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Executive Summary
Around the world, change has become the de
rigueur strategy for every newspaper
company. From content creation, to
distribution, to new business models and
beyond, the newspaper industry is in the midst
of the most profound change in its history.
The World Association of Newspapers and
News Publishers’ (WAN-IFRA) Shaping the
Future of the Newspaper project has launched
the first World Newspaper Future & Change
Study, which captures details of publishers’
financial challenges around the world, as well
as their specific strategies to rebuild their
businesses for the future – all with new
products, cost-cutting tactics and
organisational and employee development.

Newspapers are learning how to adapt to and
grow in this new ecosystem, where outside
forces, such as technological advances, the
economic climate and reader consumption
habits dictate the new building blocks that will
enable media houses to survive and flourish.
These crashing waves of change have left in
their wake both devastation and a mindset of
renewal for many of the world’s publishers,

according to the study’s results. In some parts
of the world, the economic downturn, coupled
with debt challenges and advertising revenue
shortfalls, have left many newspaper
companies shifting gears into new, highpotential revenue strategies. The study,
conducted from September through November
2009, reveals a promising array of facts about
the world’s publishers, in particular, that they
have reported plans to build a portfolio of
businesses to make up for the shortfall of
traditional advertising and circulation revenue,
by exploring a variety of businesses that fall
under traditional core competencies, as well as
non-media businesses.

Editor’s note: A special note of gratitude to our research
partners, Erik Wilberg of the Norwegian School of
Management, who created the original Future & Change
Study for the Nordic region; and François Nel of the
University of Central Lancashire, who worked tirelessly
with the Shaping the Future of the Newspaper team to
expand the survey to the rest of the world’s newspaper
publishers.
5
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and 10 percent of their revenue/income will
come from sources other than traditional print.

This report details the results of the Future &
Change Study, completed in partnership with
the Norwegian School of Management and the
University of Central Lancashire in the United
Kingdom, which shows a majority of the 653
respondents around the world are looking to
businesses outside the printed newspaper in
order to grow revenues and revamp structures
along the value chain that are no longer
functioning at full throttle.

Publishers know non-traditional revenues are
imperative to future success, and in many
cases, survival. Responses imply that
companies are aggressively searching for new
revenue streams to replace declining traditional
sources, with product development ranking at
more than nine points on a scale of one to 10.
When broken down by region, South America
(9.8) and North America (9.7) ranked product
development higher than other regions, while
Western Europe (9.1) and Nordic Europe (9.0)
ranked close behind. Eastern Europe (8.6),
Africa (8.6) and Asia/Australasia (8.3) ranked
product development lower on average
compared with their Western counterparts,
perhaps reflecting the lesser economic
pressure and therefore diminished urgency felt
by publishers in these regions.

Generally speaking, the survey supported
findings found elsewhere – that newspaper
revenue over the last fiscal year has hit North
America, Nordic Europe, Western Europe and
South America hardest, followed by Eastern
Europe, Africa and Asia/Australasia. And as
newspapers struggle with overall revenue
declines, they are searching for and
implementing new revenue streams. Almost 70
percent of those surveyed said they believe
non-traditional print revenue will have to
account for less than 20 percent of overall
company revenues in the next 12 months;
however, more than 70 percent said they
believe more than 20 percent of revenues will
come from outside print in the next five years.

The greatest opportunity in the eyes of most
surveyed is developing content for mobile
channels, especially in regions where mobile
penetration in highest – Nordic Europe,
Western Europe, Asia and South America.
Mobile was followed by social media, Web TV
and Web radio, showing that newspaper
companies are focusing on digital channels as
opportunities for the future.

As market conditions continue declining globally,
publishers say they are setting up objectives
and timelines, with 27.5 percent saying that
over the next 12 months, between 6 percent

Over the next 5 years, what percentage of the total company
revenue/income will have to come from sources
other than traditional printed media?
%
100
90
80

(Sorted by region)
8.7
4.3
21.7

1.9
9.4

15.6

11.3

11.1

13.5

5.6
33.3

6.9

6.1

17.2

12.1

13.0

20

17.4

10
0

4.3
4.3

Africa

8.9

11.1

20.8

27.8

23.0

17.8

2.2

61-70%
More than 70%

18.2

13.3
11.1

51-60%

21.2

13.2

40
30

31-40%
41-50%

22.2

50

11-20%
21-30%

26.1

20.3

26.1

0-5%
6-10%

27.3
55.2

13.3

2.5
9.1
14.9

17.6

26.4

70
60

4.4
8.9

13.4

12.2
5.7
3.8
7.5

Asia/
Eastern
Australasia Europe

10.3
5.6
5.6

8.1
2.7
2.7

6.9
3.4

3.0
6.1
6.1

Nordic
Europe

Western
Europe

North
America

South
America

7.6
4.7
4.0

Total

Source: 2009 World Newspaper Future & Change Study, WAN-IFRA, University of Central Lancashire, and Norwegian School of Management
© WAN-IFRA 2009
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How ready is your organisation for change?
Select the column that shows how much you agree with each of the following statements
(Sorted by region)
Strongly agree

%
100

Somewhat agree

Neutral

Somewhat disagree

Strongly disagree

There is an urgency felt throughout the organisation – from front line to senior leadership –
that our business needs to change
17.4

27.3

29.4

29.5

37.3

38.9

41.90

34.40

32.90

34.40

47.10

90
80

39.1

70
60

50.0

50
40

30.4

41.90

27.3

30

11.8

9.40

20

11.8

18.80

10
0

%
100
90

8.7
4.3
Africa

4.5
11.4
Asia/
Australasia

9.8

11.1

Eastern
Europe

Nordic
Europe

6.50
6.50
3.20
North
America

3.10
South
America

7.10
7.10
5.70
Western
Europe

We are constantly on the lookout for new ways to make money beyond historical sources
of revenue like circulation, display advertising, and classified advertising
61.9

40.9

56.3

44.4

38.7

50.0

53.7

80
70
60

20
10
0

%
100

27.8
28.1

40
30

54.8

34.1

50

18.8

25.4

9.5
9.5

11.4

14.3
4.8
Africa

9.1
4.5
Asia/
Australasia

8.3
8.3
8.3
Eastern
Europe

11.1
15.6
11.1
5.6
Nordic
Europe

3.2
North
America

6.3
South
America

7.5
11.9
1.5
Western
Europe

Our culture encourages people to look beyond the boundaries
of our current business practices and our normal business model
18.2

20.5

31.8

36.4

23.4

33.3

19.4

25.0

21.4

90
80
70

31.4

16.7
13.6

40
30

37.5
11.1

60
50

45.2

27.7

27.7
15.9

14.3
27.8

36.4
15.9

20

6.5
25.8

21.9

18.6

12.8

10

11.4

8.5

11.1

Asia/
Australasia

Eastern
Europe

Nordic
Europe

0
Africa

3.2
North
America

15.6

14.3

South
America

Western
Europe

Source: 2009 World Newspaper Future & Change Study, WAN-IFRA, University of Central Lancashire, and Norwegian School of Management
© WAN-IFRA 2009
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When asked “What is the single most
important change that has to be implemented in
your newspaper over the next year?” a majority
of respondents said they are focusing on
developing quality multimedia content while
also identifying new online revenue streams.
The study also shows a general agreement that
executives must balance the difficult demands
of streamlining existing operations with
planning and implementing current and future
innovation and acquisitions. This must all take
place under roofs where an urgency for change
is also a priority.
When asked if there is an urgency felt
throughout the organisation that the business
must change, 32 percent of respondents agreed
“strongly,” nearly 40 percent “somewhat
agreed,” 28.4 percent said they were “neutral”
(13.1 percent), disagreed “somewhat” (9
percent) or disagreed “strongly” (6.3 percent)
that this consensus existed within their
companies. When looking at the West alone,
however, nearly 90 percent of Nordic
Europeans and more than 80 percent of North
Americans “agreed somewhat” or “strongly.”
In the second half of this report, 10 essays
written by newspaper industry experts and
consultants underscore many of the study's
findings.

According to Erik Wilberg, one of the survey's
authors and associate professor of strategy and
leadership at the Norwegian School of
Management, incremental change can often be
mistaken for real transformation, and the problem
usually stems from traditional company culture.

“The view of the future of the newspapers
depends on one's point of view. If you look
through the lenses of circulation, you are likely
to be permanently disappointed. If you look
through the lenses of ‘engagement and
eyeballs’ you are likely to be more optimistic.
The future for publishing is digital and there
will be a long transitional period where the
digital developments and the traditional
newspapers will have to play together. And the
enemy lies within the company,” he writes.
“My advice is: Stop talking about circulation.
Stop talking about cost-cutting as the prime
roadway to success and look outside your
window. If the changes outside your window
are greater than on the inside, you will run into
trouble.”
8

The core value proposition of newspapers is
intrinsically tied to being able to conserve time
while maximising reward, according to
University of Cape Town Graduate School Of
Business's Dave Duarte and Elaine Rumboll.

“The concept of an attention scarcity sits
uncomfortably juxtaposed with the industrial
model of news production. Information is
intrinsically valuable in the industrial model
because it is relatively scarce, exclusive and
hierarchical. It makes sense then, to build
empires around a particular access channel that
is exclusive and popular, such as print.
However, once information becomes freely
available on the Internet it may be easily
accessed and shared by anyone who can
operate a search engine and send an e-mail.
Thus, in sectors where information is abundant
and available, the only cost of information is
the time and effort that it takes to engage with
it,” they state in their essay.
“In order to successfully adapt to this new
economy, newspapers may need to start
emphasising Attention over Content. This
means consumers will be drawn to news
sources that are able to add value to the
information in ways that enhance their
experience of it - through having a more
trustworthy brand, effective design,
accessibility, community and engagement, for
example.”

While experts describe their best
recommendations on how to cope with and
flourish as a result of the changes taking place,
it is up to publishers, who have voiced their
concerns and plans, to use this information to
better illuminate their actions in the weeks,
months and years ahead. The urgency for
change is greater in some parts of the world
than others, but all agree it is critical for
everyone to take action now.
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Introduction
The first annual World Newspaper Future &
Change Study is a global research study about
newspaper publishers’ business strategies
moving forward for the next five years, with
the key objective to inspire newspaper
executives to invest and innovate their
business units and business practices.

The World Association of Newspapers and
News Publishers’ Shaping the Future of the
Newspaper project has partnered with the
Norwegian School of Management and the
University of Central Lancashire in the United
Kingdom to create and distribute this study to
newspapers around the world, in six
languages: English, French, Chinese, Russian,
Spanish and Portuguese. WAN-IFRA also
partnered with the Jönköping International
Business School in Sweden for its assistance
on SFN’s data analysis team.
The study was conducted from September
through November 2009, and drew 653 study
participants, who either completed all or part
of the online survey. The majority of the
respondents hail from Nordic Europe, mainly
because the Future & Change Study has been

conducted by Norwegian School of
Management’s Erik Wilberg since 2005, and
was updated during the summer and early
autumn of 2009. The Nordic-only study served
as the inspiration for the more comprehensive
WAN-IFRA study, and because of many
nuanced differences and additions, will be
analysed separately in this report. The 2009
Nordic study drew 136 complete responses
from media houses in Denmark, Finland,
Norway and Sweden. Many of the responses
and conclusions for the Nordic study directly
correlate to those of the WAN-IFRA study.

The respondents from the WAN-IFRA study
are distributed fairly evenly around the world.
The respondents are also evenly distributed
across top management, editorial management,
commercial directors and the “other” category,
which includes business development and
audience development managers, training
directors and heads of associations.

The respondents reported that their companies
are engaged in multiple businesses in addition
to their general purpose newspaper, most
notably one or more Web sites, and also other
9
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print products, all-advertising newspapers and
events and conferencing, to name a few key
businesses.

The study results fall into four categories, including:
1. The profile of the study respondents,
including type, frequency and circulation,
position at the company, region of the world
and cover pricing structure

2. The state of revenue making among the
respondents during last fiscal year’s financial
crisis, particularly advertising and circulation
revenues, and the percentages of nontraditional revenue needed in the next year and
five years in order to satisfy the companies’
revenue objectives
3. The respondents’ concrete plans for costsaving and money-making strategies in the
next one and five years to make up for the
shortfalls in traditional revenue making
including investments, cost savings,
efficiencies and personnel development

4. The responding newspaper companies’
tolerance and ability for change, department
by department, including the ability to shift
gears on business models; and the companies’
outlooks for training for employees across the
newspaper company value chain

Regarding the responding newspapers’ pricing
and distribution structures, the majority of
papers – 83 percent – are paid-for, and the
remaining 17 percent are divided between free
or hybrid models. Most of the newspapers
represented are national papers, and the rest
are spread out as international, regional and
local newspapers.

Regarding publishing frequency and
circulations, the majority of the respondents
publish daily newspapers, but some weeklies
and six-day a week publications also were well
represented, in addition to a handful of
publications that circulate two to five days a
week. The amount of circulations represented
also was evenly distributed, from the more
than half-million or more circulation
represented by 9 percent of the survey
responses, to the less than 10,000 circulation
on the other end of the spectrum, with 13.6
percent of the responses, plus every circulation
category in between.
The majority of respondents reported 500 or
more employees, or 38.3 percent, while the
second largest response group of 24.9 percent
10

Number of Respondents,
by Region
Total = 628
North
America
6.7%

South
America
9.0%
55

Africa
5.9%
36

Asia/
Australasia
11.6%
71

41

68
Western 123
Europe
20.1%

Eastern
Europe
11.1%

218
Nordic Europe
35.6%
Note: Africa inccludes Algeria, Benin, Cameroon, Egypt, Ghana,
Kenya, Morocco, Nigeria, South Africa, Tunisia and Uganda;
Asia/Australasia includes Afghanistan, Australia, Bahrain, Bhutan,
Burma, China, Hong Kong, India, Indonesia, Iraq, Japan, Jordan,
Kazakhstan, South Korea, Lebanon, Malaysia, Nepal, New Zealand,
Pakistan, Qatar, Saudi Arabia, Singapore, Sri Lanka, Taiwan,
Thailand, United Arab Emirates and Yemen; Eastern Europe includes
Albania, Belarus, Croatia, Cyprus, Estonia, Greece, Hungary, Latvia,
Macedonia, Poland, Romania, Russia, Slovakia, Slovenia, Turkey
and Ukraine; Nordic Europe includes Denmark, Finland, Iceland, Norway
and Sweden; North America includes The Bahamas, Canada,
Honduras, Jamaica, Nicaragua, Puerto Rico and the United States;
South America includes Argentina, Aruba, Bolivia, Brazil, Chile,
Colombia, Ecuador, Uruguay and Venezuela; Western Europe includes
Austria, Belgium, France, Germany, Ireland, Italy, Malta, Netherlands,
Portugal, Spain and the United Kingdom
Source: 2009 World Newspaper Future & Change Study, WAN-IFRA,
University of Central Lancashire and Norwegian School of Management
© WAN-IFRA 2009

Your Area of Work
Total = 435
Other
17.5%

Top management
(Responsible for both editorial
and commercial operations,
e.g. Owner, Chairman, CEO)
37.2%

76
162

110

87
Editorial manager
(e.g. Editorial Director,
Editor-in-Chief,
Title Editor)
25.3%

Commercial manager
(e.g. Managing Director,
Advertising Director,
Business Development
Manager)
20.0%

Source: 2009 World Newspaper Future & Change Study, WAN-IFRA,
University of Central Lancashire and Norwegian School of Management
© WAN-IFRA 2009
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Where is that newspaper
distributed?
Total = 419

How would you describe the
cover price of that newspaper?
Total = 410

Other
International 0.2%
8.8%
37 1

Local
22.9%

Part free,
part paid-for
7.3%
30

Free
9.3%
38

96

172

National
41.1%

113
Regional
27.0%

Paid-for
83.4%

342

Source: 2009 World Newspaper Future & Change Study, WAN-IFRA,
University of Central Lancashire and Norwegian School of Management
© WAN-IFRA 2009

Source: 2009 World Newspaper Future & Change Study, WAN-IFRA,
University of Central Lancashire and Norwegian School of Management
© WAN-IFRA 2009

reported an employee count of 51 to 250
employees. Meanwhile, 14.6 percent reported
251 to 500 employees, while 13.9 percent
reported 11 to 50 employees and 8.4 percent
reported less than 10 employees.

the Future & Change Study – after establishing
the root of the problem, the publishers revealed
how they were going to solve the problem in
the short term and the long term, with revenuemaking and cost-cutting measures.

The second phase of questions honed in on
how the financial crisis of 2008-2009 has
affected the respondent companies’ revenue
base in the most recent fiscal year recorded.
These questions will be explored in Chapter
1. The survey found that 38 percent of the
respondents said their overall revenue was
down by more than 20 percent, while more
than a fourth said their revenue was down
between 11-20 percent, and almost another
fourth said it was down between one and 10
percent. Falling print advertising revenues
were largely to blame for the steep decline.

The publishers also detailed how much new,
non-traditional revenue they will need in the
next year and the next five years in order to
reach their companies' revenue objectives.
The vast majority of respondents reported
that between six and 20 percent of nontraditional revenue will be needed in the next
year, with respondents from North America
and Western Europe and Nordic Europe
responding with significantly higher revenue
needs from beyond traditional sources.
The next phase of the study explored
responding publishers’ specific plans to
recover lost revenue, which will be explored in
Chapter 2. This dimension goes to the heart of

One of the key challenges is in changing
strategies from a “business as usual”
newspaper company to a dynamic company
that is developing new revenue-making
strategies now and for the future, as well as
managing the changes in the organisation and
among the employees.

How many days a week
do you publish that title?
Total = 411

No answer
5.8%

1 day
18.2%

24
75

2 days
2.7%
11 3 days
10 2.4%
3 4 days
0.7%
25
5 days
6.1%

183

80
7 days
44.5%

6 days
19.5%

Source: 2009 World Newspaper Future & Change Study, WAN-IFRA,
University of Central Lancashire and Norwegian School of Management
© WAN-IFRA 2009
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What is the circulation (copies)
of that newspaper?
Total = 405

Less than
10,000
13.6%

More than
500,000
9.1%
37

250,001500,000
14.1%

55
10,00025,000
16.3%

57
66

71
57

100,001250,000
17.5%

62

25,00150,000
14.1%

50,001100,000
15.3%
Source: 2009 World Newspaper Future & Change Study, WAN-IFRA,
University of Central Lancashire and Norwegian School of Management
© WAN-IFRA 2009

How many employees
in your company?
Total = 418

Less than 10
8.4%

More than 500
38.3%

35
11-50
13.9%
58

160

104
51-250
24.9%
61
251-500
14.6%
Source: 2009 World Newspaper Future & Change Study, WAN-IFRA,
University of Central Lancashire and Norwegian School of Management
© WAN-IFRA 2009

When broken down by region, those media
companies hungry for change directly
correlate for the need to change in challenging
markets such as North America, Nordic
Europe and Northern Europe.

One of the most significant findings of the
study summed up the publishers’ collective
desire for the future of their businesses
through new business growth, the way forward
to which is through investment in new product
12

development for new revenues. Other clear
investments for newspaper companies were
marketing and branding for newspapers,
increased audience research and investment in
customer relationship management.

In addition to cutbacks, respondents see
opportunities in the development of new
products, ranking them in terms of threats and
opportunities. Some of the biggest opportunities
are led by creating content for mobile phones,
particularly iPhones and other smartphones,
followed by the development of social media
content, events and conferencing businesses, and
Web TV and Web radio channels. These findings
directly correlate to SFN’s anecdotal research
conducted on global newspaper strategies.
The survey also sought to learn if the
respondents’ organisational cultures routinely
encouraged staff to look beyond the
boundaries of current business practices and
traditional business models. These responses
will be explored in Chapter 3.

About 45 percent thought their organisational
cultures did not routinely encourage such
innovation, despite the fact that there is
widespread consensus about the need for
change. The single most significant
determinant of organisational culture is the
company’s leadership. So, it’s clear that those
at the top have work ahead to affect cultural
change in their organisations.

Organisational transformation is typically a
difficult journey, and newspaper companies
are no exception. Survey respondents
acknowledge bringing about the changes will
not be easily realised, as very few respondents
felt their organisations were “fully prepared”
for the challenges ahead.
It is not surprising that the largely executivelevel respondents showed greater levels of
confidence in the strategic and operational
managers’ and their boards’ abilities to
respond to the changes. They were much less
confident about operational-level staff.
Those considered least prepared for change
overall were journalists, printers and
administrative support staff.

In order to meet the challenges of change, the
good news is that respondents said they will
continue to invest heavily in training
executives, management and rank-and-file
employees, particularly in the areas of new
business development and innovation.

VOLUME 9 REPORT N° 3 CHARTING THE COURSE FOR NEWSPAPERS

1. Responding to Declining Market
Conditions
The purpose of WAN-IFRA’s 2009 World
Newspaper Future & Change Study is to
pinpoint the business and strategic challenges
of the world’s newspapers, and then to identify
the publishers’ strategies moving forward to
turn the challenges into opportunities. The first
set of survey questions sought to identify the
state of newspaper publishers’ revenue health,
and specifically which revenue sources are
successful and which are diminishing during
the economic crisis of 2008 and 2009.

In general terms, the survey verified the
findings of others studies, that is, that
newspaper revenue in the last fiscal year has
been in a free fall, hitting Nordic Europe,
North America, Western Europe and South
America hardest, followed closely behind by
Eastern Europe, Africa and Asia/Australasia.
Specifically, the respondents identified the
degree to which overall revenue, print
advertising revenue, print subscription revenue
and digital revenue have been affected by the
cyclical economic pressures, as well as the
pervasive structural changes plaguing the
newspaper industry.

The survey also sought the newspaper
respondents’ view on how much revenue will
have to come from non-traditional revenue
sources both in the next year, and in the next
five years, in order for the company to reach
its financial objectives.

The global financial crisis has impacted
businesses everywhere, and as advertising and
consumer spending has declined, the
newspaper industry's business model has
struggled to find new revenue streams to
replace losses, especially those in print
advertising and circulation revenues.
Newspapers are juggling declines in overall
revenue while searching for and actualising
new revenue streams.

A majority of those surveyed – nearly 70
percent – said they believe revenue streams
other than traditional print will have to account
for less than 20 percent of total company
revenues in the next 12 months. In the next five
years, however, a majority of those surveyed –
73.6 percent – said they believe more than 20
percent of revenues will have to come from
outside the traditional printed medium.
13
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Economy's Impact on Revenues

Overall revenue has indeed suffered at
newspapers around the world, with declines in
revenue outpacing increases.

Globally, 38 percent of the respondents said
their companies suffered at least a 20 percent
blow to revenues in the past year, followed by
25.6 percent of the respondents reporting an 11
percent to 20 percent decline, and 24.1 percent
reporting a one to 10 percent decline. Just over
12 percent of the respondents reported no
change or slight increases in the past year.
The decline of print advertising revenue –
traditionally the cash cow – was largely to
blame for declines, with respondents reporting
an almost proportional correlation between
print advertising declines and overall revenue
declines. Print subscription and sales revenue
was down, but to a lesser degree, with onethird of the respondents reporting no change or
slight increases, and 37 percent reporting dips
of 1 percent to 10 percent reduction in sales;
17.6 percent reporting between 11 percent and
20 percent declines; and 9.7 percent reporting
declines of 20 percent or more, particularly in
hard-hit North America and northern Europe.

Online advertising and subscription sales
survey responses told far more positive stories.

More than 70 percent of the respondents
worldwide reported no change or increases in
online advertising revenue, and 57.6 percent of
the respondents report no change in online
subscription revenue. Over 20 percent noted
an increase in online content revenue. For
revenue from non-media sources, almost half
of the respondents reported no change, while
almost an equal number reported losses and
gains.
The Nordic-only study shows that the overall
revenues have dropped quite dramatically. 37
percent of the respondents say that the
revenues have dropped between 10 and 20
percent and 16 percent say that the drop is
more than 20 percent. Turning to subscriptions
the picture is different. Here 34 percent record
no change and 16 percent report growth in
revenue. This is largely due to the fact that the
home subscription level is high and that local
papers only suffer small changes in
subscription revenues and are able to offset
declining circulation with price increases. 24
percent of the respondents say that there has
been a growth in online advertising revenue.
In North America, 96.2 percent of those
surveyed reported declines, 22.2 percent of
which reported declines of up to 10 percent,
44.4 percent reporting declines between

How has the financial crisis affected your company’s revenues
over the last fiscal year? (All respondents)
Up more than 20%
Down 1 - 10%

%
100
90
80

6.0
3.8
24.1

Up 11 - 20%
Down 11 - 20%

Up 1- 10%
No change
Down more than 20%

14.7

7.8
5.1
6.7

4.1
7.4

4.2
7.0

9.1

12.9

16.4

18.9

17.3

26.3
57.6

70
60

25.6

37.0

47.2

26.3
27.2

50
40
30

40.0

38.0

16.4

17.6

20

14.5
9.7

10

7.3

9.7

0
Overall
revenue

Print
subscriptions
& sales revenue

Print
advertising
revenue

6.0

4.1
4.1

5.6
5.1

Online
advertising
revenue

Online
content
revenue

Revenue from
non-media
sources

Source: 2009 World Newspaper Future & Change Study, WAN-IFRA, University of Central Lancashire, and Norwegian School of Management
© WAN-IFRA 2009
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How has the financial crisis affected your company’s revenues
over the last fiscal year?
(Sorted by region)
Up more than 20%
Down 1 - 10%
%
100
90
80

50
40
30

Up 1- 10%
No change
Down more than 20%

Overall revenue
10.0
5.0
25.0

70
60

Up 11 - 20%
Down 11 - 20%

6.8
11.4
6.8
20.5

9.8
3.9
19.6

22.2

22.2

38.9

3.1
9.4
50.0

5.4
18.9
32.4

44.4

17.6

20.0
15.9

47.1
40.0

41.9

38.9

38.6

29.6

20

15.6
18.8

10
0
Africa

%
100

18.8
18.8

70
60

Eastern
Europe

Nordic
Europe

North
America

7.7
12.8
28.2

16.3

25.0

12.0

44.1
44.0

37.5

23.1

17.9

20
12.5

35.5

Africa

9.3

Asia/
Australasia

Eastern
Europe

17.6
12.5

16.0

6.3
Nordic
Europe

4.0
North
America

3.2
6.5
South
America

Western
Europe

3.1
6.3
9.4

29.6

11.8

Print advertising revenue
15.0

90
20.0

70

9.8
7.3
9.8
22.0

30.0

6.5
6.5
13.0

5.6
16.7

3.7
22.2

37.5

38.9
8.7

8.5

44.4

13.0
56.3

50

22.0

40
30

20.9

10.3

0

60

11.8

35.5

50.0

30

80

3.2
16.1

18.8

40

%
100

Western
Europe

24.0

11.6
41.9

50

10

South
America

Print subscriptions & sales revenue

90
80

Asia/
Australasia

50.0

26.8

20

18.8

38.9

35.0

25.9

21.9

10
0
Africa

Asia/
Australasia

Eastern
Europe

Nordic
Europe

North
America

South
America

Western
Europe

Source: 2009 World Newspaper Future & Change Study. WAN-IFRA. University of Central Lancashire. and Norwegian School of Management
© WAN-IFRA 2009
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11 percent and 20 percent and 29.6 percent
reporting declines of more than 20 percent.
However, a sliver of revenue gains in North
America was recorded, with less than 5
percent of respondents reporting overall
revenue growth of more than 20 percent.

Although a majority of all those surveyed
reported print subscription and sales revenue
declines, growth was reported in every region,
with 7.7 percent of those in Asia/Australasia
reporting growth of between 11 percent and 20
percent, and 3.2 in South America percent
reporting more than 20 percent growth.

Africa, Western Europe and Eastern Europe
reported the most declines, all with more than
70 percent of those surveyed stating print
subscription and sales revenue was hurt by the
financial crisis in the last fiscal year. North
America was close behind, with more than 60
percent reporting the same, followed by
Nordic Europe (56.3 percent), Asia/Australasia
(51.3 percent) and South America (45.2
percent).
Unsurprisingly, print advertising revenue was
hurt most by the financial crisis in the last
fiscal year, with more than 90 percent of those
surveyed from Nordic Europe, North America
and Western Europe reporting declines.
Steepest declines were felt in Western Europe,
where 56.3 percent of those surveyed reported
declines of more than 20 percent. This was
followed by Eastern Europe, where 50 percent
reported greater than 20 percent declines.
In two regions, Africa and Nordic Europe,
none of those surveyed reported “no change”
in print advertising revenues. Those who took
the survey from Eastern Europe (nearly 20
percent), Asia/Australasia (nearly 20 percent)
and South America (more than 10 percent)
reported the most print advertising gains.

The financial downturn has hit revenues from
non-media sources in Asia/Australiasia
hardest, where 11.8 percent of respondents in
the region non-media revenues have declined
more than 20 percent in the last fiscal year,
according to the study. Meanwhile, another 5.9
percent said non-media was down between 11
percent and 20 percent, and 20.6 percent said it
has caused the revenues to decline between 1
and 10 percent.
In both Africa and Nordic Europe, 7.1 percent
of respondents said non-media revenues fell
more than 20 percent; Western Europe
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followed, with 4.8 percent saying so. The
declines in South America and North America
were not as severe, with 3.8 percent and 4.3
percent of respondents, respectively, saying
non-media revenue was down between 11
percent and 20 percent.

Also in both Africa and Nordic Europe, 64.3
percent of respondents said non-media related
revenue streams had not changed, while 7.1
percent of respondents in Nordic Europe stated
that non-media revenues had grown between 1
percent and 10 percent, 11 percent and 20
percent, and more than 20 percent. Eastern
Europe also saw growth over the past fiscal
year, with 23.1 percent saying non-media
revenues were up between 1 percent and 10
percent. 7.7 percent saying they were up
between 11 percent and 20 percent and 5.1
percent saying they were up by more than 20
percent.
The majority of online content revenues across
regions remained stable or increased over the
last fiscal year, according to the study, with
between about 70 percent and nearly 85 percent
of respondents saying so. Asia/Australasia
fared best, with more than 30 percent of
respondents saying the company's online
content revenues were up. Following closely
are Eastern Europe and Nordic Europe, with
30.5 and 29.4 saying so, respectively.
Africa saw online content revenues decline the
most, with 33.4 percent of respondents saying
revenues declined, followed by North
America, at more than 20 percent saying the
same. Africa is also the only region in which
respondents did not report a rise in revenues
from online content.
Online ad revenues were less stable over the
past fiscal year than online content revenues,
with between 21 percent and 39 percent of
respondents saying there was no change in
online ad revenue. In Africa, 46.2 percent
said online ad revenue was down, followed
by about 40 percent in North America and
almost 39 percent in Nordic Europe saying
so.

Eastern Europe saw the least amount of
declines, with 14.3 percent of respondents
indicating ad revenue losses, and the biggest
gains, with 54.7 percent indicating increases.
In fact, 21.4 percent of respondents said online
ad revenues were up more than 20 percent in
the last fiscal year.
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How has the financial crisis affected your company’s revenues
over the last fiscal year?
(Sorted by region)
Up more than 20%
Down 1 - 10%
%
100
90
80

7.7
7.7
38.5

40.6

5.6
5.6
27.8

14.8

15.4

21.7
26.2

15.4
12.5
15.4

25.9

11.1

12.5

4.8
4.8
9.5

16.7

Asia/
Australasia

Eastern
Europe

Nordic
Europe

19.4

%
100
90

21.7

11.1

0
Africa

27.5
35.5

11.1

20

7.2
13.0

25.9
22.2

31.3

6.5
29.0

14.8

23.8

50

10

21.4

9.5

60

30

Up 1- 10%
No change
Down more than 20%

Online advertising revenue

70

40

Up 11 - 20%
Down 11 - 20%

North
America

6.5

5.8

South
America

Western
Europe

3.6
17.9

14.3

Online content revenues
66.7

3.0
27.3

80

8.3
8.3
13.9

70
60

51.5

55.6

6.1
6.1

5.6
5.6

Asia/
Australasia

Eastern
Europe

5.9
5.9
17.6

4.2
8.3
62.5

52.9

60.7

6.3
58.7

10.7

9.5

South
America

4.8
Western
Europe

50
40
30

20.0
12.5

20
10
0

%
100
90

6.7
6.7
Africa

11.8
5.9
Nordic
Europe

8.3
North
America

Revenues from non-media sources
7.1
64.3

5.9
20.6

80
70

5.1
7.7
23.1

7.1
7.1
7.1
64.3

32.4

60

4.3
17.4

3.8
15.4

11.3
14.5

52.2

53.8
46.8

43.6

50
40
20.6

30
20

21.4

10
0

7.1
Africa

5.9
11.8
Asia/
Australasia

7.7
10.3
Eastern
Europe

7.1
7.1
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Europe

17.4
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12.9

4.3
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America

3.8
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America

6.5
4.8
Western
Europe

Source: 2009 World Newspaper Future & Change Study, WAN-IFRA, University of Central Lancashire, and Norwegian School of Management
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Over the next 12 months, what percentage of the total company
revenue/income will have to come from sources other than traditional
printed media in order to achieve your company objectives?
(Sorted by region)

%
100
18.2

11.4

15.4

11.8

13.7

13.3

29.4

30.1

33.3

9.7

13.4

90
80

29.5
15.4

18.2

38.7

6-10%
27.5

31-40%

19.2

41-50%

22.7
18.2

23.5

35.6

50
23.1

40

13.6

10
0

26.0
40.0

4.5
4.5
4.5

Africa

51-60%
61-70%
More than 70%

9.7

29.4
13.6

16.1

11.4

30
20

11-20%
21-30%

70
60

0-5%

9.1

5.8

9.1

11.5

9.1
2.3

3.8
3.8

Asia/
Eastern
Australasia Europe

14.9

9.7
12.3
5.9

2.7
2.7

3.3

3.2
3.2
6.5
3.2

Nordic
Europe

Western
Europe

North
America

South
America

10.0

5.6
4.8
3.0
2.6

Total

Source: 2009 World Newspaper Future & Change Study, WAN-IFRA, University of Central Lancashire, and Norwegian School of Management
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Over the next 5 years, what percentage of the total company
revenue/income will have to come from sources
other than traditional printed media?
%
100
90
80

(Sorted by region)
8.7
4.3
21.7

1.9
9.4

15.6

11.3

11.1

13.5

5.6
33.3

6.9

6.1

17.2

12.1

13.0

20

17.4

10
0

4.3
4.3

Africa

8.9

11.1

20.8

27.8

23.0

17.8

2.2

61-70%
More than 70%

18.2

13.3
11.1

51-60%

21.2

13.2

40
30

31-40%
41-50%

22.2

50

11-20%
21-30%

26.1

20.3

26.1

0-5%
6-10%

27.3
55.2

13.3

2.5
9.1
14.9

17.6

26.4

70
60

4.4
8.9

13.4

12.2
5.7
3.8
7.5

Asia/
Eastern
Australasia Europe

10.3
5.6
5.6

8.1
2.7
2.7

6.9
3.4

3.0
6.1
6.1

Nordic
Europe

Western
Europe

North
America

South
America

7.6
4.7
4.0

Total

Source: 2009 World Newspaper Future & Change Study, WAN-IFRA, University of Central Lancashire, and Norwegian School of Management
© WAN-IFRA 2009

New Revenue Streams

As market conditions decline on a global scale,
publishers are looking for new revenue
streams outside print, and have set up
objectives to find non-print revenues.
18

According to the study, over the next 12
months, 27.5 percent of those surveyed said
they believe between 6 percent and 10 percent
of their revenue/income will come from
sources outside the traditional print median in
order to achieve income objectives set up by
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Is your company also active in any of the following businesses?
(Check all that apply)

N

37.3

All-advertising newspapers

163

30.2

Consumer magazines

132

26.5

Business-to-business magazines

116

29.3

Books

128

46.9

Other print products

205

Distribution services

27.9

122

Production services

28.4

124

65.9

Internet services

24.7

Radio

108

20.8

Television

91

7.8

Online-only radio

34

30.0

Web video
Internet only products & services
(i.e. not companion sites for other media)

131

25.9

113

26.8

Mobile

117

32.3

Events & Conferencing

%

288

0

10

20

30

141
40

50

60

70

Source: 2009 World Newspaper Future & Change Study, WAN-IFRA, University of Central Lancashire and Norwegian School of Management
© WAN-IFRA 2009

the company. This was closely followed by 26
percent of respondents who indicated they
expect between 11 percent and 20 percent of
total company revenue/income to come from
outside print within the next year. Almost 15
percent said they expect between 21 percent
and 30 percent of revenues to come non-print
sources; however, on the lower end of the
spectrum, 13.4 percent said they expect
between 0 percent and 5 percent of total
revenue/income to come from sources other
than print.

Less than 20 percent of the total respondents
expect 31 percent or more of revenues to come
from outside print, with just 2.6 percent saying
more than 70 percent of revenues are expected
to be derived from the non-print median.

In the next 12 months, the largest percentage
of publishers from Africa (22.7 percent),
Western Europe (35.6 percent) and North
America (40 percent) expect between 11
percent and 20 percent of revenues to come
from sources outside traditional print revenue
streams. In Nordic Europe, a majority of
publishers – 29.4 percent each – expect nonprint revenues to make up between 6 percent
and 10 percent, and between 21 percent and 30
percent of total income for the company.

Looking ahead, the largest number of
publishers (26.1 percent) said between 21
percent and 30 percent of revenue/income will
have to come from sources outside traditional
print in the next five years. This is up from the
14.9 percent who said so for the coming 12
months, beginning in 2009.

Those surveyed from countries in Asia and
Australasia take the lead in creating revenue
streams beyond print, with 26.6 percent of
those surveyed expecting 51 percent or more
total company revenue to come from sources
other than traditional printed media within five
years. They are followed very closely by
Africa, where 26 percent said the same.
In North America, 55.2 percent of those
surveyed – the largest number of people in
agreement on the question by region – plan on
deriving between 21 percent to 30 percent of
revenue from outside print. The region was
lowest when it comes to the percentage of
those expecting to make more than 51 percent
of revenues from outside print in the next five
years, with less than 4 percent.
The respondents reported that their companies
are engaged in multiple businesses in addition
to their general purpose newspaper, most
notably one or more Web sites, and also other
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print products, all-advertising newspapers and
events and conferencing, to name a few key
businesses.

The majority of respondents own portfolios of
media and media-related businesses, thus are
executing the Long Tail strategy. Only onethird of the respondents own radio, and less
than 21 percent own television – the majority
of multimedia companies reside in North
America and northern Europe, where crossmedia ownership is legal. However, Web video
scores a full 10 percentage points higher than
television, showing a trend that more
newspapers are engaging in video, despite a
lack of ownership of television stations.
Less than a third of the respondents also
publish books, and consumer and business-tobusiness magazines, as well as distribution and
production service businesses, all which may
serve as extra revenue now and in the future.
The Nordic-only study suggests that about 10
to 15 percent of total revenue will have to
come from alternative sources over the next
five years. Indirectly, this also points to the
newspaper as the prime source of revenue in
the next five years. The results show, however,
that there are differences between the Nordic
countries with higher percentages coming
from Denmark, where the newspaper crisis has
hit harder than in the other countries. In total,
22 percent of the respondents say that 6 to
10 percent of their income will have to come
from other sources, and 38 percent say
between 11 percent and 20 percent in the next
five years.
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2. Growing Revenues through
Business Development
and Efficiencies
After determining the respondents’ profiles
and their current and future financial outlooks,
the 2009 WAN-IFRA World Newspaper Future
& Change Study sought to determine the
revenue strategies newspaper companies are
either considering or executing in the next year
and next five years.
The survey’s results were conclusive about
newspapers’ proactive resolve to reverse the
current structural revenue challenges in the
next year and five years ahead. Newspaper
companies worldwide are meeting the
challenges of diminishing advertising and
circulation revenues head-on with aggressive
plans for a portfolio of revenue-increasing
strategies that go beyond traditional revenue
and include a host of possible alternative
revenue streams, including Internet and mobile
advertising and subscriptions, new publication
development, events and conferencing,
production and printing insourcing services
and many more. The results of the survey also
show priorities for aggressive cost reduction,
existing product and workflow enhancements
and consolidation of processes and offices.

The newspaper executive respondents
recognise the profound need to build, improve
and grow the company through investment.
This chapter will explore the efficiencies, cost
savings, investments, threats, opportunities,
cost reductions and new business
development, according to the survey
respondents.

New Revenue Streams

The survey results established that publishers
understand they need to make a great deal
more revenue from non-traditional sources.
But the responses from one question imply
that newspaper companies have turned the
corner, from a “business as usual” stance to
aggressively seeking out new revenue streams
to replace declining revenue sources. Perhaps
the most telling result of the survey is the
respondents’ loud and clear response about top
investments for the future. They show a
collective desire for future business growth,
through new product development to earn new
revenue.
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investment in customer relationship
management. Marketing and branding were
front-and-centre strategies, particularly for
Asia/Australasia and African respondents, and
to a far less degree for Nordic respondents.
Meanwhile, the rest of the world’s respondents
fell uniformly in the middle of the two extremes.

In the investment category, a clear front-runner
in both the global survey and the Nordic
surveys was product development for new
revenue. On an 11-point scale, product
development ranked at more than nine points.
This signals a clear shift into a proactive,
future-minded executive strategy in
newspapers around the world. The Shaping the
Future of the Newspaper project has in the last
few years published case studies on the new
product development teams springing up at
newspaper companies in order to realise this
emerging strategy for newspapers.

The branding and marketing range of
responses suggest a divide between the
growing Asian and African newspapers
investment in budgets to enhance image, while
the more economically pressed Western
regions are investing in strategies that may
directly bring them profits. Similar results
were found in the image-enhancing investment
strategy of customer relationship management,
where all but Eastern Europe reported a robust
future investment in CRM.

Broken down by regions of the world, South
America (9.8) and North America (9.7) ranked
product development higher than other
regions, while Western Europe (9.1), and
Nordic Europe (9.0), ranked close behind.
Eastern Europe (8.6), Africa (8.6) and
Asia/Australasia (8.3) ranked product
development lower on average compared with
their Western counterparts, perhaps reflecting
the lesser economic pressure and therefore
diminished urgency felt by publishers in these
regions.

Nordic countries in particular rated audience
research particularly high compared to other
countries, while North American respondents
rated audience research significantly lower.
This could be due to the fact that smaller
newspapers in America and Canada responded
to the survey, with comparatively lower
budgets than national and regional
newspapers, and could also reflect the state of
tight cash flow at many newspaper companies
in North America.

Following new product development as strong
investments for the future for newspaper
companies were marketing and branding for
newspapers; increased audience research and

Potential Areas for Improvement and Growth through Investment
Please rank the following 11 items, where 1=LOWEST priority and 11=TOP priority
(All respondents)
Increased audience research
Investment in CRM/customer
relationship management
Investment in product development
for new revenue
Marketing and branding
for the newspaper
Investment in editorial technologies,
e.g. content management systems

7.2680

250

7.3802

242
252

9.0794

252

8.1786

244

6.9221

Mobile channels

250

6.0760

Printing tecnology & equipment

246

4.5122

Pre-press technology & equipment

248

4.6371

Advertising technology

254

6.1575

Purchase or investment
in other media companies
Purchase or investment
in non-media companies

243

4.1152

235

3.0000
0

1

2

3

4

N

5

6

7

8

9

10

11

Source: 2009 World Newspaper Future & Change Study, WAN-IFRA, University of Central Lancashire, and Norwegian School of Management
© WAN-IFRA 2009

22

VOLUME 9 REPORT N° 3 CHARTING THE COURSE FOR NEWSPAPERS

Potential Areas for Improvement and Growth through Investment
Please rank the following 11 items, where 1=LOWEST priority and 11=TOP priority
Highest-ranking and lowest-ranking regions, and totals for all respondents shown
Increase
audience
research

High:

Nordic Europe

8.6

Low: Eastern Europe

6.6

Global Total
Invest
in CRM/
customer
relationship
management

High: Western Europe

Invest
in product
development
for new
revenue

High: South America

Marketing
and branding
for the
newspaper

High:

Africa

Low:

Nordic Europe

7.3
7.9

Low: Eastern Europe

6.0

Global Total

7.4
9.8

Low: Asia/Australasia

8.3

Global Total

9.1
7.5
5.1

Global Total
Investment
in editorial
technologies
(e.g., content
management
systems)

High:

Africa

Low:

Nordic Europe

Mobile
channels

High:

Nordic Europe

Low:

South America

8.2
7.5
5.1

Global Total

6.8
7.4
4.5

Global Total
Printing
technology
and
equipment

High:

Africa

Low:

Nordic Europe

6.1
5.7
4.1

Global Total
Pre-press
technology
and
equipment

High:

High:Africa

Low:

Nordic Europe

4.5
6.1
6.3

Global Total
Advertising
technology

4.6

High: Eastern Europe

7.6

Low: Asia/Australasia

5.5

Global Total

6.2

High: South America
Purchase
in other media
companies
Low:
Africa

Purchase
in non-media
companies

4.9
2.8

Global Total

4.1

High: Asia/Australasia

4.1

Low:

Africa

2.8

Global Total

3.0
0

1

2

3

4

5

6

7

8

9

10

11

Source: 2009 World Newspaper Future & Change Study, WAN-IFRA, University of Central Lancashire, and Norwegian School of Management
© WAN-IFRA 2009
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Please rate the extent to which you see the following platforms as threats
and/or opportunities for your organisations over the next three years
1=A significant threat, 2=Somewhat of threat, 3=Neither a threat nor opportunity,
4=A possible opportunity, 5=A definite opportunity (All respondents)
All-advertising papers

2.82

Free newspapers

2.71

New paid-for newspapers

270

2.65

Distribution services

261
3.09

Production services

250

3.19

Magazines

255

3.29

Books

253

2.94

Other print products

246

3.21

Radio

244

3.07

TV

249

2.99

254

Content on mobile phones (iPhone, etc,)

253

3.78

Social media (Facebook, Twitter, etc,)

3.50

Web TV

249

3.39

Web radio

252
246

3.25

Internet search engines (Google, Yahoo, etc,)

258

2.86

Events & Conferences
0

245

3.43
1

2

3

N
258

4

5

Source: 2009 World Newspaper Future & Change Study, WAN-IFRA, University of Central Lancashire, and Norwegian School of Management
© WAN-IFRA 2009

DIGITAL

Asked to rate a variety of platforms and
business opportunities as threats or
opportunities, on a scale of one to five, with
five being the greatest opportunity and one
being the greatest threat, respondents chose
the development of content for the mobile
channel including the iPhone as the greatest
opportunity. The response for iPhone
development was not surprisingly
particularly high in Nordic Europe, followed
by Western Europe, Asia/Australasia and
South America, some of the hotbeds of
advanced mobile consumption.

Mobile content development opportunity was
followed by the development of social media,
WebTV and Web radio as the next biggest
opportunities, underscoring that digital
channels continue to be the greatest
opportunity for newspaper companies for the
future, according to the survey respondents.
But when broken down by region, the numbers
are far more skewed. When analysing the
regional breakdown of the digital businesses
that present opportunities in the next three
years, social networking ranked particularly
24

high where social networking usage is more
prevalent, such as Nordic Europe, Western
Europe, South America and Asia/Australasia,
followed by North America, Eastern Europe
and Africa.

Plans for Web TV and Web radio were
particularly high in Nordic Europe, followed
by Western Europe and Asia/Australasia, and
followed by South America, North America,
Eastern Europe and Africa. Again, plans for
investment seemed to directly correlate to
known usage patterns of multiple media usage
online.

The threats and opportunities analysis in the
Nordic-only study shows that the Nordic
media houses find the greatest opportunities in
content on the mobile phone (53 percent),
followed by Web TV (51 percent) and portable
electronic media like netbooks and e-readers
(41 percent). The results also show that the
social media (such as Facebook) is regarded as
an opportunity by 43 percent of the
respondents, but a lower proportion also
regard these media as a threat (14 percent).
The greatest threat, according to respondents,
was free newspapers.
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Please rate the extent to which you see the following platforms as threats
and/or opportunities for your organisations over the next three years
1=A significant threat, 2=Somewhat of threat, 3=Neither a threat nor opportunity,
4=Possible opportunity, 5=A definite opportunity
Highest-ranking and lowest-ranking regions, and totals for all respondents shown
All-advertising High:
newspaper
Low:
Free
newspapers

High:
Low:

New paid-for
newspapers

High:
Low:

Distribution
services

High:
Low:

Production
services

High:
Low:

Magazines

High:
Low:

Books

High:
Low:

Other printed
product

High:
Low:

Radio

High:
Low:

TV

High:
Low:

Content
on mobile
phones

High:
Low:

Social media
(Facebook,
Twitter, etc)

High:
Low:

Web TV

High:
Low:

Web radio

High:
Low:

Internet
search
engines

High:
Low:

Events
and
conferences

High:
Low:

North America
Africa
Global Total
Nordic Europe
Asia/Australasia
Global Total
North America
Africa
Global Total
Asia/Australasia
Eastern Europe
Global Total
Asia/Australasia
Eastern Europe
Global Total
South America
Africa
Global Total
South America
Africa
Global Total
South America
Eastern Europe
Global Total
Nordic Europe
Africa
Global Total
Asia/Australasia
South America
Global Total
Nordic Europe
Africa
Global Total
Nordic Europe
Eastern Europe
Global Total
Nordic Europe
Africa
Global Total
Nordic Europe
Africa
Global Total
North America
Eastern Europe
Global Total
South America
Nordic Europe
Global Total

3.0
2.5
2.8
3.1
2.5
2.7
3.1
2.2
2.7
3.5
2.6
3.1
3.5
2.7
3.2
3.9
2.9
3.3
3.2
2.4
2.9
3.5
2.7
3.2
3.4
2.6
3.1
3.2
2.8
3
4.5
3.2
3.8
4.1
3.0
3.5
4.2
2.9
3.4
3.7
2.8
3.2
3.2
2.7
2.9
3.9
2.9
3.4
0

1

2

3

4

5

Source: 2009 World Newspaper Future & Change Study, WAN-IFRA, University of Central Lancashire, and Norwegian School of Management
© WAN-IFRA 2009
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2009). The portfolio strategy offers publishers
the ability to earn incremental revenues from a
variety of publications, as the general purpose
newspaper’s advertising and circulation
revenue streams diminish.

NON-DIGITAL

Despite a predilection for digital strategies,
respondents identified several non-digital
businesses as top priorities for development,
including events and conferences; new print
products, newspaper distribution services and
production services. These high-rated
opportunities confirm recent anecdotal
research by SFN, that in particular events and
conferences are a potential revenue bonanza
for newspapers, particularly when combined in
advertising and marketing campaigns with
print and digital advertising sales. About onethird of the respondents already execute events
and conferencing businesses.

Newspaper distribution services and printing
and production services offer insourcing
opportunities for outside publishers and clients
to enjoy the benefits of the newspapers’
expertise and facilities, while the newspaper is
able to profit from maximising equipment
usage and reduce employee downtime. SFN
has explored case studies from around the
world that involve newspaper companies
making millions of dollars by insourcing
services with core competency services.

On a five-point scale with five being the
strongest opportunity, events and conferencing
appears to have high potential, according to
respondents, particularly for those in South
America (3.9), Asia/Australasia (3.7), Western
Europe (3.6) and Eastern Europe (3.3), yet
lagged behind in Africa (3.1), North America
(2.9) and Nordic Europe (2.9).

Some products and services were rated more
of a threat and less of an opportunity,
particularly Internet search engines, free
newspapers, TV, books, newly launched
newspapers and all-advertising newspapers.

The creation of new print products in a
portfolio of high circulation and Long Tail
products, is an opportunity that has been
explored in great detail in SFN’s 8.5 New Print
Products (June 2009) and SFN’s 9.1
Publishing to Targeted Audiences (October

Efficiencies and Cost Savings

When asked to list potential areas to produce
greater efficiencies and cost savings, by far,
profitability was the survey’s No. 1 response,
rating almost two whole points higher than the
next highest category on a 10-point scale.

Potential Areas for Greater Efficiency and Cost Savings
How important do you think each of these 10 items are for your company
over the next 12 months? (All respondents) The question is based on a 10-point scale,
where 1=LOWEST priority and 10=TOP priority
Outsourcing processes
to outside companies

165

4.3152

224

6.7857

Cooperate on content syndication

228

5.1404

Rapid implementation of changes
Reduction in number of employees

193

5.2435

Sharing resources with outside
companies for cost savings
Consolidating internal operations
and units for cost savings
Invest in technologies
to improve productivity
Streamlining workflow
and processes for cost savings
Stable and reliable distribution

6.4977

221

6.5541

222
7.5256

215

7.4725

218
183

4.9071
9.2154

Profitability
0

1

2

3

4

5

N

6

7

8

9

246

10

Source: 2009 World Newspaper Future & Change Study, WAN-IFRA, University of Central Lancashire, and Norwegian School of Management
© WAN-IFRA 2009

26

VOLUME 9 REPORT N° 3 CHARTING THE COURSE FOR NEWSPAPERS

Potential Areas for Greater Efficiency and Cost Savings
How important do you think each of these 10 items are for your company over the next
12 months? Based on a 10-point scale, where 1=LOWEST priority and 10=TOP priority
Top ranking region, lowest ranking region and global total
Profitability

High:

Africa

Low:

South America

9.9
9.1

Global Total
Stable
and reliable
distribution

High:

South America

Low:

North America

9.2
5.5
4.4

Global Total
Streamlining
workflow
and process
for cost
savings

High:

Africa

Low:

South America

Invest in
technologies
to improve
productivity

High:

South America
and Africa

Low:

Nordic Europe

4.9
8.8
7.4

Global Total

7.5
7.8
7

Global Total

7.5

Consolidating High:
Africa
internal
operations
Low: Eastern Europe
and units
for cost
Global Total
savings

7.5

Sharing
resources
with outside
companies
for cost
savings

High:

Africa

Low:

South America

Reduction
in number
of employees

High: Eastern Europe

6
6.6
7.1
6.1

Global Total

Low:

6.5
5.8

Africa

4.3

Global Total
Rapid
High:
implementation
of changes
Low:

5.1

Nordic Europe

6.1

Africa

4.4

Global Total
Cooperate
on content
syndication

High:

5.1

Nordic Europe

7.3

Low: Asia/Australasia

6.2

Global Total
Outsourcing
process
outside
the company

6.8

High: Western Europe
Low:

4.8

South America

3.8

Global Total

4.3
0

1

2

3

4

5

6

7

8

9

10

Source: 2009 World Newspaper Future & Change Study, WAN-IFRA, University of Central Lancashire, and Norwegian School of Management
© WAN-IFRA 2009
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In what areas of your operations are you looking for cost reduction
over the next 12 months?
1=LOWEST priority for cost-cuting and 5=TOP priority (All respondents)
Content generation

N
149

3.06

160

3.34

Distribution
Advertising

92

2.80

Materials (including paper)

177

3.72

Printing

154

3.58

Content syndication

78

3.01

IT

87

2.66

Marketing

76

2.78

Consumer sales

2.57

Training

56

2.46

Product development

63

2.53

74

Administration

3.35

Consolidation of offices spaces

139

3.13

Capital invesments

108

3.02
0

1

2

3

92
4

5

Source: 2009 World Newspaper Future & Change Study, WAN-IFRA, University of Central Lancashire, and Norwegian School of Management
© WAN-IFRA 2009

This suggests good, old-fashioned revenue
making as the way media companies can
remain successful businesses. Profitability
was followed by streamlining workflow and
processes for cost savings, and investing in
technologies to improve productivity as the
next most important ways to achieve greater
efficiencies and cost savings in the next year.

Streamlining and increasing productivity
might include installing robot-powered plate
loading devices onto presses; digitising prepress operations to be computer-to-plate;
adding a multimedia content management
system; upgrading accounting systems;
consolidating the number of printing plants or
editing operations; or creating a converged
newsroom or advertising department.

Following the profitability and efficiency
strategies include cooperating on content
syndication, which would include
redistribution of content beyond the borders of
the media company to companies such as New
York Times Syndicate or Tribune Media
Services, LexisNexis and the like. Following
content syndication, cost savings strategies
were the next most popular among newspaper
executives, including consolidating internal
operations and units, and sharing resources
28

with outside companies for cost savings,
according to the study.

CONSOLIDATIONS AND REDUCTIONS

Anecdotally, consolidations of processes and
operations are becoming popular among media
companies, including consolidating printing
and production plants, to combining editing
desks and facilities, to integration multiple
media in the converged newsroom process.
Several respondents from around the world
noted in the write-in portion of the survey that
they are either undergoing a convergence
process, or have recently converged their
multiple media into one newsroom. The result
is cost savings by slimming newsroom
processes and having only one, not many,
journalists cover the same story and reporting
it across media.
The least popular strategies include reduction
in number of employees, followed by
outsourcing processes to outside companies,
capped with stable and reliable distribution.
The low-ranking response of reduction in
number of employees underscores that
newspaper executives seem to agree sacking
workers should only be done as a strategy of
last resort.
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In what areas of your operations are you looking for cost reduction
over the next 12 months?
1=LOWEST priority for cost-cuting and 5=TOP priority
Highest-ranking and lowest-ranking regions, and totals for all respondents shown
Content
generation

High:

Nordic Europe

Low:

North America

3.9
2.1

Global Total
Distribution

High:

Africa

Low:

Nordic Europe

High:

North America

Low:

Nordic Europe

3.1
3.9
2.9

Global Total
Advertising

3.3
3.8
2.0

Global Total
Materials
(including
paper)

High:

South America

Low:

North America

Printing

High:

Africa

Low:

Nordic Europe

2.8
4.4
3.1

Global Total

3.7
4.2
3.3

Global Total
Content
syndication

High:

South America

Low:

Africa

IT

High:

North America

3.6
3.8
1.8

Global Total

Low:

3.0
3.8

Africa

1.9

Global Total
Marketing

High:

North America

Low:

Africa

2.7
3.3
1.8

Global Total
Consumer
sales

High: Eastern Europe

Training

High: Asia/Australasia

Low:

2.8
4.3

South America

2.2

Global Total

Low:

2.6
2.8

Africa

1.5

Global Total
Product
development

2.5

High: Eastern Europe
Low:

3.0

North America

1.9

Global Total

2.5

Administration High: Eastern Europe
Low:

3.8

North America

2.6

Global Total

3.3

Africa
Consolidation High:
of office
Western
Europe
Low:
space
Global Total
Capital
investment

High:

North America

Low:

Nordic Europe

4.0
2.8
3.1
3.3
2.6

Global Total

3.0
0

1

2

3

4

5

Source: 2009 World Newspaper Future & Change Study, WAN-IFRA, University of Central Lancashire, and Norwegian School of Management
© WAN-IFRA 2009
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Cost reductions planned for the next year are
led by the five most expensive costs to
newspapers: materials, including paper,
printing, administration, distribution and
content generation. Paper, printing and
distribution alone typically represent 65 to 70
percent of the costs of a newspaper operation.
The survey results suggest that tightening up
the operation by cutting fat and smoothing
efficiencies from some of the most expensive
links on the value chain will go a long way to
improving the bottom line.
The weighty list of preferred efficiencies was
followed by content syndication,
consolidation of office spaces, capital
investments, marketing, consumer sales,
advertising, product development, IT and
training. The survey results across the board
showed the continued investment for staff
and management training.

When the efficiencies and cost reduction
question results were broken down by regions
of the world, some regional responses stood
out from others. For example, results from
both North America and Africa ranked
significantly higher than the rest of the world
when rating profitability on the top of the list
for efficiency strategy, ostensibly for very
different reasons. For North America, the
economic and cyclical pressures have forced
newspapers to act quickly to trim expenses
and ramp up profitability.
The African survey-takers also ranked
profitability at the top of the scale of costsaving and efficiency strategies, underscoring
that the challenges with Africa’s developing
economies forces publishers to find effective
revenue streams to ensure survival. The
outlier response is corroborated with another
significant African response to a question on
both streamlining workflow and streamlining
for cost savings question.

The Nordic-only study shows that there is
still room for cost cutting and efficiencies:
41 percent say that there is a potential to
reduce cost without reducing the quality of
the newspaper in a range from 6 percent to
10 percent. And 26 percent of the respondents
say that there is a potential in the range
11 and 20 percent. 29 percent say that the
potential is less than 5 percent. On average
this would suggest a potential around
12 percent.
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The Nordic-only study includes a profile of
22 items that respondents would rate on a 1 to
5 scale, according to their importance for the
future viability of the newspaper for the next
five years. The rating has not changed much
since 2005, suggesting that the challenges are
not only fuelled by the finance crisis, but also
by the long term structural changes within the
industry. The top five challenges for the
newspapers are:
1. Product development – editorial
2. Stable and reliable distribution
3. Product development – market and
advertising
4. Develop employee competences
5. More interaction with users

The first three have been on top of the list for
the Nordic study every year since 2005. The
newest entry on the list is number 5 - more
interaction with users. This suggests that
there is a potential in learning from the
interaction with the marketplace, something
that will have to find its way into product
development as a whole. The top part of the
list of 22 factors is dominated with factors
relating to competences, service and brand
development. This is a strong roadmap for
the future development within the industry.
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3. Building Employee and
Organisational Development
By François Nel
It has never been easy to run a media
company, but it may never have been harder
than it is today. With returns from traditional
newspaper businesses under pressure in many
markets, there is wide consensus amongst
executives that for the next 12 months
profitability is key. There is also general
agreement that executives will need to balance
the dual demands of streamlining existing
operations with aspirations to grow through
innovation and acquisition.

However, opinions differ about both the capacity
and the inclination of their workforces – and
those who lead them – to deliver the changes
that will be required. To address those
concerns, companies plan to prioritise training
in commercial and editorial skills, as well as
management and leadership development.

Changing Focus

It has been said that the only reason we
change the way we do things is because we

change the way we look at things. And it’s
clear from an analysis of responses to the
open-ended question, “What is the single
most important change that has to be
implemented in your newspaper over the
next year?” that the majority of news
organisations are taking a fresh look at the
way things have been done and planning to
make significant changes in the year ahead.

The single word that was used most often was
“new”: new strategies to reach new audiences
through new and renewed products and
services that are created through new
streamlined processes that, ultimately, aim to
deliver new revenue streams.
Topping the agendas of 12 percent of the
respondents are broad shifts in outlook, which
were expressed in phrases such as:
• Customer-orientation culture
• Change editorial and business focus
• Cultural change from analogue to digital
• Move from an “I work in a newspaper
company” state of mind to an “I work in a
multimedia company” state of mind
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What is the single most important change that has to be implemented in your newspaper
over the next year? Answers were analysed by “word cloud” software, which gives greater
prominence to words that appear more frequently in the source text.

• Transformation into a cross-media portfolio
and organisation
• Mindset. Don’t wait for the market to improve.
This is the market we have to work with now
The largest group of respondents were
primarily concerned about changing the ways
their news operations were structured. Almost
a third (32.2 percent) said they will be
focusing on “launching a multimedia
newsroom,” “convergence,” “integration,”
“merging of newsrooms,” and the like.

For 12.5 percent of the respondents, the focus
will be on reviewing and renewing existing
print products and operations: “redesign the
publication,” “change to tabloid,” “reposition
our paper,” “a major innovation project that will
reinvent the print newspaper to match the needs
and tastes of our audience.” On the other hand,
for half that number of respondents (6.3 percent),
the most important change will be the
introduction of entirely new products and
services: “diversify into radio and television
production,” “launch of hyperlocal community
sites,” new business activities, such as events,
sponsorships, etc.” Though changes related to
the use of mobile may have been implied when
respondents referred to “multimedia,” it was
only explicitly mentioned by two respondents,
who stated, “mobile Web strategy” and
“mobile applications need to emerge.”
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Changes aimed at specifically new revenue
sources were mentioned by 19.2 percent of
respondents. But only four (or 2.2 percent)
raised the issue of paid-for online content,
including one company executive who wrote:
“To pinpoint exactly what our online strategy
is regarding charging for content and
measuring (online) audience value.”

Despite the global recession, changes
specifically aimed at cutting costs were the top
priority in a relatively small number of
organisations. Only 8.1 percent of responses
referred to issues such as “cost cutting in every
company item,” “decrease staff,” “automation
and efficiency to reduce costs” and “a hard
look at the performance of individual
publications and weed out the
underperforming publications.”
For three of the respondents, the most
important change was expected to happen at
the top of the organisation: “hire a new CEO,”
“new publisher” and “appoint new leadership
with a clear vision and the ability to reenergize staff.” Other respondents raised a
variety of concerns including “search for
strategic partner (investor),” “possible
takeover by a group” and “to get more in
contact with the needs and lives of our
audience.”
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ENTHUSIASM FOR CHANGE

One of the key challenges in changing strategies
from a “business as usual” newspaper company
to a dynamic company that is developing new
revenue-making strategies for now and the
future, is managing the changes in the
organisation and amongst the employees.
These charts show while the imperative to
innovate is widely acknowledged, few
respondents felt that everyone in their
organisation thought it was a burning issue.

When asked to what extent they agree with the
statement, “There is an urgency felt throughout
the organisation that our business needs to
change,” about a third of respondents (32
percent) agreed “strongly,” while almost 40
percent “somewhat agreed” that this was the
case.
On the other hand, 28.4 percent of the
respondents were “neutral” (13.1 percent) or
disagreed “somewhat” (9.0 percent) or
“strongly” (6.3 percent) that such a consensus
existed in their organisations. An examination
of the responses by region clearly shows that
the fire of urgency is spreading from the West.
For example, nearly 90 percent of Nordic
Europeans and more than 80 percent of North
Americans “agreed somewhat” or “strongly”
that everyone in their organisations think
change is critical.

On the other hand, less than 60 percent of
Asians/Australasians and Africans (nearly 57
percent in both cases) felt that way.

CHANGING REVENUE MODELS

The search for new revenue sources is not
only necessary, it’s already well under way.

More than three-quarters (77.5 percent) of
respondents agreed “strongly” (49.4 percent)
or “somewhat” (28.1 percent) that their
organisations were already “constantly
looking for income streams beyond in the
habit of looking out for new ways to make
money beyond historical sources of revenue
like circulation, display advertising and
classified advertising.”
North Americans are the most focused on
identifying new revenues. More than 93
percent of them agreed “somewhat” or
“strongly” with the statement. This was less
likely to be the case for Eastern Europeans
(75.1 percent), Asians/Australasians (75
percent) and Africans (71.4 percent).

CHANGING CULTURES

Organisational cultures that routinely
encourage such innovative thinking were the
exception, not yet the norm. But there are
some significant regional differences.

All respondents said they were less confident
that their people were routinely encouraged

How ready is your organisation for change?
(All respondents)
Strongly disagree

Somewhat disagree

Neutral

Somewhat agree

Strongly agree
N
17
24
35
107
85

6.3
There is an urgency felt throughout
the organisation – from front line
to senior leadership – that our
business needs to change

9.0
13.1
39.9
31.7

We are constantly on the lookout
for new ways to make money
beyond historical sources of revenue
like circulation. display advertising
and classified advertising

4.2

11
24
24
74
130

9.1
9.1
28.1
49.4

22
52
45
86
59

8.3
Our culture encourages people
to look beyond the boundaries
of our current business practices
and our normal business model

19.7
17.0
32.6
22.3

% 0

10

20

30

40

50

Source: 2009 World Newspaper Future & Change Study. WAN-IFRA. University of Central Lancashire. and Norwegian School of Management
© WAN-IFRA 2009
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How ready is your organisation for change?
Select the column that shows how much you agree with each of the following statements
(Sorted by region)
Strongly agree

%
100

Somewhat agree

Neutral

Somewhat disagree

Strongly disagree

There is an urgency felt throughout the organisation – from front line to senior leadership –
that our business needs to change
17.4

27.3

29.4

29.5

37.3

38.9

41.90

34.40

32.90

34.40

47.10

90
80

39.1

70
60

50.0

50
40

30.4

41.90

27.3

30

11.8

9.40

20

11.8

18.80

10
0

%
100

8.7
4.3
Africa

4.5
11.4
Asia/
Australasia

9.8

11.1

Eastern
Europe

Nordic
Europe

6.50
6.50
3.20
North
America

3.10
South
America

7.10
7.10
5.70
Western
Europe

We are constantly on the lookout for new ways to make money beyond historical sources
of revenue like circulation, display advertising, and classified advertising
61.9

40.9

56.3

44.4

90

38.7

50.0

53.7

80
70
60

20
10
0

%
100

27.8
28.1

40
30

54.8

34.1

50

18.8

25.4

9.5
9.5

11.4

14.3
4.8
Africa

9.1
4.5
Asia/
Australasia

8.3
8.3
8.3
Eastern
Europe

11.1
15.6
11.1
5.6
Nordic
Europe

3.2
North
America

6.3
South
America

7.5
11.9
1.5
Western
Europe

Our culture encourages people to look beyond the boundaries
of our current business practices and our normal business model
18.2

20.5

31.8

36.4

23.4

33.3

19.4

25.0

21.4

90
80
70

31.4

16.7
13.6

40
30

37.5
11.1

60
50

45.2

27.7

27.7
15.9

14.3
27.8

36.4
15.9

20

6.5
25.8

21.9

18.6

12.8

10

11.4

8.5

11.1

Asia/
Australasia

Eastern
Europe

Nordic
Europe

0
Africa

3.2
North
America

15.6

14.3

South
America

Western
Europe

Source: 2009 World Newspaper Future & Change Study, WAN-IFRA, University of Central Lancashire, and Norwegian School of Management
© WAN-IFRA 2009

34

VOLUME 9 REPORT N° 3 CHARTING THE COURSE FOR NEWSPAPERS

to look beyond the boundaries of their
traditional revenue streams.

North Americans were most positive with
64.6 percent feeling that their cultures
supported their efforts to innovate their
business models, followed by South
Americans (62.5 percent) and
Asians/Australasians (56.9 percent). Towards
the other end of the scale are the Western
Europeans (52.8 percent), Eastern Europeans
(51.1 percent) and Africans (50 percent).
However, the most pessimistic about their
organisational cultures are those who also
felt most urgency about the need to change –
the Nordic Europeans. Only 44.4 percent of
them were positive about the innovation
culture in their organisations.
Studies show that the single most significant
determinant of organisational culture is
leadership. So, it is clear that those at the top
have a job to do to align organisational
cultures with business objects.

Aptitude for Change

Organisational transformation is typically a
difficult journey and newspaper companies are
no exception. Survey respondents
acknowledge bringing about the changes will
not be easily realised - very few respondents

felt their organisations were “fully prepared”
for the challenges ahead.

It’s worth pointing out that as the survey
targeted senior decision-makers, it is perhaps
not surprising that overall they showed greater
levels of confidence in their own aptitude for
change. They were much less confident about
operational-level staff.

Strategic management and the board members
are thought to have the greatest appetite for
change, with the average score of 3.71 and 3.39
on a 5-point scale (while 0 = Not at all ready,
1 = Just started to prepare, 2 = Somewhat ready,
3 = Quite ready, 4 = Fully prepared).
Least prepared for change are thought to be
journalists, pre-printing staff and
administrative support staff, ranking them
lowest amongst the 12 categories with means
of 2.9, 2.77 and 2.65, respectively.

However, there are some significant regional
differences. Africans have much less
confidence in their strategic leadership, rating
their boards of directors less prepared for
change than finance and accounting
departments (means of 2.82 and 2.90,
respectively). Worryingly, those key decision
makers were only thought to be marginally
better prepared that marketing teams (mean of
2.67) and advertising sales force (mean of

How ready are the following groups for change?
(Sorted by region) 1=Not at all ready, 2=Just started to prepare, 3=Somewhat ready,
4=Quite ready, 5=Fully prepared
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2.25), who were beaten to the last two spots by
pre-press staff and administrators (means of
2.52 and 2.2, respectively).

On the other hand, African journalists were
considered to be on the vanguard. They were
ranked joint second with their editorial managers
(both with means of 3.19), followed by their IT
departments who were ranked fourth (mean of
3.0). The suggestion is that in African news
organisations, change is being driven from the
newsrooms, rather than from the boardrooms as
is generally the case in Europe and the
Americas, where the editorial teams were
considered to be poorly prepared for change.

In Nordic Europe, for example, journalists were
ranked joint third last (9th) with the circulation
departments (mean of 2.61) followed by
administrators (mean of 2.44) and printing
staff (mean of 1.83). In North America, the
picture is much the same, although while
journalists were ranked third from the bottom
(mean of 2.90), they were followed by marketers
(mean of 2.59) and printing staff (mean of 2.45).

However, it is the Asians/Australasians who
had the least confidence in their editorial
departments, rating their journalists lowest at
12th (mean of 2.74) and editorial managers 9th
(mean of 3.0), only marginally better than
financial and accounting staff (10th, with a
mean of 2.93) and administrators (11th, with a
mean of 2.80).
The lack of confidence in the preparedness of
administrators, who play critical roles in
implementing changes, is an area that should
not be overlooked.

Changing Development Priorities

The next section of the study is about
organisational and people development in the
face of extraordinary change. Asked to rank
areas for possible development from 1
(lowest) to nine (top), respondents prioritise
areas that would shore up existing operations
by addressing areas identified as of concern
in previous questions: journalism skills (1st,
mean of 6.69 ) and sales skills (2nd, mean of
6.65 ). The third highest priority was
“convergence of multimedia operations”
(mean of 6.09), which is typically considered
a way to become not only more effective in
engaging audiences, but also a way to ensure
greater efficiency in operations.
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How ready are the following
groups for change?
(All respondents)
Strategic management
Board of directors
Commercial managers
Editorial managers
IT department
Marketing employees
Advertising sales force
Circulation department
Finance and accounting departments
Journalists
Printing and pre-press staff
Administrative support staff

3,71
3,39
3,33
3,33
3,27
3,23
3,10
3,02
3,02
2,90
2,77
2,65

Note: Scale from 0 to 4. 0=Not at all ready, 1=Just started to prepare,
2=Somewhat ready, 3=Quite ready, 4=Fully prepared
Source: 2009 World Newspaper Future & Change Study,
WAN-IFRA, University of Central Lancashire, and Norwegian
School of Management
© WAN-IFRA 2009

The lowest priorities were: competencies and
composition of the board (7th, mean of
3.44); building relationships with
competitors (8th, mean of 3.15); and a more
diverse workforce (age, gender, ethnicity)
(9th, mean of 2.99).
As the question asked respondents to rank
the items, the findings also illustrate that as
executives work to balance what is urgent
with what is important, they are prioritising
operational-level activities above broader,
sector-wide issues. Addressing challenges
that affect the industry in collaboration with
traditional competitors is not yet high on
most executives’ agendas.

CHANGING TRAINING AGENDAS

There is no shortage of plans for investment
in training development among newspaper
publishers around the world in the next three
years. Where investment in training is to
increase, priorities will be given to building
knowledge in the areas most obviously
linked to revenue growth: new business
development/innovation, advertising sales
and e-business development.
The areas are mostly likely to be cut are:
legal and ethical knowledge (14.2 percent),
technical skills for reporters (8.8 percent),
and reporting skills (8.2 percent).
A closer look at where training budgets are
expected to increase or stay the same
highlights significant differences.
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Management and leadership development are
top priorities for Africans, Australasians,
South Americans and Eastern Europeans,
while those in the other regions were more
concerned with training their advertising
sales teams.

joint 3rd place: New business development/
innovation and reporting skills (both at 90.9
percent)

Western Europe: 1. E-business development
(93.1 percent), 2. New business
development/innovation (87.8 percent), 3.
Advertising sales training (84.9 percent)

Africa: 1. Management and leadership
development (90.5 percent); 2. New business
development/innovation (90 percent), 3.
Technical skills for reporters (87 percent)

Once suspicious, even hostile towards
change, mainstream media groups worldwide
are now actively rethinking their priorities,
looking for alternative routes to growth.

Asia/Australasia: 1. Reporting skills (93.4
percent), 2. Management and leadership
development (86.7 percent), 3. Change
management (81 percent)

Management guru Peter Drucker would have
been pleased. In an often-quoted 2001
interview for Business 2.0, he cautioned
against taking a narrow view of the bottom
line. “No financial man will ever understand
business because they think a company
makes money,” said Drucker, whose own
career included a stint as a financial analyst.
“A company makes shoes, and no real
financial man understands that. They think
money is real. Shoes are real. Money is an
end result. What is a business? The only
function of a business is to create customer
value and to innovate.”

Eastern Europe: 1. New business
development/innovation (90 percent), 2.
Management and leadership development
(84.6 percent), 3. Advertising sales training
(84.3 percent)

Nordic Europe: 1. New business
development/innovation (94.4 percent), 2. Ebusiness development (94.4 percent) and 3.
Advertising sales training (94.4 percent)
North America: 1. New business
development/innovation (96.8 percent), 2.
Advertising sales training (93.8 percent), 3.
E-business development (87.9 percent)

The overwhelming number of respondents to
the study – more than 60 percent of whom
could be described as so-called “financial
men” (CEOs, CFOs and the like) – cited the
critical need to prioritize innovation. Other
responses suggest that this is underpinned by

South America: 1. Management and
leadership development (93.9 percent), 2.
Technical skills for reports (93.8 percent),

Areas for Possible Development
Please indicate your priorities over the next 12 months (All respondents)
1=LOWEST priority and 9=TOP priority
Develop journalists’ skills

N
250

6.69

Develop a good working environment

246

5.61

Encourage understanding and cooperation
between different departments

250

5.76

Develop skills of sales people

247

6.65

Build relationships with competitors

234

3.15

Management and leader development

247

5.72

Competencies and composition of the board

237

3.44

More diverse workforce (age, gender, ethnicity)

2.99

243

Convergence of multimedia operations

6.09
0
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3

4

5

6

252
7

8

9

Source: 2009 World Newspaper Future & Change Study, WAN-IFRA, University of Central Lancashire, and Norwegian School of Management
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To what degree do you expect your company’s investment in training
development of the following areas to change over the next three years?
(All respondents)
Increase

Stay the same

Decrease

No investment

Don't know
N

Management and leadership
development

45.5

Reporting skills
Legal & ethical knowledge

38.5

42.8

41.6

15

49.6

Technical skills for reporters

45
68.3

Advertising sales training

57.3

E-business develop training

64.1

Change management

38.8
10

20

30

50

60

70

1.8 275

8.2 5.6

1.9 269

14.6

6.6 274
3.6 251

20.1 3.4 4.9

3.4 268

27.4 4.7 7.3

3.3 274

20.7 2.2 8.9

4.1 270

39.2 3.8
40

7.3

8.8 5.6

37.1

New business development/
innovation

% 0

14.2

6.9

80

10.4
90

7.7 260
100

Source: 2009 World Newspaper Future & Change Study. WAN-IFRA. University of Central Lancashire. and Norwegian School of Management
© WAN-IFRA 2009

the recognition that “innovation” is more
than “inventiveness”. Instead, it is seen as
imperative that creative ideas provide direct
value to customers and are effectively
delivered through efficient operations which
result in sustainable revenue streams.

Against that backdrop, perhaps it is not
surprising that it is not only the industry
attitude towards innovation that is getting a
rethink -- they need to build the capacities of
their staff to allow them to thrive with
constant change.

Earlier studies by the European Journalism
Centre, the University of Central Lancashire
and others have identified that mid-career
training, regarded as a normal (even
essential) part of personal development in
other professions, has typically been rare in
news organisations. Where training does
place, it has often been limited to operational
matters, such as the introduction of new
content management systems or law updates.
The widespread awareness amongst
respondents of the need to build strategic and
commercial know-how suggests a significant
shift is occurring in news organisations.
Managing that cultural change effectively
will be no small challenge and justifies the
planned increased investment in developing
deft leadership.
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Nordic Study Results

In the Nordic-only study, the score for
readiness for change in the editorial and
business side of the newspaper is at 3.0 for the
business side and 3.1 on the editorial side on a
5-point scale. If these figures are converted
into percentages, this should suggest that the
organisations on average are about 60 percent
ready for changes. This again leads one to
think the newspaper organisation is quite silooriented, and not taking into account the
seriousness of the situation. The challenge
seems huge for the average newspaper
company. In the Nordic countries, Denmark is
hardest hit by the economic downturn, and
also score themselves higher on readiness for
change with an average score of 3.6.

More than 50 percent of the respondents in the
Nordic-only study regard training both on the
editorial and business side of the operation as
very important or extremely important. Again
this underlines the agenda for changes and
development within the industry.
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To what degree do you expect your company’s investment in training
development of the following areas to change over the next three years?
(Sorted by region)
Don't know
%
100
90
80
70
60
50
40
30
20
10
0

9.5
33.3

Stay the same

Increase

44.4

11.1
9.6
5.8
53.8

5.6
5.6
27.8

9.4
6.3
50.0

21.2

9.5
14.9

72.7

31.1

61.1
43.2

42.2
34.4

30.8

Asia/
Australasia

Eastern
Europe

Nordic
Europe

North
America

South
America

Western
Europe

9.4

3.0
21.2

9.7
9.7

Reporting skills
4.5
27.3

6.8
54.5

4.2
14.6

5.6
16.7

41.7

44.4

46.9

44.4
69.7

68.2

38.6

37.5

Asia/
Australasia

Eastern
Europe

37.5

33.3

Nordic
Europe

North
America

33.3

South
America

Western
Europe

22.6

10.3
12.8

7.1
14.3

6.5
54.8

20.5

11.4
60.0

Legal & ethical knowledge

9.5
9.5
9.5
47.6

6.8
6.8
18.2
54.5

6.8
6.3
20.8

14.3
14.3

16.7

66.7

25.6

39.6

30.8
23.8
Africa

%
100
90
80
70
60
50
40
30
20
10
0

6.7

57.1

Africa

%
100
90
80
70
60
50
40
30
20
10
0

Decrease

Management and leadership development

Africa

%
100
90
80
70
60
50
40
30
20
10
0

No investment

13.6

16.7

Asia/
Australasia

Eastern
Europe

4.8
Nordic
Europe

12.9
North
America

South
America

7.1
Western
Europe

Technical skills for reporters
13.0
21.7

6.7
13.3

6.1
6.1
12.2

42.2

36.7

5.6
5.6
38.9

9.4

6.3
37.5

43.8

5.9
10.3
35.3

65.2
56.3

50.0

Africa

35.6

38.8

Asia/
Australasia

Eastern
Europe

47.1

40.6

Nordic
Europe

North
America

South
America

Western
Europe

Source: 2009 World Newspaper Future & Change Study, WAN-IFRA, University of Central Lancashire, and Norwegian School of Management
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To what degree do you expect your company’s investment in training
development of the following areas to change over the next three years?
(Sorted by region)
Don't know
%
100
90
80
70
60
50
40
30
20
10
0

5.0
15.0

9.5
11.9

75.0

16.7

%
100
90
80
70
60
50
40
30
20
10
0

6.0
22.0
68.0

Stay the same

Increase

5.6

25.8

22.2
72.2

6.1
6.1
84.8

Asia/
Australasia

Eastern
Europe

6.8
25.7

71.0
62.2

59.5

Nordic
Europe

North
America

South
America

Western
Europe

6.1
9.1
12.1

30.1

Advertising sales training
9.1
9.1
22.7

11.1
11.1
37.8

11.8

5.6
27.8

35.3

3.1
12.5
81.3

6.8

69.7

66.7
59.1

54.8

49.0
40.0

Africa

%
100
90
80
70
60
50
40
30
20
10
0

Decrease

New business development / innovation

Africa

%
100
90
80
70
60
50
40
30
20
10
0

No investment

Asia/
Australasia

Eastern
Europe

Nordic
Europe

North
America

South
America

Western
Europe

6.1
9.1
78.8

4.2
26.4

E-business develop training
10.5
5.3
21.1
63.2

6.8
18.2
4.5
18.2
52.3

13.7

5.6
27.8

6.1
6.1
18.2

66.7

69.7

Nordic
Europe

North
America

South
America

Western
Europe

6.5
16.1

6.5
9.7
9.7
22.6

8.5
9.9

21.6

66.7

56.9

Africa

Asia/
Australasia

Eastern
Europe

10.0
5.0
30.0

7.1
7.1

9.5
8.5
14.9

Change management
5.6
5.6
33.3

40.5

51.6

48.9
55.6

50.0

51.6
40.8

40.5
25.8

23.4
Africa

Asia/
Australasia

38.0

Eastern
Europe

Nordic
Europe

North
America

South
America

Western
Europe

Source: 2009 World Newspaper Future & Change Study, WAN-IFRA, University of Central Lancashire, and Norwegian School of Management
© WAN-IFRA 2009

40

VOLUME 8 REPORT N° 4 WINNING MOBILE STRATEGIES

4. Strategies from Academics
and Consultants
CHANGE: AN IRREVERSIBLE
TIDE
By Vin Crosbie

Most of the world’s newspaper executives now
acknowledge that the industry is in grave
condition in large, post-industrial countries
such as the United States, France and the
United Kingdom. What baffles them is why
the industry is collapsing in some of the
world’s most prosperous countries.
The answer is that the newspaper industry
worldwide has been catastrophically oblivious
to the greatest change in the history of media.
That’s a provocative statement, so please let
me detail the scope of the problem, its effects
beyond those you read in the trade press, and
what newspapers must do to survive in this
century.

What is the greatest change in media history?
Ask newspaper executives and they will
almost universally and incorrectly tell you that
it is consumers shifting media consumption
habits from analog to digital. They will tell

you it means that newspapers must follow this
shift and publish editions online as well as in
print. Moreover, they’ll show you how the
traditional package of newspaper content can
be enhanced online by adding hyperlinks,
audio, video, animation and other multimedia.
This is the newspaper business strategy that its
proponents call convergence or multimedia and
its critics call shovelware. It is the New Media
strategy that virtually every newspaper
worldwide has pursued since the Internet was
opened for public usage 17 years ago.
However, despite all those years of pursuing
this strategy, despite 1.6 billion people
worldwide becoming Internet users, and
despite the great increases in online consumers
who use a daily newspaper’s Web site at least
once per month (unique monthly users), hardly
any newspaper company in post-industrial
countries makes more than 20 percent of its
overall revenues from that strategy. Those
online revenues don’t nearly compensate for
the losses of circulation and advertising
revenues from print as consumers migrate
from analog to digital. Indeed, the larger the
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post-industrial country, the smaller the
percentage of newspaper revenues from
convergence and the worse the industry’s
health in that country.

Unfortunately, the greatest change in the
history of media isn’t consumers changing
consumption from analog to digital. That is
merely a characteristic or trait of a much larger
change underway – a change the newspaper
industry has failed to notice even though it has
been obvious for at least 10 years. The industry
has failed to see the forest for the trees.
The greatest change is that within the past
generation, people’s access to information has
shifted from relative scarcity to surfeit.
Billions of consumers, whose access a
generation ago to daily changing information
were but one to three locally-distributed print
newspapers, three or four television channels,
and perhaps one or two dozen radio stations,
can now access virtually all of the world’s
information instantly at home, office, or
wherever they go. The societal and historical
ramifications of this change will be far more
profound than Gutenberg’s invention of
moveable type, Tesla’s and Marconi’s
invention of broadcasting, or any other historic
development in media.
This epochal tidal change occurred during
several waves over a 35 to 40 year period:

• The 1970s brought cable television (followed
later by satellite TV). People’s access to
television increased to dozens and then
hundreds of channels, with obvious competitive
effects on newspapers. In the larger postindustrial countries, most new channels weren’t
general interest or foreign-language but topical
channels in the vernacular language.
• The 1980s brought advances in offset
lithography that made publication of topical
magazines economical. Kiosks that previously
sold 20 to 30 magazine titles now sell
hundreds.

• The 1990s brought Internet access to the
public. People gained access to more than 240
million Web sites, including blogs and social
media as Moore’s Law made the technologies
so inexpensive and easy-to-use that anyone
can publish online. The vast majority of those
millions of Web sites are about specific topics.
• The decade we are now ending brought
broadband access to consumers in post-
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industrial countries. The hallmark of it is
instant, ‘always-on’ Internet access. Although
people think the previous wave was the most
powerful, this wave was the deepest; it
markedly changed how and from whom
consumers access news and information.

• And as all the world’s manufacturers of
mobile phone handset now begin to sell allscreen mobile phones along the Apple iPhone
or Google Android model – handsets that have
full Internet access – more than 4.3 billion
people, two-thirds of the world’s population,
within the next five years will have instant
access to all the world’s information instantly
wherever they are.

What has been the immediate effect of
consumers gaining access to this cornucopia of
news and information? Each gravitates to
whichever of its fruits best matches his
uniquely individual mix of interests.
Newspaper editors might like to think that a
single edition can satisfy everyone’s interests,
but in reality there are very few common
interests that all people of all ages share (the
weather? a war?). Some groups or
demographics might share an interest (such
fans of Real Madrid, Prada aficionados, etc.)
Yet each person has very many specific
interests (perhaps salsa dancing, Roberto
Benigni films and Thai cooking, etc.). And each
and every one of us is a unique mix of those
few common, some group, and many specific
interests – it’s what makes us individuals.

News Content: From Scarcity
to Plenty

A generation ago, when consumers had
relatively scarce access to daily changing
information, they had no choice but to
consume the finite number of stories the
newspaper editor chose for them each day.
Each consumer might have read the handful of
stories that happened to match some of his mix
of interests. Yet now that consumers have
instant online access to all common, group, or
topical information Web sites, publications,
broadcasts, blog and social media in the world,
each consumer is now hunting and gathering
from among all of those for whichever stories
and other information best match his own
unique mix of interests.
Consumers’ gravitation toward their own
mixes of interests is why they use search
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engines rather than be satisfied just reading
one newspaper’s Web site daily. It’s the cause
of the so-called fragmentation of mass media
audiences. Consumers seek to make their own
individuated selections from all stories, rather
than digest any one publication’s package of
stories. Consumers are migrating from analog
to digital media simply because there are more
choices of specific content (whether about
news or products or services) online than in
analog print or broadcast formats.
And consumers see their newfound wealth of
news and information as one gargantuan
package, not as a collection of hundreds of
millions of organisations each trying to serve
them its own package of stories.

Peter Horrocks, the director of BBC World
Services, recently noted, “Most of the major
news organisations had the assumption that
their news product provided the complete set
of news requirements for their users. But in an
Internet world, users see the total information
set available on the Web as their ‘news
universe.’ I might like BBC for video news,
the Telegraph or Daily Mail for sports results
and The New York Times for international
news.”

Indeed, the traditional printed newspaper’s
package of international, national, regional and
local news unpackages once online. Readers of
a printed newspaper in a small city aren’t
likely to use that local newspaper’s Web site
for international and national news when they
now have instant access to the international
and national newspapers’ Web sites (the more
populous the country, the more pronounced
this effect). Therefore, it isn’t surprising that
Nielsen, comScore, and other agencies have
for 10 years reported that the average user of
almost any U.S. daily newspaper’s Web site
visits it no more than two to six times per
month; reads only five to 20 stories from it
during that period, and spend a monthly
aggregate of less than 20 minutes doing so.
Why should consumers spend all their time on
any one publication’s site when they can now
access their choices of stories from all sites?
The best analogy is this: The average
supermarket contains more than 30,000
different items. Imagine if when you walked
into it a clerk handed you and every other
customer identical bags containing exactly the
same mix of 20 to 50 items that the

supermarket's manager thinks will satisfy the
needs of everyone. Would that solution satisfy
you, or would you instead prefer to wander the
supermarket’s aisles and shop for your own
choice of items?
Each day’s edition of a traditional daily
newspaper, whether in print or put online, is
the equivalent of that bag, a mix of
approximately 20 to 50 stories that the editor
thinks will satisfy the needs of everyone who
reads it. The problem is that each reader is no
longer satisfied getting the same mix as
everyone else; she would rather make her own
choices and now can. No traditional
newspaper edition, whether in print or
shoveled online, can successfully compete
against the consumers’ newfound cornucopia
of news and information.

Much as the newspaper industry isn’t immune
to gravitation, it also isn’t immune to effects of
the principle of supply and demand. As
consumers’ access to information is shifting
from scarcity to surplus, most of the industry’s
traditional business models, which are deeply
rooted in scarcity, are being overturned. The
effects of this are probably more widespread
than most newspaper executives yet realise,
affecting not just the business office but the
newsroom and advertising office too.

Anyone who has done business in a souk,
bazaar, or flea market knows that the
economics and dynamics of commerce
changes when the supply of something
changes from scarcity to surplus. During the
centuries when consumers’ access to news was
relatively scarce, publishers controlled pricing,
packaging, scheduling, and the aspects of news
commerce. Much of that control is now
reversing as consumers gain surplus access.
Foremost is how much consumers are now
willing to pay for news. Although they might
have paid 50 pennies per edition back when
their only source of daily changing news in
text format was a printed edition, now that
their access to such texts is magnitudes greater
online, the amount that they’re willing to pay
to any one newspaper is proportionately less.
And because the newspaper package
unpackages online, consumers are only
interested in paying for the paper’s core
competency (local for local newspapers,
national for national newspapers, etc.) and
even then use those only infrequently. The
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combined result is that what consumers are to
pay is near zero. This is the reason why free
printed papers are increasing in circulation,
paid newspapers decreasing, and almost all
non-financial daily newspapers have been
unable to get more than 1 or 2 percent of their
Web site’s unique users to pay anything.
(Good luck to those newspapers now planning
to charge for online!)

Furthermore, consumers also are no longer
willing to wait until press time for news; they
want it now. They are no longer willing to
accept only text and still photos from
newspapers; they want audio, video,
animation, social media, and geolocation.
They want to be able to access their choice of
the news from any device or vehicle they
choose, not just those that the publisher
selects. Consumers are forcing editors to
redefine what local and community mean,
using the consumer’s own parochial
definitions and commutes rather than the
editors’ familiar postal codes or municipalities.
And much as the consumers are no longer
willing to accept news stories that don’t fit
their own individual mixes of interests, they
are no longer willing to accept advertisements
that don’t either.
As all of these profound changes have
occurred, what have been the newspaper
industry’s reactions? Willing disregard, active
inertia, and lack of fraternal cooperation.

Although the profound changes in media could
be foreseen 10 and were obvious five years
ago, the newspaper industry has mainly
attempted to transplant (“repurpose”) its print
business models and practices into online
rather than radically adapting itself to these
irreversible changes. The only concerted effort
the industry has made – the U.S. newspaper
industry’s attempt 10 years ago to create its
own search engine for news before Google
existed and a common classified platform
before Craigslist did – was prescient, but
collapsed because its newspaper companies,
too used to competing rather than cooperating,
squabbled.
Vilifying or blocking search engines today
won’t reverse the world’s calendar. Any
advanced civilisation will eventually create a
technological flood of news and information
for its consumers, as is apparent now in the
post-industrial countries. Daily newspaper
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circulations in those countries began to fall off
a cliff in 2004 when the majority of consumers
there got broadband access. Broadband access,
including 3G and 4G on mobile devices, will
become pervasive in the rest of the world’s
countries this coming decade, with the same
effects.

Individuated News

The industry’s only practical solution is to
embark on the equivalent of its own
Manhattan Project to adapt itself, its business
models, and its practices to the fundamental
changes that have occurred this century. There
is a massive business opportunity in
eliminating consumers having to hunt and
gather for the individuated news needs. Doing
so is the best way to increase the value of a
newspaper in this era. People prefer to have
what they want delivered regularly to them
rather than to hunt and gather for it.

This opportunity doesn’t conflict with the civic
duties of journalism. Newspaper editors have
been selecting stories according to two criteria:
Stories about which the editor thinks all
readers must be informed and also stories with
the greatest common interest. Editors should
continue providing stories of the first criterion,
but their newspapers now need to begin letting
each reader request their individual choices for
the second – delivered online, on mobile, in ereading devices, or in print if the newspaper
has a digital press.
Moreover, each newspaper needs to offer to its
readers not only its own stories and those from
the news services and syndicates to which its
newsroom subscribes, but also the consumers’
choices of all stories from all other
newspapers. That will take unprecedented
cooperation among newspaper companies,
associations, and vendors, but failure to do so
may cause the industry itself to fail. This
endeavor will also require utilizing stories
from magazines, newsletters, blogs, social
media, and Web sites.

That seems like a daunting endeavour.
Fortunately, each of the technologies necessary
already exists and is in daily use by other
specialized media industries. News and
advertising marked up in Dublin Core
eXtensible Markup Language (XML) can
readily work with content management
systems to provide individuated editions.
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Collaborative filtering software, AJAX, and
other technology can help consumers choose
and get what they want, when, and from
where. Google and other newspaper industry
competitors know consumers now demand
individuated news, which is why newspaper
competitors are creating services such as
iGoogle, MyYahoo!, Pageflakes, and Netvibes.

The newspapers in North America, France, and
the United Kingdom should have foreseen the
fundamental changes 10 years ago and began
adapting then, but didn’t, failed to act, and are
now on the verge of collapse. The industry in
the rest of the world needs to act immediately,
while there is still time.
Imagine if the calligrapher monks whose book
business model Gutenberg’s invention
overturned had disregarded the change and –
rather than adapting to progress and exploiting
the new technologies – continued apace and
sought in vain a business model that could let
them continue handwriting books. If the
newspaper industry continues to pursue the old
ways in print and to seek an online business
model that will let it pursue the old ways there
too, the industry will have about as much luck
as those monks.
Vin Crosbie is the fifthgeneration of his family
to publish American
daily newspapers and
has also been a news
executive at Reuters and
News Corporation. He is
currently a postgraduate professor of
media management at
Syracuse University's Newhouse School of
Public Communications, in the United States.

THE NECESSARY
TRANSFORMATION NOW
By Erik Wilberg
The newspaper industry is in the midst of its
greatest shakeup ever, at least in the Western
part of the world. The simultaneous impact of
the global recession and the structural
developments of the industry have thrown
newspapers into a situation strategically that it
has never confronted before.

In Scandinavia, where I worked in the industry
for more than 30 years, we now see the signs
and signals of the necessary changes, deeper
cuts and transformations very clearly, and
there is at the moment no end to all the bad
news that is presented to us on a daily basis.
Norway-based Schibsted, one of the most
admired media companies on the planet, is on
a diet, large Swedish newspapers are cutting
jobs and a recent report from Denmark (on the
governmental support to the press) paints a
grim picture of the future for newspapers.
So, what should we do? Just wait for the
inevitable or do something else? I think we
should move on, but maybe not in the
direction you might first think.

The following article is mainly based on the
experiences from the Scandinavian countries,
specifically Norway and Sweden. According to
World Press Trends 2009, three out of the four
top countries based on circulation per capita
were Norway (4th), Finland (5th) and Sweden
(7th). Denmark, meanwhile, was 25th.
The Nordic countries have a special tradition
and history in newspapers that has made them
special:

• Ahomogeneous population and national culture
• High level of education
• Well developed infrastructure
• Lack of alternative media to newspapers for
many years
• At the technological forefront of newspaper
production
But the long and stable line of development
and stability has now been challenged for
more than a decade, and with the financial
crisis and downturn in the economy we see
that the conditions for newspapers have
changed dramatically, and the situation is
likely to continue.
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The view of the future of the newspapers
depends on one's point of view. If you look
through the lenses of circulation, you are likely
to be permanently disappointed. If you look
through the lenses of “engagement and
eyeballs” you are likely to be more optimistic.
The future for publishing is digital and there
will be a long transitional period where the
digital developments and the traditional
newspapers will have to play together. And the
enemy lies within the company.
I teach strategy at the Norwegian School of
Management in Oslo. One of the models that I
present to my students is the following one,
called the strategic drift (see graph above.)

© WAN-IFRA 2009

When the development of the environment is
quite slow and not demanding, the response
from the company is incremental change,
which in newspaper terms means redesign,
new pages, weekend magazines and the like.
After a while one might try larger
transformations like conversion from
broadsheet to tabloid or compact formats.
When the rate of change grows more dramatic,
one might increase the amount of “giving the
readers more value for money” in order to
stabilise circulation.
In Norway, circulation development patterns
for 110 titles from 2001 to 2008 shows
reduction increasing year-on-year, the only
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exception being 2007. What happened? In
2006 the largest Norwegian morning
newspapers (Aftenposten, Bergens Tidende,
Adresseavisen and Stavanger Aftenbladet) all
converted to compact format – and the effect
was visible – for a year only. Clearly this was
done in the second phase of strategic drift.

Returning to the figure on strategic drift, (the
third phase is dominated by a state of flux) you
will try to do anything to stabilise or improve
the situation. Despite more design changes,
more special supplements, more changes in
formats and structure, the readers keep moving
on. At the same time more radical changes are
taking place in structure and schemes of cost
cutting, dramatic changes can go on for a
while. But as many industries have seen
earlier, you cannot cost-cut your way to
success – strategic changes are needed.
The last phase – transformational change or
death – is the phase where many newspapers
are today, and the alternatives are grim for
some of them. The measures needed to be
taken will automatically be viewed by many as
the “last nail in the coffin” for newspapers as
we know them.
My advice is: Stop talking about circulation.
Stop talking about cost-cutting as the prime
roadway to success and look outside your
window. If the changes outside your window
are greater than on the inside, you will run into
trouble.

The big culprit here is traditional company
culture. In my 25 years plus as a consultant in
the industry, I always come back to the
internal culture as the greatest barriers to
change. If you do not work on the company
culture, you will not succeed. One example: I
once worked for a Swedish newspaper that ran
into problems and was losing money and
readers on a large scale. When surveyed, the
trust in management at the lowest point was
1.62 on a scale from 1 to 5. The year after,
trust in management had risen to 4.2 on the
same scale. Miracle? No, but hard work along
the following steps had been taken:
1. Taking charge. Analysis of the present
situation, all pros and cons.

2. A clear strategic direction: a big, hairy
audacious goal.

3. A tight newspaper management group that
was one for all, and all for one.

4. A MASSIVE information and inclusion
process comprising ALL employees.

5. Tight controls and information sharing to all
on a large scale.
In many ways the management followed the
steps that were laid out by John Kotter in his
book “Leading Change”1. I will use those 8
steps as a guide for newspaper companies to
set the scene for the necessary changes that
must take place:

• A sense of urgency. This should not be
difficult today. But it is about taking stock of
the situation and making this urgency the
agenda among the relevant people. These days,
I would guess that you have a stockpile of
urgency related information to relate to.
• The guiding team. Put together a guiding
team that can do something. This group will of
course be both editors and managers and they
will have to work together under an umbrella
of trust and emotional commitment.
• Visioning. What do we want to be, and for
whom? Creating visions and strategies that are
forward looking, clear, simple and uplifting.
The less successful ones are “revised budgets”
that will not work.

• Communication. The most energy draining of
all activities. You will have to live the changes
and communicate through as many unclogged
channels as possible. The goal is to induce
energy and commitment from the critical mass
of people – to make them come forward with
ideas and engagement. Deeds speak louder
than words, and the real key here is repetition
– over and over again – showing the steps
forward. This is a critical point in the change
process and often it fails right here because
management underestimate the real value of
communications.
• Empowerment. In good cases you will find
that people work on removing obstacles to
change. That is the key – the focus is on the
removal of obstacles – and they can in many
newspapers be very entrenched and difficult to
remove. But it has to be done. That also
includes removing bosses who do not comply
with the vision.
• Short-term wins. With the vision
communicated and obstacles removed, it is

John Kotter: Leading Change, Harvard Business Press,
1996
1
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important to show the early wins – the small
and large successes that come along with the
changes. These successes serve to reinforce the
vision and create momentum. If the changes
come slowly or are more ambiguous, the
cynics in you organisation can sink the process.
• Don’t let up. The key to success here is to
select the changes with the largest probability
of success so that one will not be bogged down
with trying to do too much at the same time.
And there is a risk to give up too soon. Some
changes are longer in the making than others
and you will have to have something to show

quite quickly in order to succeed in the long term.
• Make changes stick. When the changes are
made and the wins are shown and understood,
new behaviours show the new culture and
have to become the new way of doing things.
A common mistake is to try to change culture
first and then change behaviours. It does not
work that way. The behaviours change as a
consequence of changes in how things are
done. To reinforce this, editors and managers
have to set examples for changed behaviour.

In order to succeed regardless of the situation
and level of change in the news organisation,
one thing that has to be challenged is the concept
of silo thinking in the classic newspaper
organisation. The editors solve the editorial
problems and leave the rest to the business
managers. Or the publisher is too withdrawn in
the process trying to satisfy other stakeholders –
like the shareholders or owners. This is a tough
balancing act, and to challenge the conventional
wisdom in an organisation that has been
successful for a long time can be demanding and
is probably not something for the faint hearted.
A respected newspaper manager said that if
you give people the right information, over
time they will probably reach the same
conclusion as you do. But it will take time and
effort. I find that people talk a lot about the
same things now (stiff internal silo-oriented
cultures that are difficult to change) as they did
15 years ago. But this time the changes have
been so deep and fundamental that the old
methods no longer work. You will have to
throw away many things that you have been
living comfortably with for many years.
In the year 2000, the large research programme
IMPACT at the Media Management Center at
Northwestern University drew up a model that
I still think is a viable model for working with
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media developments. The model has been
modified a little over time, but in essence it
looks like this:
Engagement

Relevant
experience

Content

Brand

Service

Source: Adapted from the model on Reader Behavior Score
by the Media Management Center, Northwestern University, 2005
© WAN-IFRA 2009

The model originally was developed for a
metric called the Readership Behavior Score,
an index comprising time, frequency and depth
of reading. The modification presented here
includes the developments that have been
taking place over time and where the emphasis
should lie for the future. I firmly believe that
the future of publication and the industry lies
within the framework presented here. If you
are engaged as a reader or user you are likely
to tell others about it, spreading information
about it through all the available channels,
such as Facebook. Engagement comes from a
relevant experience.

How do we know that? We ask and measure.
On the Internet, Web sites can follow the clicks
or we can do research through a readership
panel. The overall brand strength of the
publishing company not only comes from the
printed paper, it comes from the Web as well.
Of course the content is the most important
thing, but I am not that worried about content
creation. Professionalism will shine through
whatever channel we are in, but the brand
concept is more difficult because it originates
from a series of single experiences
accumulated over time. Then, we can enhance
or destroy that experience through the service
we give our users/readers. Over-the-top-service
is a must these days (distribution is costly and
difficult). We will have to make it easy for our
customers to be customers, whether they call
our call centre or write a quick e-mail.

A strategic framework for development will
have to take into consideration all three
elements in a holistic approach. That is why all
silos have to go and that information sharing
within the company is so essential.
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Let me give
you an
example of
measured
reader
engagement:
This article
was in the
Norwegian Amagasinet, a
weekly
magazine
published by
Schibstedowned, Norwegian morning paper Aftenposten.

This article was the main article in the
magazine and discussed the story of a healthy
man who suddenly died due to the effects of an
herbal medicine.

The reader engagement here was enormous:
85 percent of readers that day read the article
and 78 percent had a favourable overall
impression of the article. If you average out
the scores in the light blue segment of the
scores on the right – important, interesting,
appealing, etc . – you will find an average
score of 76. So, a golden triangle of
engagement (reading, overall impression and
content) would be 85-78-76. Think about using
this as a benchmark for product development
and discussion of improvement.
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Source: A-Magasinet, Erik Wilberg Associates, 2009
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The system used here is a reader panel system
developed in Sweden called RAM – used by
more than 400 publications and Web sites in
the world, particularly in Scandinavia and the
United States. Within 48 hours of publication,
one can have the data ready for further
analysis by age, sex and interest level.
This is a wise way of securing a high level
of engagement, while measurements across
different media platforms can give important
information for product development.
Information like this has a profound impact
when used wisely – not as a tool of
punishment (if the scores are low) but as a
method of deciding whether you are on the
right development track.

Conclusion

There is no way of continuing to stay the
same. The path towards the year 2020 lies
within a strategic path of change – of
proactivity and of trial and error. Local and
regional papers have it a bit easier, but they
will have to keep in mind that the changes are
profound and that they will have to fulfill their
role as media changes, thus securing their role
as the preferred media brand.
Good luck on the future.
Dr. Erik Wilberg, DBA,
is a Norwegian
academic and
consultant working in
the newspaper and
media business since
1977. He is currently
associate professor of
Strategy and Leadership
at the Norwegian
School of Management, where he teaches
strategy and leadership on bachelor’s and
master’s levels, as well as on the Executive
MBA programme. He is a regular speaker on
media change in Scandinavia, and has run
numerous projects on this in the
Scandinavian press. He is also co-running
the Nordic Media Programme, a senior
management development programme for
media in the Nordic countries, and is parttime head of research for Research and
Analysis of Media AB in Stockholm, Sweden,
where he analyses readership and advertising
patterns across different media platforms.
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MEDIA’S VALUE
PROPOSITION IN AN
ATTENTION SCARCE
MARKET
By Dave Duarte and Elaine Rumbol

“Across consumer markets, attention is
becoming the scarcest – and so most
strategically vital – resource in the value
chain. Attention scarcity is fundamentally
reshaping the economics of most industries
it touches; beginning with the media industry.”

’’

Umair Haque,
director of Havas Media Lab, 2005

Online tools and resources that enable large-scale
participation and media sharing such as
Facebook, Twitter and Wikipedia have been
adopted into regular use by hundreds of millions
of people in the last two years, perhaps
because they enable people to collaborate,
manage complexity and find information more
efficiently than they would be able to without
these tools. In South Africa and other emergent
markets, mobile phones have been similarly used
to not only enable one-to-one communications,
but to enable learning, banking, networking,
healthcare and access to news.
It is in this context of cheap, on-demand, realtime and often social media access that
newspapers are struggling to retain market
share. Quite obviously, a new value
proposition needs to be identified, given that
the competitive landscape has changed along
with consumer expectations.
In this essay we propose that the core value
proposition of newspapers is intrinsically tied
to what we see as the most pressing challenge
of media consumers today: conserving time
while maximising reward.
There are three key themes we believe will
distinguish successful newspapers in the
coming decade:
1. Attention as an Asset
2. Usability as a Differentiator
3. Fee vs. Free

Attention as an Asset

The explosion in media types available, and of
course in the amount and variety of content,
has created thousands or millions of niche
media tastes. Media consumers today are faced
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with a mind-boggling array of content to
choose from. Their challenge is not finding
news and information, but finding news and
information that fits their needs and lifestyles.

Most media consumers today are operating in
a form of perpetual attention deficit: there is
simply more content available to them than
they could possibly attend to. So, people have
books they’d love to read, but don’t; movies
they’d love to watch, but don’t; newspapers
they’d love to read, but don’t. The media that
goes unattended to is not necessarily of an
inferior quality, but somehow it doesn’t fit into
the lifestyle of the person that misses it.

Herbert Simon, a polymath Nobel laureate,
said that in an information-rich world, the
wealth of information means a dearth of
something else: a scarcity of whatever it is that
information consumes. What information
consumes is rather obvious: it consumes the
attention of its recipients. Hence a wealth of
information creates a poverty of attention and
a need to allocate that attention efficiently
among the overabundance of information
sources that might consume it.

The concept of an attention scarcity sits
uncomfortably juxtaposed with the industrial
model of news production. Information is
intrinsically valuable in the industrial model
because it is relatively scarce, exclusive and
hierarchical. It makes sense then, to build
empires around a particular access channel
that is exclusive and popular, such as print.
However, once information becomes freely
available on the Internet it may be easily
accessed and shared by anyone who can
operate a search engine and send an e-mail.
Thus, in sectors where information is abundant
and available, the only cost of information is the
time and effort that it takes to engage with it.
The good news for the media in all of this is
that businesses in virtually all consumer-facing
sectors are facing a similar rise in competitors.
They too operate in a marketplace driven by
demand for thinly spread consumer attention.
Media in general, being the purveyors of
Attention, stand to benefit from this if they can
effectively present advertising and other
commercial content in a way that consumers
appreciate and attend to.
In order to successfully adapt to this new
economy, newspapers may need to start
emphasising Attention over Content. This means
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consumers will be drawn to news sources that
are able to add value to the information in ways
that enhance their experience of it - through
having a more trustworthy brand, effective
design, accessibility, community and
engagement for example.

The quality of Attention is determined by its
intensity of focus. In other words, the more it
excludes to concentrate on the matter at hand,
the better its quality. Mihaly Csikszentmihalyi in
2008 observed that our nervous systems are only
capable of processing 110 bytes of information
per second. We therefore have a limited
physiological capacity to process information.
Concentration on one presentation consumes
around 60 bytes of that capacity, which is what
makes it difficult for one to concentrate on more
than two voices at a time (Shannon, 1948)1.

Thus it follows that moving towards cheaper
news prices (free in many cases) and more
advertising may be adversely affecting the quality
of reader’s attention. A lower quality of attention
may translate into a lower quality of experience
for the reader, and hence less likelihood of a
repeat encounter with the offending news outlet.

Usability as a Differentiator

For many people, the instinctive response in
the face of all the variety of content available
to them is to go faster, multitask and spend
more time engaging with media. Even the
most casual observer would notice, for
example, the compulsive engagement of
smartphone users with their devices.
Newspapers may need to start focusing more
on the holistic experience of news
consumption in the context of their readers’
lifestyles. On a simple level, this may mean
changing the ways news is laid out and
written, as well as ensuring a seamless brand
experience across other channels such as
Internet and mobile phones.

Herbert Simon’s research on attention
economy points out that designers of underutilised information systems incorrectly
represented their design problem as
information scarcity rather than attention
scarcity, and as a result they built systems that
excelled at providing more and more
information to people, when what was really
needed were systems that excelled at filtering
out unimportant or irrelevant information.

Simple ways of helping people filter irrelevant
information can be applied to print
newspapers. For example, The Daily Maverick
(thedailymaverick.co.za), a new online
publication based in South Africa, makes
navigating its e-mail newsletter simpler by
formatting informative article abstracts into
three useful sub-categories:
• While you were sleeping (news from the
world that happened overnight)
• Happening today (important events for the
day ahead)
• In case you missed it (the previous day’s
news that missed the last publication deadline)

These categories would be different for
publications with different readerships, but in this
case they fit perfectly into The Daily Maverick’s
value proposition to make their reader “the
smartest person in the room” by equipping them
with tidbits of news to spark conversation.

In his book, The Paradox of Choice (2004),
Professor Barry Schwartz asserts that “too
many choices can paralyze people into
inaction, and cause them to be dissatisfied with
even good decisions.”
To build on that idea, we would suggest that
strong brands help reduce the cognitive
dissonance that media consumers may
experience when faced with the overwhelming
variety of content from various outlets. Apple
is an example of a brand that has so effectively
distinguished itself that many people see the
choice of which laptop to buy is as simple as
“do I want a Macbook or a Macbook Pro?” (as
Apple fans, that was certainly our experience).

Free vs. Fee

Few people would argue that newspapers
shouldn’t operate online. The online news
channel, along with online advertising and
payments continue to grow even as print
readership and advertising revenues decline.

However, in the online environment, content is
so abundant that, when faced with the choice
of marginally better content for a fee or goodenough content for free, users tend to choose
free content.

1
When all 110 bytes of attention are consumed,
Csikszentmihalyi (2008) refers to this as being “in flow”
when there is not enough attention excess left over to
monitor anything else. – Hunger, tiredness, even identity
disappears from consciousness. High levels of challenge
and skill create arousal and in extreme cases, flow.
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Much news content is serendipitously
encountered. Consumers haven’t gone out
looking for it specifically, but have been referred
to it by a peer or encountered it via a search
engine. It is difficult to get people to pull out
their credit cards to read an article they have
encountered by chance and with cursory interest.
In the case of serendipitous encounters with
news, it would be a mistake to hide content
behind a password protected “walled garden.”
The main argument against this is perhaps that
Google and other search engines will not index
password protected content, so a significant
channel of new readership will be foregone.
On the other hand, the challenge with
completely free content is that it tends to rely
on more advertising and advertorials. The
problem with this is two-fold: firstly, it may
lower the quality of the reader’s experience,
and secondly, it may begin to infringe on
editorial and journalistic independence.

There have been alternate calls for newspapers
to go free or to continue charging fees, whether
in print or online. We would argue for a blended
approach, often known as Freemium.
Freemium pricing works with two basic
pricing levels: free and premium. Free content
is used to attract attention and showcase the
product. Premium content is exclusive and
may offer greater access, functionality or a
better quality of experience.

In the context of the Attention Economy, we
would assert that all the newspaper’s content
should be freely available online, since content
is no longer a distinctive value proposition for
newspapers. However, consumers should be
charged for features that enhance their
experience of the content; for example, to
remove adverts, to receive the print edition, the
mobile application or even the e-mail newsletter.

Consumers of free news may have lower
expectations of free content and may make
advertising viable. However, serious news
consumers would be willing to pay for a better
quality reading experience. A blanket approach
to either make content free or paid for is
shortsighted and limiting.

Conclusion

We would assert that media consumption is not
only driven by the quality of content, but also the
quality of the experience in engaging with the
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content. Increasingly, considerations such as
branding, integration with social-communities,
personalisation and elegance need to be integrated
into the core value proposition of newspapers.
News content should be free and easy to share,
but a small percentage of users who are
prepared to pay for a better quality experience
of the content may ensure the continued
viability and freedom of the press.
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5. Strategies from Specialists
and Consultants
THE FUTURE: A COMPLEX
NEWS ECOSYSTEM
FOR A HUNGRY AUDIENCE
By Will Yarker, Deloitte & Touche, London
This paper is not typical of one produced by an
professional services firm, since it does not
base itself around evidenced numerical and
financial trends and detailed analysis of
customer behaviour and technological
developments. It takes our qualitative view of
the market and attempts to take a snapshot of a
possible future and what newspaper companies
may need to do to thrive in that new environment.
It will show how news companies will focus
on meeting their customers’ needs through
maintaining their brand differentiation and will
need to get world-class at managing their
increasingly complex operations with the
correct pricing and royalties infrastructure.

A News Consumer’s Tale in 2020

Sally wakes up and gets ready for work. On
the way to the kitchen to tuck into her
breakfast cereal, she picks her newspaper up
off the doormat. Some people tease her for this
old-world habit, but she can only complete the
puzzle page if she is scribbling on it and on her
commute to work she finds it easier to fold the
print-copy and read it whilst strap-hanging.
The subscription deal was a bargain and last
week she received discount tickets for a local
concert of her favourite band as one of the
subscription club’s promotions.
Having said that, Sally is not a complete
Luddite. As she turns on her SmartPhone, the
alert tells her that the latest football video clip
for her team is available. She clicks on the
“accept” button which adds another debit
against her news account and stores the file for
watching when she has finished her
newspaper. Her news provider acts as an
aggregator for select third party content which
she finds useful as a “one stop shop.”
After settling in at work with a coffee and
checking through her e-mails, Sally sets to
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work on her report on the state of the ballbearing manufacturing market in the United
Kingdom. Through her news portal, she finds
the B2B magazine “Ballbearing Weekly,”
which provides a whole host of archive
material. Since she is using her work account,
with one click she opts for unlimited access to
the site for 24 hours. She finds some really
smart tools on the site that enable her to
analyse volume and price in the market over
the past 20 years. It provides exactly the
output she needs for her report.

As the day progresses, Sally receives e-mail
alerts from her preferred business news
provider on topics of interest that she has predefined. Their straplines do not look to be of
great interest so she doesn’t access the content,
but her firm has a blanket licence to this site so
it wouldn’t cost if she did want to do so.
Before Sally heads for home, she downloads
an e-paper to her tablet reader. She has set her
preferences up on her news provider’s Web
site, which is then used to tailor an e-paper
specific to her wishes. She picks topics from
various titles available to her ranging from
foreign newspapers (she is a gridiron nut and
hence gets updates from U.S. papers) to
commentary on local issues from her local
newspaper. In addition to this, she has selected
commentary articles from various freelance
celebrity writers. She has the option to print it
out on the office newsprinter, but she is quite
proud of her tablet reader since it enables her
to watch audio visual content on various topics
where that option is available. Despite
sourcing the content from various different
sources, the feed is part of Sally’s ongoing
subscription and her news provider deals with
all the subsequent royalty payments for each
individual article.
Sometimes she saves the e-paper until she gets
home and reverts to an old-fashioned freesheet
that is available from drop-bins at her train
station. The paparazzi shot on the front-cover
intrigues her so she picks one up anyway,
since she can always recycle it if there is
nothing of interest in it. Sometimes she just
likes reading it to get her fix of brand
advertising, which she has opted out of on all
of her electronically consumed media.

Sally takes her tablet reader to bed to finish off
a couple of the commentary articles. After a
busy day, no-one can deny that she is fully
versed in current affairs!
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A ROSY PICTURE?

The curse of the futurist is to be almost always
wrong, so the vignette above is unlikely to
reflect exactly what is likely to transpire.
However, if Sally’s story were to come true,
news companies would be rejoicing since it
would mean that:

a) there are still consumers hungry for quality
news and information,
b) they are willing to pay for the privilege as
long as the payment is unobtrusive and
reasonable,
c) proliferation of consumption platforms and
formats is driving even greater consumption and
d) the industry has worked out how to meet
the consumers’ demands in a joined-up and
profitable way.
There seem to be two key barriers to this
utopian vision; the disruption of the market
caused by “free” and the ability of newspaper
companies to manage their resources and
infrastructures to respond in a coherent manner.

The Threat of ‘Free’

Rather than debate the assertion that
“information demands to be free,” we should
think about the threat this is posing traditional
news coverage and how this will continue to
impact the market. If all paid-for content was
eliminated from the market today, consumers
would still be able to access timely
information. This would be from a selection of
providers from tax-supported ones (such as the
BBC and local authority newspapers), to
advertising-funded freesheets and Web sites
and from PR updates to altruistic bloggers and
social networks. Whether these would provide
the breadth and depth of professional,
balanced, compelling, independent and
tenacious journalism that is currently available
is doubtful, as is the question as to whether
some of the commercial enterprises providing
such content for free would be able to remain
profitable.

It is extremely unlikely that a scenario where
all content is free will unfold. This is because
consumers want quality content they can trust:
this costs money to produce. Citizen journalism
does have its place and has shown (especially in
recent global hotspots) what enlightenment it
can bring to the rest of the world. However, to
rely purely on volunteers to provide news is
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risky since it raises questions about reliability
and comprehensiveness. Citizen journalism and
social networking indubitably have a place in
the ever-growing news eco-system, but it
won’t replace professional journalism.

In the same way, whilst print newspapers will
probably continue to decline in popularity as
new viewing technologies continue to
proliferate, it is unlikely that the entire
industry will disappear any time soon (because
of, amongst other factors, their ease of use,
their disposability and their efficacy for
browsing). This raises the point about how
professional news companies can square the
circle of providing professional news content
which consumers are willing to pay for via an
ever-increasing number of channels whilst
managing their costs within their revenue
levels (and hence maintain profitability at
acceptable levels) and managing the
complexity of output required.

The Internal Challenge: Key
Differentiators

The key to success for news companies in this
brave new world is to have confidence in their
key differentiators. These should be a
combination of the three summarised below:
1. Trustworthiness (financial and investigative
content)
2. Distinctive point of view (commentarydriven content)
3. Unique content (coverage of a specific
geography or topic not covered in similar
depth or with similar quality elsewhere or
specific star reporters, columnists or even
cartoonists. Needs to be something the
consumer finds a “must have” rather than just
being unique).
These differentiators should combine to
encapsulate a news company’s brand which
they can focus on, irrespective of the shifting
demands of the consumer, delivery
mechanisms or the business models
underpinning the industry. It is this brand, and
what it says to the consumer about the content
which is carried under its aegis, which will be
their core asset in years to come.

THE INTERNAL CHALLENGE: INTERNAL
OPERATIONS

Over the last couple of years, we have seen a
consistent drive towards standardisation of

processes and systems within news companies
and in many cases moving towards
outsourcing of non-core capabilities. This has
often been driven to reduce the cost base, but
also to simplify the company in advance of
increasing complexity of output. There is still
a significant distance to go in this area for
some companies and should be undertaken
with urgency to ensure that decisions are being
made with a true understanding of the impact
on the end customer (ensuring the
infrastructure is operating at optimum
efficiency and cost before looking to reduce
front-line editorial or ad sales staff).

Such is the pressure on costs for portfolio
newspaper businesses that a possible business
model is emerging where some companies will
be service providers for others who focus
purely on brand marketing, front-line
journalism and direct advertising sales –
something we call the franchise model. Over
time, we might even see a greater proliferation
of the syndication model where individual
columnists or reporters could use this
infrastructure as a direct route to market. This
could mean that they pay for access to a portal
and the imprimatur of its brand whilst getting
paid (a proportion) of all micro-payments
driven by their personal content.

THE KEY BUSINESS DIFFERENTIATORS
FOR THE FUTURE

Assuming that the internal operations of
newspaper companies have been finely honed
for today’s market, for example a standard,
industry-compatible set of applications and IT
infrastructure, proven, adopted outsource
models for printing, distribution, circulation
and in-bound ad sales and fulfillment, there are
still a number of critical operational issues that
will keep the CEO up at night even when a
sustainable business model has been defined:

• Pricing: This will require a detailed
understanding of the cost of operations such
that customer and product profitability will
need to be understood in real time in order to
effect intelligent decisions around pricing and
supplier payments. This will become even
more complex if individual content providers
look for pay-per-use deals; in these cases
newspaper companies cannot afford to pitch
too low since they may lose great content or
too high since they will no profit from carrying
that content.
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• Partnering: This will require greater
flexibility in contractual arrangement with
service providers, be they operational partners
(e.g. print outsource providers) or
intermediaries with the end consumer (e.g.
news aggregators). This may include
partnering with other global news brands to
establish truly worldwide coverage at a
reduced cost. In a similar fashion, relationships
with advertisers may be intermediated and in
others will demand a greater level of reward
contingent on the effectiveness of campaigns
set alongside the news company’s content.
They will be an ongoing fine balance between
neutrality of news provision and advertising
influence. This partnering will also come more
into play around other service providers that
newspaper companies trust their customer
relationships with (e.g. white label wine clubs,
holiday clubs, finance companies etc.).
• Digital asset management: This will be
critical over the next 20 years as routes to
market proliferate. As we can see from the
latest debates about industry standards for
enhanced DVDs and e-books, there is unlikely
to be a standard format for news content
especially given the demands for routing it to
the customer. Rather than spending an
inordinate amount of time and effort
repurposing content, systems need to be
developed such that content can be held
centrally and pulled into delivery mechanisms
and automatically rendered in the appropriate
way for that specific platform.
• Rights management: This follows on from
the above in that with micropayments and
complex distribution systems and models,
news companies need to have a clear view of
what content they own and what revenue is
due to them from any given news consumer or
intermediary. Music rights collection is a
highly complex exercise and this could be
even more demanding unless the fundamental
reporting structures are set up correctly from
the start.

The Future

“Newspaper companies” are likely to enter the
same idiosyncratic bucket as “record
companies” and “book publishers” in that the
product by which they are classified will
increasing account for smaller proportions of
their revenue. “News companies,” with the
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correct focus on customers’ needs, their own
key differentiators and an operational
understanding of how to manage these two
factors in the most efficient fashion with the
correct pricing and royalties infrastructure,
will continue to thrive.

The news eco-system will be complex and will
merge the free and the paid-for, the physical
and the digital, the professional and the
amateur. How it plays itself out will depend on
the tenacity and professionalism of content
providers and the appetites of the end
consumers. Pessimists for the industry should
be reminded that the appetite for broad, deep,
colourful, immediate news content has never
been higher!
Will Yarker is a director
in Deloitte’s UK Media
Consulting practice
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operational and
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in the publishing
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including the majority of the major UK
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TOWARDS 2020: THE
DIGITAL DOZEN, THE NEW
LOCAL AND THE END
OF BUSINESS AS USUAL
By Ken Doctor

The Future?

Ask most newspaper company CEOs, and
they’ll sound like a Dublin weatherman in the
dead of winter: We have no visibility.
They have little insight into 2010, given the
vagaries of economic recovery and
vicissitudes of the print-to-digital transition,
much less a year like 2012 or 2020.

Anyone looking to the future of publishing,
and using a crystal ball, will find they have the
wrong tool. The tools of choice, my work tells
me, are building blocks. We can’t forecast the
winners and the losers in news publishing in
2020, but it’s increasingly clear what it will
take to build those winners.
Think of those building blocks as big Legos.
There’s a lot you can do with them, but it’s all
in how you can put them together.

In my book, “Newsonomics: Twelve New
Trends That Will Shape the News You Get”
(St. Martin’s Press, Feb. 2), I focus on a
number of those most important blocks, and
how the smartest news companies are building
new enterprises, even as they sustain the old
revenue engines as long as possible. I can’t
predict what the finished houses will look like,
but I think we’re getting a good sense of the
foundation, the pipes and the circuits, even if
the insulation looks a bit thin.
Just as we look to the future, we must
acknowledge the present.

Publishers have been literally forced to
transform their newspapers on the fly. It’s like
dancing on eggshells. First, big reality: their
companies are now, permanently, downsized.
News companies are smaller in most every
way, as compared to a decade ago.

Circulation has shrunken dramatically, and
now that shrinkage is accelerating. Ad
revenues have taken a 25 percent hit in the last
two years, and no great resurgence – print or
online – seems to be in the offing.

In the United States, at least, newsroom staffs
are dramatically smaller. Newspapers are using

40 percent less newsprint – that’s far fewer ads
and coverage to keep readers coming back. In
fact, I’ve extrapolated that American readers
are getting some 800,000 fewer news stories in
2009 than they got in 2007.
Meanwhile, as print revenues have
plummeted, online ad revenues have exploded,
up about 50 percent in three years, though
news companies get no more than 10 percent
of that burgeoning new business.

These trends are global, though there certainly
are some variations on the story as we look at
publishers in Europe, Asia and the United States.
As news companies have been downsized,
new behemoths are gorging.

Consider that in the third quarter of 2009,
Google – the No. 1 search company – saw
profits of US$1.65 billion. In the same period,
Gannett – the largest news company in the
United States and second worldwide – reported
total revenue of $1.3 billion, and profits of only
$73 million. That’s a good proxy, among many
other big numbers, to tell us about the place of
news companies in this new world.
After missing vital Web trends – search, paid
search, news video and niching, among others
– publishers now find themselves a decade late
and billions of dollars short, as they look for
how to compete in this post-recession
landscape.
All’s not lost, but sobering realizations and
rapid innovation are requirements of the day.

The over-arching realization: Newspapers are
moving rapidly to niche, while digital reading
is becoming the new mass.

We know that the world will be heavily
digital – three screens (mobile, computer and
TV) – and a little print by 2020; we just don’t
know the exact timeline ahead. Already, in
2009, a third of news readers tell us they head
online for “news right now” ahead of TV, radio
or newspapers.

So, to be able to compete, job one for newspaper
companies looks like a paradox: Further reducing
a heavy cost structure while building up the two
go-forward parts of the business – content
production and sales – that are meaningful in
the hybrid print/digital decade to come.
By force of the deep recession, news companies
have cut costs, by a third or more in three
years. Unfortunately, they can’t stop there.
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Competitors – like local TV stations, public
radio stations, entrepreneurs and foundations
as well as the Googles, Yahoos, AOLs and
MSNs – are proliferating. They’re seeking to
steal audience and ad revenue, and they don’t
have to support cost structures weighed down
by printing presses, big distribution systems
and large office buildings. Those expensive
blocks must be taken down, as smartly as
possible. Sure, the great majority of newspaper
companies are still dependent on print for 85
percent or more of their revenues, but unless
publishers can continue to reduce their costs, it
will be tough to compete.
Let’s look at the building blocks they need to
compete in content.

First, we must understand the new Web reader.
In research we’ve conducted for Outsell, a
company that covers the information industry
generally, we ask news consumers a battery of
questions every couple of years.

This year, several stood out strongly and tells
us the nature of those content building blocks
needed. We asked the “primary reason for
visiting news sources.” Sixty-four percent told
us that national and global news were the main
draw, while only one of four told us that
community news drove the usage. Further, in
every national and global news area, print
newspaper usage has declined but their online
sites are insignificant players. For national news
– politics, business, sports, health and more –
readers turn to non-newspaper sites, large and
small, but all niched for the news of the day.
That’s great news for the companies I call the
Digital Dozen. These are the 12 or so
national/global news companies, ranging from
one side of the Atlantic to the other, including
News Corp., The New York Times, the BBC,
Reuters, The Associated Press and a handful of
commercial broadcasters. They are well
positioned to exploit the economics of scale as
a worldwide audience of 900 million English
speakers, and of course many more, turn digital.
In fact, by 2015, those companies that we think
of as news wires, broadcasters, cablecasters and
newspaper publishers will all be creating similar
kinds of multimedia content and distributing it
on multiple platforms. That means an age of
unprecedented head-to-head competition.
That leaves local for most of the media. Local
isn’t what’s left over when all that national
news is removed, though some tired news
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organisations would lead you to believe that’s
the case.

What I call the New Local is a melding of
unsurpassed local knowledge and a harnessing
of the Web to broaden, deepen and enrich
coverage of communities and neighbourhoods.
That means smart harvesting of top-end usergenerated content, as many newspapers are now
figuring out. That means turning reporters into
staff bloggers, doubling and tripling their
content production and putting them in constant
interaction with the communities they cover.
That means organising and pointing to the best
of community content created by others, recreating the old village square in digital form.
The best news about the New Local: it’s
cheaper to create than the old metro section if
you do it right and use the right blocks. It
means becoming a Pro-Am news company;
those who organise it fastest and best will win.
Then, there’s the further new understanding of
the emerging reading ecosystem.
Newsonomics Law #1 is a foundational one:
Law# 1: In The Age Of Darwinian Content,
You Are Your Own Editor.

Think about it not as a publisher, but as a
reader. Think about how you flit about the Web,
browsing here and there, and how much of what
you, and your family, reads online comes from
the recommendations of others. Industry blogs
point us to stories. The Facebooks and Twitters
go one-up on old-fashioned e-mail, offering
a steady stream of story touts. It’s a jungle out
there – that’s the Darwinian part of content
competing against other endless content –
and winning publishers are figuring out how
to use this revolution of self-selection and
recommendation in their favour.
Coming to grips with the new ways people
read also means completing a reckoning with
news aggregators. There have been many
skirmishes about fair and unfair use, about
tracking content, sometimes accompanied with
accusations of theft. Let’s step back, though,
and look at it from the reader angle.
As we complete this first decade of digital
news reading, readers clearly tell us that they
love to find lots of stuff in one place – and
that’s what the big search engines have done
well. They use the news portals to get quick
daily briefings. In fact, our just-published
news survey showed that a near-majority of
readers say they use Google to regularly scan
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headlines and summaries – without going to
newspaper sites. In addition, news readers
report ping-ponging back and forth between
Google and news sites, hooked on Google’s
search allure.

Painful as that may be for prideful publishers
used to having readers come – and stay – at
their houses, it’s a way of the world that must
be accepted. Aggregation is a winner – for
readers. Now, news publishers, in smart
business negotiation with the portals – not as
aggrieved parties, but as suppliers of precious
raw material that keeps those portal sites
humming – must negotiate licensing payments,
a fair share of the revenue earned by those
portals because of the news that brings them
customers.
The final set of building blocks look familiar.
They’re ad blocks, but they don’t look like the
old classified ones or double-truck department
store ones. As significant as has been the
reading revolution, it’s really the ad revolution
that’s depleted news company coffers. That 50
percent increase in online revenue? Sure, the
growth rate will slow down as the numbers get
bigger, but there is little doubt that pay-forperformance advertising will drive more and
more of ad spending. After all, it’s a more
efficient buy for merchants.

News companies simply need to get more of it,
with such building blocks as behavioural
targeting (along the lines of the Yahoo!
Newspaper Consortium), better yield
optimisation, social marketing and paid search
products. The biggest opportunity: the
thousands of small- to medium-sized
merchants, long eschewed as “too small” by
many publishers, who are just beginning to
grasp the selling opportunities of the digital age
and need trusted, local marketing consultants.

To put the blocks in places, news companies
need new masons. In sales, that means major
re-training of staffs, often lots of turnover and
greater risk/reward based compensation systems.
In the end, then, as we approach what I believe
will be the first truly digital news decade,
publishers confront five big tasks:

• Advertising innovation: While changing in
form, advertising remains the primary support
of news publishing in the years ahead.
Mastering new digital forms and re-mastering
older print forms is the number one hope for
revenue growth.

• Product innovation: What they produce,
who produces it and how they round-up highquality, low-cost content in real and virtual
communities around them, will separate the
growing companies from those further in
decline.

• New reader revenue: 2009 has been a year
of great talk about “paid content,” yet at most
10 percent of readers look they might consider
paying for news. We’ll see some
experimentation around it in 2010, but my
sense is that the greatest publisher opportunity
here is to satisfy readers’ want beyond
newsprint and beyond desktops. Next year,
mobile devices become even more reliable
news reading points and customers’ eagerly
test out e-readers, including the Kindles,
Nooks, Ques and Sony Readers, just to start).
Publishers will be well-advised not to charge
for content, but rather to charge for access and
for convenience. On-the-go news becomes a
Starbucks buy and that brings in new revenue
from the same content.
• Reckoning with aggregators and
aggregation: The time is now, before news
publishers get any weaker, to negotiate an
industry-wide – news wires and news
publishers – fair share deal with the search
aggregators.
• Replacing the cost structure of a battleship
with that of a fleet of kayaks and fast boats.
Easier said than done, but publishers don’t
want to find themselves fighting the last war.
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news industry analyst
and consultant, and the
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“Newsonomics: Twelve
New Trends That Will
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Get.” As a news industry
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through his own Content
Bridges blog, he covers the transformation of
the news media. In his work as an analyst and
consultant, he focuses on what’s being lost and
what’s being gained and on how sustainable
models of contemporary journalism can be
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NEWSPAPER COMPANIES:
BUILDING A PERFORMANCE
FRAMEWORK FOR THE
FUTURE
By Sanford Nelson

Imagine for a moment, if you will, a day in the
future.
You, a reporter for a university-based digital
news service, have the opportunity to
interview a distinguished veteran of the early
21st century competitive wars for audience,
consumers, advertisers and revenues in what
was known exclusively, less than a decade
before, as the newspaper industry. You
understand that this courageous leader and her
cross-disciplinary team of diverse, highly
innovative talent created through a systematic
process of change a model for generating
sustainable profits and funding responsible
journalism that endures in the midst of today’s
constantly evolving, hyper-competitive
marketplace for news and information.

She approaches, extends her hand and greets
you with the legendary warmth, ease and
authenticity she is renowned for. While you
immediately feel comfortable with her, you are
acutely aware of the steel that lies close behind
her steady eye contact and open posture. This,
you think to yourself, is the quintessential
presence of leadership.
Launching into the conversation, you say, “I
arrived a bit early and as I’ve waited for you,
I’ve had the opportunity to observe your
newsroom and the people staffing it today. I’m
impressed by what seems to be a very positive,
energetic, focused work environment, and the
simple beauty and obvious technological
sophistication of the space. Recognising that
your company is seen as the guiding light of
its industry, I wonder if you would be kind
enough to paint a picture for me of the
industry as it stands today, your vision for its
future, the business model you believe to be
optimal for print-inclusive news and
information companies, and describe the path
that you and your colleagues took to arrive at
your current success?”
She seems delighted to have the opportunity to
tell the story.
“The greatest value I can add for you today
will come through outlining for you more of
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the how than the what of our success. The how
is important, because our industry will never
cease to evolve or be vulnerable to disruptive
innovation again.

“Looking backward for a moment, from 2007
to 2012, at the time of the worst recession in
80 years, interactive media siphoned off much
of our advertising base and assumed our
traditional role of reporting breaking news.
While it is true that the newspaper industry
continued to grow globally at that time, those
of us in the media-saturated markets in the
United States and Western Europe experienced
real jeopardy.

“Amid frequent and intense speculation that
the imminent death of our industry lay just
before us, the dissolution of a number of high
profile papers and newspaper companies
added credence to this concern. As a result, we
and many of our friends and competitors in the
newspaper industry were forced to do a great
deal of both business model reinvention and
related soul searching.

“Different companies reacted in different ways.
Since our primary market areas were some of
the hardest hit and most competitive, we had to
make many hard choices to maintain viable
operations while we figured out our path
forward. Those included making severe cuts in
personnel, fixed expenses, scale of operations
and breadth of coverage. We identified and
disbanded underperforming products and
services and abandoned marginal markets.
“The path we chose set us apart from the vast
majority of our competitors. Counter to much
of the conventional wisdom, we believed that
there was and would continue to be audiences
for newspapers that could be aggregated,
grown and monetized.

“We remained confident that print-based
advertising, optimally packaged with
customised digital solutions carefully targeted
on a market-by-market basis, would represent
the best value proposition for a significant
range of customers. Absolutely convinced that
the fundamental keystone of success for news
and information-based companies would prove
to be their capacity and willingness to learn,
adapt and innovate in the face of radical
change, we chose to see and treat the human or
soft-side components of our business as the
essential catalysts that would fuel the engines
of change and sustainability for us.
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“We also chose to follow the fundamental
principle that in the face of attack, the safest
strategy is to step aggressively into it, rather
than try to avoid it. Unlike many, we realised
that living in denial or wringing our hands in
dismay would be of little to no value in the
fight that lay before us.

“Choosing to consciously, rigorously and
proactively let go of history, adopt an open,
learning mindset and embrace change as the
gateway to innovation, we mindfully
extricated ourselves from what I now see as
the historical arrogance, complacency and fear
of change that was pervasive in our industry.
Deciding that the central question to be
answered was not the unknowable – what is
the future of the newspaper industry – but,
rather, what will market-defining companies
that deliver news and information across
multiple platforms and channels look like?
“As fate would have it, we were introduced to
and engaged a boutique consultancy led by
partners who came from distinctively
nontraditional backgrounds centred around
reducing complexity to essence, holistic
problem solving and pragmatic innovation. In
support of the key choices I’ve just outlined

for you, they helped us bring our focus to five
additional, complementary ideas.

“The first was to routinely treat our employees
as adults by engaging with them in direct,
honest and blunt conversations. Following this
principle, I was as transparent as possible,
declaring that the business could not survive
without radical change. Layoffs and significant
shifts in roles and responsibilities were likely. I
emphasised that no one’s job was safe,
including my own. Most importantly, I
emphasied that those who would remain with
us would be those who contributed the most
creativity and value to our reinvention process
and success.
“Second, we began to see ourselves as the
designers of our future. Accepting accountability
for the results of our actions and non-actions,
our mantra became, 'Someone is going to
figure all this out, why shouldn’t it be us?'

“Next, we adapted to meet our needs and
priorities in accordance with an innovative
framework for achieving and sustaining full
potential performance. We felt confident it
would serve us well regardless of the eventual
shape of our industry.
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“Essentially, the framework revolved around
optimising tangible and intangible assets,
impeccable execution and the recurrent and
reliable transformation of customers into
passionate advocates.

“Fourth, we took the position that the solutions
we needed could best be found within the
creativity and expertise of our in-house talent.
The most effective and direct path forward for
our company would be revealed by engaging,
mining and leveraging our inherent experience
and wisdom.
“Lastly, once innovations were mined,
crystallised, vetted and placed into action, our
people would need to build advanced skills
and capabilities, and adopt new tools and
practices to achieve and sustain the levels of

performance essential to our success.

“Following these principles, we soon had our
entire enterprise engaged in ongoing
innovation and feeling accountable for our
collective future – an unstoppable army of
deeply committed change agents that included
everyone from senior executives to front-line
operatives. Employing a simple,
straightforward and highly pragmatic model
and process for the recurrent and reliable
generation of innovation, we crystallised a
vision, articulated a story about how we would
get there and designed a path of action that
was tied directly to achieving measurable
business results within aggressive timeframes.
“Ruthlessly deconstructing and reassembling
the fundamental assumptions and strategies
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that defined our business, we assembled a
number of cross-functional and crossdepartmental business innovation teams.
Zeroing in on a few key priorities, we began to
make measurable progress.
“For instance, we took decisive steps to bring
our revenue-to-cost equation into balance and
locally zoned our metro papers. We
aggressively redesigned and totally reconceived the editorial style, advertising
framework and distribution models of all of
our community newspapers.

“Reinventing our core business model,
operating standards and practices, we recast
our sales force focus, structure, standards,
methodology and training. Radically altering
our approach to generating content, we derived
a new set of print and interactive strategies that
addressed current needs and had the flexibility
to adapt as new modes of communication and
content distribution emerged. Within a matter
of weeks, we began to see results that helped
us feel confident we were on the right track.
“To keep our staff up-to-date on the status of
the business and progress of change, we held a
series of recurrent town hall meetings. In each,
team leaders presented progress reports, and I
continued to speak directly and frankly about
the hard realities of the economy and its
current and likely impact on our business.
“Ultimately, we arrived at a powerful mixture
of strategically affiliated, symbiotically
interdependent print, digital and mobile
brands, products and services that were zoned
hyper-local and targeted to deepen business
penetration in each community we served.
People became excited about coming to work
again, and were fully engaged in and feeling
accountable for our success.
“In addition to fully adopting and leveraging
the model for full potential performance I
mentioned earlier, our strategy was based on
monetizing eight synergistic assets:
knowledge, trust, community, content,
perspective, design, ease of use and access,
and partnerships. Let me explain how we
thought about and utilized each:

• Knowledge: Mindfully consolidating historic
and contemporary data, we saw patterns of
success and failure in our responsiveness to
the needs and interests of customers. Paying
particular attention to business and audience
penetration rates in each market we served, we

deepened knowledge of our customers. With
these analyses in hand, we were able to
generate new products and services.
Eventually we learned how to offer and
monetize access to our knowledge base to
local, regional and national businesses to use
in their own product generation and sales
processes.

• Trust: We had a high level of trust among
readers and advertisers because of the
journalistic and advertising track records our
newspapers had built in their communities
over decades. By leveraging that confidence,
we were able to increase revenues and
margins. Doing so required us to be constantly
mindful of and nurture trustworthiness in
journalism and business dealings.

• Community: With our historic relationships
and depth of understanding of the communities
we served and were failing to serve, we
positioned ourselves as the central point of key
information for local and extended
communities of interest and became known as
the matchmakers of choice between readers,
communities, consumers and advertisers.
Focusing on selling audiences, not products,
we made a fundamental shift in the way we
thought about and operated our business. Our
newspapers, Web sites and mobile streams
became the preferred source of reference for
all events, local news and debate in the
communities we served. Advertisers flocked to
our community products.

• Content: Treating our various print and
digital platforms, channels and offerings as a
collective whole, we rethought and reinvented
our approach to content generation and
distribution. Recognising that breaking news
had become exclusively the product of
interactive media, we tightened the interplay
between print coverage with online video
feeds generated both by our roving reporters
and unaffiliated citizen journalists. By using
print and digital channels to cue up and
reference each other, in combination with our
new sales strategy and data-related services,
we were able to fund the investigative
reporting that is so essential for the checks and
balances of our civic processes to work as they
should. Tracking the digital audience
accumulation of each of our journalists on a
story-by-story basis, we developed a better
sense of the primary interests and needs of
audiences. Our journalists thus received and
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leveraged real-time feedback on the relevance,
appeal and impact of the stories they
researched and produced.

• Perspective: We perceived that the growing
polarisation of news reporting on cable
channels, Internet sites and blogs offered us an
opportunity to return to our roots as the trusted
voice of reason. With this in mind, we
orchestrated a strategy of responsible
curatorship for our newspapers. Our editorial
board and professional journalists were asked
to carefully consider curating the news in ways
that presented context and information on a
basis that valued relevance and impact of
local, regional and national news over
sensationalism. Crystalising a core purpose for
each of our newspapers, we achieved a place
of trusted relevance that notably differentiated
us from the noise and partisanship of our
digital and broadcast competitors. Our papers
treat each day of the week as an integrated
snapshot of a day in the life and help our
readers understand events within the context of
their lives and interests.

• Design: Sophisticated design became a core
strategy for magnetising the content of
newspapers through visual distinctiveness and
emotional connection. Investing wisely in
design talent and infrastructure, we learned
that design is a magnet for attracting a younger
cohort of readers and advertisers. By simply
leaving behind the traditional, boring, black
and white visage of the newspaper in favour of
today’s exciting all-colour layouts, graphic and
photographic imagery, we significantly
expanded our customer base.

• Ease of use and access: Introducing selfserve advertising, customer-centric core
services and over-emphasising user-friendly
access to our various digital and mobile portals
proved to be among our wisest investments.
Partnerships and outsourcing: Forming
strategic partnerships and outsourcing noncore functions that could best be provided by
multiple partners on a shared basis, we
reduced operating costs and increased
efficiency.
“Additionally, our consultants helped us build
the high performance culture, teams and
capabilities required to assure that the changes
we made became fully and sustainably
integrated into our day-to-day business
practices.
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“Bottom line: in response to the creativity,
quality, integrity and value propositions we offer,
our customers are passionate advocates for our
products and brands. With profit levels that none
of our competitors can hold a candle to, we blend
carefully targeted print and digital content with
related services that symbiotically feed off each
other with remarkable ease of access and use.
At the same time, we maintain unquestionable
journalistic integrity as we report, aggregate
and distribute what our customers perceive to
be news and information that is essential to the
conduct of their day-to-day lives.”
With that, she is done. You need a bit of time
to absorb all that you heard. Offering deep
gratitude for her willingness to take the time to
tell her story, you thank her profusely and ask
if you might follow up once you’ve had time
to sleep on the conversation. She agrees and
gracefully makes her exit.
You take a moment to collect your thoughts,
take a final look around and quietly absorb the
fact that you have had the distinct privilege of
listening to and learning from one of the true
pioneers of the modern age of news and
information gathering, interpretation and
distribution. As you make your way out, you
say to yourself, “time well spent.”

Sandy Nelson is cofounder and president of
Aperio International, a
specialty consultancy
focused on moving
companies and those
who lead, manage and
operate them to full
potential performance.
Deeply involved in catalysing and supporting
the successful reinvention of conventional
newspaper business models for both metro and
community papers, clients have included the
Orange County Register and its 27 community
newspapers. Formerly an internationally
recognised architect, Sandy chose to leave the
field to create Aperio to better optimise the
way people work together to drive business
results and value creation. That dream resulted
in and continues to shape a decade-and-ahalf-long track record of catalysing
sustainable excellence in execution and results
for competitive enterprises across a broad
range of industries and sectors.
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SURVIVING IN THE 21ST
CENTURY:THE OUTLOOK FOR
NEWSPAPER PUBLISHING
IN THE DIGITAL AGE
By Marieke van der Donk
The global newspaper publishing industry is
in a state of turmoil as advertising revenues
plummet, broadband penetration increases
and a plethora of new devices for delivering
digital content hit the marketplace. However,
through this period of uncertainty, those in
the industry who embrace the challenges of a
changing marketplace will survive. In doing
so, they will gain market share from those
who continue to rely on traditional business
models which no longer serve the demands
of today’s consumers.
Newspapers will continue to have a longterm future and will coexist with other
media, but this is unlikely to be in the format
or volume seen today. Consumers still value
the deep insight and analysis provided by
journalists, but it will be the so-called super
brands that have built up trust and loyalty
with their readers that will continue to hold
onto their market share and thrive.

Causes

One of the essential causes of the current
turmoil is to be found in the fundamental
controversy between current demand and
current offerings of news.

The current news offered by newspapers is
mainly done so through a push mechanism to
the market. The editorial staffs put together
the news items and offer it to the readership
of the paper. This still happens first and for
all mainly on paper, and on the Internet,
which is just seen as an alternative channel
to reach customers with news. Newspaper
publishers forget that the Internet as a
medium has a total different function than
paper; the Internet is first and foremost a
communication and transactions medium, not
just a digital version of the paper.
The Internet is a medium on which the
consumer decides what he wants and how he
wants it. Google has understood this really
well. The search giant has the philosophy to

send consumers to the information they are
looking for. This is quite different from the
newspapers' philosophy: Newspaper
publishers would like to keep the customer
on the site as long as possible; however, they
succeed less as they are not able to give all
the content and answers the customer is
looking for. Although newspapers would like
to position themselves as trusted brands for
everyone, this is not true, nor possible.

Controversy

Who decides on the content of a newspaper?
The reader or the editorial staff? If the reader
is the only one to decide, the newspaper
becomes undifferentiated and too generic; if
the editorial staff decides, it becomes too
standoffish and too far away. When mass
media were still very successful, the reader
had very few alternatives for news gathering.
At that time editorial positioning was
sufficient. Nowadays this is not enough
anymore: the need to innovate the editorial
concepts and marketing is high.

Surviving the Fight for Survival

The issues being faced by local/regional
newspapers is a mixed picture
internationally. In the United Kingdom,
closures have been widely reported with
regional newspaper groups lobbying for a
relaxation to the current competition law
relating to mergers which they feel is no
longer relevant. Radical changes have taken
place in the United States with some
established brands, like the Seattle PostIntelligencer, switching the paper's entire
output to Internet-only news sources.

Meanwhile, many other publishers have
embarked on major cost-cutting exercises on
the back of declining advertising and
subscription markets. European publishers
have followed suit but to a lesser degree than
their U.S. colleagues.
To stimulate growth in their marketplaces,
some bolder newspaper publishers are
working with other industries such as
telecom providers, to leverage their
advantage of being a trusted source of
information and offering their content to
these new news aggregators.
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However, it is not all doom. Some newspaper
markets are still growing. In India both
traditional print circulation and advertising
revenue is contributing to steady growth,
while the Arab newspaper market is also
showing steady growth figures.

The Digital Dilemma

The shift to receiving digital content driven by
the rapid adoption of the Internet and mobile
technology has created a market for mobile
devices – particularly for the current generation,
who adopted digital platform use when they
were very young. However, the continuing
difficulty in reading content on the devices has
meant they are often used to access breaking
news and information but are fairly low on the
list of preferences for accessing in-depth data.
Because of this, consumers are still only
prepared to pay a fraction of the cost for online
content compared to what they will pay for a
printed version. Very few newspapers have
addressed this issue and developed appropriate
strategies to monetize their content and
intellectual capital effectively.
Those who have adapted their business models
and use multiple platforms and new
technologies to distribute their content (thereby
maximising their brand, content and
intellectual capital) have secured online
audiences beyond their traditional print
readership. However, as the economic
downturn has shown, many had not changed
their current business models and with the need
to cut costs, the merger or acquisition route
may now be the only option open to them.
The use of new technology has also offered
advertisers an opportunity to reach niche
audiences. This has proved particularly
successful in the United States where
newspapers have developed hyperlocal sites
addressing content at the neighbourhood and
suburban levels.

It has also helped advertisers to target
particular interest groups. However,
advertisers still want and need to reach mass
audiences, and in order to do this, still rely on
television, the number one identified vehicle to
reach their markets. The challenge going
forward for newspapers is to find a balance
where they can offer advertisers an integrated
approach to reaching both mass and niche
audiences through both print and online media.
66

Going Green

Sustainability has increased in importance for
both newspaper publishers and also for their
readers. The readers are now attaching high
values to a publishing company using
sustainable production methods. Some
newspaper groups have addressed this by
using recycled paper or introducing new
recycling processes (as in Germany), but many
have not.

The 21st Century Newspaper
and the Need for Innovation

So what will success look like for the
newspaper industry in the years ahead?

The successful operations will have challenged
their existing business models, viewed all
available options, and emerged as super brands
that will:
• Meet the increased demands from customers
for specialised, targeted and relevant
information while not losing sight of the need
to continue to provide general news for the
wider audience.
• The need to allow for a long tail approach:
Looking at the iTunes model to be connected
to the possibility of micro-payments or
subscriptions. This model allows putting the
customer at the heart of its operations: the
content can be found per item in a convenient
way. The new iPod for print could be an
interesting step in the right direction. The
willingness to pay for this model would have
to be further researched.

• Leverage content online by creating
compelling content for specific niche markets
and distributing it across multiple platforms.
• Network generated content: Different
newspaper publishers should work together,
creating collaboration between the different
content databases.

• Have strategic partnerships in place with
other content providers to enable targeting of
specific audiences. However, to achieve this,
investment in CRM and content management
systems must be a priority.

• Have a flexible and innovative approach with
product offerings and be prepared to negotiate
alternative, contingency fees with advertisers.
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• Have rethought their marketing sales efforts
to capture the opportunities delivered by
multiple channels to market.

• Have a team of journalists who work within a
multiplatform environment (which has already
happened in some broadcasting companies)
where they have total editorial control for
creation and delivery of content ranging from
photographs and video through to editorial
copy.
• Accept that generic editorial will probably be
offshored/syndicated and that centralised
newsrooms will exist to create content that can
be “tailored” at a local level.
Despite the current doom and gloom, this is an
exciting time to be part of the newspaper
industry as it continues to evolve to meet the
requirements of its readers and their demands
for an old world content delivered to them via
new world technology.

Marieke van der Donk
is senior manager at
PricewaterhouseCoopers,
leads the global Centre
of Excellence for
publishing at PwC, and
has extensive experience
with managing complex
projects in the publishing
industry in Europe. She earned an international
master’s degree in Business Administration
from the Erasmus University of Rotterdam.

TITANIC INDUSTRY HITS
“INTERBERG!” HOW MANY
PASSENGERS AND CREW
CAN BE SAVED?
By Bill Hill
When the RMS Titanic hit an iceberg in the
North Atlantic, shortly before midnight on 14
April 1912, both passengers and crew believed
there was no real danger to life. The Titanic was
“unsinkable,” built with a series of watertight
compartments. But as the weight of ice and
water forced the bow downwards, compartment
after compartment flooded in turn, until the
ship sank two hours and forty minutes after
impact, resulting in the deaths of 1,517 of the
2,223 people on board. There were, of course,
too few lifeboats to save everyone.
When I left newspapers to join the software
industry in 1986, they still seemed pretty
unsinkable. Even the new technology in which
I had become involved – using personal
computers to enable high-quality layout and
typography – seemed destined only to help, by
making production more cost-effective and
efficient.
However, some time in the later 1990s, the
industry felt a slight bump. It had struck the
‘InterBerg’. It seemed like only a minor
collision at the time – no real damage, no
danger to life. Newspapers still thought
themselves unsinkable, built as they were with
a series of “watertight compartments” –
established circulations, a thriving classified
and display advertising business model, major
capital investments in production plants,
skilled workforces and a highly-complex and
difficult to duplicate distribution system.
Since then, we’ve seen many of these
watertight compartments either completely or
partly fill with water. The ship is down at the
bow. It’s my view that the outcome is
inevitable, Newspapers as we know them
today will sink, and the only question left is
how many passengers and crew can be saved.

I can see no long-term future for newspapers
that contains the word “paper.” There may be a
future for the news-gathering and advertising
organisations newspapers have built – but that
depends on the industry itself taking the right
steps before it’s too late.
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Paper won’t disappear overnight. It is certain
to take longer than the 2020 horizon that we as
“media futurists” were invited to contemplate
here, especially in many parts of the world
where access to technology is far behind more
developed countries. We need to remember
that it took us 550 years to get from Gutenberg
to the complex ecosystem we developed
around printing. Despite all the major changes
the Internet has already triggered, we need to
keep reminding ourselves that this “new
technology” went mainstream only around 15
years ago. We’re still only at the beginning of
the changes, which are taking place on a scale
that’s both global and historic.
The information which newspapers create has
already made the digital transition – even
when it’s still printed out at the final stage of
its delivery to the customer. There are few
newspapers, books and magazines today in
which the writing, editing and layout do not
happen on a screen. It’s much more efficient.

We spent hundreds of years developing
systems to create molecules of ink on
molecules of paper – dirty marks on shredded
trees – and ways of pushing them to our
customers in a timely fashion. The processes
of large-scale, high-speed print production,
and the distribution systems needed to deliver
it, were once extremely valuable core
competencies (and major barriers to entry).
But it’s much easier and more efficient to push
digital bits. It’s almost instant, can be quickly
and easily updated – and anyone with an
Internet connection can do it. So distribution is
now effectively free.
When we have our information created and
stored digitally anyway, and it can be
distributed at no cost digitally to our
customers, does anyone seriously believe that
the cumbersome and inefficient process of
turning bits into molecules and transporting
them will survive in the long term?

Digital news is the future. Whether
“newspapers” (meaning the organisations
which create them) can survive in it is far from
clear.
The major remaining practical barriers to a
future in which most reading takes place on a
screen are:
• The nature of the screen
• The way we display information on it
• Access to technology
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The Nature of the Screen

Screens are evolving rapidly. Part of what’s
driving the change is that people spend much
of their time on the Internet “reading” (one
browser manufacturer estimated it was as high
as 80 percent!).

We are seeing the appearance of screens which
are much more suited to reading – even if
they’re still far from perfect. Amazon’s Kindle,
for example, uses e-ink technology, which
enables the creation of a lightweight device
requiring little power (I often go as long as a
week without a recharge). The e-ink screen,
however, works best in really good lighting. Its
contrast level in lower-light conditions is quite
poor. (However, you could say the same about
some newsprint).

Kindle: Still a far from perfect reading
experience – but good enough to drive major
digitisation of books.
Source: Bill Hill, 2009
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Microsoft, my last employer, did some great
work developing TabletPCs. Some early
devices (like the slate-type TabletPC from
NEC) showed real promise as reading devices.
However, PC manufacturers, in my opinion,
took a wrong turn in assuming that “Tablet”
functionality was merely something you
grafted on to a conventional laptop computer –
a device that’s not really suited to comfortable
reading. Windows PC manufacturers missed a
great opportunity, and Apple is now the
company most likely to come up with a Tablet
that really takes off. Look at its track record. It
took clunky MP3 players, and came up with
the iPod (a great device, with an integrated
business model). It then proceeded to do
exactly the same with mobile phone
technology.
Given the growing success of e-books, the
appearance of a tablet-like device which will
challenge all preconceptions is inevitable.
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Even laptop and desktop PCs are improving as
reading devices. I’m typing this on a MacBook
Pro with a 133ppi screen. I’m using it to run
Microsoft Windows – and the ClearType
technology (which I helped to invent) creates
highly readable text on the screen. In other
words, 133ppi screen resolution as good as we
need is here now.

The Layout and Display
of Information on Screen

The “screen” in its current PC and laptop
configuration is not really suited to the way
human vision works when we read. (for a
detailed analysis of visual perception and
reading, see my 1999 paper, The Magic of
Reading1.

The Seattle P-I newspaper in fullscreen mode
on a 1440 x 900 display.

However, even the normal landscape orientation
of a screen can be made highly readable, with
the right multi-column, paginated layout.
Newspaper Web sites have allowed themselves
to be driven by existing Internet technology,
instead of using standards-based Internet
markup merely as a jumping-off point to create
something more sophisticated. They have
allowed browser manufacturers to set the pace
and direction of change.
A notable exception to this was the early
version of The New York Times Reader,
whose adaptive layout tailored text to the
screen on which it was being viewed. The
early versions also applied the same adaptive
layout principles to display advertisements,
which could have enabled a much improved
online advertising business model.

The problem is not confined to newspapers
alone. Information design is still stuck in The
First Age. For the past 35,000 years (since the
first cave-painters), the First Law of Design has
always been: What is the size of space I’m
filling? The answer to that question drove every
facet of the design, whether you were painting
the wall of a cave, carving letters on Trajan’s
Column, or laying out the front page of today’s
print version of The New York Times.
In the online world, the information designer
has no idea of the size of the screen on which
the information will be read. Laptop
computer? Amazon Kindle? iPhone?

In the new digital world, information must
become like water – not only does it flow, but
it takes the shape of the container into which

The same Seattle P-I front page dynamically
adapted to a smaller window or display
© WAN-IFRA 2009
(1090 x 666).

you pour it. Our information must do that, and
still create the best reading experience possible
on the device on which it’s being read. The
early version of The New York Times Reader
succeeded in doing this very well. The real
problem is that neither newspapers themselves,
nor the advertising industry, seem to have
spotted the potential.
It is time to create the Second Age of Design,
in which information is not created for a
specific page size or screen resolution, but
dynamically laid out for the screen of the
individual reader. It can be done; see the
examples below:

Access to Screens and Technology
Access to screen technology remains a
concern, but is now showing encouraging
signs of being addressed.

In 2007, I wrote The Digital Declaration of
Independence:
We hold this truth to be self-evident: That
every human has an equal and unalienable
right to the means to create, distribute and
1

http://www.billhillsite.com/osprey.doc
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consume information to realise their full
potential for Life, Liberty and the Pursuit of
Happiness - regardless of the country they live
in, their gender, beliefs, racial origin, language
or any impairments they may have.

This may seem like an unattainable ideal. But
so did the U.S. Declaration of Independence
when it was signed in 1776. Although it too
stated that “all men are created equal, that they
are endowed by their Creator with certain
unalienable Rights,” it took well over 200
years before the United States would elect its
first black president.
The Digital Declaration, like the U.S.
Declaration, is not a “roadmap.” It’s a flag,
planted at the top of the hill so we can look up
every now and then and see we’re headed in
the right direction.

The government of Finland announced late in
2009 that it was making high-speed Internet
access an “inalienable right” for its population,
no matter where in the country they lived.
France has discussed a similar measure; the
United Nations is also trying to push in this
direction.
On the question of cost of screen access for
less-developed countries, we should consider
two factors which point to the future:

1. The growth in ownership of mobile phones.
2. The drop in cost of devices.
When pocket calculators first appeared on the
market, they cost several hundred dollars and
performed four functions. Before they were
superseded by calculator software running on
mobile phones, their cost had reduced to the
point where they were given away, and
discarded when their batteries ran out.

I began work in newspapers in Glasgow,
Scotland, in 1968. I was lucky enough that the
first newspaper to give me a job as a trainee
reporter was still using hot metal and
conventional stereo. It was also rabidly antitrades union, which meant that I got the
chance to do everything from write to sub-edit
to page layout to stone subbing (and also
making tea for the newsroom, of which I was
the most junior member).
Back in those days, the barriers to entry into
the new business were enormous. Besides the
capital investment in the printing machinery
itself, and the assembly of a team with the
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arcane skills to make it all work, newspapers
had a set of core assets which were hard to
duplicate:
1. A news-gathering (and checking)
organisation
2. Newspaper printing system
3. Advertising sales and production
4. Distribution system (with editions geared
to its requirements)

In the world of the Internet, the printing
system is an expensive and useless white
elephant; a worldwide distribution system is
free to anyone, and online advertising has not
yet generated a good enough revenue stream to
replace print advertising revenue.
Newspapers' efforts to stay relevant as the
Internet began to grow resulted in a lemminglike rush to give away one of their remaining
core assets – the news they generate – and
allowed news aggregators like Google, Yahoo!
(and, to a lesser extent, Microsoft) to take
away advertising revenues.

However, newspapers can’t turn back the clock.
That genie is out of the bottle, and has already
granted the wishes of a generation that believes
everything is free. It can’t be put back.
Pronouncements by Rupert Murdoch and others
that they will begin charging for news are
attempts to turn back the tide. Only special
cases such as the Wall Street Journal have any
hope of succeeding – because they have content
of unique value that they never gave away.
The newspaper industry persists in attempting
to find solutions separately, because they have
always competed for circulation. But
development of the technology they need is
beyond the scope or capability of any one
news organisation. At the same time,
technology development by committee could
easily be an expensive disaster.

Replacing professional journalistic skills (and
ethics) with citizen journalists alone is like
recruiting an infinite number of monkeys and
expecting that you’ll end up with Shakespeare.
Theory says you will – but how would you
ever find it among the infinite amount of
rubbish they’ll also produce? The world still
needs good journalism.
The ship hit the iceberg about 10 years ago.
Time to make sure the lifeboats are in working
order, and save as many passengers and crew
as possible.
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• Newspapers should collaborate to develop
the next generation of technology THEY need
(not what the browser manufacturers are
prepared to provide).

• They should investigate whether a “pay for
news” business model can succeed – but they
should explore the “pay for what you want
when you want it” model of music on the iPod
rather than the “subscribe forever” model most
seem to be stuck on.
• They should collaborate with the advertising
industry to develop a better advertising
business model. The screen is a great place to
create display ads with real impact.

Bill Hill is a native of
Glasgow, Scotland,
where he joined the
newspaper industry in
1968 as a trainee
reporter with the Sunday
Post, later also becoming
a page editor/sub-editor.
In 1972 he joined The
Scotsman as reporter, and became deputy news
editor of the paper's Glasgow office. He left
newspapers in 1986 to help set up the
European operations of Aldus Corporation,
whose PageMaker software established the
desktop publishing market. In 1995 he joined
Microsoft Corporation to run its typography
group. Among his first projects was to
commission Matthew Carter to design Verdana
to improve readability on the Web, where it is
now the most-used text face. Bill drove
readability issues for Microsoft's eBook
software, and is also co-inventor of ClearType,
a technology that dramatically improved the
readability of text on a screen. He is inventor
or co-inventor of more than 20 U.S. patents.
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6. Strategies from Publishers
THE CHALLENGES
CONFRONTING REGIONAL
DAILY NEWSPAPERS IN
FRANCE
By Michel Lépinay

The challenges facing regional daily
newspapers today on the digital market are
two-fold: retain credibility and status as a top
reference for the area, and create commercial
products offering a very strong added value.
The latter can put the newspaper in a position
to generate significant revenues.

The challenge is grave, but the objective is not
beyond reach. The digital markets have been
developing in such a changing manner for the
last decade that the delay in starting up is not
damning. However, it leaves little room for
errors of strategic choice.

Catch 22 of Going Completely Free

The initial approach taken by print newspapers
on the Internet consisted simply of transferring

the print advertising model to the Internet.

As with print, the business logic was that of the
CPM. In order to better sell the advertising
space, it is essential that there be as much traffic
to the site as possible. It is this reasoning that
gave impetus to the concept of free of charge: it
was necessary to offer as much free content as
possible in order to attract Internet users.
Going completely free brought about little
value, as the contents were duplicated almost
identically on the Internet sites. It also led to a
loss of value of the contents, in many cases of
exclusive information, by making it available
free of charge.

SELLING AND RESELLING OUR CONTENTS

It is necessary to return to a basic point of
view: Our primary wealth is not our traffic, but
our content. It is our only competitive
advantage over the big Internet players. We
have exclusive content at our disposal: local
information. If we work well, and this
information is of a good quality, it will be
indispensable for the inhabitants of the areas
for which we are responsible. If the content is
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exclusive and indispensable, then it has a value
and must be sold.
We must try to sell our exclusive content, not
just once on paper but several times on all
media and via every accessible channel. For
that to be possible, it is vital to use the
possibilities of each channel, every platform,
to give the news added value. Content
published only on paper can be enhanced with
links, multimedia add-ons, when it is
distributed via a digital channel. This greatly
increases its value.
Selling our content on the Internet is not easy,
because the general public is accustomed to
getting things for free. This process will take
time. But over and above the financial return
that we expect, selling our content also means
protecting the value that we create and
therefore the means of financing this creation
of value: our newsrooms, the people creating
this valuable content.
The means regional dailies have at their
disposal to meet the digital challenge are:

• Proximity: The area of competence where
the newspaper has no or only little competition.
• Credibility: Despite all criticism, they
continue to enjoy a high degree of credibility
in their areas.
• Service: They retain a certain number of
exclusive services, such as practical
information and death notices.
• Reactivity: No other medium has the means
to make known information of vital local
importance in areas located a far distance from
the main population centres. This holds true
both for service information as well as for
commercial information. No other medium is
in a position to inform the public at large about
a last-minute special offer.
• Knowledge of the audience: Regional daily
newspapers know their customers.

The Stake of the Global Medium

To build their future, regional daily newspaper
titles must forget they are carriers of
information, and recall that they are first and
foremost legitimate brands, and the most
credible and referenced in a geographic zone.
They are the brands that help make up the
fabric of social life; they are the special place
for social exchanges and mediators of regional
development. It is by intensifying this identity
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that we will build the foundations of our future
business model.

We must create around our brands not just
newspapers, not only Internet sites, but
veritable “Regional Platforms for Information,
Exchange and Services.” Naturally, these
platforms must be multimedia, multi-channel,
multi-activity. They must provide an answer to
all the daily problems facing persons who rally
to our brands and regard them as references.

STRENGTHEN CREDIBILITY

As the number of sources online continue to
multiply and consumers feel increasingly
inundated, information on the Web will seek
home bases that are havens of impartiality.
Those brands whose professionalism,
impartiality, and independence are
acknowledged will act as informative
references.

In order to play this part, regional dailies must
strengthen their professionalism, cultivate their
independence, reaffirm their ethics. The
temptation to switch to an “all commercial”
approach owing to the prevailing confusion in
the digital world would constitute suicide on
the part of the brands. Our brands draw their
legitimacy mainly from information. If we
change their images to give them purely
commercial content, we will lead them to a
place where they will be out of their depth,
facing other brands that do not have our
legitimacy, but whose power we do not have.

DEVELOP AUDIENCES TO INCREASE
ADVERTISING REVENUES

The legitimacy and reputation of our brands,
the exclusiveness and usefulness of our
information and our extreme local character
give a special added value to our audiences.

The audience for a search engine does not
have the same value as that for a regional daily
newspaper. It is up to us to convince the
advertisers of this, thus escaping the logic laid
down by the Internet heavyweights who are
dragging CPMs.

Our capacity to offer simultaneously a mass
distribution in our area via all our channels, and
to target audiences on the basis of our very exact
knowledge of our readers/customers/users, is a
key to the future business model, combining
mass action and direct marketing.
Therefore we must succeed in “holding” our
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overall markets, because the added value and
credibility that we bring will allow us to win
over market shares on the other local media,
e.g. posters and outside advertising, even in a
market that is in decline. The selling of ad
space in the newspaper must also benefit from
this added value due to the incorporation of
direct mass-media marketing, and allow us to
maintain the higher CPM by integrating into
our print offering, via direct marketing, the
concept of “effectiveness” of the message.

MAXIMISE THE VALUE CREATION BY
PROMOTING THE GLOBAL MEDIUM

We must get away from our culture of display
ad channels in order to adopt that of the global
medium, i.e. the global communication and
exchange tool.
By using all the means at our disposal in a
mutually complementary way – print, Internet
sites, communities, e-mailing, coupons,
telesales, direct marketing, events, etc. – we
must provide our advertising customers with
the best possible answers to their
communication problems.
Marketing of the communication offering and
solution, harmonising and packaging them,
becomes of primary importance for finding a
coherency and maximum effectiveness by
combining mass impact and targeting
precision.
It is only us who can activate our various
communication channels in a complementary
and interactive way in order to optimise the
impact of the advertising message. Value
creation must be realised within our brands.
The old distinction between campaign
designers and distribution channels is a thing
of the past.

It is the cohesion between the channels and the
message that creates value.

A New Approach to Local
Journalism

The mission of the journalist attached to the
regional platform does not change
fundamentally. His prime calling continues to
submit the world in which he lives to his
questioning, his investigating, so that his readers
can better understand it. But that is not all.
The journalist must also help his
readers/users/customers to live better, find

answers to their questions, find their way
around the digital services jungle. He is in
constant interaction with his readers; he listens
to them, replies to them and manages their
contributions. He acts as a go-between for the
readers and the outside world, but also
between each other. He informs, animates and
moderates their exchanges.

THE PLACE OF CITIZEN JOURNALISM

The trend toward citizen journalism merits
being considered as a shift in the direction of a
greater interactivity between the journalist and
society in which he lives, between senders and
receivers of information. The professional
journalist must be more involved, while the
citizens must be able to participate in the
information process alongside professional
journalists, who are there to ensure the quality
of information.

Professional journalists will be called on in the
future to act as informative references, vital
lighthouses in the oceans of information
poured forth by all and sundry in the digital
networks. But in order to defend this lookout
role in civil society, journalists must begin by
coming down from their ivory tower and make
themselves available to their audience in an
ongoing interaction.

MULTIMEDIA NEWSROOMS

Newsrooms must become multimedia, multiplatform, multi-functional. To continue to act
as a point of reference in society, journalists
must seize upon all technologies suitable for
communicating and staying in contact with the
audience. They must be capable of accessing
all available channels to put out a news item,
enter into a dialogue with the audience and
manage content generated by users.

Regional Platform for Information,
Exchange and Services

The Regional Platform for Information,
Exchange and Services is the regional gateway
to all the information and services needed by
the general public. This gateway is built
around the reputation of the newspaper brand
at a time when consumers are looking for a
reliable reference to help them not get lost in
the digital jungle.
It offers a wide range of free and pay-for
services, all of which benefit from the brand
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label. It permits integrated multimedia
commercial operations. It acts as the regional
showcase and meeting point of the
communities, activities, businesses and
services.
It uses latest communication technologies to
secure this total integration of the different
media and different distribution channels:
flashcodes (QR codes), Near Field
Communication, e-paper, mobile TV, etc.

THE IMPACT OF NEW TECHNOLOGIES

Flashcodes, also known as QR codes or 2D
codes, are undoubtedly one of the most
exciting innovations. These codes are the
“missing link” between print and digital and
therefore key to the development of a global
medium. Codes give print a second life by
adding a third dimension.

Remote printing, permitting direct output of
the newspaper on the user’s printer in
conditions offering a level of security
acceptable to the publisher, should gradually
take a share of the distribution of print daily
newspapers.

Similarly, e-paper and/or the development of
smartphones can be expected also to capture a
share of this newspaper subscription market.
Taken together, presupposing improvements in
the area of security, these developments could
allow companies to gradually free themselves
from the shackles of printing costs.
New, modern high-speed printing centres
should enable publishers to share the job of
printing their titles.

The spread of digital video distribution must
permit us to access the video ad market that is
developing at a very rapid pace, without
having to invest in the very high-cost creation
of broadcast TV.

The widespread availability of mobile
terminals and their use to transmit all types of
data (such as Near Field Communication) will
encourage us to adapt our information and
services distribution techniques.
Stages necessary to establish the Regional
Platform for Information, Exchange and
Services:

1. Install a Content Management System
(CMS) capable of managing multimedia
contents coming from all sources, both internal
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or external, and directing them towards all the
platforms (print, Internet, TV, mobile, etc.)

2. Install a system to track the activity of all
the readers/users/customers of the platform, an
incentive system (such as bonus points) to
boost the activity, and generate highly
sophisticated databases.
3. Make greater use of context-oriented and
personalised advertising.

4. Ensure interaction and complementarity of
the different channels.

5. Train the journalists to use all available
technologies for the creation and animation of
contents.
6. Create pay-for, added-value information
services.

7. Create a galaxy of sites dedicated to the
different regional communities or clubs, or
access on the platform to existing sites.

8. Establish partnerships and a progressive
incorporation under the common brand all
services considered relevant, offered by the
various regional players. Whoever the service
provider is, every regional Internet service
must be accessible under the regional brand.

The Future Business Model

Over the next decade, our business model will
evolve considerably, though this does not
mean we will launch ourselves into a
completely different model.

The level of distribution of paper-based
communication channels (daily newspapers,
magazines, books, free newspapers, etc.) can
be expected to decline, but will still contribute
more than 50 percent of our revenues in the
next 10 years. Systematically, the sales of print
channels will be mixed in with the sales of
linked digital contents. Thus flashcodes will
enable us to enrich the print newspaper by
linking it to specific, complementary digital
contents accessible via a mobile phone. In this
way, after hurting the distribution of daily
newspapers, the digital developments will
actually favour the sales of daily newspapers
by giving them added value.

A part of the circulation of these print channels
will be produced at big, shared printing
centres, and a part remotely printed or charged
on to electronic paper at the reader’s end.
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The supplementary revenues will gradually
occupy an increasingly important place among
our sources of income. Naturally, it is the
growth area and will allow us to maintain and
develop our capacity to carry out investigative
journalism:

1. Online advertising
2. Direct marketing
3. Selling services (mostly sharing revenues
with the operators)
4. Selling our newspapers online
5. Multiple selling of added value contents
under different conditions, to different target
audiences.
Selling services and direct marketing will
occupy an increasingly important place in our
business turnover.

In this period of economic and structural
difficulties for printed newspapers, regional
daily newspapers are facing positive futures,
thanks to the advantages they have over other
players: legitimacy and proximity. At a time
when excessive globalisation is giving rise to
the need for local identity, regional daily
newspapers are well-positioned to satisfy those
needs by developing credibility through the
quality of their journalistic work, and through
increasing the number of provided services,
increasing usefulness.
Newspapers are positioned for successes, on
the condition that they succeed in combining
technologies and communication channels in
order to create a genuine global medium, the
Regional Platform for Information, Exchange
and Services.
It is by optimising the relationship between
new offerings and new demands that we will
find on the market the means to finance our
developments.

Michel Lépinay is CEO
for Paris- Normandie
and Normandy daily
newspapers, is a
doctorate in economics,
and is coordinator for
numeric developments
Groupe Hersant Media.

THE FUTURE FOR
NEWSPAPER PUBLISHERS
By José Manuel Vargas Gómez

Digitising content allows access to information
for a wider and more demanding audience by
any means, at any time and almost from any
place. Printed press, TV, radio, personal
computers, mobile, even game consoles, are
all vehicles to access information. The digital
landscape has resulted in a much more
fragmented audience, so now traditional media
must learn to manage and attract users by
competing effectively.
Traditionally, the audience was concentrated in
a small number of media which determined all
existing forms of public opinion and enjoyed
great credibility. But the new technological
environment has brought barriers down to allow
for much greater competition. New online
communication channels, such as social
networks or blogs, improve direct interaction
among users, but also further audience
fragmentation. And, therefore, traditional media
no longer compete among themselves, but also
find new competitors emerging from these
new digital formats. Meanwhile, the current
economic downturn has accelerated the impact
of the digital revolution, and the Internet has
imposed a new relationship with the audience.

The Future of Newspapers
as a Medium

Newspapers have left behind one-way
communication with the reader, to move
forward to a new scenario in which the reader
gives feedback and opinions to the editor.
As a next step, newspapers need to evolve
toward the concept of co-creation, facilitating
participation so that users can interact with the
medium, appreciate it, give opinions or even
contribute and be a part of generating content,
such as articles, photos, videos and more.

Each week, most readers currently read both
the newspaper and access news online. The
most valued attributes of digital editions are
immediacy (such as breaking news), audiovisual
content and a wide variety of opinions and ways
to participate, from sharing content to giving
feedback. Meanwhile the written press is more
suitable for relaxed, deeper reading, particularly
appropriate on weekends. It is reasonable to
77

DECEMBER 2009 SHAPING THE FUTURE OF THE NEWSPAPER

think that this combined readiness (digital and
print) will be a trend in the coming years.

The editors should be capable to be perceived
by the audience with the same trust and quality
in information in both formats for a given brand.
When it comes to credibility, traditional
newspapers that have built their reputation
throughout many years have a competitive
advantage over the informational media that
have emerged from the Web. Newspapers not
only communicate the news, they also give
analysis and opinions around that news, which
makes them important to readers and society
as a whole. I believe printed newspapers will
be safe in the mid and long terms – quality
written press will always exist, but perhaps
will evolve toward a different concept than
what we know today. The essence of the
written press and its long record as a public
opinion generator will prevail.

BRANDS: NEWSPAPER COMPANIES’ CORE
ASSET

In this new environment, the power of the
brand emerges as a differential value that will
lead to reach audiences effectively.

The newspapers’ business is no longer a
business around content forms or distribution
channels. The business is based on the new
media concept in which the brand is a
distinctive attribute that contributes to create
entry barriers for those who do not have long
track records, and also acts as a catalyst to
customer loyalty regardless of the format used
to access the content.

According to this analysis, traditional media
find themselves in a privileged position to face
the future thanks to the values, credibility,
reputation, independence, and, above all, the
trust associated with the brand.

THE CONTENT MODEL CHANGE

The newspapers, in their new concept of
media, have the opportunity to bring audiences
together through the values that their brands
communicate, but they must keep up to speed
with the nonstop development and quality of
contents to satisfy their audiences at any time.
The need to stay technologically updated is of
utmost importance to communicating
effectively with audiences across platforms,
especially as fragmentation of audiences
requires further diversification of content.
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Aware of this opportunity, Vocento has built its
Internet strategy based on diversification and
building new national brands with local
consumption. In this way, we have developed
online classifieds (employment, motor and real
estate); launched a new directories model
based on a social network of users’
recommendations; and reinforced our thematic
editions (women, finance, cinema), while
always taking into account the importance of
solid technology strategies that meet the
challenges set by the latest Web trends:
multimedia content, mobile access, community
tools, blogs, forums, etc.
Other increasing trends in such a globalized,
online world are based on the interest of users
in their immediate environment, their cities or
communities. This is a strategic opportunity
for written press to evolve digitally.

If national newspapers play an important role
in society, local newspapers are a reference in
their areas of influence. Local newspapers play
a key role in cities and influence their areas as
they capture local news and social events,
which allows them to build a strong
relationship with readers.

Among the contents published by a newspaper,
there is a core asset the newspaper builds on
each day: the historical track record that can be
found through the newspaper's archives. The
technological effort to digitise this kind of
content will definitely bring us closer to
audiences.
For example, Vocento has recently launched
five million documents online that are part of
the historical archive of its main national
newspaper, ABC. This also includes more than
60,000 daily newspaper publications published
up to the present day in Madrid and Seville
editions, as well as each page of related
magazines.

MULTIPLATFORM AND MULTICHANNEL

As news consumption habits change,
newspapers must deliver content through
different devices (Web, mobile, e-reader). The
format will have to be adapted to each of them,
so that the reader will be able to choose the
content through the device which best suits the
user's needs at any time.
Digitisation and new devices will provoke
changes in the pattern of production and
newspaper distribution. First, costs will be
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reduced since ink and paper are replaced by
digital ink that does not require large printing
rotaries. Second, physical distribution costs will
be replaced by the costs of technology to allow
greater access to newspapers from any device.

The devices will also affect how content is
offered. While mobile handsets or PCs will
force the media to widen audiovisual content
offerings, the e-reader will offer a more similar
reading experience to that of the printed press.
The e-reader also provides a big opportunity to
highlight the value of content. Its subscription
model, based on payment for accessing and
downloading, will recover one of the revenue
sources of the traditional printed press facing
the free model of the Internet.

New Revenue Drivers

As the development of media shifts, the
business model is also changing. Newspapers
must incorporate new trends in the
development of their businesses, opening new
revenue drivers beyond advertising to address
all advertisers, regardless of the size or volume
of their investment.
Thanks to the expanded audiences that come
with online news consumption, new trends
will allow offering premium ad inventory for
advertisers based on high-value content for the
audience such as image archives, historical
newspaper archives, thematic contents,
opinion articles, etc.

In an increasingly competitive and multiplatform
market, online newspapers will also have to take
advantage of the Internet as a media, allowing
advertisers to maximise their investment.

In this scenario the geographic segmentation
of the audience will be one way to achieve this
challenge. Vocento has an advantageous
position in this market, due to the digital
editions of our local newspapers.

Another way to carve out a new revenue
stream is segmenting audiences through
behavioural targeting, which allows advertisers
to address their target audiences. This is done
thanks to the tools that build audience clusters
based on interests or affinities.

CLASSIFIEDS AND DIRECTORIES

The business of classifieds and directories has
rapidly migrated from the printed press to
online. This trend will continue in the future

thanks to the opportunities that the Internet
offers: product and pricing comparison,
feedback from customers, geo-localisation of
services and more.

Online classifieds will be one of the main
revenue sources for newspapers, thanks to
transactional advertising. In the case of
directories, emerging product models will gain
market share against traditional ones. These
new Web sites are based on social media,
users’ reviews about places and professional
services including their recommendations to
other users. They also contribute new revenue
sources, such as the pay per lead model.

VIDEO

Online video is a new platform for advertisers
who can take advantage of their traditional TV
investments and adapt their ads to the Web.
This will allow them to address new audiences
and better measure their return of investment.
For newspapers, video players and Web TV
offer new business opportunities, not just
because of the incremental value of this ad
inventory, but also because they can become
an excellent platform for both video content
providers and to distribute their own content.

CONTEXTUAL ADVERTISING

Contextual ad-words formats are currently
emerging as one on the top investments on the
Web. It is predictable that this format will
evolve toward new contextual types of ads
according to the demand of the users, as both
image and video ads.

This, in addition to Web 3.0 based on semantic
searches, will become one of the trends that
offer newspapers a big opportunity to
maximise their contents' profitability.

New Organisational Structure

The new environment provokes a product
change, but also a cultural change in the
structural organisation of the newspapers.

Only native digital generations are entirely
familiar and comfortable with managing
multimedia content. Meanwhile, other
generations try to adapt themselves to this
change. This is the main reason I dare say that
traditional communication and information
media will coexist together with the most
innovative ones.
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This new multiplatform paradigm has forced a
change in newsrooms, evolving toward
integration. Total flexibility of the members of
such staff will be a more than standard
requirement for professionals in this new
environment, as multi-format publishing will
demand continuous adaptation.
Newspapers are approaching a new model of
greater participation, smaller editorial teams
and professionals with greater capabilities of
technological and social content management.
Professionals will have to rely on networks of
experts, users and readers who together will
build the new communication media, but
always with the guarantee of quality.

The digital world has provoked a new
environment with important consequences for
newspapers that will take place in the
following years. Products, audience
relationships and revenue opportunities will all
change, as will the actual structural
organisation of newspapers themselves. Those
on the technology side and those on the
journalism side will have to work closer than
ever to maintain and enhance what the
newspaper has to offer, while fostering a
trusting relationship between audience and
newspaper, and furthering the brand's value as
a top reference point.
José Manuel Vargas
Gómez has been CEO of
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company Vocento Group
since January 2008.
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managing director of
national markets and
chief financial officer.
Prior to his work at
Vocento Group, he was director of legal
services at Prensa Española, secretary of the
board of ABC, director of legal services and
general secretary of JOTSA (Phillip
Holzmann). From 1996 to 2001 he was
professor of accounting of financial statements
in the Colegio Universitario CEU Luis Vives.
He is a regular teacher and lecturer at the
Instituto de Empresa. He holds a degree in
economics and business from the Complutense
University of Madrid, and is qualified in law
by UNED and by the Censor Jurado de
Cuentas.
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Conclusion
The newspaper industry is in the midst of a
whirlwind of change. Publishers can choose to
be devastated by the powerful gales, build
windshields to protect themselves from being
battered, or build windmills to steadily build a
new power source.

The World Newspaper Future & Change Study
determined that newspapers around the world
are turning the corner on their views on change
and innovation. Study results indicate that
newspaper publishers around the globe are
shifting gears from “business as usual” to
adopting a dynamic culture of change that is
punctuated by new product development,
“right sizing,” and expanded training and
development for each of their operations' level
of employee.
However, for many newspaper companies
worldwide, respondents reported that the slowmoving culture of change can overwhelm the
desire to innovate. The disconnect between the
urgent need to reform and innovate may be in
some cases superseded by the unwillingness of
the responsible parties to be successful in the
attempt to change strategies.

The solution to the disconnect lies in
management. In order for any corporate
transformation to occur, the top executives
need to lead the way to the new strategies,
workflows, practices and organisational
structures. Without leadership, the desire to
change might as well be a dream dashed.

This report, titled “Charting the Course for
Newspaper,” is published in two main
sections: The Future & Change Study, and the
essays written by several newspaper industry
experts and consultants.

The essays contain words of wisdom about the
way forward for newspaper companies, many
of which dovetail with the findings of the
Future & Change Study.

“My advice is: Stop talking about circulation.
Stop talking about cost-cutting as the prime
roadway to success and look outside your
window,” said Erik Wilberg, consultant and
professor at the Norwegian School of
Management. “If the changes outside your
window are greater than on the inside, you will
run into trouble. The big culprit here is
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traditional company culture. In my 25 years
plus as a consultant in the industry, I always
come back to the internal culture as the
greatest barriers to change. If you do not work
on the company culture, you will not succeed.”
Pointing out that the news industry has shifted
from a news ecosystem of scarcity to surplus,
two essayists offered ways forward to navigate
the new business environment. One of the
essayists, Vin Crosbie, thinks individuated
news is the way forward.
“The industry’s only practical solution is to
embark on the equivalent of its own Manhattan
Project to adapt itself, its business models, and
its practices to the fundamental changes that
have occurred this century. There is a massive
business opportunity in eliminating consumers
having to hunt and gather for the individuated
news needs. Doing so is the best way to increase
the value of a newspaper in this era. People
prefer to have what they want delivered
regularly to them rather than to hunt and gather
for it,” wrote Crosbie, a professor of media at
Syracuse University in the United States, and a
fifth generation newspaperman.

In order for each newspaper to reach its full
potential, one essayist honed in on key
differentiators that make each brand unique to
its audience. Will Yarker, a consultant for
Deloitte & Touche in London, emphasised
these differentiators as part of a future business
strategy: “The key to success for news companies
in this brave new world is to have confidence
in their key differentiators. These should be a
combination of the three summarised below:
1. Trustworthiness (financial and investigative
content)
2. Distinctive point of view (commentary
driven content)
3. Unique content,” he said.
Several essayists focused on reinventing the
traditional newspaper company business
model into a multitude of business models:

“In the end, then, as we approach what I believe
will be the first truly digital news decade,
publishers confront five big tasks: Advertising
innovation, product innovation, new reader
revenue, reckoning with aggregators and
aggregation, and replacing the cost structure of a
battleship with that of a fleet of kayaks and fast
boats,” said Ken Doctor, consultant for Outsell,
a California-based media consulting concern.
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Sandy Nelson, co-founder of Aperio
International consulting firm in Washington,
D.C., is also in favour of reinventing the core
business model, and created a scenario about
how that would work: “Reinventing our core
business model, operating standards and
practices, we recast our sales force focus,
structure, standards, methodology and training.
Radically altering our approach to generating
content, we derived a new set of print and
interactive strategies that addressed current
needs and had the flexibility to adapt as new
modes of communication and content
distribution emerged. Within a matter of
weeks, we began to see results that helped us
feel confident we were on the right track.
Marieke van der Donk, consultant for
PriceWaterhouseCoopers in Amsterdam,
concurred about the need to change business
models: “The successful operations will have
challenged their existing business models,
viewed all available options, and emerged as
super brands that will:

• Meet the increased demands from customers
for specialised, targeted and relevant
information while not losing sight of the need
to continue to provide general news for the
wider audience.
• The need to allow for a long tail approach:
Looking at the iTunes model to be connected
to the possibility of micro-payments or
subscriptions.

• Leverage content online by creating
compelling content for specific niche markets
and distributing it across multiple platforms.
• Network generated content: Different
newspaper publishers should work together,
creating collaboration between the different
content databases.

• Have rethought their marketing sales efforts
to capture the opportunities delivered by
multiple channels to market.

• Have a team of journalists who work within a
multiplatform environment,” van der Donk said.
The essayists all acknowledged the winds of
change are blowing, and the study confirmed
publishers are well aware of the tsunami. It is
incumbent upon publishers to follow through
with their new product development
innovations outlined in the World Newspaper
Future & Change Study to capture the winds in
their favour.
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9. In which country are you based?

Appendix
The World Newspaper Future
& Change Study 2009 questionnaire
1. Your area of work (Check one)

r Top management (Responsible for both
editorial and commercial operations, e.g.
Owner, Chairman, CEO)
r Commercial manager (e.g. Managing Director,
Advertising Director, Business Development
Manager)
r Editorial manager (e.g. Editorial Director,
Editor-in-Chief, Title Editor)
r Other (please specify)
2. How would you describe the content of
your primary newspaper?
r General news
r Sports news

r Financial news
r Other (please specify)

3. How would you describe the cover price
of your primary newspaper?

r Free
r Paid-for
r Part free, part paid-for r Other (please specify)
4. Where is that newspaper distributed?
r Local
r National

r Regional
r International

5. How many days a week do you publish that
title?
r 1 r 2 r 3
r No Answer

r 4

r 5

r 6

r 7

6. What is the circulation (copies) of that
newspaper?
r
r
r
r

Less than10,000
25,001 - 50,000
100,001 - 250,000
More than 500,000

r 10,000 - 25,000
r 50,001 - 100,000
r 250,001 - 500,000

7. Is your company also active in any of the
following businesses (Check all that apply)
r
r
r
r
r
r
r
r
r
r
r
r
r

All-advertising newspapers
Consumer magazines
Business-to-business magazines
Books
Other print products
Distribution services
Production services
Internet services
Radio
Television
Online-only radio
Web video
Internet only products & services (i.e. not
companion sites for other media)
r Mobile
r Events & Conferencing
r Other (please specify)
8. How many employees in your company?
r Less than 10
r 251 - 500
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r 11-50
r 51 – 250
r More than 500

10. The following is a list of potential areas for
greater efficiency and cost savings. How
important do you think each of these 10 items
are for your company over the next 12 months?
Please rank on them on this 10-point scale,
where 1=TOP priority and 10=LOWEST priority.
Note: You can only assign one item per rank.
r Profitability
r Stable and reliable distribution
r Streamlining workflow and processes for cost
savings
r Invest in technologies to improve productivity
r Consolidating internal operations and units for
cost savings
r Sharing resources with outside companies for
cost savings
r Reduction in number of employees
r Rapid implementation of changes
r Cooperate on content syndication
r Outsourcing processes to outside companies
r Other (please specify)
11. The following is a list of potential areas for
improvement and growth through investment.
Please rank the following 11 items, where
1=TOP priority and 11=LOWEST priority. Note
you can only select one item per rank.
r Increased audience research
r Investment in CRM/customer relationship
management
r Investment in product development for new
revenue
r Marketing and branding for the newspaper
r Investment in editorial technologies, e.g.
r Content management systems
r Mobile channels
r Printing technology & equipment
r Pre-press technology & equipment
r Advertising technology
r Purchase or investment in other media
companies
r Purchase or investment in non-media companies
r Other (please specify)
12. The following is a list of areas for possible
development. Please indicate your priorities
over the next 12 months. 1=TOP priority and
9=LOWEST priority. Note you can only select
one item per rank.
r Develop journalists' skills
r Develop a good working environment
r Encourage understanding and cooperation
between different departments
r Develop skills of sales people
r Build relationships with competitors
r Management and leader development
r Competencies and composition of the board
r More diverse workforce (age, gender, ethnicity)
r Convergence of multimedia operations
r Other (Please specify)
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13. Over the next 12 months, what percentage
of the total company revenue/income will have
to come from sources other than traditional
printed media in order to achieve your
company objectives?

r 0-5%
r 6-10% r 11-20% r 21-30%
r 31-40% r 41-50% r 51-60% r 61-70%
r More than 70%
14. Over the next FIVE (5) years, what
percentage of the total company
revenue/income will have to come from
sources other than traditional printed media?

r 0-5%
r 6-10% r 11-20% r 21-30%
r 31-40% r 41-50% r 51-60% r 61-70%
r More than 70%
15. Please rate the extent to which you see the
following platforms as threats and/or
opportunities for your organisations over the
next 3 years.
1 – A significant THREAT
2 – Somewhat of THREAT
3 – Neither a threat nor opportunity
4 – Possible OPPORTUNITY
5 – A definite OPPORTUNITY
N/A

r
r
r
r
r
r
r
r
r
r
r
r
r
r
r
r
r

All-advertising papers
Free newspapers
New paid-for newspapers
Distribution services
Production services
Magazines
Books
Other print products
Radio
TV
Content on mobile phones (iPhone, etc.)
Social media (Facebook, Twitter, etc.)
Web TV
Web radio
Internet search engines (Google, Yahoo, etc.)
Events & Conferences
Other (please specify)

16. In what areas of your operations are you
looking for cost reduction over the next 12
months? Check the 5 most important, 1=TOP
priority for cost-cutting and 5=LOWER priority.
r
r
r
r
r
r
r
r
r
r
r
r
r
r
r

Content generation
Distribution
Advertising
Materials (including paper)
Printing
Content syndication
IT
Marketing
Consumer sales
Training
Product development
Administration
Consolidation of offices spaces
Capital investments
None

17. How has the financial crisis affected your
company's revenues over the last fiscal year?
r Down more than 20%
r Down 11 -20%
r Down 1 -10%
r No change
r Up 1- 10%
r Up 11 - 20%
r Up more than 20%
a. Overall revenue
b. Print subscriptions & sales revenue
c. Online advertising revenue
d. Online content revenues
e. Revenues from non-media sources
f. Other (please specify)
18. How ready is your organisation for change?
Select the column that shows how much you
agree with each of the following statements.
r Strongly Disagree
r Somewhat disagree
r Strongly Neutral
r Strongly Somewhat
r Strongly agree
r Strongly agree
a. There is an urgency felt throughout the
organisation – from front line to senior
leadership – that our business needs to change.
b. We are constantly on the lookout for new
ways to make money beyond historical sources of
revenue like circulation, display advertising, and
classified advertising.
c. Our culture encourages people to look beyond
the boundaries of our current business practices
19. How ready are the following groups for
change?
r Not at all ready
r Just started to prepare
r Somewhat ready r Quite ready
r Fully prepared
r No opinion
a. Board of directors
b. Strategic management
c. Editorial managers
d. Journalists
e. Commercial managers
f. Advertising sales force
g. Marketing employees
h. Administrative support staff
i. IT department
j. Finance and accounting departments
k. Printing and pre-press staff
l. Circulation department
20. What is the single most important change
that has to be implemented in your newspaper
over the next year? Please specify.
21. To what degree do you expect your
company's investment in training &
development of the following areas to change
over the next 3 years?
r Increase r Stay the same r Decrease
r No investment
r Don't know
a. Management and leadership development
b. Reporting skills
c. Legal & ethical knowledge
d. Technical skills for reporters
e. New business development /innovation
f. Advertising sales training
g. E-business development training
h. Change management
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