JOURNALISM GUARDIANS IN A TIME
OF GREAT CHANGE: NEWSPAPER
EDITORS” PERCEIVED INFLUENCE

IN INTEGRATED NEWS ORGANIZATIONS

By Peter |. Gade

A national survey of top newspaper editors explored industry uncer-
tainty and organizational change and how organizational integration,
team-based newsrooms, newspaper size, and profit emphasis impact edi-
tors’ perceived organizational influence. Findings indicate that news-
paper size and extent of integration predict perceived organizational
influence, while profit emphasis is a negative predictor. Editors general-
ly welcome working with non-news departments, and see their influence
in their advocacy of journalism values throughout the organization.
Editors do not see benefits resulting from newsroom reporting teams.

The traditional mass media model—characterized by relatively
few media creating and controlling content disseminated to large, mass
audiences—has been replaced in the past decade by a new model that
features many media disseminating content to smaller, niche audiences
who are active, purposive, and more in control of their media choices.!
This evolution has had a profound impact on traditional mass media,
which have been forced to change the way they do business and strate-
gically reposition themselves in the rapidly changing media market-
place.?

For the newspaper industry, the mandate for change has been ap-
parent for more than a decade.? Concerned by a dwindling base of read-
ers and the impact of the Internet and emergent technologies, the indus-
try has repositioned itself by developing new information and service
products in electronic markets and focusing on the interests of potential
readers in its print products.® These changes have shifted priorities and
resources at the organizational level, as newspapers become more read-
er-oriented, market-driven, and technologically savvy. Ongoing change
efforts since the mid-1990s have seen newspaper organizations become
more integrated, as news and business managers and staff collaborate on
inter-departmental teams charged with the strategic development of
information products.> Newsrooms are also being restructured, and
team-based newsrooms, with flatter organizational hierarchies and dif-
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ferent roles for newsroom managers, have replaced or supplemented the
beat system, especially at larger newspapers.® As newspapers become
more market-driven, traditional definitions of news values have been
called into question.” However, despite the uncertainty associated with
markets, technology, readership, and news values, profit expectations
remain high.®

These changes create a different environment for editors as man-
agers, who are required to accept new organizational roles and expecta-
tions. Journalism skills and judgment must be supplemented with a
greater marketing consciousness and collaboration with non-news
departments.® The union of journalism and marketing has not been a har-
monious marriage for many editors (and journalists), who see a stronger
marketing orientation as a loss of editorial control and an affront to jour-
nalistic “professionalism.”?® The “duality” of purpose for news organiza-
tions, as journalistic and commercial enterprises, has been shown in
numerous studies to create a tension borne from conflicting values."

This duality adds to the complexity of managing change.’? Organ-
izational integration has important implications for organizational deci-
sion making, including access to resources and how they are used, and for
how influential journalism values are to be as newspapers try to respond
to industry uncertainty.”® To date, there have been no attempts to measure
how integration is occurring in newspaper organizations. Top editors
(journalists in the highest positions in their organizations” hierarchies) are
positioned in news organizations as the primary source of journalism
expertise. To the extent that editors perceive they have organizational
influence, they should be effective advocates for journalism throughout
the organization.!*

This study, a national survey of top editors, measures editors’ atti-
tudes toward concepts drawn from theories of organizational develop-
ment and organizational support that are important to explaining the
ongoing changes in the newspaper industry. It introduces two concepts—
organizational integration and perceived organizational influence—that
advance an understanding theoretically and practically of what it means
to be the editor of a U.S. newspaper in a time of considerable uncertainty
and rapid change.

|
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Newspaper Change: Integration, Teams, Editor Influence, Profit,
and Professionalism. The clamor for change increased in the mid-1990s
as leading editors asserted the need to “blow up” the newsroom and re-
create an organizational culture that was not so adversarial, competitive,
and isolated from the business interests of the organization.'> Newspapers
turned to outside consultants to lead efforts at organizational change;
common to these efforts were initiatives to create more reader-driven con-
tent, restructure newsrooms into team-based systems of reporting, and
integrate organizational decision making by having editors serve on
strategic cross-departmental teams.¢

The restructuring of newspaper organizations has occurred on two
levels: the creation of inter-departmental teams that pair news and
business personnel in efforts to develop new strategic products or con-
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tent, and the reorganization of newsrooms from a beat system to a
team-based system of news coverage. “Organizational integration”—
the extent of collaboration between historically autonomous units'’—
conceptually describes inter-departmental restructuring and how the
collaboration of journalism and business is occurring. Editors appear
to recognize the value of working with non-news departments. Sylvie
found editors were significantly more likely to say that more cooper-
ation is needed between departments than advertising and circulation
department heads.’®* An Editor & Publisher study found that 63% of
responding editors agreed there should be more cooperation between
news and business/marketing departments.'* Campbell, who as editor
led broad change initiatives at the Norfolk Virginian-Pilot and St. Louis
Post-Dispatch, said that editors should welcome integration as oppor-
tunity to “colonize other departments with the values of the news-
room.”?

The reorganization of newsrooms into team-based structures
gained momentum throughout the 1990s. A 2000 study found 53% of
newspapers with more than 100,000 circulation used reporting teams,
and 37% of papers surveyed used primarily a team-based system of
news coverage. Only 8% had teams in 1992 Team-based systems
require journalists to have a broader base of skills; however, this struc-
ture should provide flexibility for newspapers to respond more quickly
to marketplace opportunities.?? Russial found reporting teams produced
more content that got more prominent play in the paper than the beat
system, and concluded that teams represent an important realignment
of newsroom resources.”? No studies of editors’ perceptions of team-
based newsrooms have been done. However, the few studies of journal-
ists working in news teams indicate that journalists perceive less job-
related authority and less success getting their story ideas in the paper,*
and team-based systems require more managers and do not improve the
quality of the newspaper.®

Changing organizational structures and attempts to be more mar-
ket-oriented have raised questions about editors’ organizational influ-
ence. Readers have become the “invisible giants” of the newsroom, with
near equal decision-making power as journalists; editors, a trade journal
suggested, were losing influence in their newsrooms.? Harris, a journal-
ist and former publisher of the San Jose Mercury News, asserted that the
era of editors as “philosopher kings” in the newsroom is over, replaced
by editors who are team players with other organizational leaders.
Because these leaders have little knowledge of journalism norms and
values, “editors need to speak regularly and articulately about the pro-
fessional and ethical responsibilities of journalism, and also be respect-
ful teachers and patient listeners on these subjects.”?

Newspapers have historically enjoyed high profits, and despite
losses in circulation and advertising revenue, profit levels remain com-
parable to pharmaceutical and oil industries.?® The emphasis on main-
taining high profits has been linked to recent waves of cost-cutting,
fewer newsroom resources, and greater marketing focus, often at the
expense of journalistic performance. Studies have consistently found
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that investments in newsrooms are related to increased circulation and
profitability.” However, newsrooms have endured a litany of cost-cutting
measures, including staff reductions of about 3,500 journalists since 2000,
about 7% of all newspaper journalists.®® Meyer asserted that newspapers
have maintained high profits by investing less in their newsrooms, put-
ting out cheaper products, and raising advertising and subscription
rates.® Lacy and Blanchard found that higher profits were negatively
related to the number of full-time journalism employees, and “the rela-
tionship became much stronger for newspapers with profit margins above
average.”?? Beam found newsroom managers acknowledge the profit-
driven nature of news media, and when they believe profit interferes with
the journalistic mission, their job satisfaction suffers.® In earlier research,
he concluded that efforts to make newspaper organizations more market-
oriented have eroded journalists’ capability to maintain control over the
values that guide their work, resulting in a “deprofessionalization” of
journalism.>

Journalism is guided by professional values, including public serv-
ice, allegiance to truth, journalistic autonomy, and social responsibility.®
Newsroom managers report higher levels of professionalism at larger
papers, which make fewer errors, do more investigative reporting, and
win more professional prizes.? Efforts to change or redefine the values
associated with professionalism often face resistance.” Change has been
associated with lower morale,* a desire to leave the newspaper industry,®
corporate mandates for 20% profit margins,® and a sense that public serv-
ice is dying as the sine qua non of journalism.*! Several studies found that
journalists tend to blame newsroom managers—their editors—for mis-
managing change.®? However, some studies also found that editors are
conflicted by the motives and values associated with change.#

Managing the internal organizational tension that arises from a
duality of purpose is a core challenge of newspaper management.* Sylvie
and Moon found from three newspaper case studies that management—
“via sheer will”—pushed through initiatives to change the organizational
culture. They concluded that management’s approach “does not signify
improved management or—in the case of newsrooms—a smooth mar-
riage of journalism and marketing concerns.”# Russo found that editors
have trouble acknowledging traditional values when organizational pri-
orities are not consistent with professional expectations; newspaper jour-
nalists going through organizational change had higher levels of profes-
sional identification than organizational identification. She concluded
that journalists” professionalism “served as a source of collective inspira-
tion, energy and strength.”*

Organizational Development, Integration, Support, and Influence.
To be competitive in changing markets, organizations must be innovative.
Larger organizations have more complex and bureaucratic structures that
tend to slow their ability to exploit market opportunities. However, they
have greater resources, expertise, and market power, thus providing more
strategic options for innovation.” Organizational development is the
process of organizational change and learning that assumes firms must
find ways to adapt and innovate to be competitive.*
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The process of organizational development is not easy because
change requires giving up what is known and routine for something
new that may not be understood.* Scholars agree that a key to develop-
ment is organizational integration. Integration breaks down organiza-
tional barriers, creating opportunities for exchanges of knowledge
throughout the organization. Inter-departmental teams are examples of
organijzational integration. These teams are expected to contribute to
innovation because they create structural mechanisms for fresh think-
ing.* However, this restructuring requires a different managerial mind-
set. Managers need to give up their “span of control” and forge a “span
of relationships,” sharing power and accountability with other depart-
ments in the organization.® Managers must act more as “learners than
knowers, listeners than tellers, partners than adversaries.”* This
change is not easy for many managers, especially those accustomed to
being the primary authorities.®

Within these shifting organizational boundaries, managers are
expected to be influential because their position in the organizational
structure provides opportunities for leadership.® Management, espe-
cially during times of change, is expected to articulate a vision of the
organization’s mission and the values that support it.* Effective man-
agers show organizational leadership, which some scholars have called
the “management of meaning.”* Managers have organizational influ-
ence when they are successful at identifying what is important and have
the ability to induce others to behave a certain way.”” Organizational
influence is related to a manager’s sense of organizational support.
Managers who perceive they are valued by their organizations sense
they have greater support to take risks, and greater influence to initiate
changes that redefine organizational norms.® Employees recognize
managers who have influence in important organizational decisions,
and respond by increasing behaviors that benefit the organization.>

Newspaper organizations are becoming more integrated, and Research
news managers are increasingly working with non-news departmentsto  Questions
strategize, plan, and market. Managing requires stronger business ;44
awareness, increased collaboration, and more subtle leadership skills.
Editors are positioned in integrated organizations to be a voice for
journalism professional values throughout the organization; however,
change has been associated with transforming the newsroom culture
and diminished editorial influence.® Editors’ perceived organizational
influence begins to explain the extent that editors can be effective advo-
cates for journalism values throughout the organization. Organizational
integration and editors’ perceptions of their organizational influence
have not been studied.

Hypotheses

RQ1: To what extent do top newsroom editors per-
ceive their organizations are integrated?

RQ2: How influential do editors perceive they are in
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their organizations? In other words, what is their level of per-
ceived organizational influence?

Newsrooms are being reorganized into team-based structures of
news coverage, especially at larger newspapers.®? Team-based newsrooms
are a tangible change that requires training, re-ordering of work and rou-
tines, and a different management approach.® The few studies of news-
room teamwork indicate that journalists have not embraced this structur-
al change,* although no studies exist regarding newsroom managers’ atti-
tudes toward team-based newsrooms.

RQ3: What are editors’ attitudes toward team-based
newsrooms?

Large newspapers exhibit more journalistic professionalism than
smaller papers, and to be the editor of a large newspaper reflects a high
degree of professional achievement.®® Larger organizations are more com-
plex and have greater resources, market leverage, and reservoirs of ex-
pertise.® Accordingly, news managers in large organizations are respect-
ed professionals who have more strategic tools and options as they con-
sider innovative responses to market uncertainty.

H1: Organizational size is a significant predictor of edi-
tors’ perceived organizational influence.

Managers in integrated organizations are sources of specialized
knowledge, exchanging their expertise across organizational bound-
aries.” They are expected to be sources of innovation and leadership,
developing spans of influence throughout the organization.®® Their sense
of organizational influence should be shaped by the extent of their orga-
nizational integration.

H2: Organizational integration is a significant predictor
of editors’ perceived organizational influence.

Newspaper industry emphasis on profit is well-established.”
Editors acknowledge newspapers are market-driven,” and staffs are be-
coming smaller. In an era of market uncertainty and much experimenta-
tion with new products and new media, editors have fewer newsroom
resources.” Editors react negatively when they perceive profit motive
interferes with the journalistic professionalism.”

H3: Emphasis on profit is a significant negative predic-
tor of perceived organizational influence.

Methods

376

Sampling and Survey Execution. This study sought a representative
group of top editors at U.S. newspapers that included an adequate num-
ber of editors from large papers. The Editor & Publisher International Year
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Book (2003) listed 1,457 daily newspapers.” This population was divid-
ed into four circulation strata for sampling: less than 25,000 (1,044 news-
papers), 25,000 to 49,999 (194 newspapers), 50,000 to 99,999 (114 news-
papers), and more than 100,000 (105 newspapers). Top editors were
defined as having titles of executive editor, editor, managing editor, edi-
tor in chief, and vice president for news. Because larger papers often
have two newsroom managers with one of these titles, the top two edi-
tors at papers with more than 50,000 circulations were included when
there were two people with one of these titles.

A census of top editors at papers larger than 25,000 was included
in the sample. This meant that the initial sample included 194 editors in
the 25,000 to 49,999 range, 200 editors in the 50,000 to 99,999 range, and
197 editors from papers with more than 100,000 circulation. Because
there were about 200 editors in each of these strata, a similar-sized ran-
dom sample (one-fifth) was drawn from the 1,044 papers with circula-
tions less than 25,000 (n = 208). The initial mailing list included 799 edi-
tors.

The survey was sent postal mail in June 2004. A pre-notification e-
mail was sent to potential respondents to increase the response.”
Subsequently, 36 editors were removed from the sample because they
had left their jobs and their replacement could not be identified by
searching the papers’ Web sites.” This left a sample of 763 editors. Dill-
man’s tailored design method for postal surveys was followed closely.”

Variable Measures. Respondents expressed agreement or dis-
agreement with statements on a five-point Likert-like intensity scale.
Organizational integration explores the extent to which organizational
boundaries are changing, and how the integration of journalism and
business is occurring (eight statements, Cronbach’s alpha = .70). Per-
ceived organizational influence measures the extent to which editors think
they are influential and journalism values are important in their organi-
zations (seven statements, alpha = .73). Team-based newsrooms measures
editor attitudes toward news coverage teams in terms of newsroom effi-
ciency and journalism quality (two statements, alpha = .87).” Profit
measures editors’ perceptions of organizational emphasis and their per-
sonal attention to profit (two statements, Cronbach’s alpha = .55).”
Organizational size is measured by newspaper circulation. Demographic
data were also sought.

Responses were coded so a positive response indicated support
for the concept (e.g., positive responses indicated high organizational
integration, high perceived organizational influence, high profit empha-
sis). Construct quotients (the mean response to the set of statements
measuring the concept) measure respondents’ attitudes toward the con-
cepts. To determine whether the quotient and statement means are sig-
nificantly different from the neutral point (3.0 on a five-point scale), the
standard error of the mean was used to calculate confidence intervals for
each measure. Response means more than +/-2 standard errors from the
neutral point are significant at the 95% confidence level.® Accordingly,
means significantly above 3.0 indicate positive agreement with a con-
cept, and means significantly below 3.0 indicate disagreement.
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TABLE 1
Organizational Integration (Eight Statements; Cronbach’s Alpha = .70)

Items were arrayed on a five-point scale, ranging from (1) strongly disagree to (5) strongly agree.
Means more than +/- 2 standard errors from the neutral point (3.0) are significant at the 95% confi-
dence level.

Construct Mean Std.Dev. SE N
Organizational Integration 3.63™ .56 .03 263
Statements

The news and business interests of this newspaper 2.77*  1.04 .06 272

are essentially the same.

As editor, it is important for me to communicate the values ~ 4.43** 72 .04 273
of the rest of the organization to the newsroom.

As editor, I am focused on work-related roles outside 3.14* 116 .07 271
the newsroom as much as I am focused on the day-to-day
content of the newspaper.

I am as confident in my abilities as a news manager 3.89* .94 .06 272
in a business sense as I am in my abilities as a news editor
in a journalistic sense.

The newsroom must be supportive of our company’s 3.74* .95 .06 272
attempts to aggressively pursue emerging business

opportunities.

Cross-departmental teams, which partner people from 3.53**  1.03 .06 270

various departments, have improved our organizational
decision making.

As editor, I am an organizational team player, working with ~ 4.16** .76 .05 270
other departments to guide the organization’s operations.

I am committed to changes that increase collaboration 3.28**  1.08 07 269
between the news and business interests of the organization.

*p<.05™p<.01

Results Of the 763 editors surveyed, 274 completed surveys were returned,
a response rate of 35.9%. Respondents managed 243 newspapers in 46
states and included top editors from 142 of the 219 U.S. newspapers with
circulations above 50,000.8' About three-fourths of responding editors
were men, 87% were white, their average age was 50, and they had been
the top editor for about six years.® :

The first research question asked to what extent do top editors per-
ceive their organizations are integrated. The quotient mean is 3.63, which
is significantly higher than the neutral point (SE = .03, p < .001), indicat-
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ing that top editors show significant agreement that their organizations
are integrated (see Table 1). Assessing the individual statements, all
eight statements are significant, with seven indicating positive attitudes
toward organizational integration.

Editors show strongest agreement (means noted parenthetically)
that it is important for them to communicate the values of the rest of the
organization to the newsroom (4.43), and their jobs as editors make
them organizational team players who work with other departments
to guide operations (4.16). Editors strongly agree that they are as confi-
dent in their management abilities in a business sense as they are in their
abilities in a journalistic sense (3.89). Editors also agree that the news-
room must be supportive of the company’s attempts to aggressively
pursue emerging business opportunities (3.74), and that cross-depart-
mental teams (pairing news and non-news personnel) have improved
organizational decision making (3.53). Editors are committed to
changes that increase collaboration between news and business inter-
ests (3.28). However, they show mild, but significant, disagreement that
the news and business interests of their newspapers are essentially the
same (2.77). Together, the responses reveal that editors are active man-
agers in integrated organizations. They are confident working outside
the newsroom and they value their work with non-news departments.
Editors perceive their role is to advance a stronger business conscious-
ness in the newsroom; however, they recognize a tension between
news and business, although this tension is not strong for many edi-
tors.

RQ2 explored the level of the editors’ perceived organizational
influence. The construct quotient (3.56) is significantly different from the
neutral point (SE = .04, p < .001), showing editors agree they have a rel-
atively high level of perceived organizational influence (see Table 2). Six
of the seven statements have significant levels of agreement or disagree-
ment. The editors showed strongest agreement that exhibiting an open
passion for traditional journalism values is an effective method to gain
influence in their organizations (4.19), and that their ideas regarding the
newsroom and newspaper are valued throughout the organization
(4.14). They disagree strongly that they are losing influence in their
newsrooms (2.28). They also disagree that business interests think they
should have a say in deciding how the newsroom operates (2.34), and
that the journalistic interests of the newsroom are becoming less central
to the mission of the news organization (2.51). Despite this optimism,
editors indicate they recognize limits of their influence, responding that
the decisive power in newspaper organizations is exercised by capital
investors more than newsroom managers (3.09). Taken together, editors
perceive they have moderately strong influence in their organizations
and newsrooms, and they associate their influence with advocacy of
journalism values. They appear optimistic about their personal influ-
ence in managing the tension that arises between journalistic and busi-
ness interests in the organization, but they also perceive that their ulti-
mate influence might not be as powerful as investors from outside the
organization.
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TABLE 2
Perceived Organizational Influence (Seven Statements, Cronbach’s Alpha = .73)

Items were arrayed on a five-point scale, ranging from (1) strongly disagree to (5) strongly agree.
Means more than +/- 2 standard errors from the neutral point (3.0) are significant at the 95% confi-
dence level.

Construct Mean Std.Dev. SE N

Perceived Organizational Influence 3.56** .65 04 264
Statements

My ideas regarding the newsroom and newspaper 4.14* .85 .05 273

are valued throughout this organization.

#Business interests in this organization think they should 2347 121 07 272
have a hand in deciding how the newsroom operates.

#The decisive power in newspaper corporations today is 3.09 1.21 .07 271
exercised by capital investors more than newsroom managers.

Exhibiting an open passion for traditional journalism values  4.19** .89 .05 271
(e.g., independence, truth, and watchdog reporting) is an

effective method for today’s editors to gain influence

in their organizations.

# As newspapers become more focused on audiences, 228"  1.05 .06 271
editors are losing influence in their newsrooms.

#The journalistic interests of the newsroom are becoming 251 123 .08 271
less central to the mission of this organization.

#The opportunity for an independent-minded editor 261" 127 .08 271
to run her or his own newsroom has ended.

*p<.05*p<.01

# — to calculate the construct reliability and construct mean, the responses to these statements were

reversed so that agreement with the statements represented higher levels of perceived organization-
al influence.

The third research question asked about editors’ attitudes toward
team-based newsrooms. Although several statements were written to test
this concept, only two statements produced acceptable internal reliability
(alpha = .87), and editors indicated significant disagreement with both of
them, disagreeing that newsroom reporting teams are a more efficient use
of newsroom resources (2.50) and that newsroom reporting teams pro-
duce better journalism than the traditional beat system (2.45). These state-
ment means yield a team-based newsrooms quotient of 2.48, which indi-
cates a significantly negative attitude toward the construct (SE = .06, p <
.001). Clearly, the benefits of newsroom teams are not apparent to the edi-
tors in this study.
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TABLE 3

Perceived Organizational Influence Regressed on Demographic Variables, Team-based
Newsrooms, Organizational Size, Organizational Integration, and Profit

Variable Standardized Beta
Coefficients
Career Experience 028
Time Current Position -.051
Age -.008
Gender -011
Ethnicity -011
(R? for block) .002
Team-based Newsrooms -.063
(R? change) .000
Organizational Size .219*
(R? change) .064
Organizational Integration 230
(R? change) .049
Profit -441%
(R? change) 194
Cumulative R? .330
Cumulative Adjusted R? .303
**p<.001

To test the hypotheses, perceived organizational influence was
regressed on the predictor variables—organization size, organizational
integration, and profit, controlling for the impact of demographics and
attitudes toward team-based newsroom structures. The model predict-
ed about 30% of the variance (adjusted R? = .303); none of the control
variables was significant.

H1 anticipated that organizational size would predict perceived
organizational influence. H1 was supported, as organizational size was
a significant predictor (beta = .219) that explained 6.4% of the variance
(see Table 3). The data indicate that as organizational size increases, edi-
tors perceive themselves as more influential in their organizations; they
are managers who think their views are more respected and valued
throughout the organization, including among business interests out-
side the newsroom. As such, editors at larger papers perceive them-
selves to be in a more effective position to advocate journalism profes-
sionalism, they have greater resources at their disposal to meet the chal-
lenges of uncertainty and change, and they have more success buffering
the newsroom from market influences that conflict with journalism
values.
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H2, which proposed that organizational integration would predict
editors’ perceptions of their organizational influence, was supported
(beta = .230), explaining about 5% percent of the variance in the model.
This result supports the idea that editors see the importance of their
roles outside the newsroom and think their organizational influence is
enhanced by these expanded roles. Editors understand that their integra-
tion and collaboration with non-journalistic interests in the organization
provides them opportunities to be influential beyond the newsroom and
throughout the organization, forging spans of influence as part of the orga-
nization’s management team. This finding speaks to the extent that the
organizational culture of newsrooms has changed in the past decade, and
editors perceive the “wall” that separated the newsroom from the busi-
ness interests of the organization is no longer an effective organizational
boundary. Editors see themselves as key leaders in this cultural transi-
tion. They acknowledge that journalism and business interests differ, yet
accept that competing values must co-exist. Their influence as editors is
based in part on their ability to advocate journalism interests throughout
the organization while pushing the newsroom to accept a more market-
oriented culture.

H3 predicted that an organizational emphasis on profit would have
a negative impact on editors’ perceptions of their organizational influ-
ence. This hypothesis was supported, as profit was the strongest predic-
tor in the model (beta = -.441), explaining more than 19% of the variance.
This finding shows that editors think an emphasis on profit, relative to
the other variables, is a powerful restraint on their organizational influ-
ence. They think their organizations favor profit over non-profit goals.
Accordingly, although the editors see themselves as leaders and sources
of innovation, their ability to respond to industry uncertainty is ham-
pered by an emphasis on profit, a shrinking pool of resources, and small-
er newsroom budgets. The data support the idea that editors perceive
that profit emphasis reduces their organizational influence outside and
inside the newsroom: as ambassadors throughout the organization, argu-
ing, first, that quality journalism is good business and, second, that busi-
ness interests must be better accepted and understood within the news-
room.

B
Discussion

382

This study sought to better understand what it means to be the edi-
tor of a U.S. newspaper at a time the industry is in a period of fundamen-
tal organizational change. Newspapers have found their business model
is antiquated and seek innovative answers to maintain readers and attract
new customers. Editors, as the organization’s top newsroom managers
and journalism professionals, are a key source of organizational knowl-
edge and competency, and accordingly should be important organiza-
tional leaders in crafting responses and a vision to meet the challenges
facing the industry. Yet all agents work within an organization’s struc-
ture,® and the integration of newspaper organizations—the strategic syn-
thesis of the news and business interests—raises some doubt about the
values that will continue to guide newspaper organizations and the
importance of traditional journalism values.
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The responding editors perceive themselves as important man-
agers throughout the organization, not just in the newsroom. They are con-
fident of their ability, and they value their roles outside the newsroom.
They acknowledge increased collaboration between the newsroom and
non-news departments and are generally comfortable in these roles.
They see themselves as a bridge between the newsroom and non-news
departments, and one of their roles is communicating the values of the
rest of the organization to the newsroom.

The editors report moderately strong perceived organizational
influence, and a basis for this influence is their advocacy of journalism
values throughout their organizations. The predictors of perceived
organizational influence—organizational size, organizational integra-
tion, and profit—illustrate both the scope and limits of editors” influ-
ence. Editors at larger newspapers are more likely to manage news
organizations that are respected for their journalism professionalism.®
Larger papers have greater resources to pursue journalistic goals (e.g.,
enterprise and watchdog reporting), and are more likely to win pres-
tigious journalistic awards. Accordingly, the papers are important
arbiters of social and political influence in largely urban and regional
settings. The top editors of these large, complex organizations have
generally reached a level of professional accomplishment that surpass-
es their peers at smaller papers. This begins to explain why these edi-
tors perceive greater organizational influence than their colleagues.

Organizational integration suggests that editors who work with
other departments—striving to create spans of relationships, as op-
posed to intra-departmental spans of control—perceive greater organi-
zational influence. This finding should bode well for editors who are
striving to advance the journalistic interests of their papers throughout
their organizations. However, it is important to note that organization-
al integration creates structural opportunities for influence to flow in
multiple directions. The integration of journalism and business raises
the dual questions of the impact of business interests on the editors’
journalism values and whether the editors’ advocacy of journalism val-
ues is diminished or diluted in the exchange of ideas. In a related way,
the data suggest a somewhat inconsistent optimism: editors think they
can be influential voices for journalism throughout their organizations,
while being effective at limiting the influence of business interests
inside the newsroom.

Profit was the strongest predictor of perceived organizational
influence; editors who think their organizations place more emphasis
on profit have lower levels of perceived organizational influence.
Editors appear to accept profit emphasis as an expectation they cannot
manage (it is beyond their control), but they acknowledge that profit
expectations impact their ability to influence people and affect change.
This suggests that editors facing higher profit pressures are less influ-
ential advocates of journalism values, and they recognize that empha-
sis on profit cuts into their resources for creating stronger products and
better employees. They see that external forces—their corporations and
investors—are pushing them in uncomfortable directions.
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The benefits of team-based newsrooms are not readily apparent to
most editors in this study. Editors don’t see teams as a better use of their
resources, nor do they think the team system produces better quality jour-
nalism. These results hold for editors at all size newspapers.® Although
surprising given editors’ embrace of organizational integration and cross-
departmental teams, this finding fits well with the small body of research
that indicates rank-and-file journalists have not embraced team-based
newsrooms.* Team-based systems require training and new, broader skill
sets. Reporting teams require more staff coordination and planning,
which reduces time spent on information gathering, writing, and editing.
These are tangible changes that editors don’t see as an efficient use of lim-
ited resources or as resulting in better journalism.

Change is a process, and survey research is limited to capturing a
snapshot of respondents’ attitudes at one point in time. Since this study
was conducted, the newspaper industry has endured noteworthy
changes that are not reflected in these data.’” Also, asking editors about
perceptions of their influence carries a risk that they might inflate their
value through self-reports. However, perception is an important concept
in management and organizational literature; organizational members’
attitudes and actions are shaped by their perceptions.® In this study, edi-
tors appear to be quite candid, acknowledging the limits of their influ-
ence. Future research could ask other organizational members—both in
and out of the newsroom—about sources of organizational influence and
news managers’ effectiveness as organizational advocates for journalism
and as advocates for non-news interests in the newsroom.

The study of organizational integration strives to understand how
the boundaries and structures of organizations are shifting. Organiza-
tional development and the innovation that integration is expected to
nurture often occurs along these shifting boundaries, where ideas and
their advocates compete for organizational influence.® Editors realize
that their newsrooms can no longer be isolated from the interests of other
departments in the organization. But, most important, this study illus-
trates the unique position editors hold in integrated news organizations
—that of primary advocate for journalism values. Editors recognize that
they must get out of the newsroom and engage other departments in the
news organization. In this sense, they are organizational bridges and buf-
fers, attempting to advance journalism professionalism throughout the
organization while protecting the newsroom from marketing schemes at
odds with journalism. These roles appear increasingly important to pre-
serving journalism values in the twenty-first century, as newspaper orga-
nizations, facing ongoing threats to their core business, will continue to
experiment with new products, technologies, and business partners to
reach out to audiences in ways that often appear at odds with journalis-
tic principles.
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