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How a 140-year-old independent local
newspaper harnesses the creative
energy of its community

Dan Pacheco
Sr. Manager of Digital Products
The Bakersfield Californian
dpacheco@bakersfield.com
dan@futureforecast.com

FLEET News(s) generation conference
31 January 2008 - Brussels, Belgium

About Bakersfield

At the base of the Central Valley of California
90 minutes north of Los Angeles, 6 hours south of San Francisco.
330,000 people and growing.

Industries: Agriculture, oil, and bedroom community for people who
work in Los Angeles and coastal towns.
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About The Bakersfield Californian

Locally focused newspaper
Independently owned for 140 years

Not part of a large media chain like E.W.
Scripps or Gannett. This is increasingly
rare in the U.S.

The only paper of its size in Bakersfield.

Publisher takes long view
Thinks ahead by 5-10 years.

Award-winning products
Innovative in both print and Web.
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Bakersfield Internet Usage

Internet usage increasing, but is not yet ubiquitous
56% have used Internet in last 30 days.
45% have broadband (25% DSL, 20% cable modem).
12% still use dial-up Internet.

Ave. time spent online hovers around 1-4 hours / week

25% -
20% 1
O Less than 1 hour
15% - @1 -4 hours
W5 -9 hours
10% - @10 - 19 hours
M 20 hours or more
5% M 3-D Column 6
0% +

Percent

Source: Scarborough Research 2007. Kern County and Bakersfield

And yet, our newspaper Web site is
full of action and thriving with
activity. Just look
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WE ARE THE LARGEST CANCER

CENTER ON THE WEST COAST D e M@T

Kern County’s #1 Marketplace

HOMES: Thousands of MLS listings; alerts

Weighed Down BHS fight Kern Life Episcopal church

Free live score alerts!

Sign up for live text message alerts from every i : .
nrioreigares IOBS: Post your resume; email alerts; job tips
Check out our Condors page for everything you
need to know about your favorite local hockey
team.

WHEELS: Autos, pickups, recreation & more
CLASSIFIEDS: Merchandise, furniture & mor
Place a Classified Ad | Advertising Info

F&insideguide

Business Review:
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FEATURED COVERASE

CHILDHOOD OBESITY

WEIGHED DOWN:

Obesity plagues more than
60 percent of Kern County
residents. Many are under
18. Here are four of their
stories.

LATEST NEWS

Maore News...

rom Local People

Networks call Obama
winner in South Carolina
CNN, MSNBC and Fox have all
called the South Caralina
primary for Sen. Barack

ADVERTISEMENT

Obama.

FEATURED VIDEO
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Click to play video

The Quezada family enters their
Habitat home (2:01)
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More Video...

The Quezada family enters
their Habitat home {2:01;
The Quezada family received
a Habitat for Humanity home
built in five days through the cooperation of a
number of construction companies.

Undocumented toddlers
2:20!

Hospital slip-up leads to twin
hassle

m Dwight and Vince take over

More...

o3 Benham: Tossing and turning humble thed!} Benharm: Waiting until 5 for wine could

sleep Nazi (2:39

o3 Benham: Fixing stapler has to top life's

drive a quy to drink (3:18

o) Benham; With home sales, we're glad to

dreaded tasks (2:47,

MOST READ STORIES

-

. Woman killed in hit-and-run identified

. BHS fight: officer hitin face. student hit with
Taser

. Funeral services for Jan. 26

. Grapevine reopens. but snow may return
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. Hospital foul-up: Bakersfield twins exist, but
not on paper

STAFF BLOGS

rawreports : Sheriff's Homicide Detective call 0...

see but not to know

FROM THE INSIDE GUIDE:

READER REVIEWS

Reader’'s Choice Poll

The Bakersfield California

Vote Online

Red Brick Pizza
2 stars from patbluel347

Los Hermanos
3 stars from EnchantedCypsy

La Cabana
3 stars from EnchantedCypsy

Red Pepper Restaurant
3 stars from EnchantedCypsy

Milt's Coffee Shop
4 stars from EnchantedCypsy

Rentals
Jobs

Autos

Merchandise

Pots

CHAs FT. All shifts. Please an
in person Valley...

WATER WELL DRILLING HAND
hr shifts, DL reg'd...

Pacific Almond has the follov
open paositions. E...

Barbour Corporation. a qrow
drilling company sp...

Be in a Knight truck by Thurs
4on/4off & Owner...

LECAL SECRETARY Professio
downtown law firm see...

Inside Sales Person With
Industrial ¥alve Experien...

LWNs FT. All shifts. Please ap,
person Valley...

More Top jobs




This is no accident, but rather the
result of careful planning and
unwavering focus on the future.

New Products Group
I

Formed in early 2004.

Small, nimble, set up for success.

- Never larger than 5 people (only 4 now).

- Visionaries and evangelists.

- Reports directly to the CEO.

Focused on new products and innovation.

- Bakersfield.com and 8 other brands.

- Experiment with new technologies, approaches.
- Incubate new concepts, hand off successes.

Overarching Strategy

Grow unique market share of consumers and
advertisers in Bakersfield.

- It's about maximizing local penetration, not
national or global reach.

- Target non-newspaper readers.

- Take brand affinity into account. Not everyone
relates to a 140-year-old brand.

This naturally lead us to niche products.
- Neighborhood news.

- Youth.

- Hispanics.

- Newcomers.

What we’ve done in four years

Network of 9 sites generate 4.2 million pvs / month.

User-generated content makes up 20-30% of that.
26,000 users with public profiles (8% Bakersfield pop.)
39,000 friend connections.

124,884 comments on blog postings in 22 mos.
117,000 tags on network.

46% of profiles and 57% of blog traffic generated from
new niche Web sites that didn’t exist 4 years ago.




And we’ve grown in print, too

“The Core”
(It used to be just this)

New since 2004:

The Bakersfield Californian
60,000 daily, 70,000 Sunday

Tehachapi News
8,400 weekly

Northwest Voice
28,000 every two weeks

Southwest Voice
28,000 every two weeks

Bakersfield Life
65,000 monthly

Mas Magazine

17,000 every week; 13,000 home
delivered, 5,000 in racks

Bakotopia Magazine
10,000 every other week

Why a multi-brand strategy?

Less time, more choices mean you can’t reach
everyone through one product or medium.

How most
companies still
approach media.

Dad: newspaper
Kids: TV

Mom: Where is
mom in this picture?

Today’s media landscape

People “graze” through the day from different sources. And
they increasingly put content back into it.

| can get whatever | want, when | want it, how | want
it. Everyone’s pattern is different.

And it keeps morphing every day

In Second Life, your avatar can walk up to a row of kiosks
and pay “Linden Dollars” for a PDF version of multiple
publications.

Irony: print circulation is falling in real world, but rising in the
virtual world! Now I've seen everything.




The new reality

“... Traditional business models ... are based on
aggregating large passive audiences and
holding them captive during advertising
interruptions

In the new-media era, audiences will occasionally
be large, but often small, and usually tiny. Instead of
a few large capital-rich media giants competing with
one another for these audiences, it will be small
firms and individuals competing or, more often,
collaborating

The Economist; April 20, 2006 print edition

How to maintain & grow audience?

Our challenge: offer a little bit of everything for

everyone, but in many places.

One brand on one platform won't cut it.

Leverage peoples’ desire to get involved

It's no longer necessary to hire a reporter for every “beat,”
and there are so many that this is in fact impossible.

Niche communities are the perfect fit!
Community embraces and counteracts fragmentation at

once.

You can aggregate audiences for advertisers in a network of

niches.

You can get the community to report on itself.
And the users themselves make great content!

The Northwest Voice

First “citizen journalism” product by a U.S. newspaper.

People submit articles that are printed & delivered to
peoples’ homes.

Kids’ accomplishments, recipes, local issues.
While content comes from Web, most revenue is

in the printed publications.

Triggered a wave of similar initiatives across U.S.

http://www.northwestvoice.com/
http://www.swvoice.com/
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£2= My Stuff £2= Editor’s Picks

You are signed in as |

The Northwest Voice is a free
community newspaper that is mailed to
over 10,500 subscribers in Northwest
Bakersfield every other Wednesday. Our
Web site is updated daily and includes
even more news and pictures. Learn
more about us.
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See More Photos
submit Yours!
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Growing up
Cal State Bakersfield projects to expand
campus offerings, create ‘hub of student

Recently Posted Ads
'WANT TO LEARN HOW TO SAVE
70-80% ON TRAVEL ?

As a Referring Travel Agent { RTA )
my family and | can take vacations
atf...

De clutter specialist at your
service

Is all that clutter adding stress to
your daily life. Let me help you
getr...

Your Ultimate Online Travel Store
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CLICK HERE TO SEND STORIES.
& PHOTOS

Register About Us
Photos Contests

Contact Us

Church

Recipes

Rack Locations
Celebrations

SHARE YOUR ¢

ce

CLICK HERE TO SEND STORIES.
& PHOTOS

Rack Locations
Celebrations

Register About Us Contact Us
Photos Contests ‘Church Recipes

SHARE YOUR ¢

ce

CLICK HERE TO SEND STORIES.
& PHOTOS

Contact Us

‘Church

Recipes

Rack Locations
Celebrations

Links
Letters

£2= Content Manage

Status =t _'J Type I s j Print Edition | --- j

Date Created Date Posted ! Category | -—- j

Featured | Search Terms I User Filter I

Click to view deleted content

1234 ..203 204 205 206 <= <=»
Select All, None
Select Status Featured User Title Type Created Posted E:'I-Ir.;‘on
- pending Unfeatured shiville @ SPECIAL EVENT INVITATION! event 11/04/07 11/30/99  None
[ | pending Unfeatured RSK @ Wienermobile at Boomer's event 11/02/07 11/30/99  None
( pending Unfeatured RSK E Wienermobile at Marketplace Yons event 11/02/07 11/30/%9  None
o pending Unfeatured RSK @ ‘Wienermobile at Rosewood Retirement Community event 11/02/07 11/30/99 None
- pending Unfeatured bakersfieldbobbysox @ Girls softball registration, no tryouts event 10/31/07 11/30/99  None
i ] pending Unfeatured mfernandez M All Sportz Night event 10/22/07 11/30/99  None
- pending Unfeatured rfrankhouser M HOSPICE VOLUNTEER TRAINING CLASSES FORMING event 09/05/07 11/30/99  None
[ ] pending Unfeatured loristerling @ first day of school event 09/04/07 11/30/99  None
Karaoke Contest Official Location Kosmos (Chevy
T pending Unfeatured djkyle Showdown) Under 21 event 07/24/07 11/30/99  None
Celebration of Daniel Dawson : Fund Raiser for his

[ pending Unfeatured LindamFrancis AR e e event 04/15/07 11/30/99  None
- pending Unfeatured pscott99 @ Mayday! Tugs of War event 01/24/07 11/30/99  None
[ | pending Unfeatured themelaman @ Local Writer to Debut on Public Radio event 12/30/06 11/30/99  None
( pending Unfeatured djkyle E Kill The Keg Karacke at Kosmos event 12/28/06 11/30/%9  None
o pending Unfeatured djkyle @ Kill The Keg Karaoke at Kosmos event 12/28/06 11/30/99 None
- pending Unfeatured strollergirl @ Stroller Strides Grand Opening event 12/19/06 11/30/99  None
= nandine  linfastirad  HallaRabarcfiald  [% 7] FOF Football Fans: Book Signing Friday, Dec. 2210 .. 42/10i06 14/30/00  Nena




Personality-driven news videos
|

Newscasts: like Rocketboom in the suburbs

Bakotopia.com

Targeted at youth & “young at heart” (18-35).

Launched January 2005. Craigslist opened a site
in Bakersfield the day after we did.

Winner of NAA Digital Edge Award.

http://www.bakotopia.com




What Bakotopia is about Interests help like minds connect

Finding cool local music and Find other fans of ska, running, tattoos in afﬂKCthS.
events. O

Meeting new people.

Buying and selling stuff.

For bands, finding a bass player h

or drummer, and growing fan — <
base. /
Profiles, photos, music get more

traffic than “content” per se. The

users themselves are the content! C)

Friends grow the audience Blogs bring in content, news, fun




Band radio attracts music fans

Bands upload music to their
user profiles, where it streams.

We approve new tunes, then
keep our hands off.

Best stuff shows up on home
page, in “Bakotunes” Podcast.

In 2007, we started selling a
CD compilation for $5. (Yes

that’s right -- we made money
on free music).

The people are_the content

Golden Empire Paranormal Research Society

Can evict your ghost, and sell you a
futon on the side!

CubicleDweller

“Just another corporate slave that
gave up her dreams to finance a
mortgage. One day | will break these
chains and emerge triumphant.”

Twinkie
“l used to be super model until a freak
accident caused me to shrink in size
and gain weight. Then as luck would
have it, | turned a pale yellow.”

“Bakotopians” in their own words

“This place is better than myspace in that the mods are
a lot friendlier and social ... The people are a lot nicer
here ...

“I LOVE Bakotopia! It is a much safer place
to come and make friends ... than
myspace, facebook and other popular sites.

“The answer for me is in one word, 'LOCAL". On
myspace there are people from Bakersfield but you
have to find them ... everyone here is either from bako
or wants to communicate with people from bako, like
yourself.”

But it's about more than digital

Bakotopia print edition launched early May
2007. Distributed at 100 locations.

No story finishes in print. You must go
online to read it all.

People know that their ticket to getting into
print is contributing online

Local advertisers who use the site are more
likely to buy ads in print than on the site
they’re using!




Others

Tehachapinews.com
Existing community weekly in nearby mountain town.
Turned it into community blogging hub overnight.

Masbakersfield.com

Targeted at people with Mexican or “Hispanic” backgrounds
who speak English.

“Affirmational media” — acknowledges something that’s
uniquely a part of you.

In the works ...

Lifestyles such as mothers, small business owners, military
and police officers.




And after all that ...

After a year of new products, we introduced
UGC and social media on the newspaper’s
main Web site, Bakersfield.com.

Blogging and comments took off. It now
accounts for 20-30% of pageviews!

Bloggers older, more conservative. Social-
networkers appear to be younger.

Inside Guide

Every business has a profile they can claim for free.
Launched about one year ago, and still a work in
progress.

Includes business info, map, photos.
Users can rate & review any business.

Aggregate ratings affect what's on the home page.

Rate someone’s review. Best rated reviewers get
trusted status.




Classifieds

Classifieds now part of our community platform.
They’re user-contributed content, too!

We automatically associate ads with user blogs
and articles, based on tagging.

As of last week, users can now place ads online
that are more competitive with other online
offerings. Include unlimited text, multiple photos,
and ads show up on your user profile.




Online ad placement by user

Classifieds - Community Mashup




Integrated E-commerce

We created a sophisticated, but simple,
ad placement tool.

Uses Paypal gateway for commerce.

Pricing tools allow business to set
package rates with included elements, but
also allow free ad placement and make
money off upsells.

Example: Merchandise ad is free with 2

pictures, but you pay $5 for each additional
picture, $2 for a keyword, etc.

Newsroom video explosion

|
In 2006, the “print” newsroom began producing its own videos.

60 of 82 journalists have gotten involved in that time!

Last year, we topped 1 million video views on Bakersfield.com

On the Horizon: Topic Hubs

Wireframe concepit:

On the Horizon: Inbox

Wireframe
concept:




On the Horizon: Inbox

What's this really all about?

It's not really about technology.

It's about tapping into peoples’ desire to
express themselves and tell their own
stories in their own words.

- The same thing that made YouTube a
phenomenon is fueling user generated
content in Bakersfield.

What's this really all about?

It's also about changing everything that we as
newspaper staff people do.

- Our job is more and more about listening to and empowering
people in our community. We're no longer in the “ivory tower”
and that’s a good thing.

It's about being relevant to peoples’ lives.

- 100 years ago a newspaper was the only way for people in a
community to meet, connect and share.

- Today that responsibility is distributed, but we can still be a
significant player.
In the end, nobody is as invested in a local community as its
newspaper.

Questions?

Dan Pacheco

dpacheco@bakersfield.com or
dan@futureforecast.com

303-465-5560

Case studies and more
at participata.com




