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TIDE TRANSFORMED 
Five years ago Proctor & Gamble decided to mess with Tide, the world’s #1 
laundry detergent.  Like all detergents it was made with surfactants—derived 
from petrochemicals that they bought by the railcar load.  They made a bet-
your-company risky decision to reformulate around enzymes instead.  Now their 
detergents are better for your clothes and better for the environment than any 
detergent with surfactants’ 

Oh, now Proctor & Gamble is the world’s only profitable major laundry  
products firm!  

WIKIPEDIA CREATED 
Launched by Jimmy Wales and Larry Sanger in 2001, Wikipedia is now the 
biggest encyclopedia in the world with more than 13 million articles, three 
million in English.  It is also the most popular general application on the 
Internet, yet it was developed collaboratively by volunteers.  None of the 
content is copyrighted—so schoolchildren can use it for research without 
running afoul of their teachers.  Content in Wikipedia must be deemed 
“notable”—that is to say it belongs in an encyclopedia of knowledge, and must 
be written from a neutral point of view.  Vandalism is frequent, though 
generally detected and reversed in fewer than five minutes. 

Encyclopedia Britannica never saw it coming.  They had well over 300 full time 
employees and had been amassing the world’s knowledge for more than 90 years.  
They were upstaged in fewer than five years by a firm with fewer than 30 
employees.  

THERE’S AN APP FOR THAT! 
Every 11-seconds someone downloads an application for an iPhone.  As a rule 
they cost Apple nothing to develop yet Apple gets 30¢ on every dollar of 
revenues.  More than a billion apps were sold within the first nine-months they 
were available.  If you buy every app available for an iPhone, you would spend 
over $89,750—not counting the cost of the phone.  This was inconceivable at 
Motorola, Nokia, Sony or other cell phone firms. 

Oh, and even Apple resisted the idea.  It took threats and a $100m “iFund” from venture 
capital firm Kleiner Perkins before Steve Jobs finally agreed to open up the phone to 
outside innovation. Now it’s their most profitable business.  
 
 
Media is changing worldwide.  Chicago Public Radio must do so too… 
 
 
  

So let’s start with some stories… 
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eird things are happening…  Scores of newspapers in the US have declared 
bankruptcy over the past year, including our own local Chicago Tribune and 
the Sun Times.  Many believe that even The New York Times would be 

insolvent were it not for a $250b loan from a single Mexican billionaire.  Two kids from 
Stanford built a search engine that accidentally created the most successful media 
company in the history of media companies.  The Huffington Post is one of the few 
modern publications on the rise—the content a pastiche of links to other items, all 
uncompensated.  This is a hyper abundance of choice, and every time this has occurred 
before it has led to lower market share and fundamentally changed economic conditions 
for every player in a field—think of cable TV, for instance. 

Today, radio can be terrestrial, digital or web based—so we can listen to anything from 
anywhere, at any time.  Public Radio fanatics can now use the Public Radio app on the 
iPhone to listen to any public radio station in real time. This could help or hurt Chicago 
Public Radio, depending on listener loyalty. Omnipresent iPods make it easier than ever 
before for each of us to climb inside a personal echo chamber of own “favorites”, 
playing endlessly, in random or repeat order.  This is a permanent technological and 
cultural change. 

Amid this media carnage Chicago Public Radio1 is in the midst of a gutsy 
transformation: 

~ We are reinventing our primary service (WBEZ on FM 91.5,) around news and 
information.   

~ We are inventing a new service (Vocalo.org, a web site with its own broadcast signal 
on FM 89.5) to appeal non-traditional urban listeners who historically haven’t 
responded as deeply to public radio programming.   

~ We are working to deepen our relationships with area listeners and members using 
a variety of web-based services and systems.   

Broadly, this transformation challenges the entire Chicago Public Media team to 
mentally separate content from its means of distribution, and to become just as 
invested in how we share what we produce as we are about the passion, polish and 
professionalism we invest in our tradecraft—our news, stories, events, and community 
resources.  Any of these shifts would be daunting.  Dealing with all of them 
simultaneously is enough to strain any enterprise.   

As if that were not enough, then we were hit with a recession of epic proportions.   

 

 

  

Condition 

W 
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ASK YOURSELF THESE QUESTIONS… 

Where do you get your news now? 

Where will you get your news over time? 

In that place, where will the “news” actually come from? 

What do you find compelling? 

What do you care about? 

How do you stay informed? 

How good is the information you rely upon? 

How is it funded? 

What device(s) will bring it to you? 

Whom do you trust? 

How is this changing? 
 

Crowded, complicated, costly, but “free”: the hyper abundance of choice  
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In the broadest, most inclusive, strategic planning process ever conducted at Chicago 
Public Radio, these strategic issues were repeatedly surfaced and considered.  We 
conducted three separate co-construction sessions with staff and board members.  We 
did a thorough analysis of CPR condition, metrics, and performance—and these were 
continuously refined as conditions deteriorated.  And we have worked hard to achieve 
alignment—a sense that we know what issues matter most and where we stand on 
those issues, and how to make sure we will work hard to head in the same direction.   

KEY TERMS.  This short document summarizes our strategic consensus.  Typically, such 
descriptions are dry and filled with high falutin’ code words that few people really 
understand.  So this preamble clarifies the terms we use:  

Mission is a term that is more important than strategy, though most people assume the 
opposite.  Simply put, it declares what we challenge and charge ourselves to do.  Such a 
notion seems obvious—until you realize that it is actually fungible and arguable.  If, for 
instance, we define ourselves as a public radio station in Chicago, we are, at a minimum, 
confused.  More likely, we’re sunk, since we will systematically overlook and ignore many 
competitors and substitutes.  Getting the mission right involves deciding what to pay 
attention to as we develop a plan. 

Vision is another term that is hard to use without seeming pretentious beyond 
redemption.  One useful way to think about it is a declaration of how we would like our 
own future to evolve.  A well articulated vision helps us to share a sense of our own 
stretches and aspirations.  In times of high volatility, such as those we now are enmeshed 
in, if we don’t know what we aspire to, any road will take you there.  A clear vision keeps 
us from being random. 

Values tend to be reasonably stable when lots of other things are variable.  These 
declarations clarify what we care about most—and in the best cases they help anchor 
and shape what we will choose no matter what else may change.  For our planning 
purposes this helps to clarify what we consider to be rock solid and inviolate as we go 
about our work. 

Competences are distinctive capabilities that separate us from others in our field.  As a 
rule, they take a long time to develop and are a key to generating value over time that 
others cannot match.  So if a key competence for us is to foster future on air talent, then 
we should be able to demonstrate that more people want to start or build their careers at 
CPM than other places in radio or media. 

Plans are the stated actions we will take over a period of time—the planning horizon.  
The worst way to think about plans is that they are some abstract and dull report that 
we fuss over every few years, then stick on a shelf until we do it all over again.  A 
more useful way to think about plans is that they are what we ultimately fund and 
actually do.   

Objectives live inside of plans and are clearly stated, measurable goals that help to 
determine if we are making specific progress.  Throughout any planning period, it is 
usually the objectives that are examined most frequently and most tangibly to see if the 
actions are on track and the plan is working.  

Metrics are broader than objectives and clarify a wide array of measures that matter.  
Where objectives are clearly attached to plan parameters, metrics are like vital signs—
they reveal our condition dynamically, across several frontiers.  Metrics loom large in 
our CPM plan, as we shall see. 

Our planning process 
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PLANS VS. REALITY 
Most people think this whole business of strategic planning is a bunch of hooey that 
eventually produces a report that can swiftly thereafter be shelved and ignored.  In the 
case of so many plans—dry, ordinary, uninspired and uninspiring, that is actually a good 
practice.  But at its best planning has two broad functions.  Planning, per se, as a verb, 
is fundamentally about thinking through alternatives.   

The value of planning comes in that it forces staff and the board to actively and 
systematically choose our actions amid many alternatives.  There is, of course, no 
guarantee that we will choose wisely and well, but the very act of thinking together 
helps to give us practice imagining different possibilities.  This practice of considering 
alternatives can make CPR more resilient—simply because no matter what actually 
happens, it is less likely to be surprising if we have considered many possibilities in 
advance. 

Meanwhile a plan, the noun form, helps to formalize the actions we choose.  This is a 
critical part of getting aligned with one another—a key term that is subtly different 
from agreement.  Alignment really is about climbing in the boat together and pulling on 
the oars, so we head in a direction that people have determined in advance and are 
willing to collectively pursue—as long as the metrics show that this is making us better 
off over time. 

THE BENEFIT OF PLANNING IS LESS IN THE PLANS THAN IN OUR THOUGHTFULNESS. 
Now about that pesky condition we call reality.  One of the most famous strategic 
planning theorists of all time, Henry Mintzberg, makes a distinction between intended 
strategy (what we plan) vs. deliberate strategy (what we actually fund and pursue).  
Combine this with stuff that actually emerges, much of it unanticipated, this becomes 
realized strategy.  In an ideal world, all this thinking and planning ultimately gives us 
better instincts—so the choices we make amid times of change are far wiser than they 
would otherwise be.  

A good process of planning helps us all to have sharper instincts—and to make choices 
that are aligned around carefully considered options, instead of being random. 
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To discern strengths and weaknesses we look inside our enterprise at the conditions we 
face.  Classically, strategic choices should leverage our strengths and shore up our 
weaknesses, while working to reduce those weaknesses over time.   
 

~ Radio continues to be a mass market service and will continue to be so for the 
term of this plan.   

~ WBEZ is the primary if not sole broadcast source for popular national productions 
that terrestrial radios can receive (though, to be fair, virtually all this content is 
increasingly available from other modes of delivery).   

~ WBEZ is known for significant national productions that it originates.   

~ Our plant and equipment is vastly better than most regional public radio stations 
enjoy—giving us the studio spaces and satellite reporting centers that others lack.  
This makes it possible for us to be producers of multiple forms of content. 

~ We are recognized around the system as an innovator, a pioneer, and supportive of 
talent.  Interns flock to us and we diligently try to set the conditions so that 
individuals can take risks and succeed. 

~ The format switch to all news/discussion came at an opportune time (when news 
was especially important to a broad swath of citizens).  While our switch generated 
significant controversy in some circles, this served to catch the attention of those 
consumers who find the news to be of paramount import.  

~ Radio as a medium continues to have broad appeal.  Unlike reading or computer 
use, it is remains useful to people when they are doing something else too (driving, 
socializing, or cooking, for example).  For this reason it remains relevant to those 
with busy lives. 

~ CPR has not yet developed a strong internet/mobile presence in a time when 
fluency on these platforms is essential.   

~ We have a culture of radio production that often blocks more catholic ways of 
conceiving of content that would provide multi-platform product.   

~ We have a weak brand, still largely confused with national brands, so that our 
internet and mobile value is subordinate to brands like NPR and legacy calls like 
WGBH and KQED. 

~ Our capital campaign is not yet complete and has suffered loss of momentum 
during this period of global and national financial crisis. 

~ Having suffered recent staff, salary and benefits cutbacks, staff loyalty may be 
strained; surely their sense of security in the institution and confidence in their 
positions may be somewhat shaken.  

~ Vocalo has not yet built visibility or loyalty consistent with norms for successful 
internet startups, and remains a costly early stage venture for us.  

 

SWOT analysis 

STRENGTHS 

WEAKNESSES 
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Opportunities and threats have less to do with internal conditions at Chicago Public 
Radio and more to do with the external issues and dynamics we face.  We look outside 
the walls of our enterprise to discern these issues.  Of course, good planning manages 
the essential tension between all four factors. 

~ The weakening of daily newspapers and the disinvestment of local news by local 
competing commercial electronic media creates a significant opening for 
trustworthy, comprehensive and context-setting news.   

~ The public radio system needs models for the future of public service media and is 
looking for leadership in this area—and CPR is a respected innovator.   

~ Many new technologies (advanced mobile phones, blogs, micro payment systems 
like Kachingle, collaborative filtering, podcasting, and several others) open up new 
avenues for producing services that our fans find relevant and may be grateful for. 

~ Busy, complex lives with many specialized interests lend themselves to information 
resources that can be authoritative and steadily better over time. 

~ Concerned funders are recognizing the urgency of a multi-platform replacement to 
local newspapers with significant grants. 

~ NPR’s aggressive multi-platform strategy is now in full swing and includes direct 
solicitation for support on all levels—major and small.   

~ Mobile technologies continue to develop building availability of user-dictated media 
content (such as iPods) in any setting, including cars.   

~ Interactivity and user constructed content is increasingly a desired experience and 
distribution methods allow users to create their own closed network of distributed 
and received content.   

~ Gaming and on-line virtual life sites are especially attractive to well-educated 
young listeners, exactly the demographic that would otherwise represent the next 
generation of core listeners.   

~ Non-profit support in the form of the one dollar check-off in consumer check-outs 
grow exponentially.  These give a false sense of having “played one’s part” in 
supporting institutions. 

 

Reflections on conditions inside and outside our enterprise 

OPPORTUNITIES

THREATS
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A core competence is different than a mere strength.  Years ago Sony led the entire 
electronics field in the area of miniaturizing personal electronics—this led to The 
Walkman.  For many years Toyota was so much better than any other automaker at 
door and window seals and paint finishes that their cars simply seemed higher quality 
than others—a reputation that persists today.  Today, Apple has a similar strategic 
emphasis on design, packaging, marketing, and licensing strategies.  The essence of a 
core competence is that it should suggest some actions that our enterprise can do that 
others could not do as well—so it can materially shape our choices and actions.  Chicago 
Public Media has these distinctive competences: 

~ Innovation in programming and processes.  We have skills for independent, fresh 
concept development, and this trait is supported by our board and audience.   

~ Creative and high energy staff.  Our staff is youthful but highly skilled and aspires 
to high standards of creativity.  They share a strong sense that amid the 
unprecedented dynamic shifts in media worldwide (see pages 1-3 of this plan), that 
bold actions are needed and expected. 

~ A network of top producers.  Our institution has earned the respect, enthusiasm, and 
access to the best individual program producers worldwide.  

~ A strong, active and connected board.  Our board brings keen business acumen, yet 
supports our staff well, and seeks to act rather than study actions.  The board is 
diverse enough to bring many specialized forms of expertise that we could not 
afford to build internally on staff and helps foster key relationships throughout and 
beyond our region. 

~ Technical facilities and networks.  Our systems and facilities are excellent, though 
some specific types of technological ability are only shallowly represented on staff.  
We make up for these spotty weaknesses with institutional ties to partner 
organizations, volunteers, and experts so that our collective ability is extraordinary 
and unmatched elsewhere in public media.   

One of the boldest moves Chicago Public Media has ever undertaken is now in its third 
year of development.  Vocalo both epitomizes our aspirations to extend our media 
innovations beyond radio per se, and allows us to have a real world crucible where we 
can change the nature and pace of experiments we undertake.   

These aspirations—combined with our history of succeeding at innovation over the past 
decade—have helped to attract high profile foundation support that has, until now, 
mitigated the risk of these moves.  Broadly, we have been able to attract external 
support nearly equal to the risks we are taking.  We cannot count on this pattern going 
forward however, so prudence dictates these reflections: 

As an experiment in radio Vocalo can be seen a significant and strategic.  We have 
attracted and developed a cadre of “host personalities” that can help solicit and curate 
user generated content.  They have been working together to develop trust, production 
protocols and new on-air experiences.  In the world of radio production it is not unusual 
for something truly new to take years to find its essence and hit its stride.2 

As a website Vocalo must be seen as unsuccessful so far.  Great websites exhibit a 
much steeper growth pattern than we have experienced—something our staff and 
General Manager are urgently working to address.  This must be fixed urgently.  

Our core competences 



 

CHICAGO PUBLIC RADIO •  STRATEGIC PLAN  •  SEPTEMBER 2009  •   9 

“BETTER THAN FREE” 
The internet is a copy machine. At its most foundational level, it copies every action, 
every character, every thought we make while we ride upon it. In order to send a 
message from one corner of the internet to another, the protocols of communication 
demand that the whole message be copied along the way several times. IT companies 
make a lot of money selling equipment that facilitates this ceaseless copying. Every bit 
of data ever produced on any computer is copied somewhere. The digital economy is 
thus run on a river of copies. Unlike the mass-produced reproductions of the machine 
age, these copies are not just cheap, they are free. 

Our digital communication network has been engineered so that copies flow with as 
little friction as possible. Indeed, copies flow so freely we could think of the internet as 
a super-distribution system, where once a copy is introduced it will continue to flow 
through the network forever, much like electricity in a superconductive wire. We see 
evidence of this in real life. Once anything that can be copied is brought into contact 
with internet, it will be copied, and those copies never leave.  

~ When copies are super abundant, they become worthless.  
~ When copies are super abundant, stuff which can’t be copied becomes scarce and 

valuable. 
~ When copies are free, you need to sell things which can not be copied. 
~ Well, what can’t be copied? 

There are a number of qualities that can't be copied. Consider “trust.” Trust cannot be 
copied. You can’t purchase it. Trust must be earned, over time. It cannot be 
downloaded. Or faked. Or counterfeited (at least for long). If everything else is equal, 
you’ll always prefer to deal with someone you can trust. So trust is an intangible that 
has increasing value in a copy saturated world. 

There are a number of other qualities similar to trust that are difficult to copy, and 
thus become valuable in this network economy.  I think the best way to examine them 
is not from the eye of the producer, manufacturer, or creator, but from the eye of the 
user. We can start with a simple user question:  why would we ever pay for anything 
that we could get for free? When anyone buys a version of something they could get 
for free, what are they purchasing? 

There are eight categories of intangible value that we buy when we pay for something 
that could be free.  Eight uncopyable values.  Call them “generatives3.” A generative 
value is a quality or attribute that must be generated, grown, cultivated, nurtured. A 
generative thing can not be copied, cloned, faked, replicated, counterfeited, or 
reproduced. It is generated uniquely, in place, over time. In the digital arena, generative 
qualities add value to free copies, and therefore are something that create value:  

1. Immediacy: getting what you want 
right now… 

2. Personalization: adapted just for 
you… 

3. Interpretation: organized and offered 
with insight… 

4. Authenticity: knowing that something 
is real and trustworthy… 

5. Accessibility: knowing you can get it 
without having to own or manage it. 

6. Embodiment: knowing it will adapt to 
any form you need it in. 

7. Patronage: feeling good because you 
support creators of content. 

8. Findability: aggregated, collected, 
and curated into useful structures. 

Kevin Kelly’s generative principles 
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What we do… 
Chicago Public Media serves the public interest by creating and delivering diverse, com-
pelling content that informs, inspires, enriches and entertains.  Through a broad range 
of media platforms we connect diverse audiences in our service area and beyond to one 
another. We help them make a difference in our communities, our region, and the world. 

In simple terms:  
~ Chicago Public Media produces and delivers diverse, compelling content. 
~ We connect people to ideas, to one another, to the nation, and to the world.  
~ We foster civic participation by being present and broadly involved in  

community life. 

Who we do it for… 
~ We serve as a neutral and imperative meeting place for everyone. 
~ We honor and showcase authentic voices speaking about honest daily experience. 
~ We will build deep relationships with users, and tailor our content for them as they 

see fit over time. 

How we do it 
~ By remaining involved, accessible, inquisitive and respectful to our publics and 

creating content that is inventive, thoughtful, and evocative that they consider 
essential to their lives. 

~ By using whatever technology platforms and interactive experiences that attract, 
serve and resonate with audiences and contributors around Chicago. 

~ By constantly seeking new approaches within and outside of our content production 
to prompt rational discourse and discovery among our publics. 

~ By consistently using multiple avenues of distribution technologies to ensure 
availability of our services to all potential users in our region. 

~ By providing those users access to our institution as co-constructors of our 
strategies and content. 

~ By continuously adapting and altering our technologies, systems, and user support 
as the community changes 

~ By becoming national leaders in the use of advanced integrated media systems for 
serving a public interest mandate. 

What we see ahead… 
In fulfilling our mission we will deepen Chicago Public Media’s relationships with users 
and become an indispensable part of cultural and civic life. 
~ We will be an unduplicated and responsible catalyst of regional and national 

discourse and the primary regional force for raising public awareness of important 
social and cultural matters. 

~ We will be responsive to our audiences and reflect their voices and concerns. 
~ We will be an engine for developing talent and turning users into creators. 
~ We will be a leader in the use of advanced communications, seeking always to meet 

our users on their own ground. 
~ We will pioneer ways to show how users access and value our content—using new 

technologies and reporting systems to better understand and reveal solid metrics. 

Plan summary 

MISSION 

VISION 
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We are committed to succeeding with these five critical initiatives over three years.   

 Create modular, highly useful, adaptive and relevant content… so that it can be 
combined, repurposed, and reused in surprising, unanticipated ways. 
Inside and across our enterprise, new material will be designed from the beginning 
with multiple uses in mind. It will have simple, high-quality units that can be 
reedited, remixed, and used in different technological environments. We will also 
create sophisticated data systems that will allow content in our archives to be 
reviewed, reorganized, and “re-packaged” as modular units that add depth and 
breadth to current and future projects. For users on the outside, we also expect to 
make our material accessible, in ways that make it easy to recombine, adapt and 
reuse. This is critical to making our material—and our services—indispensible. 

 Build a relationship engine… so that we are more indispensible in the lives of the 
people we support and serve.   
Such an “engine” will help individual listeners or members adapt what we offer to 
their preferences, with tools to customize services, systems and media devices they 
wish to use to access content they care about. For those listeners that choose to 
become members, this system will provide a convenient place to access and manage 
all the special services we provide, plus it will allow an especially rich way to 
support “high fidelity” memberships. Whether members or not, users of this engine 
should find it to be an extraordinarily convenient single place to access much of 
what they personally love about Chicago Public Media and the Chicago region. 

 Build a culture of innovation and evaluation… so that we constantly try new 
things—and consistently do more of those that work well.  

With so many technologies and types of content in flux it is imperative that we 
foster deep measurement systems and protocols that can become best-in-class for 
public media. We are already at work to create new forms of dashboards and 
systems that will take our many different streams of data and integrate them for 
convenient access and continuous monitoring. Broadly, we envision this as a way to 
help staff take more risks with less oversight and friction—with both the freedom 
and the responsibility to continuously offer more services that succeed.   

 Build the industry’s best user and relationship metrics… So that we can demonstrate 
our relevance to audiences in unprecedented ways. 

Along with our focus on measurement, we will have a special skill for evaluating 
what users access and appreciate.  When we build this properly we will be able to 
demonstrate to programming partners and sponsors that our audience appreciates 
and depends on integrated services—so that we are in a better position to co- 
develop events and deep programs, like Chicago Matters or the Blues Festival.  

 Continue to attract, support, develop and showcase extraordinary media talent… 
So that we remain the most compelling place to learn, work in, and experiment with 
public media.   

Talent remains the cornerstone of our ability to produce, develop and adapt 
material that matters to our users and the region.  We will support the talent we 
have and will constantly seek to be the easiest and best place to succeed. 

Strategic initiatives 
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HOW TO TELL IF WE ARE SUCCEEDING 
When you are trying to surf a broad wave of cultural change it can be hard to tell if 
you are on track.  Clayton Christensen tells us that success with innovation means 
“being patient for growth, but impatient for profits.”  Still, it helps to have some more 
tangible signs of progress along the way.  Chicago Public Media should persist in trying 
to create outcomes like these: 
~ People demonstrably access the breadth and depth of our services 
~ Users perceive and acknowledge the value of our services 
~ Community members think we are an indispensible part of cultural and civic life 
~ Sponsors and underwriters are eager to associate with us and our content 
~ Leading philanthropies think we are an important innovation partner 
~ Membership continues to grow—with commensurate growth “high fidelity” 

relationships, so that pledges get shorter, smarter, and less annoying  
~ Vocalo develops new experiences and content that develops loyal users—and 

exhibits the high momentum growth in web traffic that indicates loyal and regular 
user access 

~ Talented people in media worldwide should want to work with us, partner with us 
and associate with us in a wide variety largely because of our cachet and 
reputation for doing important work in bold new ways 

~ Partners in public media look to us to pioneer key industry advances 

1. Create modular content 
~ Content generation methods and tools 
~ Database of content modules 
~ Links between current stories and related content 
~ More comprehensive links for libraries 
~ Ideas, content, talent available to other media outlets 
~ Diverse audiences for discussion, civic involvement 
~ Creativity and innovation inside and outside CPM 

2. Build a relationship engine 
~ Create formal programs 
~ Develop new rewards 
~ Institutionalize user critiques and follow-up 
~ Partnerships with non profit and commercial enterprises 
~ Development of for-profit media 

3. Build a culture of innovation and measurement 
~ Quantifiable questions for any initiative (custom rechecks every two months) 
~ Set and monitor benchmarks 

4. Build user and relationship metrics 
~ Identify ideal outcomes (recalibrate every six months) 

5. Attract, develop, and showcase talent 
~ Professional development and training 
~ Time and support for special projects 
~ Traditional and non-traditional incentives 
~ Transparency and information-sharing 
~ System for contributions from outside CPM 
~ Competitive structure with awards for contributions 
~ Training and mentoring programs; extension with promising interns 

Expected outcomes 

“Never underestimate the 
power of a small group of 
committed people to change 
the world. 

In fact, it is the only thing 
that ever has…” 
Margaret Mead 

ILLUSTRATIVE SPECIFICS 
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  2010 2011 2012 
  Q1 Q2 Q3 Q4 Q1 Q2 Q3 Q4 Q1 Q2 Q3 Q4 
1)  Create modular content 

 Content generation 
                                  

 Database of content modules 
                       

 Links between current stories and related content  
                 

 More comprehensive links for libraries 
           

 Ideas, content, talent available to other media 
outlets            

 Diverse audiences for discussion, civic involvement 
                                

 Creativity and innovation inside and outside CPM 
                                  

 Support for CPM 
                                  

  

2)  Build a relationship engine 

  
 Create formal programs 

                                 
 Develop new rewards 

                 
 Institutionalize user critiques and follow-up 

                             
 Partnerships with commercial enterprises 

                               
 Development of for-profit media 

                 
  
3)  Build a culture of innovation and measurement 

  

 Quantifiable questions for any initiative 
(Custom rechecks every 2 months per innovation)             

 Set and monitor benchmarks 
                                  

4)  Build user and relationship metrics 

 Identify outcomes 
(Recalibrate every 6 months)                      

  
5)  Attract, develop, and showcase talent 

  
 Professional development and training 

                             
 Time and support for special projects 

                 
 Traditional and non-traditional incentives 

                             
 Transparency and information-sharing 

                                  
 System for contributions from outside CPM 

                                  
 Competitive structure with awards for contributions 

                 
 Training and mentoring programs 

                                  
 Extension with promising interns 

                 

 

Timeline 
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ENDNOTES 

                                                 
1 Throughout the planning process it became clear that Chicago Public “Radio” is a 
misnomer.  Virtually all senior staff members are aligned on changing our name to 
Chicago Public Media, a more accurate depiction of what we already do, certainly the 
only fair depiction of what we intend to do over the planning period.  Still, CPR is our 
current legal name and is thus used for this first reference.  Our name should be 
changed soon.  Recognizing this consensus, we use the name Chicago Public Media or 
the acronym CPM everywhere else in this document. 
2 To be fair and complete, it must be said that many listeners, staffers and even several 
CPR Board Members find the content and listening experience of Vocalo to be substandard 
and unappealing thus far.  Some of the challenges posed in making user generated content 
truly engaging may be inherent—after all, it would be asking a lot to have free content rival 
the production values and polish of This American Life.  As with any media experiment in 
history, it takes time to find the essence of something new.  An important strategic 
question for some is how much time we think the experiment deserves before we elect to 
intervene.  Answering this question is difficult without determining whether it should be 
evaluated as radio programming or a website, since it is clearly a hybrid of each.    
3 Kevin Kelly is the executive editor and a founder of Wired Magazine.  This extraordinary 
set of insights is excerpted from his experiment in a collaboratively developed book called 
The Technium, which you can find at this link: http://www.kk.org/thetechnium/.  The 
details of the eight “generatives” he asserts are themselves valuable, so here they are: 

Immediacy— Sooner or later you can find a free copy of whatever you want, but getting a copy 
delivered to your inbox the moment it is released—or even better, produced—by its creators is a 
generative asset. Many people go to movie theaters to see films on the opening night, where they will 
pay a hefty price to see a film that later will be available for free, or almost free, via rental or 
download. Hardcover books command a premium for their immediacy, disguised as a harder cover. 
First in line often commands an extra price for the same good. As a sellable quality, immediacy has 
many levels, including access to beta versions. Fans are brought into the generative process itself. 
Beta versions are often de-valued because they are incomplete, but they also possess generative 
qualities that can be sold. Immediacy is a relative term, which is why it is generative. It has to fit with 
the product and the audience. A blog has a different sense of time than a movie, or a car. But 
immediacy can be found in any media. 

Personalization— A generic version of a concert recording may be free, but if you want a copy that has 
been tweaked to sound perfect in your particular living room—as if it were preformed in your room—
you may be willing to pay a lot.  The free copy of a book can be custom edited by the publishers to 
reflect your own previous reading background. A free movie you buy may be cut to reflect the rating 
you desire (no violence, dirty language okay). Aspirin is free, but aspirin tailored to your DNA is very 
expensive.  As many have noted, personalization requires an ongoing conversation between the 
creator and consumer, artist and fan, producer and user. It is deeply generative because it is iterative 
and time consuming. You can't copy the personalization that a relationship represents. Marketers call 
that “stickiness” because it means both sides of the relationship are stuck (invested) in this generative 
asset, and will be reluctant to switch and start over. 

Interpretation— As the old joke goes: software, free. The manual, $10,000. But it’s no joke. A couple of 
high profile companies, like Red Hat, Apache, and others make their living doing exactly that. They 
provide paid support for free software. The copy of code, being mere bits, is free—and becomes 
valuable to you only through the support and guidance. I suspect a lot of genetic information will go 
this route.  Right now getting your copy of your DNA is very expensive, but soon it won't be. In fact, 
soon pharmaceutical companies will PAY you to get your genes sequence. So the copy of your 
sequence will be free, but the interpretation of what it means, what you can do about it, and how to 
use it—the manual for your genes so to speak—will be expensive. 

Notes to the plan 
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Authenticity— You might be able to grab a key software application for free, but even if you don't 
need a manual, you might like to be sure it is bug free, reliable, and warranted. You’ll pay for 
authenticity. There are nearly an infinite number of variations of the Grateful Dead jams around; 
buying an authentic version from the band itself will ensure you get the one you wanted. Or that it 
was indeed actually performed by the Dead. Artists have dealt with this problem for a long time. 
Graphic reproductions such as photographs and lithographs often come with the artist's stamp of 
authenticity—a signature—to raise the price of the copy. Digital watermarks and other signature 
technology will not work as copy-protection schemes (copies are super-conducting liquids, remember?) 
but they can serve up the generative quality of authenticity for those who care. 

Accessibility— Ownership often sucks. You have to keep your things tidy, up-to-date, and in the case of 
digital material, backed up. And in this mobile world, you have to carry it along with you. Many 
people, me included, will be happy to have others tend our "possessions" by subscribing to them. We’ll 
pay Acme Digital Warehouse to serve us any musical tune in the world, when and where we want it, 
as well as any movie, photo (ours or other photographers). Ditto for books and blogs. Acme backs 
everything up, pays the creators, and delivers us our desires. We can sip it from our phones, PDAs, 
laptops, big screens from where-ever. The fact that most of this material will be available free, if we 
want to tend it, back it up, keep adding to it, and organize it, will be less and less appealing as time 
goes on. 

Embodiment— At its core the digital copy is without a body. You can take a free copy of a work and 
throw it on a screen. But perhaps you'd like to see it in hi-res on a huge screen? Maybe in 3D? PDFs 
are fine, but sometimes it is delicious to have the same words printed on bright white cottony paper, 
bound in leather. Feels so good. What about dwelling in your favorite (free) game with 35 others in 
the same room? There is no end to greater embodiment. Sure, the hi-res of today—which may draw 
ticket holders to a big theater—may migrate to your home theater tomorrow, but there will always be 
new insanely great display technology that consumers won't have. Laser projection, holographic 
display, the holodeck itself! And nothing gets embodied as much as music in a live performance, with 
real bodies. The music is free; the bodily performance expensive. This formula is quickly becoming a 
common one for not only musicians, but even authors. The book is free; the bodily talk is expensive. 

Patronage— It is my belief that audiences want to pay creators. Fans like to reward artists, musicians, 
authors and the like with the tokens of their appreciation, because it allows them to connect. But they 
will only pay if it is very easy to do, a reasonable amount, and they feel certain the money will directly 
benefit the creators. Radiohead's recent high-profile experiment in letting fans pay them whatever 
they wished for a free copy is an excellent illustration of the power of patronage. The elusive, 
intangible connection that flows between appreciative fans and the artist is worth something. In 
Radiohead’s case it was about $5 per download. There are many other examples of the audience 
paying simply because it feels good. 

Findability— Whereas the previous generative qualities reside within creative digital works, findability 
is an asset that occurs at a higher level in the aggregate of many works. A zero price does not help 
direct attention to a work, and in fact may sometimes hinder it. But no matter what its price, a work 
has no value unless it is seen; unfound masterpieces are worthless. When there are millions of books, 
millions of songs, millions of films, millions of applications, millions of everything requesting our 
attention—and most of it free—being found is valuable.  

 
 
 


