Internal Digital Refresh Workshop:
Strategic Retreat Agenda
Day 1
Project/Retreat Goals

ColorLines goals and needs:

· How to fit the findings from this workshop into works in progress. 
· Colorlines is transitioning from thinktank—how does organizing fit w/editorial? What about print to digital? 

· Needs: Nimble/robust social network strategy and goals

· Marketing Colorlines’ change of editorial strategy

· Move core readers to be active participants that share more content and eventually become donors.

· Develop an infographic/multimedia partnership strategy
TMC Goals:
Work w/your organization to revamp and refine your overarching digital strategy.
Identify your current and future target audiences for best strategy in journalism, community building and revenue generation models. 
Develop one experiment or advancement based on digital strategy identified out of strategic retreat. TMC will provide consulting/support on that experiment for three months.
Digital Profile Analysis
What did you learn from completing this profile? 

· Tumblr is good way to get out infographics

· Need to work more on realtime analytics, KPI SEO, SMO
· Search is a big deal. Mainstream pop culture drives a lot of marketing.

· Colorlines does well at capturing people. Is our audience consistent? 
· People really do like to share our stuff. 

· Noel: move gigya project higher priority?

· Organization is very integrated. Online and offline is going in a good direction, but haven't capitalized on it as much as should.

· Facebook is a big deal and worth working with. 

· External: not a lot of traffic is  coming from other blogs and other sites. Our content is not playing in that world.
· Audience can be a lot bigger. Can we grow by 10x in next 6 mo.?

Staffing Overview

	Staff
	Roles

	3FT
	editor/writers

	2PT
	Writers

	2PT
	Multimedia

	2PT
	platform development

	1FT
	platform development/project management

	1PT
	graphcs/photo

	Freelance 2/week
	 

	to-come
	Marketing person FT


Concerns: Trying to insert Colorlines into the news cycle, but don’t have a set schedule/system to do so. In terms of capacity, should staff be dedicated to working on only one brand? 

Bizplan showed 
2-sided: cash cow and popular media

Colorlines is a more known brand than ARC
Understanding your four audiences
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Integrating Audiences and Goals 
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Other Potential Revenue Sources
Video Distribution, Advertising, Sponsorships. Use platform as a brand to convey other content. Before developing any widgets/tools, ask who would pick it up and what's the ROI? Revenue generating widgets that are working: Care2 and Change.
Tactics for growing and converting audiences
Core: Comments system; Community and social network management; timely, consistent, reliable; starting to engage; interactions at Facing Race Conference;

General: Direct ads, 

Networked: Geo ad buys, remnant ads, targeted ad network.

Distributed: Increase linking via partnerships with other orgs. 

What other opportunities do you see to move audiences down the funnel?
-Cultivating and converting networked audiences: reaching out to Blogger, ambassadors and Media outreach to generate more general audiences
-Ramp up clips based video content to build out networked and distributed audience. Need to also focus on the conversion from the person watching the video to the person who visits colorlines.com.
-Pop culture snippet blogging to make into teachable moments. IE Last Airbender and Hollywood whitewashing. Need to do quick hits that can create a rewarding user experience for people who return.
-Do more work to leverage existing content.
-What about creating a pop culture critique lens for easy SEO and branding. Need to think about creating a particular brand.
-Need to have analytics refined to a more personal level. So that we know what specific beats are converting people.
-Infographics are very frequently shared.
-Want to find out ways to help users generate content of their own without commenting.
-Needs to incentivize good community interactions. Post emails, highlight/respond to comments, etc.
-Action Tab/Action Channel. Would be a smart place to brainstorm around interaction, etc. Reader action of the week?
Identifying topline opportunities: Digital Next Steps
What does Colorlines need?
#3-Audience Explosion: Cultivating and converting networked audiences via Social networking strategy, Nimble API, Boosted Interactivity. What can we do to get 20K people visiting the site per day by the end of 2009? And what do we move them to do?
-How to market CL’s changing editorial strategy
-Create a “webbier” editorial model. Pop culture, user engagement, etc.
#2-Need an ongoing communication and partnership strategy
#1-Action Tab/Action Channel. Would be a smart place to brainstorm around interaction, etc. Reader action of the week? High priority for Kai.
-Strategy for listbuilding
-Making Analytics more cohesive.
-Revenue strategy that includes advertising and donations.
Debrief from Day 1
-Great to get on the same page, and really excited about the pop culture pieces.
-Overwhelming in a positive sense. Really encouraging to hear that they think they can be successful.
-Learned a lot. Been so comprehensive and we haven’t done work on this level before. Translating this to the management team is going to be very important.
-4 audiences was incredibly useful and there may be an interesting hybrid—merging the action/racial justice framework in this way. Would like to get another session with the management team, but would request a follow up meeting to reiterate the big possibilities.
Day 2
Some new thoughts:
Thinking about Facebook and how to better impact the conversation. Myspace has more people of color on it but doesn’t have a newstream where people can access information that’s posted.   
Gygya is a tool used so that when people log into a social networking site the API can pull all of their information.  
Top 3 ideas from last night
#1-Action Tab/Action Channel 
The goal: Create a different kind of news - you get reporting, analysis and then you can do something about it. 
Brainstorming:
-Reader action of the week is high priority.

-Looking to keep the element of connecting people offline who are engaged. 
-Action items could be anything from petitions to rallies, to video blog campaigns.  It’s a place for agency of some sort. Looking for a call -to-action that would actually be on the homepage. 
-Connecting people who are news-makers, social networking, journos, bloggers, - using media to make change. 
-Trying to keep Colorlines as advocacy journalism - there’s a question of where you draw your lines. You’ll have more impact if you integrate the two. 
-Things only go on the Action Channel if they’re from partners and you can cross-pollinate, you could use colors or something to designate which is which.  
-Write a line of full disclosure. -Narrate the issues, motivate the action and then it’s other people’s responsibility to execute the action. 
-Create the criteria for what your campaigns looks like and how that will integrate with what you’re producing.
-The Action page is an aggregation vehicle and is populated with a lot of stuff that is happening now. 
Once you’ve demonstrated to readers that the call to action has power, people become more engaged, because they think their action will have power.
Potential follow-up for the experiment: MC can help to flush out some of these issues. 
Moving forward:
A. How will editorial integrate with a campaign?
B. What are tools and strategies you can use to actually move people to action- best platforms, marketing opportunities. 
Most blogs that have gained a large audience, it’s because they built that audience over years. Usually, it’s because they’ve had a break-out moment in which they owned someone, where they were the place that was breaking new news, was the watering hole to talk about it, and that was aggregating everything else about that event, and that that site was driving the story. 
#2-Need an ongoing communication and partnership strategy
I-Word Outreach
Phase 1: Research and gathering endorsement. 
Announcement blog – there will be no separate web presence for the I-Word Campaign, it will be integrated it into the regular content. 
Celebrity in the video - endorsement of web celebrities and get them to post the video. 
Parody - web celebs, or celebrities to do a parody video. And then get one semi-big name to write about the campaign and link to the site.
Appeal to pop culture sensibility ie: Funny or Die.
Rolling out the argument….
Give a strong visual snapshot that people are dying, something touching and compelling. Think ongoing, instead of one-off.  
-rollout 1 statistic per week.  
-Crowdsourcing can help it feel ongoing. “Tell my story.”
-Have an engagement tool. 
-Who is your target?
- Change the debate with media and government.

-People are defining their communities in different ways. Visualize that for people. 
-Figure out what is the one cohesive idea people can build around. 
-Keep your emails/communications and asks very simple and no more than 3 asks. 
-Target your action steps in a way that you can report back on them in order to establish the momentum that you’re building. Something that can be brought back into the public sphere. 
Goal: 
-Goes back to wanting to popularize social justice. They want to humanize people, and generate new conversations. 
-Change the AP Stylebook. 
Outreach: 
-Gather progressive media endorsement, national immigrant rights, and human rights organizations. Engaging linguists, and folks who work with children to see how children are impacted.  Continued media analysis. 

-How can other publications become allies, or how you can you target conservative media to get them flustered?
-Pressure other groups to change their policy in using the I-word. Target people who are already on your side to pressure them to help you target their audiences and get them behind your campaign. Get them to use their leverage on your behalf. 
Action Step: A day of action on college campuses, and smaller outlets. Create of a toolkit to help students progress the conversation. 
How will editorial own this?
- Policy blog and a results blog. 
-Curation and aggregation of information.

-Cultivate controversy - pick the fight with conservative media so that you can narrate the fight for your readers and you can mobilize support. And explain to readers as you go how you’re winning the fight. 
Be proactive instead of reactive. 
-Provide a Spanish language version of at least some of what you’re creating.

-Go to the investors in your target. They are the ones who are going to scare your target to get what you want. 
#3-Audience Explosion: 
Cultivating and converting networked audiences via Social networking strategy, Nimble API, Boosted Interactivity. 
Goal: Get 20K people visiting the site per day by the end of 2010. 
3 elements
:
1. Editorial shift of giving general audience more and more webby stuff and making the site stickier so people are coming back. ie: video clips, more aggregation, curation
2. Building networked audience thru blog outreach and social network strategy
Blog/web intellectual allies:
Racalicious
Feminsting
PostBougie
American Prospect
CCC blog
TPM
Firedoglake
ThinkProgress
DailyKos
the -ist Blogs
Pandagon
The Daily Beast
Jack & Jill Politics
the Atlantic
Open Left
-Create an email list of all of these people and send an email when new/interesting content is created.  
-Send out only unique pieces of news or analysis or an exciting/relevant infographic, when reaching out to this network.  
-Have a general BCC list, and then have a strategic list to invested partners. 
-Target the special interests of people on the list.
-Start making relationships with Latino bloggers. 
-Use ChartBeat to help you determine which places to focus your effort. 
-Focus on developing audiences not just links. 
-Make clear to the folks that you have those relationships with that you’re asking for a favor of their support. 
-Be mindful of capacity – how can you leverage the most capacity from these relationships?

Getting to your goal pageviews -- This blogger list has a collective audience size of about 1 million. Peeling off a few hundred or thousand at a time, you’d have to get 2-5 links per week to get to where your conversion rates are hitting your goal.  
Who will be the best to handle these relationships? You want to build capacity and relationships.  Have someone who has Chartbeat up everyday and sees the results of their work - obsessively tracking your traffic and references. 
Needs:

Develop: interim and long-term blog and outreach strategies. Might want to consider an outreach person more than a marketing person. Need someone already connected. 
Social media strategy:
Twitter: 3,000 followers, about 100 who are regularly reaching content. 
Tweets are generated automatically from the RSS feed. Putting personality behind the tweets is helpful in building audience but capacity must be assessed and prioritized. 
Twitter audience building:
-Start doing #FF and thank people who follow. 
-Switch to @colorlines, and should do it before the I-word campaign. Take a week or two to push people over. You may have to do a little campaign to convert over to the branded twitter handle. 
-Set a goal for followers: target bloggers, press lists, Melissa Harris. And ask them directly, can you tweet this out, and ask people to follow us.  
-Tweeting important content multiple times - it’s a fast stream and can get overlooked by many. ie: break out multiple tweets on some of the biggest stories. 
-Tweet out a primer for a big news release, like a sneak peak.  
On the website: put above the social network buttons language like, “Spread the word” or something of the sort, and people will be more apt to join. 
Facebook:  Generally post about 3 times per day. There is an active commenting community but could grow still. 
-Website and Facebook page should more actively connect other social networks – include language instructing people to “follow along”, etc. 
-Cross-promote between Facebook, the blog and Twitter. Ie: When you get good comments on your FB page, take the best and post them on ColorLines page, and then cross-post.  
Looking at running a Facebook campaign for the I-Word
Digg: social book-marking
Reddit: social book-marking
StumbleUpon: there are rumors that it drives traffic, but is hard to figure out
Buzz: hasn’t resulted in much traffic yet, but is it’s own social network
Tumblr: between general audience and bloggers --> people who are politically aware, etc. It’s introducing the brand but maybe not driving traffic. 
10:10-10:45 Pick your project!
Based on the three areas/ideas that your organization would like to pursue, participants will identify one area that your organization would like to explore/experiment with over three months with support of TMC workshop leaders.
Facebook strategy
Twitter strategy
Blog outreach
Action Channel strategy
10:45-12 Digital Refresh Workshop Project: Iterating the 3 month goals, needs and next steps
Participants and TMC workshop leaders will identify the goals, next steps for helping move forward on a major digital project.
Noel and Tracy will debrief management team and specify more on audience explosion and social network/blog strategy OR the Action Channel strategy.  
�These are from Noel and are a little abridged for clarity


�TVS can you clarify on this note? It’s from Noel and I don’t think JB or I were in the room for it.


�I never caught what the 3rd element was – TVS do you remember?





