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What we’ll cover today in the training session

• Understanding project management, the benefits and skills

• Going deep into a specific case study with tips on how to apply project 
management skills to any project in a newsroom

• Discussion on challenges we’ve faced on projects and how we 
overcame them
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What is a project?

The answer to this question is 
completely up to you. Any task with 
a beginning, middle, and end can be 
considered a project.

Projects of all sizes and time-
scales crop up in every aspect of our 
lives. You’re probably managing 
projects in both your professional and 
personal life more than you realize.
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Some journalism project management examples:

• Creating a new enterprise series.

• Planning your print and/or digital product.

• Working to improve how a process is completed in 
your workplace.

• Deciding what to do for the office happy hour… and 
organizing the office happy hour!

Some everyday project management examples:

• Buying a new home or car.

• Planning a holiday.

• Planning a wedding.

• Undertaking a new fitness or healthy eating plan.



Benefits to Project Management

• Leadership and Ownership: Having a project 
manager (or any number of defined project 
managers) helps avoid the "too many cooks"
pitfall that can occur with projects.

• Steady Momentum: A good project manager 
keeps everything moving, reducing risks that 
might jeopardize a project's goal.

• Maximize your resources and improve 
processes: A project manager's role is to map 
out how resources (time, people, tools) can 
be used the most efficiently to achieve 
project goals. Effective project management 
can help you identify areas that can be 
adjusted for better performance.

4Source: Harvard Business Review 



Skills needed for effective project management

Hard skills

• Planning

• Time management

• Measuring success

• Delegation/Resources

• Organization
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Soft skills

• Communication

• Influence vs authority

• Ownership

• Adaptability

• Conflict resolution

• Visibility



Tips to deliver great projects from 
the Digital Optimization Team

How to use project management to improve results of major enterprise 
projects.



Case study: Justice in 
my Town

• A year-long network 
project: Spotlights racial inequity in 
small- to mid-sized American 
communities and elevates the voices 
of under-served audiences

• 7-part series: Five waves (41 stories) 
launched

• Dozens of stakeholders across the 
company

1st place in collaborations at 2020 Best of 
Gannett Awards



The process for the Justice in My Town Project

Define the project and set goals

Create a timeline

Determine the resources you'll need

Delegate tasks

Check in on progress throughout the project

Project completion and follow up



Define the project and set goals

• Identify the audience for the project

• Use SMART goals to bring order to the chaos



Identify the audience for the project

Audience questions to ask yourself: 

• Why are we doing this project?

• Who do we want this content to reach?

• What is this audience looking for? How 
can our project match their needs?
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From the project: 

See how the plan changed from three 
to 10 communities to make sure we 
were meeting audience needs. 



Use the SMART goals to bring order to the chaos

Image source: "Social Media: Strategize before diving in" by Hayley Carter on Medium
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https://hayleycarter-39668.medium.com/social-media-strategize-before-diving-in-5f4d71f37f8e


Exercise: Write a smart goal and put it in the chat
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Scenario: Think of a project in your professional or personal life that has a 
beginning, middle and end.

Professional life example: Publish an investigative project by June 1 
that reaches at least 10,000 PVs and influences 100 subscriptions using the in 
depth template and focusing on engaging readers on Instagram.

Personal life example: Save x amount of money per week from my job to pay 
for round trip flights to/from Italy on the dates I will fly in/out on. Track savings 
using my banking app and check balance weekly to ensure I'm saving enough.



Create a timeline

• Determine how long tasks will take to complete

• Set deadlines 



Determine how long tasks will take to complete

• What needs to get done to 
reach the project goals? Be as 
specific as possible.

• Map out each step of the 
process in order. What time 
frame can you attach to 
each?

• Be ambitious, but reasonable
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Reporting Writing Editing

Optimizing
Social 

planning
Publishing

Promoting

Pro tip: Are any steps dependent on the 
completion of another task? Don’t forget to think 
from the beginning to the end.

Justice in My Town Tasks 



Set deadlines

• Think about your audience: Is there a 
best time to meet them with your 
project?

• What might impact your deadline? Keep 
staffing levels and other team needs 
in mind.

- Don't plan to publish a big project on the 
same day as another big event

• Have you gone through the steps? Match 
your deadline to the steps you mapped 
out to complete the project

- Break the project into manageable chunks and 
set deadlines for tasks along the way

- Steps that are dependent on others should 
have their own deadlines
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Pro tip: Write down your deadlines in a 
place that is visible to everyone working 
on the project. These deadlines were in a 
shared doc pinned in a Microsoft Teams 
chat.

Justice in My Town planning doc

https://docs.google.com/document/d/1UTn923mZJ7XfOgyz-vZS0gHalEtVYxJ3BWrYI3sJfh0/edit?usp=sharing


Determine the resources you need

• Identify who can work on the project. What will they need to be 
successful?



Identify who can work on the project. What will they need to be 
successful?

• Who has the skills to complete each task of the project?

– Ensure they have the time and tools needed

• Projects are learning opportunities. This could be a chance for someone to grow.

– Will the team need to be trained?

– Make extra support available

• As the project manager, what do you need to support your team?
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Discussion: How do you match a task to a person’s skills on your 
team?

• Please put your answer in the chat
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Delegate tasks

• Clearly define roles

• Empower your team



Clearly define roles

• Everyone should be able to understand and 
articulate:

– What they need to do

– Why they're doing it

– What resources they have available

– Who to turn to for help

– When their deadline is
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Empower your team
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Everyone should know how they 
advance the goals of the project

Let everyone share their ideas 
and listen intently

Celebrate successes along the 
way



Check in on progress throughout 
the project

• Communicate frequently and openly

• Create spaces for collaboration
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Communicate frequently and openly

• Establish regular check-ins with all team members

• Everyone should feel comfortable flagging potential issues along the way

Questions to ask frequently:
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What progress has 
been made?

Are we meeting 
our timeline?

Does the team still 
have the resources it 

needs?

Is there anything 
we need to 
reassess?



Create spaces for collaboration

• Let those working on 
similar tasks own a 
space for working 
together

• An opportunity for 
the team to learn 
and grow from each 
other

• Begin showing future 
project managers 
these skills
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Project completion and follow up

• What were the results? Follow up after the project is done



What were the results? Follow 
up after the project is done

• Did you meet your goals?

• Share the project's wins with the 
team. Encourage them to do the 
same.

• Gather the team to ask what they 
thought of the process. Act on their 
suggestions.

• What can be improved for next time?
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Discussion

Think about a recent project. Think back on how it went. Did you achieve 
your goal? What worked? What didn’t? Using what we learned today, what 
would you do differently next time?



Thank you.


