in the module leader.

It adds one side effect in competitive situations. When a beat reporter
from an opposition paper has a heavy day keeping up with breaking news, it
is a psychological blow to find three reporters from a module covering the
same ground.

The modules are organized to back each other or to intermingle when the
need arises.

The Times Herald has six modules: govermment, spot news, news team II,
metropolitan, special assignments and rewrite. Each has a particular function
as a team. For instance: Should a crisis develop requiring immediate action
by several reporters, the six-man spot-news module is dispersed to do the leg
work, while news team II would provide a desk man to each man in the field.

If still more reporters are required, the special-assignments module
would be called next, then metropolitan and then the governmen t module.

Each module has a book of guidelines to follow in such instances, and
a set function to perform.

One of the module system's advantages is saturation coverage.

That involves news team II, which one day a month moves its six reporters
into City Hall assigned to major department heads. Each reporter will spend
several hours picking the mind of the department head for information and
story ideas and looking at how his department functions. From this, the re-
porter will do any spot news stories, then file a report with several further
story ideas about the department he studied. All this has been done while
the regular City Hall reporter is working his normal beat.

The saturation team's reports and the story ideas are taken by the
city editor, then turned over to the government team leader for follow-up.

News team II's saturation coverage then turns to the county courthouse
one day each month on a regular basis, the school beat one day a month and
the federal beat one day every three months.

This keeps ideas generating. It makes the sources on the beat aware the
newspaper is interested, and gives both the saturation team and the regular
beat reporters a better idea of what's happening around them.

Another highly successful use of the module system is this: We take six
good ideas on the City Hall beat and assign one each to the saturation team
reporters for six quick stories in addition to what the regular beat reporter
is picking up.



The beat method used in modules is not necessarily the traditional beat
system under which the reporter is responsible for doing every story on that
beat. Under the module system, the "beat' person is a monitor of that area
of coverage. It is his responsibility to recommend to the city editor cov-
erage of what he sees happening on that beat. This allows the city editor
to assign coverage of stories the beat reporter might put aside because he
doesn't have time to them.

In this aspect, the module system eliminates jealousies that used to
arise when one reporter crossed another's beat to get a good story.

Communication is the key to sound operation in any area. The modules
stimulate that communications and the growth of ideas. For us, it is a highly
workable system.



