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      It’s been almost 30 years since Peter Drucker predicted in his classic work, Management, that teams would become a permanent structural design in
business. He suggested that teamwork would contribute most in complex, interdisciplinary work and knowledge-based industries, in which workers are paid
for using their expertise and making decisions based on it. Teams would be the preferred structural design for innovative work, Drucker predicted, because
they are flexible and adaptable.[1]

 
In the years since, the concept of teamwork in the workplace has permeated U.S. corporations and the business literature. Some articles published in

consumer magazines have suggested that teams are proving essential in knowledge-based industries with interrelated work that can no longer be conducted
from separate offices. In these businesses, teams have allowed flexibility and quick response to changing situations.[2]  This pilot study looks at an
unexplored knowledge-based industry, magazine publishing, and describes to what extent teams are being used in editorial operations, how they are
functioning and how their effectiveness is measured.

      In business literature, teams are described as “self-directed,” “self-managing,” and “cross-functional.” They are composed of small groups of employees
possessing a variety of skills who share responsibility for a finished product or service.[3] Drucker contrasted this model of collaboration with two other
organizational models. In one model, work moves to the location of the skills and tools, as in manufacturing a car on an assembly line. In the other model,
work is completed sequentially in one place, such as in building a house.[4]

      Although teams had been used in Britain and Sweden in the 1950s, they didn’t capture widespread attention in the United States until the 1980s when
corporate leaders sought ways to improve performance.[5] Consultants such as W. Edwards Deming promoted teams as a way to eliminate departmental
barriers so that employees in research, design, sales and production could collaborate to improve productivity and quality.[6]

    Studies by the University of Southern California’s Edward Lawler and his associates tracked the use of teams in Fortune1000 corporations from 1987 to
1999. Their surveys showed that most of the corporations responding reported they chose a participatory management style, which includes teams, in response
to market pressures, particularly global competition. The corporations’ primary reasons were to improve productivity, product quality and employee
motivation. [7] In studies by Lawler and his associates, 78% of the companies in 1996 had employees involved in self-managing work teams compared to 68%
in 1993, 47% in 1990 and 28% in 1987. In 1999, the number dropped to 72%, which the researchers said may have been caused by team adoption reaching a
saturation point. [8]

 
In mass communication, Doyle Dane Bernbach is cited as one of the first firms to adopt teams. A creative team at the agency designed its Volkswagen

advertising campaign of 1949-51. A writer, creative director, art director and account executive joined forces to launch a successful print advertising
campaign.[9] 

In the newspaper industry, Mario Garcia of the Poynter Institute for Media Studies, promoted for 15 years the “WED” concept—the collaboration of
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writers, editors and designers from the concept to completion of a project.[10] In a videotape and training materials for the American Society of Newspaper
Editors, Buck Ryan advocated the “maestro” concept, which he also described as reshaping the relationship among reporters, assignment editors,
photographers, copy editors, designers and artists by moving from assembly line to collaboration.[11] By 1995, Carl Sessions Stepp, writing in American
Journalism Review, could cite newsrooms using a team approach at the Norfolk Virginian-Pilot, the Minneapolis Star Tribune, Portland Oregonian, Dayton
Daily News, Columbia (S.C.) State, and The Orange County Register.[12]                   

 
 No study comparable to Lawler’s was conducted for mass media until 1999 when the authors surveyed U.S. newspapers with circulations of more

than 25,000 and found
37% of the papers had a formal team system in place. Some newsrooms were organized completely around a team structure, while others used a combination
of teams and traditional beats. Twenty-one percent of the newspapers had teams of reporters focused on specific topic areas, and 21% reported using ad hoc
groups of reporters, editors and designers who planned and executed specific stories or packages. About 9% said they used ongoing teams of reporters,
editors, designers, and photographers.[13]
     
    In research on newsroom teams, John T. Russial used content analysis to study the effect of one topic team, health and science, at the Portland Oregonian.

Russial determined that while the number of stories on health and science increased and the play of those stories improved, other news was sacrificed because
the newshole did not increase.[14] And Kathleen A. Hansen, Mark Neuzil, and Jean Ward, who studied newsroom teams at the Minneapolis Star Tribune and
the St. Paul Pioneer Press, determined the effects on news process and news quality were predominantly negative, as seen through the eyes of the staff. They
acknowledged that readers and staffers have different perspectives on newspaper excellence.[15] On the other hand,, the 1999 study by the authors found that
managing editors of newspapers that used teams  had a very positive view of teams and thought  their newspapers were better conceived and better written.[16]
   
      In the magazine industry, Greg Paul, a consultant who has redesigned many national magazines, was urging collaboration as early as 1991, saying a close

creative relationship between editors and designers helps to achieve the most effective story presentation.[17] However, no research was found on whether
this approach had been adopted by the industry. The present study, relying on magazine editors’ responses, is the first national survey relating to teams on
U.S. magazines.
 
Research Research QuestionsQuestions

 
       The following research questions were developed based on the literature and the focus of the researchers. 1. How many magazines have editorial teams,

and what are the demographics of those magazines? 2. What are the characteristics of teams, including size, composition, etc.? 3. What was the process by
which teams were developed or implemented? 4. How do the teams function? 5. What are the strengths and weaknesses of the team structure? 6. How is
success of team usage measured?
 
Research designResearch design

 
     The researchers surveyed a census of the 300 largest U.S. magazines by revenue. An eight-page, pre-tested questionnaire was mailed to the highest-

ranking editors of the top 300 U.S. magazines in the Folio 500, a ranking of magazines by revenue. The questionnaire was mailed in summer 1999, with a
reminder and second questionnaire mailed four weeks later. 
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LimitationsLimitations

 
     Of the 300 magazines surveyed, 125 returned questionnaires. This return rate of about 42% is lower than one would wish and represents a limitation of

the study. However, because the study is exploratory in nature, the authors believe that results still provide useful and interesting answers to start an
investigation into the topic.

 
     A second limitation of the study is that the sample error (+/-5.5%) applies only to a few questions, including the core question, i.e., did their magazines

use teams. The sub-sample that resulted (those saying “yes”) produced much larger sample errors. Therefore, even descriptive statistics such as chi square
were not a great deal of help given the small N’s in many categories.

 
     A third possible limitation is that the perspectives provided on teams are those of magazine editors, i.e., managers who probably were directly involved

in the decision to move to a team structure. The study does not represent the opinions of staff members, nor did it intend to. Indeed, we view the management
perspective as a strength of this article.

 
FindingsFindings

 
     Research Question 1Research Question 1 asked how many magazines used teams and what were the magazines’ characteristics. Thirty-nine (39) of the 125 respondents

(31.2%) reported using some form of team structure in their editorial departments. Most of these magazines had circulations of 200,000 or more (69%) and
classified themselves as consumer (54%) or business (33%) publications. About 36% were published monthly, 10% bimonthly, and the rest weekly,
semimonthly or 10 times per year. About half the publications had all employees in one city and the other half had employees in two or more cities.
  
     Almost 60% of the magazines with more than 50 employees used teams, compared to 33% of magazines with 10-50 employees, and 4.5% of publications
with fewer than 10 employees. Results were statistically significant on the variable Number of Employees when examined by chi square (X2=13.3825, df=2,
p<.002).

 
     Research Question 2Research Question 2 asked how many teams the magazines used and what was the structure of the teams. Magazines with larger staffs reported using

teams more so than those with smaller staffs. Most magazines have fewer than 5 teams (60%) while 24% have 5-9 and 16% have 10 or more. Just over half
the magazines said that more than 50% of their employees were on teams. And, about 38% each said the teams were ongoing or were ad hoc; 24% said their
editorial staffs were small enough that they operated something like a “team of the whole.”

 
      Teams averaged 4-6 members and almost always included a writer/reporter, a supervising editor and an artist/designer. Copy editors and assistant

editors were team members in about half the cases, and photographers were used on teams in about 40% of the cases. Some 64% of the respondents included
free-lancers on their teams, usually photographers or other writers.

 
     Teams were used to cover a wide range of topics or types of stories. They produced features or investigative stories, wrote special reports or sections, and

covered breaking news.
  



     Most magazine teams had been established after 1985. There appear to have been small growth spurts in 1988 and 1989 and again in 1996, but for the most
part, magazines appear to have moved to a team structure gradually over a 15-year period.

 
     Research Question 3Research Question 3 explored issues surrounding how the team structure was put in place. In more than 80% of the cases, magazine editors conceived of

the idea and initiated the process, results showed. In other instances, a combination of editors and subordinate editors, or editors and corporate management
initiated the process.

     Respondents were asked to rate eight reasons for moving to teams. The most important reasons were to produce more relevant stories and more complex
stories, as Table 1 shows.

 
TABLE 1TABLE 1

REASONS FOR ORGANIZING STAFF REASONS FOR ORGANIZING STAFF IN TEAMSIN TEAMS
Measured Measured on a 1-5 on a 1-5 LikertLikert-type scale (1=strongly agree, -type scale (1=strongly agree, 5=strongly disagree)5=strongly disagree)

To produce stories more relevant to readers 1.92
To produce more complex stories 2.04
To use staff more efficiently 2.15
To produce more stories 3.46
To keep up with technological changes 3.79
To increase advertising 4.00
To increase circulation 4.22
To increase profits       4.29

  
     More than 60% of the magazines reported introducing the team concept over time, usually in less than six months (80%). Almost 60% of the respondents

said it took six months or less to determine the effectiveness of the switch to teams. Only three of the 39 magazines (8.1%) used an outside consultant to help
with the move to teams. Team members usually were selected by the editor, often in consultation with the managing editor. In 70% of the cases, team
members had little or no input into the staffing decisions.

 
     The team leader, usually picked by the editor-in-chief, normally was a supervisory editor (in 81% of the cases). In response to a question on the leader’s

responsibilities, 80% reported having first-edit responsibilities and deadline enforcement responsibilities. Other responsibilities included quality control
(74%), assigning stories (69%), serving as a liaison with editorial management (66%), coaching (63%), and reporting/writing (35%).

 
     About two-thirds of the magazines trained staff over a period ranging from two weeks to several months. The rest confined the training to a week or less.

We asked them what kind of training they provided and, in retrospect, where they wished they might have provided more training. Most of the initial training
was in computer/software skills and team building, with little work in the areas of interpersonal skills, problem solving, or leadership skills. In hindsight, more
than a quarter of the respondents said they wish they had done more in the areas of interpersonal skills and leadership training.

 
     Interestingly, while many corporations that had switched to a team structure said they did so to eliminate mid-level management positions, 80% of the

magazines that switched to teams said no management layers were eliminated.
  



         Research Question 4Research Question 4 asked how the teams function. The majority of teams are run by consensus, with the proviso in half of them that the team leader
makes the decision if a consensus can’t be reached. In 11 percent of the cases, the team leader made the decision without consultation with other team
members.
   
        The teams generate about two-thirds of their own story ideas. In six cases, teams generated all of their own story ideas. And, teams stayed together for a
fairly long time. Almost half of the magazines reported that staffers remained on the team a year or longer.
   
        When the editors were asked if there were certain personality characteristics of individuals that seemed to help them function better on teams, 86%
answered in the affirmative. Asked to identify those traits in an open-ended question, editors suggested a wide range of characteristics. The largest group of
responses could be characterized as the “ability to work with others” (41 percent), “being less ego-driven” (22%), and having “good communication skills”
and a “strong work ethic” (14% each). 
 
                Research Question 5Research Question 5 examined the strengths and weaknesses of teams. Editors were asked to respond to 25 statements about the quality of their
publications and the functioning of their editorial departments by indicating whether the statement was more true under teams or under a traditional structure
(the assembly line model) or whether the statement was as true under one as the other. As Table 2 shows, there is strong evidence that they prefer teams to a
traditional departmental structure. On only one statement, “Stories fall between the cracks,” did they find the statement was more true under a traditional
structure. On the other hand, respondents clearly believe that the team approach helps produce a high quality, better planned and packaged magazine, that
there is more and better communication between and among team members, editors and management, and that stories are more authoritative and better
written.
 

Table 2Table 2
Perceived Perceived Strengths and Weaknesses of Teams in PercentagesStrengths and Weaknesses of Teams in Percentages

A = more A = more true with teamstrue with teams    
B = About B = About the same for teams and traditional structurethe same for teams and traditional structure    
C = More C = More true with traditional structuretrue with traditional structure Percent Percent answering yesanswering yes

 AA BB CC

Overall, our readers get a better magazine 93.9 6.1 0.0
Staff readers interact more 90.9 9.1 0.0
The magazine is better planned 87.9 12.1 0.0
Stories better written because they are discussed before deadline 75.8 24.2 0.0
Stories are packaged better 75.8 24.2 0.0
Staff members are cross-trained and learn new skills 75.0 25.0 0.0
Communication is better between writers and copy editors 65.6 36.4 0.0
Magazine is better designed      63.6 36.4 0.0
Stories are more authoritative    60.6 34.4 3.0
Communication between middle and top management better       60.6 39.7 0.0
Staff members show more initiative 54.5 45.5 0.0
It is easier to implement change(s) 45.5 45.5 9.1
Accuracy is better 40.6 53.1 6.3



Magazine is breaking more news 40.0 50.0 10.0
Writers produce copy for all sections of the magazine     35.5 51.6 12.9
Copy editors more satisfied because their work is more varied 29.0 67.7 3.2
Amount of copy per writer is greater 25.0 59.4 15.6
Decision-making is slower 18.2 48.5 33.3
It takes more staff 15.2 57.6 27.3
Writers/copy editors less likely to be disciplined for missing deadlines 12.1 72.7 15.2
Communication between employees in different locations is a problem 6.9 62.1 31.0
Stories fall between the cracks  6.5 41.9 51.5
Less competent staffers bring down overall quality of coverage 6.3 71.9 21.9
Design is emphasized over content 3.1 75.0 21.9
Top editorial management micromanages 3.0 51.5 45.5

 
 

         Research Question 6 Research Question 6 asked how the success of team usage is measured. .  Respondents, asked to evaluate their staff’s experience with teams, indicated
that managers and staffers liked the team concept a great deal, as Table 3 shows. In addition, they also disagreed with statements that teams created stress or
teams harmed individuals’ autonomy or chances for success. Respondents also reported that after their magazines switched to a team structure, morale among
all management and staff increased or remained the same.
           

TABLE 3TABLE 3
PERCEIVED PERCEIVED STAFF RESPONSE TO TEAM STRUCTURESTAFF RESPONSE TO TEAM STRUCTURE

Measured Measured on a 1-5 on a 1-5 LikertLikert-type scale (1=strongly agree, -type scale (1=strongly agree, 5=strongly disagree)5=strongly disagree)
Top editorial management likes team concept 1.62
Middle managers, such as team leaders, like concept 1.56
Staff members, such as writers, designers, copyeditors, like concept 1.76
Young staff like team concept 1.65
Emotional stress on middle managers has increased        3.73
Stress on writers, photographers, designers, copyeditors increased 3.97
Many staff members miss the autonomy of self-contained assignments 3.82
Staff members see less opportunity for promotion           4.24
N=39  

 
                                                                       

We also asked the editors what measures they used to determine whether the switch to teams had been successful. Based on responses to a Likert-type
scale (see Table 4), editors said they relied strongly on better coverage of issues, the opinion of the editor, the ability to make deadlines, along with informal
feedback from staff members and readers. Conversely, they said they did not perceive of circulation increases or MBO evaluations as being that important in
measuring success. Indeed, almost no formal or scientific methods of measurement seem to have been used.
 
  



TABLE 4TABLE 4
ELEMENTS ELEMENTS PERCEIVED ASPERCEIVED AS

IMPORTANT TO IMPORTANT TO MEASURING SUCCESSMEASURING SUCCESS
(1=very important measure; (1=very important measure; 5=very unimportant measure)5=very unimportant measure)

 MeanMean
More/better coverage                                      1.70
Editor’s opinion                                               1.87
Making deadlines                                 1.97
Informal staff comments                       2.03
Informal reader feedback                     2.34
Awards won                                        2.81
Amount of stories produced                             2.82
Surveys of staff                        3.12
Circulation increase                                          3.21
Evaluation in MBOs                             3.92
N = 39  

 
Finally, while the editors reported that they thought teams were successful, they also

believed that individual staff members were successful under a team structure. More than 70% of the editors said their magazines rewarded individual staff
members for team successes. Types of rewards were distributed evenly among raises (39%), bonuses (39%) and awards (39%).

DiscussionDiscussion
            This pilot study of magazine teams produced four important findings.
 
            First, almost a third of the largest U.S. magazines use a team structure. The more employees a magazine has, the more likely it is to use teams. The
31% of magazines is fairly close to the 37% of American daily newspapers that reported using teams in the earlier study by the authors. But, it is far less than
the 72% of U.S. businesses using teams in 1999, as reported in studies by Lawler and his associates. Magazines also appear to have begun using a team
approach many years after American business did. Peter Drucker, as early as 1974, was calling a team-oriented structure the wave of the future. Magazines
apparently have only relatively recently become a part of that wave, a wave that may be leveling off, as the percentage of businesses using teams dropped
from 78 to 72 from 1996 to 1999.

            Second, magazine editors said they moved to teams for reasons of quality: producing a better magazine, publishing stories more relevant to readers,
and creating more complex stories. Issues of productivity (producing more stories and using staff more efficiently) and profitability (increasing circulation,
advertising or profits) were reported to be of less importance. That coincides with responses that showed editors, not higher management, created the team
structure. Newspapers gave similar reasons for starting the use of teams, albeit six or seven years after magazines. But, more interestingly, American
businesses reported in studies by Lawler that their primary reason for moving to teams was to increase productivity. Improving quality came second.

            Third, we learned a good deal about the composition and workings of magazine teams. They normally have 4-6 staff members, most often a writer,
copy editor, supervisory editor, and designer/artist. Photographers were included 40% of the time. Inclusion of the designers and photographers undoubtedly



reflects the visual nature of the medium. Newspaper teams, by contrast, were much more word-oriented and less likely to include designers or photographers.
Magazines seem to have embraced the business model of cross-functional teams more than newspapers, whose teams usually were composed of several
reporters and an editor. Free-lancers also were part of magazine teams on many publications, an indication that the concept of the team overrides even
employment status.

            Team members on magazines, like their colleagues on newspapers, often stay on the team for a year or more. And they don’t get a lot of training
related to working on a team. Most magazines trained staff over a period of two weeks to a few months, and editors indicated that, with hindsight, they wished
they would have provided more work in the areas of interpersonal skills and leadership training. Newspaper staffers had received an even shorter period of
training, usually about a week, but they did receive more training in interpersonal relationships. The team structure seems to create expectations of staff
members that may have implications for future hiring. Teams were expected to operate largely autonomously and by consensus, and to generate most of their
own story ideas. Editors of both newspaper and magazines indicated that members had to be able to work well with others. The “team players” of the future
may be the students in university journalism and mass communication programs that are teaching collaboration and convergence.

            In conjunction with this, most magazine editors reported that the move to a team structure did not take long, less than six months in 80% of the cases.
Interestingly, the editors also said it did not take them long to determine whether the move to teams had been successful, stating, again, that they could tell in
six months or less. Because their methods of measuring success were informal (discussions with staff members, anecdotal comments from readers, and the
editor’s opinion), it might be that the editors – many of whom were involved in the decision to switch to teams – may be predisposed to see success. Certainly
the criteria they use are difficult to quantify, more so than measures of productivity or profitability. Because other factors come into play, it’s difficult to
isolate the reasons for success.

            Finally, editors of magazines with teams report almost entirely positive results. They say they get better quality magazines, increased staff interaction,
and better planning. They note that staff morale was enhanced by the move to teams and that stress levels seemed to be lower with teams. Issues of quality,
staff performance, accuracy, satisfaction, interaction, and design all were said to be better under a team structure. The responses of magazine editors were
remarkably similar to those of newspaper editors in the authors’ earlier study. However, in almost all cases, the magazine editors were even more positive in
their assessments. The reason may be because the magazine editors had had more experience with the team structure (most newspapers had started teams only
since 1992). Further, many newspapers said they had retained elements of a traditional newsroom, producing a hybrid structure.

            Future research into the use of magazine teams could confirm or challenge this overwhelming enthusiasm for the team structure. It also could
determine whether the percentage of magazines using teams increases or decreases, and whether more formal methods of assessing team successes are
introduced. In addition, research could determine whether magazines are heeding the advice of Mario Garcia, Buck Ryan, and Greg Paul to use collaboration
for the best story presentation by integrating their online media staffs into their creative teams.
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