
The Innovation Time Bank: Implementation

The Innovation Time Bank will provide staff with the time they need to create 
things that are new and useful for our readers, users, advertisers, and 

peers, and will take this newsroom to places it has yet to dream of.
Building The Innovation Time Bank

1. Introduction

If we want a collaborative, innovative newsroom culture that not just accepts 
change, but seeks it out and aggressively acquires the skills and knowledge 
to master it, then we need to place real resources at the service of those 
values.
The Spectator's Innovation Time Bank will offer all newsroom staff the 
chance to draw on up to 4 per cent of their paid time (two weeks per year) 
to work on R&D projects of their own devising. The Innovation Time Bank is 
expected to function somewhat like a virtual Research & Development 
department. In addition staff will have the chance to "bid" on projects put out 
for tender by the Learning Newsroom Steering Committee (see Roles, below), 
or apply twice a year to access excess R&D time, providing there are surplus 
hours left in the general "account".
It's anticipated that staff will use the time to research, develop and report 
on process improvement and innovation internally, as well as to develop new 
products and projects that tell stories and serve users and advertisers in 
innovative ways. This plan is intended to be a three year pilot project.
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There is no newsroom experience in R&D for us to draw upon, no history of 
newsrooms nurturing innovation for staff to lean on. The innovation starts 

now.

2. Executive Summary

The implementation plan  sets out goals, roles, the project pitching and 
approval process, costs and a detailed communication plan for the launch and 
operation of the Innovation Time Bank. It is built on an assumption that this 
is a three year pilot project with ongoing monitoring of its progress.
In brief it works like this:
All non-managerial newsroom staff will be entitled to devote up to 4 per cent 
(two weeks) of their paid time to work on an innovation project of their own 
devising. Staff will develop a written “pitch” for their project idea, covering 
goals, costs, and time required and present it to the Learning Newsroom 
Steering Committee whose responsibility it is to approve staff proposals 
while ensuring they meet a predefined set of goals. (The goals stress the use 
of imagination, innovation, usefulness and relevance to our business.) Any 
budget request must be approved by Managing Editor - Readership.
At the conclusion of a project Innovators are expected to make a written 
report on the work meeting a defined list of criteria.
It’s the steering committee’s job to solicit pitches, approve ideas, nurture 
them, receive project reports and report regularly to the EMC on progress. 
It’s the managers’ job to schedule projects once approved, and to assist and 
mentor staff as appropriate. 
Any innovation “product” or processes that arise from the time bank 
projects will be forwarded by the Steering Committee to the Editor-in-Chief 
for consideration.
Pitches will ordinarily be made twice a year (September and March), although 
the steering committee and managers are free to consider proposals at 
other times.  Additionally, pitches for time beyond the 4 per cent allocation 
will be forwarded to EMC for approval. The steering committee will also be 
able to issue “Requests For Proposals” for projects  that staff can bid on.
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The estimated incremental costs for the innovation Time Bank vary 
depending on staff participation rates, but range from $45,000 - $176,000 
for a 25 per cent and 75 per cent participation rate respectively.
We've drawn up a 10 point communication plan that relies on networkrers 
and face-to-face communication to build awareness and excitement about 
innovation.
Two key points to flag for EMC:
• We strongly recommend launching the Innovation Time Bank this year, in 
late September, but we have no budget for that launch. We need funds for 
one “event” speaker ($2,000 - $10,000 ?) and perhaps a couple of Lunch and 
Learn sessions ($250 x 2 ?)
• All of the money and time spent on the Innovation Time Bank should be 
thought of (and budgeted as) Research and Development. The committee 
wants to stress that this is new, extra work for staff and managers and 
care should be taken to ensure that it is resourced accordingly. We expect 
to have to “back fill” for innovators by using on-call staff at a higher rate 
than we currently do for vacations  and we note that managing the time bank 
will place a burden on the steering committee’s time that must be 
acknowledged by their supervisors. 
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The Innovation Time Bank is the place we go as individuals to fuel our 
collective dreams.

3. Goals

Staff member pitching Innovation Time Bank projects should ensure that 
their proposals meet one or more of the following goals:

• The project will create something new and useful for our 
readers/users and advertisers

• The project will increase newsroom efficiency/capacity and happiness
• The project will break new ground in the industry
• The project will identify and (attempt to) solve a problem - in the 

newsroom or out in the community
• The project will teach the staff member something important and 

useful - and they will share that learning with their peers
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The Innovation Time Bank will engage the entire newsroom in self-directed 
research and development projects that will improve our capacity to find new 
ways to tell compelling stories and provide useful, timely information to our 

readers and users.

4. Roles

Below we outline the different roles and responsibilities of the Learning 
Newsroom’s Steering Committee and managers in launching and running the 
Innovation Time Bank. We note that, for the steering committee, taking on 
this role as one of a prime responsibility will require a real commitment of 
time - especially (but not only) during the semiannual “pitching” seasons. 
Managers will need to free committee members up for this work.

The Learning Newsroom Steering Committee

• The steering committee will act as bankers - or maybe more like 
venture capitalists - for the Innovation Time Bank.

• As a group the steering committee will be responsible for operating the 
program, including implementing the communications plan and the 
biannual pitches for projects.

• As a group they will assess and approve Innovation Time Bank project 
pitches from staff, offering whatever support and direction is needed 
to ensure the pitches meet the time bank's Innovation Goals.

• The steering committee will pass on to the Managing Editor-Readership 
all budget requests arising from ITB proposals

• If needed, the steering committee will assign a mentor/facilitator to 
help refine a proposal and align it with our Innovation Time Bank goals. 
That mentor/facilitator could be a manager, a steering committee 
member, a subcommittee member, or a volunteer.

• The committee may from time to time put out RFP's (Request For 
Proposals) if they (or managers) have identified key areas of research 
or product development they're hoping someone will want to tackle with 
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their time.
• The committee will be able to recommend allocating "surplus" time to 

innovating staffers who've already used up their 4 per cent 
entitlement.

• The committee is responsible for monitoring individual projects and the 
entire time bank program.

• The committee will report regularly (but at least semiannually) to the 
EMC on the program.

• After 2 and one-half years of operation, the steering committee will 
strike a review committee (including at least two managers) to review 
the pilot project and make recommendations as to its future.

Managers/EMC

• Supervising managers will be responsible for scheduling innovation time 
bank projects that their staff have won approval for.

• Managers may also act as mentors or editors for staff working on 
projects.

• All requests for time 'withdrawals' beyond the 4 per cent level must be 
approved by the EMC and/or their supervising manager.

• The EMC will receive program progress reports from the steering 
committee regularly but at least semiannually.

• The Managing Editor-Readership is responsible for budget requests (i.e. 
cash) arising from Innovation Time Bank proposals.

• All product development proposals arising from Innovation Time Bank 
work will go to the Editor In Chief for consideration.
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An innovation project is the investigation of an idea or product new to our 
market.

5. The Pitching Process

In general, there will be two deadlines for submitting pitches for Innovation 
Time Bank projects:

• March 15 — For projects to be worked on May 15 - Nov. 15
• Sept 15 - For projects running between Nov. 15 and May 15

That allows the steering committee and managers six weeks to handle the 
approval and scheduling process.
In the lead-up to the deadlines, the steering committee will run a campaign 
soliciting and encouraging proposals.(See Communication Plan below.) Staff 
will be asked to submit a written (i.e. Email) proposal outlining their project 
including:

• A description of the project
• Time required — and how it will be spent
• Budget (if any) needed
• An explanation of how their project meets the Innovation Time Bank's 

goals.

In addition, at the end of their project development time, Innovation Time 
Bank users should explain in a written report or a demonstration:

• how the idea, process, or product works
• who would produce the idea or product (if any)
• how much does the idea or product cost to produce
• what are the possible returns to the paper?
• what does it look like? (i.e. present a mockup of the idea or product, as 
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appropriate)
• how their idea/product improves our paper/web or print offerings?

It is expected that Innovators will follow their written proposal with an 
appearance at the steering committee to pitch their idea in person and 
answer any questions the committee may have. Approved projects will then 
be forwarded to the appropriate manager for scheduling, and details of the 
proposal will be included in the next report to the Editorial Management 
Committee.
Innovators will be required to file a report to the steering committee and 
their manager, outlining the results of their research /development work, 
normally on the first day back at their regular function.
The idea here is to maximize opportunities for innovation, so nothing 
prescribed by this implementation plan should stand in the way of a great 
idea that arrives from outside the normal channels and timelines.
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The Innovation Time Bank gives every staff member the time they need to 
stop finding fault and start finding solutions. It will lead to new and better 

ways to tell stories, make money, and serve our communities.

6. Cost Estimates

Arriving at an estimate of the real incremental costs generated by this 
project was no easy task.
Based on our examinations we offer the following estimates of the 
incremental costs:

At 25 per cent take-up: $30,585.40 + $14,500 = $45,085.40
At 50 per cent take-up: $67,444.90 + $30,000 = $97,444.90
At 75 per cent take-up: $133,094.10 + $43,500 = $176,594.00

We found it necessary to make a number of assumptions:

• replacement rates for innovating staffers would roughly parallel 
replacement rates for vacationing staffers — but because the 
Innovation Time Bank projects are an additional use of resources, we 
bumped up that replacement rate by about 10 per cent.

• While there is no way of knowing in advance what out-of-pocket or 
capital expenses might be necessitated by staff innovation projects, 
we rather arbitrarily factored in an average cost of $500 per 2 week 
time bank project.

• Initial participation rates are expected to be well below 100 per cent of 
eligible staffers, so we have prorated the estimated incremental costs 
for several participation rates.

(For a complete look at the calculations involved in arriving at our estimates, 
see Appendix 8.1 )
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Ultimately the Innovation Time Bank will live or die on the staff's ability and 
desire to innovate. To a great degree, the quality of that work will be a 

function of the quality of our communications with the newsroom.

7. Communication Plan

There is no newsroom experience in R&D for us to draw upon, no history of 
newsrooms nurturing innovation for staff to lean on or draw lessons from. 
Heck, there's probably very little agreement across the newsroom on just 
what innovation is, let alone how you do it.
For all those reasons and more, a careful communications strategy is critical 
to the success of the Innovation Time Bank. We've drawn up a 10 point plan 
that relies on multiple communications channels and a staggered campaign 
designed to educate and excite staff about the possibilities the Innovation 
Time Bank opens up for each and every one of us.
Of note is our reliance on key networkers and face-to-face communication to 
build awareness and excitement about innovation. This reliance stems from a 
Cornell University study of communication strategies and their effect on 
corporate culture in which researchers found managers consistently failed 
to understand the optimum methods of communication with staff. The 
recommendation of the researcher was that before developing a 
communications plan, understand how information flows in your organization 
— and then utilize those channels.
In addition to the reliance on the human channels the communication plan 
features:

• A roll-out for key opinion-makers in the newsroom
• An Email teaser campaign leading to —
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• An unveiling in the Editor-in-chief's Sept. staff meetings
• A pair or quartet of Innovation sessions involving outside innovators
• An Email campaign seeding innovations and soliciting proposals leading 

up to the first deadline
• An opt-in mailing list on journalism and industry innovation
• A grand unveiling of the first batch of approved innovation projects
•  Ongoing newsroom-wide updates of project progress

(You'll find complete details of the plan, plus a description of our 
communication goals and tools below, in Appendix 8.2.)
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8. Appendices 

Appendix A

8.1 Estimated staffing/Incremental costs

These estimates are calculated using the weekly salaries for the 8 editorial 
department job classifications plus an assumed benefit cost of 15 per cent. 
Where necessary the 5-year rate has been assumed. For the purposes of 
calculation, the following staffing levels have been used:
Group 1/ 16
Group 2/ 22 
Group 3/ 19 
Group 4/ 46 
Group 5A/ 2 
Group 5B/ 4 
Group 6/ 11 
Group 8/  2.
There does not appear to be a clear or consistent policy regarding the use of 
replacement workers among section editors. The following formula, however, 
is seen as a good general outline of current practice:

Groups 1 and 2:                         50 per cent replacement
Groups 3, 5A, 5B, 6 and 8:         75 per cent replacement
Group 4:                                    25 per cent replacement

Using that basic guide, potential incremental costs are calculated for take-up 
of the Innovation Time Bank leaves at the 25, 50 and 75 per cent levels. For 
example, if 25 per cent of Group 1 employees are granted two weeks to 
pursue innovation research, and they are replaced at the current rate of 50 
per cent that would mean 4 people involved in research over the year but 
only two replacements. The incremental cost would therefore be two weekly 
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salaries times two weeks. No calculation is performed for situations in which 
the sum is less than 1.

Based on those assumptions:

Staff Group 25% take-up   50% take-up         75% take-up
             Staff lost/replaced  Staff lost/replaced Staff lost/replaced

Group 1:              4       2                    8 4              12 6
Group 2:              5       2           11 5               15 12
Group 3:              5       3                    9 4                12 9
Group 4:             11       3                    23 6                34 8
Group 5A              --       --                    1 1                   -- --
Group 5B              1       --                    2 1                 3 2
Group 6:               3       2                    5 3                 8 6
Group 8:               --       --                    1 1                  -- --

Incremental cost:

At 25% take-up:
Group 1: 2 x $1,574.35 x 2 = $6,297.40
Group 2: 2 x $1,477.75 x 2 = $5,911.00
Group 3: 3 x $1,462.80 x 2 = $5,851.20
Group 4: 3 x $1,386.90 x 2 = $8,776.80
Group 5A: No calculation only 2 staff 
Group 5B: No calculation limited staff
Group 6: 2 x $ 937.25 x 2 = $3,749.00
Group 8: No calculation only 2 staff 
Total replacement salary cost: $30,585.40

At 50 per cent take-up:
Group 1: 4 x $1,574.35 x 2 = $12,594.80
Group 2: 5 x $1,477.75 x 2 = $14,777.50
Group 3: 4 x $1,462.80 x 2 = $11,702.40
Group 4: 6 x $1,386.90 x 2 = $16,642.80
Group 5A: 1 x $1,141.95 x 2 = $2,285.90
Group 5B: 1 x $1,199.45 x 2 = $2,398.90
Group 6: 3 x $ 937.25 x 2 = $5,623.50
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Group 8: 1 x $ 709.55 x 2 = $1,419.10
Total replacement salary cost: $67,444.90

At 75 per cent take-up:
Group 1: 6 x $1,574.35 x 2 = $18,892.20
Group 2: 12 x $1,477.75 x 2 = $35,466.00
Group 3: 9 x $1,462.80 x 2 = $26,330.40
Group 4: 8 x $1,386.90 x 2 = $22,190.40
Group 5A: No calculation, only 2 staff
Group 5B: 4 x $1,199.45 x 2 = $9,595.60
Group 6: 11 x $937.25 x 2 = $20,619.50
Group 8: No calculation, only 2 staff
Total replacement salary cost: $133,094.10

Each innovation proposal will have some research cost associated with it. 
These will vary wildly from one project to the next, but if research costs of 
$500 per project are assumed:

29 projects at 25% take-up =$14,500
60 projects at 50% take-up =$30,000
87 projects at 75% take-up =$43,500

Total Estimated Incremental Cost

Based on these figures, the total estimated incremental cost of the 
Innovation Time Bank proposal would be:

At 25 per cent take-up: $30,585.40 + $14,500 = $45,085.40
At 50 per cent take-up: $67,444.90 + $30,000 = $97,444.90
At 75 per cent take-up: $133,094.10 + $43,500 = $176,594.00

8.2 Appendix B

Communication Goals

If the goals of the ITB are, at their simplest, to encourage a newsroom 
culture that is engaged, innovative, and nimble, then clearly our ITB 
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Communication goal will be to lead us there. But equally clearly we must 
break that goal down further.
Our communication strategy should aim:

    * To convince the newsroom of the need for Innovation
    * To excite the newsroom about the possibilities of staff-led innovation
    * To ensure the entire newsroom is aware of and understands the ITB
    * To ensure the entire newsroom understands the goals of the ITB and the 
need for it.
    * To maximize participation in the ITB
    * To encourage the broadest understanding of the meaning of innovation 
and thus the possible projects likely to be approved

Communication Tools
In a Cornell University study of communication strategies and their effect on 
corporate culture in the hospitality industry, researchers found managers 
consistently failed to understand the optimum methods of communication 
with staff. The recommendation of the researcher was that before 
developing a communications plan, understand how information flows in your 
organization — and then utilize those channels.
Here’s my prioritized list of the newsroom’s information channels.

    * Word of mouth - Peer to Peer
    * Word of mouth - Manager to staff (one on one)
    * Face to Faces (i.e. one to many in some form of meeting)
    * The Paper (i.e. manager ‘newsletter’)
    * Opt-in List serv
    * Email broadcasts
    * Blog with comments
    * Posters
    * “New” technologies - forums, wiki’s, radio waves focussed via 
orthodontic braces

For our communication plan I propose to use all of these channels. At this 
point, the strategy is focussed on the launch of the ITB, smaller versions of 
this strategy (assuming it’s successful) could then be applied on a 
semiannual basis to maximize proposal submission.
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Plan Outline
Here then is an outline of that plan, with the steps arranged chronologically:

1) Soften the Ground
Like an artillery barrage we soften the ground for our approach by lobbing in 
notice of the Innovation Time Bank, without initially backing it up with much. 
This has already begun, using broadcast emails, the blog and our Wiki 
announcing and documenting this design process.
2) Meeting of the opinion makers:
Before the ITB implementation plan goes to EMC and before we announce/roll 
out the creation of the Innovation Time Bank, the Managing Editor - 
Readership convenes a meeting of newsroom opinion makers and this 
committee. Goal is to bring the committee together with about 10 per cent 
of the newsroom (12 max) but not just any 10 per cent. We’re looking to 
harness the #1, word of mouth, so we bring in the known nodes of the jungle 
grapevine. (Discretion suggests avoiding listing the names here.)
Build the list, invite them to a special 90 minute meeting in the SITG room 
that we will book them off for - pay them OT if needed. At that meeting, we 
explain/sell them on ITB, but ask their help and thoughts on the ITB plan - all 
of the major pieces this committee is drafting. Provide them with a paper 
copy of that draft plan in advance and ask them to improve on it. We listen 
hard and look for ideas we can incorporate. And then we do so, audibly.
At the end we just ask them if they wouldn’t mind acting as a communication 
resource in our Emails etc, people who the rest of the newsroom can 
approach with questions or ideas about the ITB.
And yes, we let them know why we’ve chosen them for this role.
3) Teaser Campaign
A 5-7 part broadcast Email teaser campaign centered on Innovation, done 
with humour and inviting broadcast replies of some form (contests for 
quickest answers, find the hidden adverb etc) one a day for a week or so. 
The idea is simply to build some buzz leading up to ....
4) Editor-in-Chief-led Staff meeting: The Unveiling
We take 20 mins minimum of one of Dana’s staff meetings (well, 20 mins 
minimum of each of Dana’s staff meetings in Sept (?), 10 minute 
presentation, 10 minute discussion, led by committee members. Dana’s role 
is to demonstrate enthusiasm and unequivocal support. Goal hear is to raise 
goose bumps among the engaged members of the newsroom and raise 
awareness among everybody else. Everyone walks away with a handout 
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explaining the rules and a blank, fill-in-the-blanks pitch sheet.
During the meeting we pass a clipboard, asking people to sign up if they want 
to be part of an opt-in Innovator’s discussion list where we’ll share news of 
our own pitches, seek advice and discussion, give first notice of RFPs for 
research, and offer examples of newsroom innovations from across the 
industry for comment and discussion. And no, we don’t offer them a decoder 
ring. At least not at first.
(At regular intervals - say, monthly - we re-issue that invitation via an Email 
broadcast.)
5) Making it Formal
We repeat the details in the next edition of The Paper - including listing the 
names of our opinion makers - and draw people’s attention to the upcoming 
deadline. This material is also posted on the Idea Factory and the ITB blog.
6) Lunch and Learn
We arrange for at least one major outside Innovator and perhaps another 1-3 
minor Innovators, to address the newsroom on the topic of innovation. We 
need at least one high-impact, newsroom wide session, along the lines of the 
Miami Herald’s Rick Hirsch’s visit to talk about the web, and one or more 
Lunch and Learn sessions in the Publishers board room with local innovators - 
Mark Chamberlain, or Bob Young?  We use the List serv, broadcast Emails, 
the blogs and Posters to advertise. Ensure that senior managers within and 
without the newsroom are invited.
7) Email Campaign
Another light, humorous, interactive Email campaign seeking submissions as 
the deadline draws near. 5-10 parts leading up to deadline day. Includes 
feeding ideas back to everyone via:

    * the list serv
    * the blogs
    * the broadcast emails
    * the lunch n learn sessions

8) The Winners
We announce the approved projects at the next Editor-in-Chief staff 
meetings, (Or should that be the Town Hall meetings?) where the projects 
and authors are described and gently feted. Same message goes out via 
listserv (they get it first), Email broadcast and The Paper.
9) Decompression
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We all lie down in a dark room with a cold cloth draped across our forehead.
10) Results
We build a mini-campaign highlighting the successful, useful or just darn 
interesting innovation projects. Use: Dana’s meeting, listserv, broadcast 
emails, posters.
Then we do it all over again. Only streamlined and with our sails trimmed to 
the winds.

-30-
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