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Executive summary
What will newspapers be like in 2020? What
kind of content? What size? Will they be free
or will they have a cover price? Will they be
delivered in different time intervals and to a
different set of subscribers? Will they be more
tailored to targeted groups? Will they look and
feel like magazines? Will printed newspapers
morph into digital products? How will
journalistic storytelling be transformed? What
role will newspapers play in democratic
societies in 2020? Will trust play a role in
audiences favouring newspapers over less
reliable media?
The World Association of Newspapers posed
these and other questions to two dozen
futurists, academics, industry suppliers,
Internet pioneers and other media gurus
around the globe in late 2007. Each submitted
a detailed essay explaining his own theories on
the future of the newspaper, and bolstered
these hypotheses with sage opinions and
historical facts. Each essay represents a unique
vision. Each essay provides food for thought
for publishers planning for the futures of their
media businesses.

The essayists are Michael Raynor, bestselling
author, Canada; Gerd Finkbeiner, CEO of Man
Roland, Germany; Richard Watson, futurist at
Future Exploration Network, Australia;
Gordon Borrell, president of Borrell
Associates, United States; Craig Newmark,
founder of Craigslist.org, United States; Flavio
Ferrari, CEO of IBOPE research house, Brazil;
Jeff Jarvis, blogger at Buzzmachine.net and
head of the interactive journalism program at
City University of New York, United States;
Bob Cauthorn, president of CityTools.com and
former general manager of SFGate.com,
United States; Tomas Brunegård, CEO of
Stampen Group, Sweden; Rob Curley, vice
president of new product development at
Washington Post Newsweek Interactive,
United States; Chris Bisco, CEO of CN Group,
United Kingdom; Juan Antonio Giner,
founding partner, Innovation Consulting,
Spain; Roger Black, CEO of Roger Black Inc.
design, United States; Takashi Ishioka,
strategic consultant for Dream Incubator and
former head of Asahi Shimbun’s media
strategies, Tokyo; Moritz Wuttke, CEO Asia
Pacific and China, Publicitas, China;
5
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Mario Garcia, CEO of Garcia Media, United
States; Stephen Gray, managing director of the
Newspaper Next project for the American
Press Institute, United States; Stig Eide
Sivertsen, CEO of Telenor’s Broadcasting
Division, Norway; Rosental Calmon Alves,
professor, University of Texas, United States;
Andrew Nachison, president, IFocos.com,
United States.
The compilation of essays has been organised
into six chapters with themes that reoccurred
among the submissions, including:
• Newspapers’ Successful Future
• A Magazine Future
• Fostering Trust in Newspaper Brands
• Building Networks
• Shifting Business Models
• Channel Expansion

‘‘

Here are some excerpts from each of the
essayists:
“Between now and 2020, I see a
transformation of newspapers. They will move
from the 100-year-old model of paid
circulation, black-and-white news and
advertising to a mostly “free” distribution
model, with lots of colour and graphics. In
essence, they will need to differentiate
themselves by becoming less like newspapers
and more like local magazines.”
Gordon Borrell
“Regardless of the name of the service, the
core competency of news and newspaper
publishers of the future will consist of
generating content from highly efficient
networks, technically process and manage
them via networks and continuously or at
regular intervals disseminate these contents
through a multitude of channels. The recipients
of the content will increasingly want to decide
for themselves which channel they want to use
at which time – letters and images on
conventional or electronic paper, the Internet,
mobile phones or a combination of various
information carriers.”
Gerd Finkbeiner
“As digital media takes an increasing hold on
the news industry, audiences, in turn, will
demand news reporting in which they can
place the trust and confidence once reserved
primarily for newspapers. Collaborative
filtering tools and trust metrics will help to
achieve those ends.”
Craig Newmark
6

“A newspaper’s brand is its foundation and its
greatest value. The newspaper is an institution
with the greatest credibility on earth. A
newspaper’s brand represents a reader’s trust,
based on the supposed expertise of
collaborators to understand the world, identify
what is relevant, deeply investigate and report
with faithfulness and impartiality, clearly
distinguishing fact from opinion and publicity.
This is what makes a newspaper different from
other players in the market, even those equally
capable of managing and distributing
information.”
Flavio Ferrari
“Oh, printed products may well continue and
in some countries still grow. But I wouldn’t
mourn their deaths so long as we find ways for
their journalism to live on and prosper. A
newspaper mustn’t define itself by its medium.
It isn’t just paper. Its strength and value do not
come from controlling content or distribution.
And protecting those dwindling advantages is
not a viable strategy for growth – or survival.”
Jeff Jarvis
“Indeed, the more that life becomes globalised,
digital and virtual, the more, I would argue,
people will seek out products like newspapers
that slow things down a little and tell us what’s
important and what’s not, especially at a local
level. And let’s also not forget that physical
newspapers, like books, are superb examples of
industrial design, which, if invented today,
would be greeted as a miracle innovation. They
don’t need power, there’s no screen glare, they
don’t crash and when you’re finished with them
they can be safely recycled.”
Richard Watson
“By 2020 smart newspaper networks allow
readers to receive best-of-breed material in all
specialties. The un-bundling of the newspaper
that began in the early 21st century has resulted
in the un-bundling of the newsroom itself. Now
readers sip from rich networks of content
providers who excel in individual areas.”
Robert Cauthorn
“Newspaper companies will look very
different in 2020. There are many reasons to
be confident that our industry has the vision,
the energy and the fundamental business
strengths to emerge by 2020 as a multi-media
communications business with a wider market
to operate in than it had before 2007.”
Chris Bisco
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“The future, it appears, will be one in which
more information of more kinds becomes more
easily available to more people. With or
without printed newspapers themselves – the
first near-universal information medium – it
appears the purpose and the legacy of the
newspaper will continue to be fulfilled.”
Stephen Gray
“It is all about people who see opportunities
where others see threats, who are creative when
others are not and who are eager to get training
in subjects they need for the future. They all
have to be passionate about the future of media.
They should, because there have never been so
many opportunities in the media market.”
Tomas Brunegård
“Newspapers are going to survive. Will we be
doing things the way we’ve always done them?
Absolutely not. In the United States, there are
two types of newspaper publishers – those who
think the most important part of the word
newspaper is “news” and those who think the
most important part of that word is
“paper.”...We can’t be afraid of reaching our
audience in new ways. It will be one of the
keys to our industry’s successful future.”
Rob Curley
“Forget the Internet. It’s not the enemy. (Indeed
the Internet will ultimately save the newspaper).
Readers don’t read newspapers not just because
they get their news online, but because they find
them boring. There are major societal changes
involved. Journalists are still working in a
tradition that began with the young democracy.”
Roger Black
“In order to grow profits in a mature economy, the
key is to be able to handle the rapidly changing
consumer needs by making new products and
leveraging development capabilities... Thinking
of the shape of the newspaper in 2020, it is not
about new media formats, but rather it is about
newspapers having to determine what is the
added value that is provided.”
Takashi Ishioka
“The printed newspaper will get smaller and
become mostly free. New technology and
combination probably with mobile phones will
make even the printed newspaper much more
interactive than today. Low voltage e-paper or
other paper-replacing foldable screens will be
available to offer an alternative to the paper
version, but very little interactive or costefficient in regards to information retrieval.”
Moritz Wuttke

“Innovation believes in the future of
newspapers, but the newspapers of the future
will be very different, better and more
profitable than ever if they embrace change
and innovation without losing the core and
soul of our business: journalism.”
Juan Antonio Giner
“The most successful newspapers of the last
decade launched Internet businesses that
behaved as strategic options for the core
newspaper franchises. Similarly, the most
successful papers of the next decade are likely
to be those that continue to launch new
ventures not as replacements for the paper, or
as catalysts for its imminent transformation,
but instead as options on future shifts in
strategy in response to changes that today can
only be dimly imagined.”
Michael Raynor
“It takes tremendous time, effort and work to
convince traditional print editors that they are
now part of a 24/7 news gathering and
storytelling process, and that the printed
product is only one of the various platforms
through which news and information are
dispensed. Management plays a key role.”
Mario Garcia
“The real disruptors of the next decade won’t
be companies, but people – creative,
entrepreneurial opportunists who are
transforming the global economy – developers,
designers, marketers, sales people, business
analysts, project managers, accountants,
lawyers and other professionals scattered
around the globe, connecting and working
from anywhere to build businesses and solve
problems everywhere.”
Andrew Nachison
“Technical innovations will change the future
of newspapers. Computers and mobile
handsets double their capacity every nine
months. This allows media companies to
continuously introduce new and improved
services. New technical innovations and
improvements also drive change in human
behaviour. Today, teens must be connected to
their friends at all times. Their technical
devices become part of their personal identity.
As a result, teens carry a potential distribution
channel for news and entertainment with them
at all times.”
Stig Eide Sivertsen
7
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“If newspaper companies are to survive and
prosper in this new environment, managers of
firms will need to engage in strategic planning
and implementation that builds upon existing
capabilities and uses existing skills, knowledge
and capacity to improve existing papers and
introduce new products that provide access to
parts of the public not well served today.”
Robert Picard

‘‘

It is our sincere wish at the World Association
of Newspapers that newspaper publishers are
inspired by the wisdom of these essayists to
take action to prepare for their individual
futures in their newspaper markets.

8
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Introduction
In October 1994, the Netscape Mosaic
browser was released, and within a few
years, the first Internet browser commanded
85 percent of the nascent Internet market.
Just 13 years ago, it was impossible to
predict just how the Internet and its constant
companion and enabler, the browser, would
change the media market worldwide. Now, as
we say, the rest is history.
Fast forward to 2007. As digitalisation changes
the media landscape seemingly every day, it is
again impossible to predict what will happen
13 years hence. Regardless, we at the World
Association of Newspapers wanted to hear the
visions from futurists, academics, newspaper
publishers, newspaper industry suppliers and
Internet pioneers about their prognostications
for the future of the newspaper in 2020.
The compilation of 20 essays are as varied and
as complex as the concept suggests. Essayists
contributed their visions from across the globe
– Europe, North America, Australia and Asia.
They make salient points on the topics that
were relevant to them, based on a variety of
considerations, including:

• How would you characterise the future of the
newspaper as a medium?
• What kind of content will newspapers
contain in 2020, and how will this content
differ from content in 2007?
• What kind of channels/platforms will
newspapers publish on in 2020?
• What hurdles will newspapers have to
overcome to be successful in the future?
• What three major changes need to happen in
order for the newspaper industry to be
successful in 2020?
• What will newspapers to look like in 2020?
Why will newspapers look different in 2020
compared with 2007?
• How should public newspaper companies
change in order to appease investors?
• What will audiences expect from the
newspaper circa 2020?
• How will newspaper revenue sources change
between 2007 and 2020?
9
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• How will the structure of the newspaper
company change between 2007 and 2020?
• What are the most impressive changes for the
newspaper industry since the turn of the 21st
century?
• What can newspapers learn from the most
innovative companies in the world?
• What can newspapers learn from the most
innovative newspaper companies in the world?
• Who are the newspapers’ competitors in
2020, compared with 2007, and how do
newspapers compete with them?
• What role do newspapers play in society
in 2020 compared with 2007? How must
newspapers transition to meet any changes
in roles that may occur?
The report is divided into six chapters, based
on six recurring themes in the essays.
Many essays cover multiple themes, but some
concepts may dominate the essay.
The themes are:
• Newspapers’ Successful Future
• A Magazine Future
• Fostering Trust in Newspaper Brands
• Building Networks
• Shifting Business Models
• Channel Expansion
The essays’ contents are both descriptive
and prescriptive. Some essayists have taken
liberties to be fanciful, for example, one
essayist created a mock Wikipedia page with
historical and current information about
newspapers, circa 2020. Another essayist has
created a simulated newspaper company, and
has described the company’s metamorphosis
from 2007 to 2020 through that storytelling
device. Yet another essayist created a mock
newspaper of the future as a device to convey
his opinions about the future of the newspaper.
Other essayists detailed specific routes the
newspaper industry will take, should their
predictions come true. As the chapter names
suggest, some futurists predict newspapers will
morph into a magazine-like format; others say
newspapers’ future is in digital media. Two
essayists focused on the importance of
developing the concept of trust and credibility
in the newspaper brand, in order to strengthen
the foundation of the loyalty to our products.
Many contributors maintain newspapers have a
solid future in the printed newspaper product.
10

On the whole, essayists seem to agree there
have never been so many opportunities in the
history of newspapers to reach audience
members with new content, and to add new
revenue streams. While it’s impossible to see
the future in 2020, it certainly is easy to see
the profound importance of testing new
products, new formats, new channels and
exploring new revenue streams.
Thirteen years from now, we’ll look back at
these predictions, and we undoubtedly will
have realised many of them. Importantly, the
biggest driver of these changes, though, lies
within the newspaper company itself, to
innovate, experiment, listen to the customer
and explore new product options.
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1. Newspapers’ Successful Future
Taking newspapers off
the ‘zombie’ list
by Tomas Brunegård
They say the snow on Kilimanjaro will be
gone in a not-too-distant future. But, there is
more. North Korea, working hours, office
hours, mailboxes, fighter pilots, checkout
assistants, video rentals, telephone directories,
wallets and newspapers also are not long for
this world.
These are just some things on of a list of
“zombies,” commonplace things today that
futurists at the Copenhagen Institute for Future
Studies believe will be gone by the year 2020.
Not only did newspapers make the list, but the
Institute has also named other business and
media processes and products that won’t be
around by 2020: advertisement sections,
digital copyright, paperbacks, school books,
advertisement-financed newspapers and daily
newspapers. Even though not everyone will
agree with the entire list, I think it should be
treated as dynamite, with care and the greatest
respect.

We, as an industry, must get ready to receive
the new generation in 2020 as well as the
future Googles, YouTubes and Facebooks. We
don’t need lists from Copenhagen to get us
moving. It is enough to come home early
enough at night so see what our kids are doing,
how they are interacting with their friends and
how they consume entertainment (and
sometimes news).
In order to facilitate and speed up what I
believe to be a necessary process of change in
our industry, I have taken the liberty of making
my own list of “zombies”:
• The traditional newspaper business model;
• Digital media as we know it;
• Today’s journalism;
• Local monopoly and stand-alone behaviour;
• Management of today.
Let’s look closer at each of them:

THE NEWSPAPER BUSINESS MODEL
Yes, the daily newspaper was on the Institute’s
list. The long-term outlook in Scandinavia for
traditional newspapers may not be different
from other markets, but newsprint
11
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consumption is going up thanks to innovative
free daily newspapers in both Denmark and
Sweden. Not only is it likely that more people
than ever are reading newspapers, thanks to the
Internet and mobile services, traditional papers
reach out to an even bigger audience than ever
before. The lesson to be learned from
Scandinavia is, yes, print will still be around in
the future, but the business model may be
different.
The traditional Swedish business model for
newspapers, 33 percent circulation revenue
and 66 percent advertising revenue, cannot
hold. For the advertising market, a simple print
ad will not be enough, as advertisers want to
communicate with the market in many
different ways. And, as we know, they can
easily bypass us.
We have to offer them more and better
solutions. The newspaper concept will have to
be redefined. Yes, it is being done today, but
not fast enough.
Digitalisation has disconnected the newspaper
from any one form of distribution. Readers are
becoming viewers, listeners and co-publishers.
But let’s not forget that print itself still has
opportunities that can be explored further.
Print is perhaps more suited than most
mediums for in-depth reporting, analysis and
reflection. High-quality supplements could be
used to provide thorough coverage of elections
or sporting events, for example. I like what is
being done in France at Le Figaro, one of the
newspapers working with these types of
solutions to offer extra value to the readers and
advertisers.
The message from free newspapers is that
advertising and other sources will be
increasingly important as ways for newspapers
to gain revenue, and less of the revenue share
will come directly from readers.

DIGITAL MEDIA AS WE KNOW IT
We are clearly moving toward a ubiquitous
computing environment and we have to go to
Asia in order to see it. The mobile phone may
have been invented in my region of the world,
Scandinavia, but it is the Japanese, Koreans
and Chinese who know how to use it. Digital
media in the future will stand for “always on”
whether you are at home, in the office, on the
bus, in a restaurant or even mountain climbing.
That is the future we have to plan for.
12

The newspaper content of 2020 will be
accessed by the audience in different
situations, using different channels at their
chosen times. The content will not be tied by
the clips holding the paper together, but rather
be divided into chunks or bits that can be
delivered in any combination according to the
personal preferences of individual consumers.
The readers of 2020 will expect accessibility
and personalisation of the content and delivery
of the news. They are already expecting
interactivity. The mobile phone of today is a true
reporting tool with text, image, video, sound and
communication. Advertisers will expect us to
deliver location-based communication solutions.

TODAY’S JOURNALISM
What can we learn from Wikipedia, YouTube
and Linux?
In 2020, our customers will also be our
competitors. As Wired Magazine recently
explained it, “to save themselves, U.S.
newspapers put readers to work.”
The Stampen Group last year acquired a
family-related social network for young
parents, www.familjeliv.se. The power of the
users, and the activity level all day long, is
amazing. One topic discussed on the network
was from a young mother talking about her
problem with her husband, who is in jail. Her
discussion made for what some would call
great, albeit unedited, journalism.
In major and minor news events, eye-witnesses
and participants are doing their own reporting,
and are quicker than traditional news
organisations to utilise new means of reaching
out to and connecting with their audiences, via
social networks, such as YouTube, Facebook,
MySpace, Flickr, Twitter, or through blogs or
instant messaging. This became evident in
initial reports of the tragedy of the Virginia
Tech shootings in April 2007, when footage
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and audio was captured by university students
on their mobile phones.
I truly believe good journalism will always
prevail, but we, as media companies, have to
find new ways of working together with our
customers.

LOCAL MONOPOLY AND STAND-ALONE
BEHAVIOUR
Globalisation reaches deep into our local
newspaper markets. Even though newspapers
in my country are extremely strong at the local
market level, both in terms of being the No. 1
source of information and as an advertising
medium, the global players will be important
competitors in 2020. Schibsted and Google are
already there. My bet is that the local markets
will be crowded by 2020.
Even today a pizzeria in a Swedish small town
of less than 1,000 inhabitants can be seen
using consumer reviews on the Internet as a
marketing tool, posting printouts of user
ratings next to their menus. And Google’s ad
network for handling print in co-operation
with newspapers has quickly expanded to
include half of the newspaper circulation in the
United States. Some of the first evaluations
report that it has attracted mainly smaller, local
advertisers.
The strategy of my company, the Stampen
Group, is based on the assumption that strong
local newspapers have to cooperate and share
the costs of new media concepts and
platforms. During the past four years, we have
acquired majority holdings in no less than 23
Swedish newspapers, and we are cooperating
with another 23 or so.
There is more to local presence. Geographical
positioning systems with location-based
services tied to them will make it possible for
local news, reviews and other services to be
delivered to mobile units based on exact
locations --beyond local or even hyperlocal, to
geographically pinpointed delivery of specific
news items.

MANAGEMENT OF TODAY

We are big and move slowly. We have to find,
attract and hire the right people in order to
speed up the development process, all while
connecting with the innovators and new media
entrepreneurs. Part of my company’s strategy
is to enter growth markets through connecting
with innovators. By doing so, traditional news
companies can be quicker to act on new trends,
both now, with developments such as user
participation and advertising revenue streams,
and in the years to come.
Let us keep in mind that the publishing
industry is a value-based industry. At Stampen
we have stressed a few basic values that will
help us embrace the future: courage, humility,
professionalism and passion.
It is all about people who see opportunities
where other see threats, who are creative when
others are not and who are eager to get training
in subjects they need for the future. They all
have to be passionate about the future of
media. They should, because there have never
been so many opportunities in the media
market.

Tomas Brunegård is
the CEO of the
Stampen Group in
Göteborg, Sweden,
and former CEO of
Göteborgs-Posten, the
flagship newspaper of
the Stampen Group.
Before working in the
newspaper industry,
Brunegård was Deputy COO of Burger King
Sweden, and a management consultant for
Ingemar Claesson Konsult AB. He holds an
MBA from Göteborg School of Economics, and
attended executive programmes at a variety of
schools, including Stanford Business School
and Harvard Business School. He serves on
the board of a variety of organisations,
including the World Association of
Newspapers and the Swedish Newspaper
Association.

In order to maintain their positions as
significant voices in the media landscape,
newspapers need to address a number of
issues: weak leadership, lack of business
attitude, reacting too slowly to changes that
affect the industry and inability to harness
creativity.
13
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Interview by Corriere della Sera
correspondent Alessandra Farkas
with Rob Curley[1]
The Q&A appeared in the newspaper on
January 18, 2007.
Q. Historically, newspapers have had to
reinvent themselves every 10 years to stay in
step with the times. Does this present
challenge follow the same pattern, or if not,
how is it different?
A. Relevant newspapers that connect with their
audiences have always been changing … and
not just every 10 years.
I think our industry’s opportunity right now is
to show our audience that we really want to
engage in a dialogue with them and we want to
work with them when big events affect our
community to help keep citizens informed. We
also want them to turn to us in any format they
want. If they want us on an iPod, we need to
be there. If they want us to send live scores
from their favourite team’s games, we need to
do that. If we can figure out how to beam
content directly to our readers’ brains, we
should do it.

But if you’re looking at it from a literal
perspective of what I think newspapers
currently represent, the print product is just
one of the ways we reach an audience. It’s one
of the platforms we use to keep people
informed.
Q. How would you describe or define
consumers who use newspapers as their
primary or sole source of news?
A. Informed. Smart. Charming. Good-looking.
Q. What do you feel the future holds for
print newspapers? Is the writing on the
wall? Must newspapers do in order to
survive?
A. Newspapers are going to survive. Will we
be doing things the way we’ve always done
them? Absolutely not.
In the United States, there are two types of
newspaper publishers – those who think the
most important part of the word newspaper is
“news” and those who think the most
important part of that word is “paper.” If you
work for a publisher or a company that thinks
“paper” is the most important part of that
word, then my suggestion would be to get your
resume ready.

But in doing that, we can’t overlook our
journalistic responsibilities. We’ve got to
understand that all of this technology is just
another way for us to balance little “j”
journalism with big “J” journalism – covering
the biggest stories and the smallest stories and
connecting with our community.

We can’t be afraid of reaching our audience in
new ways. It will be one of the keys to our
industry’s successful future.

In my opinion, what we’re going through right
now is nothing more than showing our
audience that we are relevant, both from a
content perspective and a technological
perspective. Though our relationship with our
readers is different than the relationship their
parents might have had with us, it’s still an
important connection.

I used to work at a newspaper where if
something big happened in Israel at 7:30 in the
morning our time, the managing editor at that
newspaper would still insist that we lead with
that story in the next day’s newspaper because
that is what this newspaper had been doing for
decades. So, when our readers woke up the
next morning, our newspaper’s lead story was
at least 24 hours old. With the Internet and 24hour news channels and a million other ways
to keep informed, newspapers can’t keep
pretending they’re the only game in town.

Q. Today, what do newspapers in their print
form represent?
A. There is all of this doom and gloom out
there right now, but people forget that the print
editions of newspapers are still a hugely
powerful way of reaching a mass audience. If
they didn’t have an impact and great reach,
stores would quit buying ads in them and
politicians wouldn’t care what we wrote in
them.
14

There’s another big factor to future success
that we better understand and that is that we
better understand and appreciate that people
consume information differently now.

Yet that’s what a ton of editors in the United
States still do every dang day. Should we have
Editor’s Note: The following
is an edited transcript of an e-mail interview by Corriere
della Sera newspaper correspondent Alessandra Farkas
with Rob Curley
[1]
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that Israel story in our newspaper? Absolutely.
Should we pretend that the only way that
people get the news is through us? Not if we
want to send our kids to college.
The newspapers that pretend they are still they
only way people learn anything are going to
fail. As my friend Bob Cauthorn says, “Having
a seat at the table is more interesting than
sitting at the head of the table.” And if we just
embrace that idea, our industry will be fine. If
we keep pretending that nothing has happened
until we print it, then the newspaper industry is
going to be in a lot of trouble.
Q. If you were to speak with a publisher in
Italy whose media group was facing the
same challenges as an analogous American
media company, what are some precise
suggestions you would give in order meet
those challenges?
A. There are seven things I think the
publishers need to think about:
1. Own breaking news. Don’t let any other
media in your community ever beat you on a
developing local news story. As soon as we
know something, we need to have it on our
Web sites, on our mobile phone editions and in
the e-mail box of every subscriber who wants
it. We have to train our readers that they should
want to turn to us several times a day, and
absolutely turn to us when they know
something big has just happened. Regardless
of what some traditional print reporters think,
you can’t scoop yourself by posting something
early on your own newspaper’s Web site. Get
over it. That sort of thinking will kill us in this
new era.
2. Hyper-local content. The Internet may be a
global medium, but it’s local content that sets
most newspaper sites apart. And getting
granular with everything from local kids’
sports stories to neighborhood politics is how
newspapers will win. National and
international news is a commodity that every
site can have. For most local newspaper sites,
local news produced by its newsroom is how
our industry will win on the Internet.
3. Embrace databases. Calendars. Restaurants.
Churches, Taxes. Home sales. Traffic tickets.
Crime. Anything that can be searched like that
should be on your site. People want that sort of
information, and we should want to make sure
that they know the newspaper can give it to them.

4. Multimedia. Using video, audio, flash
animations, etc…, should be a key part of a
“new” newspaper’s tool belt. YouTube.com
and iTunes are successful for a reason –
multimedia is now a hugely important part of
the Internet. If your publisher hasn’t heard of
YouTube or iTunes, get your resume ready.
5. Evergreen content. Evergreen content is
content that you build once that can last
forever on your site. Sometimes amazing
evergreen content appears in our print edition,
and all we need to do is compile it and make it
easy to find on our Web sites – things like
local guides, etc… But sometimes evergreen
content needs to be built or collected just for
the Web site. Evergreen content can be
anything – the history of your city, all of the
information you can gather about someone
famous from your city, maybe an overview of
your local sports team’s greatest season, etc.
6. Make sure your content can work on any
device imaginable. Web. E-mail. RSS. iPods.
Mobile phones. Other mobile devices. Sony
PSPs. Right now, I really think newspapers
should be focusing in on content for mobile
phones.
7. Make sure your newspaper isn’t a
monologue, but a dialogue, with your
audience. Can readers post comments on
stories? Can they easily contact reporters and
editors from each story? Are public-produced
blogs on your site? Can readers easily post
their own photos, video and text on your site,
etc.?
Q. Is it possible to harness the challenge of
new interactive media (blogs, YouTube, etc.)
in a way to help relaunch newspapers, or
will these different mediums always be
competing entities?
A. Is it possible for us to function in an
interactive, two-way environment? Absolutely.
Newspapers absolutely need to embrace these
sorts of things. Several very smart newspapers
already are doing this in very powerful ways.
Q. Do you feel that European media faces
the same challenges as their American
counterparts, or is there a difference?
Please specify.
A. I can tell you that from this side of the ocean,
it looks like some European newspapers are
very open to trying new things. The successes
of all of those new free dailies and that several
15
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European newspapers seem much more
advanced than U.S. newspapers when it comes
to things like text messaging to mobile phones
seems to show a lot of promise. I travel to
Europe at least a couple of times each year to
visit different media companies, and I always
learn new things and am always impressed.
I was at a newspaper conference in Vienna
earlier this year and I heard this very smart
newspaper executive, I think from somewhere
in Scandinavia, say something about how he
has heard all about the problems of our
industry, but he just wasn’t seeing it. He
basically said that any way you could gauge
the success of a newspaper showed that his
paper was stronger than ever. Revenue was up.
Circulation was up. Everything was great.
I’m not a futurist. I can’t emphasize that
enough. But that being said, I think it would be
foolish to pretend that European newspapers
are immune to the sorts of problems that
newspapers in the United States are
experiencing now. I agree with others who feel
that European newspaper publishers who think
the problems American newspapers are facing
is something unique to the United States are
making a grave error in judgment. If things are
going great for many European newspapers,
which I honestly don’t know either way, then I
would say this is a perfect time to get
aggressive. I think it makes much more sense
to put together a strategy based upon foresight
and logic instead of desperation. There are a
lot of newspapers in the United States whose
new-media strategies sure seem like
desperation to me right now.
Q. If you were to look into a crystal ball
what would you see as our information
sources in 50 and 100 years?
A. As I said earlier, I’m not a futurist. But I do
have some guesses about a few things.
You know, most of the members of my team
are younger and smarter than me. And one of
the things that I find so interesting about them
is that they call the organisations that produce
music “record companies.” Yet there probably
isn’t a single member of my staff who has ever
bought a record. They’ve bought CDs, maybe
cassettes, and they definitely use mp3s. But
not actual records, and yet that’s still what they
call these companies.
If there is any industry that has been screwed
up by the Internet more than newspapers it’s
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the record companies. But maybe what’s
happened with the record companies, at least
as far as general perception is concerned, is
similar to what might happen to the newspaper
industry.
What if everyone still calls us newspapers,
even if in the future we’re producing content
that is available in just about any format except
on paper?
I think in the future, we’ll still be called
“newspapers” but what that will really mean is
the organisation that documents the living
history of a society, and does it in every way
that our audience wants it.
And that might include paper. But it might not.
One of my favourite quotes about the future of
journalism was said nearly 75 years ago by the
publisher of small daily newspaper in rural
Kansas. His name was William Allen White, a
hugely influential publisher in the United
States during his time, and I think it’s a shame
that he’s not as influential now. He’s definitely
a hero of mine, and not just because we’re both
newspaper guys from the same state!
Look at this quote from him that he wrote in a
personal letter back in 1931:
“Of course as long as man lives someone will
have to fill the herald’s place. Someone will
have to do the bell ringer’s work. Someone
will have to tell the story of the day’s news and
the year’s happenings. A reporter is perennial
under many names and will persist with
humanity. But whether the reporter’s story will
be printed in types upon a press, I don’t know.
I seriously doubt it. I think most of the
machinery now employed in printing the day’s,
the week’s, or the month’s doings will be
junked by the end of this century and will be
as archaic as the bellringer’s bell, or the
herald’s trumpet. New methods of
communication I think will supersede the old.”
What that quote from William Allen White
shows us is that a publisher from generations
ago knew more precisely what our industry is
about then many of his modern counterparts.
One essential strategy or philosophy I also
swear by came from another Kansas journalist:
Bill Snead. Bill and I worked together at the
Lawrence Journal-World and I learned more
about journalism from him than I have from
probably anyone else in my career. Bill always
told me that the most important thing we could
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do was to have a connection with our
audience, a relationship that meant as much to
them as it did to us.

Just like 1927

That’s important because being a great
newspaper isn’t about the medium. It’s not
about if a paper version of what we produce
exists in the future. What matters most is that
the relationship with our audience survives.
That’s the real issue that newspapers should be
focusing on.

A newspaper in 2020 will be a lot like the
newspapers of 1927: smaller, textier and more
opinionated than today’s papers. Some of them
will even be printed on paper. The main thing
is that they will still exist. As will books,
magazines, short-wave radio, land-line
telephones, broadcast television and other old
aspects of the communications medium widely
slated for extinction.

Rob Curley has been
vice president for
product development
at Washington Post
Newsweek Interactive
since 2006. He
started his career as
education reporter
and online editor at a
small daily
newspaper in Kansas, and has since developed
some of the most innovative interactive news
operations in the world, at the Lawrence
Journal-World and the Naples (Florida) Daily
News. The Newspaper Association of America
named Curley “Digital Pioneer of the Year” in
2001. Curley maintains a blog about his views
and visions for the digital and print newspaper
industry, www.robcurley.com.

This is not to say that all of today’s newspapers
will still exist. The “franchise” that publishers
assumed gave them a permanent monopoly on
local advertising has vanished. The assumption
that newspapers are an essential social
institution doesn’t make anyone read them.
That very institutionalisation drives readers
away. Today’s papers seem filled with stuff
that people are not interested in.

by Roger Black

Forget the Internet. It’s not the enemy. (Indeed
the Internet will ultimately save the
newspaper.). Readers don’t read newspapers
not just because they get their news online, but
because they find them boring. There are
major societal changes involved. Journalists
are still working in a tradition that began with
the young democracy. For Americans in 1860,
farmers in rural Illinois passed around single
copies of a newspaper reporting Abraham
Lincoln’s latest speech as soon as they could
read through them. Life was risky, and there
were great uncertainties about each
individual’s future, as well as the nation’s.
The need to know was a matter of life or death.
When the telegraph, the telephone, the
Linotype, the stereotype and the rotary press
created the first news media industry,
newspapers had a true monopoly on the news,
and everyone wanted to find out what was
going on. By 1927 America, the form was set,
fortunes were made, and the dailies became an
institution so strong it survived World War II,
the Great Depression, the Cold War, Civil
Rights and Vietnam. The personal risk
involved in those inescapable events is what
made everyone read newspapers.
The printed dailies learned to compete with
radio and TV, but how will they survive the
13-year old who feels no risk, who can’t
remotely see how she’s affected by the classical
diet of world news, politics, crime, sports and
the markets – or how she has any influence on
17
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the news? The institutional newspaper is not
interested in her, anyway, except as a matter of
sociology. And increasingly, young Americans
sit in a cool media bath of their own making.
How much more fun to dip into YouTube and
Facebook, send a text message and download
songs from iTunes?
The social fears that drove newspaper
readership through the U.S. Baby Boom
generation are gone. Life seems good now.
We have peace and prosperity. Even the Iraq
War has not impinged on most middle-class
suburban lives, except where sons and
daughters have volunteered. We have
problems – the national debt, the real estate
tailspin, the immigration debate, the downtick
in employment, but people don’t seem to want
to know more about these things than a
headline rolling by on the Web, or a joke from
Jon Stewart. That’s because it doesn’t seem to
really affect them. No sacrifice is required.
This bland disconnection from the world
described in newspapers, combined with a
mordant pessimism in the financial markets
about the business, is making editors and
publishers rethink their franchise for the first
time since journalism schools distilled the
institutional definition of newspapers in the
1950s.
Now we are hearing talk in the newsrooms
about bringing unique resources – local
reporting and sports and great photography.
The New York Times has a whole research and
development department, trying out such
things as a WPF reader and a Web site for the
“T” style sections.
Citizen journalism has reared its ugly head,
and columnists are blogging all over the place.
To be sure, there are some who haven’t quite
grasped the sea change that is happening, such
as the photographers in Baltimore who had a
“byline strike” when their paper started
handing out digital cameras to the
photographers.
Other papers have taken to the web with real
enthusiasm. Publishers in Lawrence, Kansas,
and Houston, Texas, feel like they will soon be
getting enough revenue from their online
editions to pay for some kind of newsroom.
None of the current monopoly metro dailies are
able to hold onto a “franchise.” They are
competing with traditional rivals, and
increasingly with local YouTubes and
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NewsVines. And some papers won’t hold on at
all. The gap between online revenue and the cost
of the newsroom just won’t be closed in time,
and in some towns the last newspaper will fold.
For the survivors, there will some kind of
digital platform, or really platforms for news
journalism, supported by advertising. (Let’s
not assume that the new stuff will drive out the
web, or any other old form. It just takes up a
new place beside it.)
One is likely to a cheap, flexible OLED that
people can carry around, absorbing news from
a constant wireless feed. Platforms will
continue to proliferate, and people will also be
getting their news from almost every device
they touch, – their phones, music players,
thermostats and elevator screens – wherever
news can be sent. New media types will
emerge, perhaps, but in just 13 years the mix
will still be text, pictures, sound and video.
The text is not going away, since it is the
cheapest and fastest way to convey
information. Reading and writing will only be
eclipsed by telepathy, and one imagines the 1.0
version of Microsoft Telepathy will not be
very comfortable.
The text will be more legible as resolution
increases. The font issue today, like bandwidth
problems, will seem quaint.
The question is, what kind of form factor can
we use until we can deliver a digital newspaper
that is as readable, cheap and profitable as
what we have in print? The New York Times
Reader is the first good model of such a waypoint. It is based on WPF, the visual layer of
Windows Vista. One big advantage of this
format over a Web site is that a user
instinctively knows how to use it.
The typography is much better than the web.
Fonts are in the ClearType format, which is as
good as it gets on a 90-line screen using
Windows. Moreover, the type and pictures
adjust automatically and gracefully to the space
provided. A two-column page becomes a threecolumn page to keep column width easy to read.
The New York Times Reader could be
improved by taking more advantage of its
connection to the Internet; it needs more
video; it should try to build a community
around itself, opening involvement from the
readers. And the design is a little stiff, looking
more like an e-book than a dynamic
newspaper. But this can be solved by more
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templates – templates that respond to the
content that flows into them. See the weekly
Mexican newsmagazine, Indigo, designed by
Eduardo Danilo, for something a bit livelier.

these are also the people who are rich and
influential, and who top-end advertisers cannot
reach with old-fashioned TV spots and Web
site leader-boards.

We’ll have to invest in a number of trial waypoints until we find the formats and interfaces
that deliver a digital newspaper that is a live,
24-hour, rich-media magazine. And each of
these titles will have its own distinct
personality. The generic, boring, slappedtogether compilations of wire services and
syndicates will not make the cut.

In 2020, like 1927, the killer app of news
publishing will be advertising. The digital
platforms will bring rich, immersive
advertising, tailored for each reader. The
advertising will still pay for the newsrooms,
after a painful period of adjustment and some
tough selling of the idea is that a digital
newspaper is an indispensable product. Why?
Because the best way to reach this hard core is
while they are reading the news.

In 20 years there won’t be “page designers” in
the newsroom, just a template designer or two.
Template designers don’t start with grids and page
dimensions, but with a set of rules that adjust
the page according to the platform, the story,
the reader, the style, or the environment that
minute. Production will revert back to the 1927
model, with “compositors” making sure the
edition is getting out, working directly with editors
who are both verbally and visually minded,
and have known media interactivity all their
lives… New tools will make combining motion
pictures and text the work of a few seconds.
Unless there are many more events like
Sept. 11, what we used to call the free world
will continue to get its news almost
inadvertently. Survey researcher Chris Urban
found nearly 20 years ago that some five
percent of the people think news “just comes
to me.” Except for an occasional panic, then,
Western society is trending toward at least a
generation-long period of naval gazing. Best
example: people walking through the mall,
describing every turn to a friend. You never
seem to overhear commentary on the scene at
hand. It’s always, “How’re ya feelin . . . . I’m
doing okay . . . . Maybe gonna buys some
shoes.” It’s as though people are focused on a
small circle around them, including their
friends on MySpace and a group of celebrity
friends that they know intimately, from
tabloids and TV.
At the other extreme is a hard core of people
who feel obligated to get the news – either for
their work, their families, or for their own
intellectual satisfaction. These are the people
who are swelling the subscription rolls today
of the Economist and The New Yorker. This
may be just a percent or two of the population,
but in 2020 they will still be reading
newspapers, and probably will still be calling
them newspapers. It is no coincidence that

And why are these people unwilling to drop the
newspaper habit and browse through the
Internet foe needed facts and data, like a whale
sifting plankton between its teeth? Well, they
will browse, and information will be pushed to
them from all kinds of feeds. But what they
want is a narrative of the news that they can fold
into their own model of where the world is
going. This understanding of reality depends
on constant updates. It is what makes them
successful. Journalism schools have been saying
it for 30 years: it’s all about the storytelling.
What they didn’t get is that much of modern
society will be living in its own narrative
cocoon, no more reality-based than the current
group in the White House. They’re weaving their
nest, filled with bits of the media, entertainment
and interpersonal communications.
Not until the next big world crisis will the postliterate majority reach out for a newspaper, and
life will be easier if that never happens. If it
does, and if we work hard for the next 13 years
making the digital transition work, then there
will still be a newspaper ready for readers to
pick up, when they finally realise they need one
to get through the sudden dose of reality.
Roger Black, art
director of Rolling
Stone in the 70s and
The New York Times
in the 80s, became a
design consultant in
1987, with clients
such as Newsweek,
MSNBC.com. the Los
Angeles Times,
chron.com (the Houston Chronicle’s site) and
Bloomberg.com. He is currently working on a
new design for NYsun.com for the New York Sun.
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A Vision of the UK Regional Press
in 2020

Metamorphosis of an industry,
from the hard restricting shell of 1997

by Chris Bisco

FUTUROLOGY, A MUGS GAME?
Predicting the future of newspapers in 2020 is
a huge challenge.
Newspapers have experienced more technical
and social changes in the last ten years than
ever before, and the pace of change continues
to accelerate. The ultimate outcome remains
far from clear and forecast data, where
available, shows an absence of consensus.

through the struggles to break free in 2007

With so little reliable forecast data to work on,
I’ve chosen to concentrate on the sector with
which I am most familiar; the UK Regional
Press. I think this is valid because the
fundamentals of the industry are the same
wherever one operates.
So this is one man’s vision.

MY VISION FOR 2020, AN OVERVIEW
My vision for 2020 is that the successful regional
newspaper business will have stopped calling
itself a “newspaper” business. It will have
become a local multi-media communications
business (which I’m going to call Media-Co).

to the brave new World of 2020

Media-Co will have settled comfortably into
the role of supplying news and information to
local consumers, and marketing solutions for
advertisers, through any of the media channels
available locally.
It will have made full use of the opportunity to
leverage its traditional brand strengths in its
local market, and will have secured the huge
competitive advantages provided by that brand.
The new technologies emerging between 2007
and 2020 will give Media-Co new opportunities
that were not available before. Its internal
culture, its organisation and its systems will
have been re-geared towards innovative
conversion of those opportunities to add even
greater value to what it used to offer in print.
Printed newspapers will still be a big part of
what Media-Co produces, but it will have freed
itself from the cultural constraints of thinking
that it mainly prints newspapers, and just
happens to tack on a few extra media services,
such as a Web site.
By truly anticipating what consumers find
useful, Media-Co will have become an even
more important part of their local lives than it
20

was in 2007. Media-Co will still have pole
position as THE local medium.
Media-Co’s management team will have
refined and strengthened their editorial skills,
and will be highly innovative in the way they
use media channels to serve their community.
They will have gathered high levels of
professional skills built round creative talent,
and Media-Co will be a dynamic and
stimulating place to work.
Media-Co will also remain an attractive and
profitable business in which to invest, and the
confidence of investors will have been
restored. Investors will appreciate that the
wider media base through which it operates in
2020 will have made it more secure and less
vulnerable to the fortunes of individual media
channels.

VOLUME 7 REPORT N° 1 ENVISIONING THE NEWSPAPER 2020

The newspaper industry will have
metamorphosed from the hard, restricting,
shell of the print chrysalis into the colourful,
exciting, world of the multi-media butterfly!

HUGE BRAND STRENGTHS
WILL BE LEVERAGED

Consumers will be bombarded by an avalanche
of information sources in the years leading to
2020, which may be of dubious reliability or
relevance. Search engines may diminish in
value to the consumer as they rank results
according to the price paid for preferential
listing. The sheer quantity of information
available will make things harder to find.
In these circumstances, consumers will
gravitate naturally towards the brand they trust
most and with which they are most familiar.
The local newspaper brand has unique historic
strengths based on the trust built up over
centuries as the main source of reliable local
information for its communities. Regular
brand audits of the titles published by my
company, the CN Group, record consistently
that the community would feel lost and
disorientated if its weekly paper did not
appear. The very high level of affinity, even a
sense of ownership, that local residents have
for their local newspaper title is a very great
asset for Media-Co.
These huge brand assets are a marvelous base
from which to expand a business, and, by
2020, transformation into a multi-media
business will have given Media-Co more ways
of using its strengths than were available to it
in print alone.

Media-Co will also be the only brand that has
the local marketing power to shout about its
presence in print as well as in all the available
electronic media. Print will be an important
medium for drawing attention to the
complementary services available
electronically and vice versa. Media-Co will
have learned how to use and cross-promote all
its channels as the richest combined source of
local information available in its markets.
Some new brands and sub-brands (for
example, property may have a local sub-brand)
will be introduced where there is a clear
market need to establish new services for new
types of customers who have no affiliation to
the traditional brand for that area.
But the traditional local brand will continue to
provide the core services. This core umbrella
brand will be instantly recognisable and
spontaneously recalled in its local market
whicheverno matter what delivery medium is
used.

AUDIENCES WILL HAVE GROWN BY 2020
The total audiences reached by Media-Co in
2020 will have grown substantially beyond
that reached by print alone.
Even by 2007 total audiences have grown way
beyond those we had in our print-only days.
Our Web sites are now reaching substantial
audiences and more than compensate for any
print readership declines.
The chart below shows the progress since 2001
of two of the titles produced by the CN Group;
one is a weekly and one is a daily.
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As gross audience growth per issue (weekly or
daily) is shown, keep in mind their cumulative
reach over a month is far greater than the per
issue figures.
Hopefully, by 2020, the arguments about
audience metrics within the industry will have
been resolved.
The purists and pedants will have been
defeated by the pragmatists, who will delight
in headlining the gross impacts
(or Opportunities To See) offered by their
multi-media brand.
Advertisers know that their customers often
take time to decide to make a purchase and
need prompting several times before they
respond. Increases in OTS will therefore be
valued by our advertisers and should be sold as
a major addition to the value that Media-Co
gives them. Rather than being discounted as
duplication, this continuing close relationship,
this closeness, this intimacy, even the
repetition to a single prospective customer of
the advertiser’s offer, will be regarded as a
measure of the effectiveness of Media-Co’s
channels within their local markets.
And this will, of course, convert into revenue
gains for Media-Co.

A CHANGING RELATIONSHIP
WITH ADVERTISERS

The increased range of services and the depth
of audience penetration offered by Media-Co
will help develop its relationship with
advertisers. No longer will they think of MediaCo just as the place to which they sent copy for
their print advertisement through a sales person
interested only in selling them space.
Advertisers will look forward to their next
meeting with Media-Co’s media consultant,
who will effectively become a valued member
of the customer’s marketing team.
They will develop together a marketing plan
which uses a range of media services to drive
optimum response to help achieve the
customer’s business objectives. They will use a
combination of press ads, internet display ads,
search listing up-weightings, banners, links,
SMS, video and various interactive response
mechanisms which gradually draw the
consumer towards a purchase.
The advertiser will appreciate that it is more
convenient and economical to deal with one
22

media consultant than with multiple
representatives of other single channel media
businesses. Only Media-Co will have a media
portfolio that includes print! In short, MediaCo will provide advertisers with a one-stopshop for the bulk of their media needs.

WHAT NEEDS TO CHANGE TO CREATE
MEDIA-CO?
If the newspaper company is to metamorphose
from the hard, restricting, shell of the print
chrysalis into the colourful, exciting, world of
the multi-media butterfly, a lot needs to
change.
Products, processes, people skills and cultures
all need to evolve from the traditional, rather
rigid, linear processes designed to get a printed
product on the street. Different organisations
and systems are needed to serve a more fluid,
flexible and dynamic range of services for
readers and advertisers.
Most of the industry is still in the “doublewhammy” phase. We are still carrying all the
costs of the old processes and cultures while
overlaying the additional expense of the new,
and don’t have the luxury of starting from a
green field base. We are still in the
“Newspapers Plus” phase, as costs have
increased before we have really started to reap
the longer term revenue benefits which we will
grow from our new markets.
The butterfly is struggling hard to get out of
the chrysalis; it’s a painful process and looks
quite ugly to the outside observer.
But by 2020, the re-born industry will have
completed its transformation.

NEW PRODUCTS IN PLACE, MORE TO COME
The development of new products and services
is essential, and after a slow start for many in
the industry, is now well under way.
The Newspaper Society reports “the number
of regional press Web sites, radio stations and
niche publications all grew by between
21 percent and 25 percent in 2006,
demonstrating the evolution of regional
newspaper companies into multimedia
businesses delivering local news and
information 24/7 across print, online, and
broadcast channels.” It also reports that the
industry now has 1,102 Web sites at its
disposal with very large audiences in aggregate
rivalling those of the largest pure play operators.
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NEW REVENUES ONLY JUST STARTING
TO GROW

But while audiences have risen and there are
many new products in place, there is still a lot
of work to do to build revenues around them to
counter the forecast decline in traditional
revenues. What do we need to aim for by
2020? And is this target achievable?
Let’s look first at the following forecast
produced last year by the AA/WARC. (Note:
they show trends in constant 2000 prices).
At first sight this looks like a very gloomy
picture. The forecast trends are particularly
influenced by the assumption that classified –
especially recruitment – will migrate away
from the regional press towards the Internet.

But the figures above show only the data for
print advertising revenues. The following chart
adds the AA/WARC prediction for the growth
of Internet revenues.
The market reporting data is not yet
sophisticated enough to show how much of
growth of the Internet is driven by the regional
press, so the print advertising trends clearly
show only part of its revenue growth prospects.
Internet revenues have so far only reached
about 2.5 percent of total regional press ad
spend. This is relatively modest at this stage
but one might argue that these are only early
beginnings for an industry which has been
relatively slow to make the transformation into
multi-media and is still learning how to sell the
wider range of services it could now offer.

UK regional press total advertising revenue
Constant 2000 prices £M's
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UK regional press prices versus Internet
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What could revenues be by 2020 when we
have fully re-geared our business?
Let’s also remember that advertising revenues
are not the whole picture. New products
generating new revenues, such as magazines
and special interest supplements, and new
types of income, such as those from
sponsorship and events, are all adding to the
revenue base of the regional press.
Although we are not typical of the whole
industry, the CN Group’s publishing revenues
have weathered the storms of the recession in
the advertising market, and a slow-down in
circulations, extremely well. The charts below
show our overall revenue trend since 2000, which
is hardly the picture of a business in decline.

CN Group Publishing Revenues
2000 to 2006
Other Income

Circulation

Advertising

multi-media audiences we have grown. And
we are investing large sums in new publishing
systems that will convert our operations from
being “newspapers-plus-repurposing” into
single process multi-media operations.
This is not to say that we are ignoring the
threats of media migration. We know we have
to counter this trend, but the point is that we do
see opportunities to do so, and we know that
we’ve only just scratched the surface of our
new opportunities.
Re-configuring our business operations is a big
challenge, especially gearing our printing
capital base to the level required by a mixedmedia revenue stream. But at least we can see
opportunities to maintain our incomes and
hold on to our local markets while we make
our internal transformation.

NEW SKILLS FOR 2020
We also have to develop new skills. Sales force
multi-media training and new editorial skills
for in order to provide new consumer types of
content services are obvious requirements.
Less obvious is the need to develop our
marketing skills – and I don’t mean the sort of
“marketing” that tends to emerge from
newspaper sales and promotions departments.

2000

2001

2002

2003

2004

2005

2006

Source: CN Group
© World Association of Newspapers 2007-2008

AND PROFITS?
Our profits have doubled over this period.
Profit growth has, however, been offset
marginally by the high cost of funding pension
deficits and also by the significant investment
we have made in new media. Because we have
only just started to grow our new media
revenues, cost increases have so far diluted
profits.
But in 2007 has seen a sea change in the
company’s culture and in the perception
customers have about what we can do for
them. There has been a sudden spurt in new
revenues. All of a sudden our sales teams have
seen the light and are encouraged by positive
responses from local advertisers who have also
become interested in our electronic services.
We need further to develop our multi-media
sales skills to capitalise on the substantial
24

Our research tells us that customers still tend to
think of us only as the printer of their
newspaper. Despite having our Web sites for
nearly a decade, and offering new advertiser
services over that time, spontaneous recall of
our brands is still dominated by this “print only”
perception. We have a major job to do.
We need sophisticated marketing professionals
who can shift perceptions to that of a multimedia publisher without undermining the
accumulated brand strengths of the past.
Recruiting the right level of marketing skills is
therefore a must for the publisher who wants
to be in the best position in 2020.

REASONS FOR OPTIMISM
There are other reasons for us to feel
optimistic about 2020.
The Internet has already been around for just
over a decade. Sixty-two percent of the UK
audience now has access to the Internet and the
average Internet user in the UK spends around
23 hours a week online, according to a survey
by Internet polling company YouGov.
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There has also been a massive growth in
Internet advertising competition as well as a
cyclical advertising recession.
But we are still firmly in business. There have
been no significant casualties within the UK
regional press despite the battering we have
had. In some cases, print copy sales, revenues
and profits are lower than they were before,
but even the big groups are still producing
margins that other industries would die for!
And the smaller weekly community publishers
are generally in good health.
We might argue therefore that most of the big
market attacks on our businesses have already
happened and there will be only marginal
shifts from this point. Advertising market
migration may still be a threat, but the
competing services have already been around
for a decade; yet and we still hold on to the
bulk of our revenues.
The industry is still struggling to emerge from
its print chrysalis and still has a lot work to do
before it is fully equipped to exploit its new
opportunities. It will have to adjust its cost base
to fit within the new multi-media revenue mix,

but the point is it still has massive opportunities
to reinvent itself and to emerge healthily into
the brave new multi-media world!
Media-Co will look very different in 2020.
There are many reasons to be confident that
our industry has the vision, the energy and the
fundamental business strengths to emerge by
2020 as a multi-media communications
business with a wider market to operate in than
it had before 2007. It is a big change and a big
challenge, but I believe we will do it!
Chris Bisco retires
in December, 2007,
from his position
as managing director
of the publishing
division of the CN
Group, one of the
larger remaining
independent regional
newspaper groups in
the UK. Chris does not intend to retire
completely, but hopes to use his experience in
a portfolio of consultancy and management
projects for the publishing industry.

The Newspapers of the Future and Future of Newspapers 2020
by Juan Giner
Innovation believes in the
future of newspapers, but the
newspapers of the future will
be very different, better and
more profitable than ever if
they embrace change and
innovation without losing the
core and soul of our business:
journalism.
These 100 provocations are
part of what we have learned
in the last 20 years working
for more than 100 newspaper
companies around the world:

1
INNOVATE
INNOVATE
INNOVATE
Be different

6
LEAD THE PROCESS OF
CHANGE
To wait and see is not an
option anymore

2
INNOVATION
is not copying
is not adapting
is not following
but LEADING
3
INNOVATION IS
IRRESISTIBLE
Progress is inevitable
Resistance is futile

7
ONLY LEADERS CHANGE
and they change because
they are the leaders

4
Listen to NON-READERS
Listen to NON-ADVERTISERS
5
CHANGE WHEN THE PAPER
IS DOING WELL but could be
doing better

8
Between Evolution or
Revolution,
go for RE-EVOLUTION
9
CHANGE MASTHEADS but
please don’t waste too much
time discussing logos.
10
PUBLISHERS AND EDITORS
NEED TO LEAD
but all staff must be involved
and motivated
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11
Become a COMPACT
AND MORE COMPELLING
NEWSPAPER - NOT just
a tabloid or Berliner
12
SOFT NEWS & FEATURES are
NOT the solution

25
SAVE NEWSPRINT and plan
what Innovation calls an
ACCORDION NEWSPAPER

13
APPROACH SOFT NEWS as
hard news

26
CHECK YOUR CIRCULATION
DEPARTMENT, the black-hole
of many newspapers

14
DO JOURNALISM period.
Good journalism without
compromise is the answer

27
START FROM ZERO
Do as your founders did

15
INVESTIGATIVE
JOURNALISM?
…but is there any journalism
without investigation?

28
CHANGE YOUR BORING
FRONT PAGE
“Your best marketing tool” Editor of The Independent,
London

16
PRESS CONFERENCES?
They are the beginning, not
the end of a story
17
Start early. PLANNING is
more important than
deadlines
18
BREAKING NEWS is no
longer a print newspaper
function, but a 24/7 online
service to our readers
19
BREAKING NEWS in
NEWSPAPERS is
in the past
20
VIEWS-PAPERS & WHYSPAPERS are the future
21
EXCLUSIVE NEWS is our
business
22
PACKAGING AND
REPACKAGING OLD
(OR WIRE) NEWS is not
23
If you buy new printing presses
GO FULL COLOUR

26

24
Kill the MULTI-SECTION
PAPER

29
GOOD RESTAURANTS DO
NOT HAVE LONG MENUS
Your front page must display
only your specials
30
BUSY, BUSY, BUSY FRONT
PAGES are out
31
In new front pages LESS IS
MORE
32
90% of our content is
YESTERDAY’S NEWS
This is wrong
33
The papers of the future will have
this news mix:
20% YESTERDAY
30% TODAY
50% TOMORROW
34
FORGET the old silos: foreign,
national, regional, local,
politics, business,
entertainment, sports…
35
Welcome the MACROSECTIONS and MACROEDITORS

36
A financial paper could have
these Macro-Sections
MAKING MONEY
SAVING MONEY
SPENDING MONEY
37
In a Sports Paper they could
be
FOOTBALL
EEEF (Everything Else Except
Football)
38
In a general mainstream
newspaper they could be
IMPORTANT ISSUES
INTERESTING STORIES
USEFUL NEWS
39
It’s not how much your
newspaper reports but HOW
MUCH IT GETS OFF ITS
PAGES INTO THE MINDS OF
ITS READERS
40
NOBODY READS
NEWSPAPER STORIES OF
MORE THAN 500 WORDS
Edit, and post a longer
version on your Web site
41
QUICK READ STORIES are a
must
42
PUBLISH MORE
MICRO BRIEFS
MACRO BRIEFS
50-100 words
43
PUBLISH MORE
MICRO STORIES
AND MACRO STORIES
250-500 words
44
NO MORE BORING
EDITORIAL AND OPINION
PAGES but clearly identified
SHARP AND SHORT FLYING
EDITORIALS AND FLYING
COLUMNS next to the related
items
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45
NO MORE LISTINGS
(stock market & television) but
selected advice, analysis and
criticism
46
MORE AND MORE superb
colours
47
MORE AND MORE amazing
infographics
48
MORE AND MORE WHY
stories
49
MORE AND MORE the news
behind the news
50
MORE AND MORE what’s
next
51
MORE AND MORE what does
it means to you
52
LESS AND LESS politicians
53
LESS AND LESS institutions
54
LESS AND LESS press
releases
55
LESS AND LESS newspapers
of record
56
BETTER AND BETTER newsprint
and print quality
57
BETTER AND BETTER
Multimedia Storytelling
Explanatory Leads
58
KILL THE INVERTED
PYRAMID
Hot metal type is history!
59
Balance the coverage of
PROBLEMS
with possible SOLUTIONS

60
NO MORE PAGE JUMPS
Readers hate them!
61
FOCUS GROUPS
NO
62
COMPUTER-ASSISTED
BRAINSTORMINGS
YES
63
Learn from the new QUALITY
(FREE AND PAID) POPULAR
NEWSPAPERS
64
Learn from
EXPRESSO, Portugal
ELEFTHEROS TYPOS,
Greece
CAPITAL, Bulgaria.
LA VANGUARDIA, Spain
REFORMA, Mexico
EL NUEVO DIA, Puerto Rico
65
Learn more and more from
CITY AND ALTERNATIVE
MAGAZINES
66
Don’t forget that all these
changes are impossible if you
do not challenge the
TRADITIONAL NEWSROOM
MANAGEMENT SYSTEM
67
WALLS DOWN!
Redesigning a newsroom is
more important than
redesigning a newspaper
68
NO TO THE GHETTO
SYSTEM!

71
To change your paper, FIRST
KILL THE BEAT SYSTEM
as the predominant newsroom
structure
72
SECOND
ORGANISE YOUR
NEWSROOM ACCORDING
TO YOUR READERS’
INTERESTS, not your
journalists’ sources
73
THIRD
Establish a CENTRAL
CONTINUOUS MULTIMEDIA
NEWS DESK
74
Extend your multimedia brand
but don’t lose your
NEWSPAPER’S SOUL
75
Respond to the readers’ 24/7
HOUR NEWS
CONSUMPTION CYCLE
76
Learn from the new 24/7
MULTIMEDIA INFORMATION
ENGINES
77
MEDIA CONVERGENCE is
not a technological issue, but
a management one
78
Focus on
CONTENT
CONTENT
CONTENT
79
MULTIMEDIA STORYTELLING
IS A MUST

69
KILL THE ASSEMBLY LINE
Empower your journalists

80
Work with DESIGNERS,
PHOTOGRAPHERS
& INFOGRAPHERS
They are more important than

70
IMPROVE YOUR
NEWSROOM
Pay much more to fewer
and better journalists

81
But listen to the GRAPHICS
PEOPLE only if they are or
become VISUAL
JOURNALISTS
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82
If not, TRAIN THEM!
We don’t need artists
or decorators but journalists.
We are not in the cosmetics
business
83
INVOLVE DESIGNERS from
the beginning. You don’t
design a new car at the end
of the assembly line
84
Your consultant prototypes
are not enough
DO THEM OVER AGAIN AND
AGAIN
with your own staff and
improve their quality
85
DON’T TEST PROTOTYPES
Remember that a CAMEL is a
horse designed by a
committee
86
BUILDING A LIBRARY OF
TEMPLATES is more
important than having nice
prototypes
87
Forget about consultants who
do not produce
EXTENSIVE TEMPLATE
LIBRARIES AND DETAILED
STYLE BOOKS
88
Forget about consultants who
spend (and charge you) more
for
WORKING DAYS AT HOME than
at your paper
89
Don’t forget your PRODUCTION,
ADVERTISING, CIRCULATION
& MARKETING STAFFS
They must have a strong
voice, and be heard
90
DON’T DO “POLITICALLY
CORRECT” MARKET
RESEARCH
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91
AD RATES MUST GO UP
We are talking of a new,
improved and more powerful
newspaper

All these 100 provocations
can be summarized in just
one big one:
It’s not the bottle, but the
wine!

92
INCREASE SINGLE COPY
PRICES but decrease your
subscription rates
93
Position yourself as a MASS
CIRCULATION NEWSPAPER
Think BIG
94
This kind of change takes
TIME, MORE TIME, AND
THEN MUCH MORE TIME
than some clients may be
willing to pay for and many
consultants can devote to
these projects
95
Plan a really aggressive 30
days/12 months promotion
campaign
START 30 DAYS BEFORE
LAUNCH AND RUN IT FOR
A YEAR AFTER LAUNCH
96
Explain the changes to
readers and advertisers
BEFORE THE CHANGE
97
AFTER THE CHANGE
open phone and email lines
for feedback but don’t react
immediately
Wait and see and then,
if needed, correct any errors
98
MEASURE THE SUCCESS IN
CIRCULATION GROWTH
Advertising always, always,
follows
99
There is no other way
GROW OR DIE
100
Go from READERS
to AUDIENCES
And from AUDIENCES
to COMMUNITIES

Juan Antonio Giner is the is
the founding partner and
director of the Innovation
International Media
Consulting Group.
He is also editor of
the WAN Innovations
in Newspapers Global
Report, a former Harvard
University senior research
fellow, founder of the
Malofiej Infographic Awards
and past European director
of the Society
of Newspaper Design.
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2. A Magazine Future
Newspapers will be magazines
based on multi-channel networks
by 2020
by Gerd Finkbeiner
It is called “Tageszeitung” in Germanspeaking countries and “newspaper”to
English-speakers. Today, both terms are
insufficient to describe the various services
and the business model of this formerly
exclusively print-based type of up-to-date
news dissemination. These terms will be even
more insufficient in the year 2020, when
substantially more publishing and media
houses will use all available analogue and
digital channels for the dissemination of
content, while the common newspaper printing
technology of the day will issue full-colour
daily magazines as a high-quality standard
product.
Regardless of the name of the service, the core
competency of news and newspaper publishers
of the future will consist of generating content
from highly efficient networks, technically
process and manage them via networks and

continuously or at regular intervals
disseminate these contents through a multitude
of channels. The recipients of the content will
increasingly want to decide for themselves
which channel they want to use at which
time – letters and images on conventional or
electronic paper, the Internet, mobile phones or
a combination of various information carriers.
The newspaper as a print product will undergo
the same type of development that magazines
have already completed. It will serve different
target groups with tailored products. The
targeted reader groups will be defined by
income, lifestyle, age, gender, education or
place of residence. A higher number of
specialised daily and weekly newspapers will
lead to lower circulation figures and increase
the costs of distribution processes.
The looks of newspapers will also increasingly
resemble those of magazines. Higher quality
paper, special colours and coatings, a stylish
layout, and handy formats will address affluent
and mobile target groups. Agencies and
advertising customers will thus expect a
substantially improved print quality.
29

NOVEMBER 2007 SHAPING THE FUTURE OF THE NEWSPAPER

The most noticeable difference on newspaper
stand displays will be new and standardised
formats. Currently, many newspapers are
switching from broadsheet to tabloid size
within the given possibilities. However, soon
we will witness the triumphal advance of the
Berliner format, since it combines a number
of advantages. As a broadsheet it can be easily
sectioned, as an almost A3 format it can be
easily standardised, and as a tabloid microformat it becomes a classic magazine.
In addition, in the course of an overall format
standardisation, three formats are expected
to emerge that will eliminate the millimetre
differences still present today and result in
a precise Berliner, Rhinic and Nordic format.
In addition to high-quality printing and handy
formats, the magazine newspapers of the year
2020 will be further upgraded by attached
product samples or cards, as well as cross-media
special functions. Barcodes that can be read by
mobile phones will provide users with additional
information and services, while integrated RFID
chips will control logistic processes.
The increased expectations regarding
newspaper print quality and colourfulness will
place particular importance on the interaction
of paper and drying techniques. As of today,
coated quality paper, higher grammage or even
“exotic” materials, such as tracing paper, are
already used alongside normal coldset paper.
Using mixed paper types in a single product
allows the special enhancement of
advertisements or supplements and newspaper
sections to be distinguished from each other.
The paper industry is certain to live up to this
challenge and produce further optimised paper
for these purposes.
A similar scenario applies to drying processes.
The trend toward using heatset/coldset
combinations is currently also increasingly
applied to the production with double-width
presses in North America and Central Europe.
Until the year 2020, the number of installed
hybrid printing combinations of this type will
greatly increase. At the same time, the use of
UV drying in newspaper printing is
increasingly turning into the alternative of
choice for high quality special products aimed
at specific target groups. All prevalent drying
methods will have to support web speeds of
over 15 m/sec while featuring excellent energy
efficiency and CO2 emission values. To what
extent the paper and colour industry will be
30

able to develop completely new drying
techniques based on nanotechnology and
surface technology within the next 15 years
remains to be seen.
By the year 2020, the interaction of newspaper
printing presses, paper and colour will be so
well coordinated and standardised that at all
times a constant and reproducible print quality
can be observed and verified. FM screening
coupled with closed loop systems for the
adjustment and control of colours will become
part of the standard repertoire of newspaper
technology.
The newspaper printing press will be included
as an output unit in an integrated workflow
that begins in the editorial departments and
culminates in different output channels such as
the Internet, mobile phones or e-paper. It will
function as a fully automated printing press
that fulfils demands to save set-up time,
misprinted sheets and staff expenses while
meeting the expected quality consistency and
cost reduction. Leading up to the year 2020,
robot systems will be introduced in
intermediate steps for all press sizes to initially
load plates and later carry out washing
processes. The preliminary culmination of this
process consists of a combination of robotics
and closed loop sensor technology that is
aimed at non-human production. This
workflow integrates comprehensive
management information systems (MIS) that
also co-ordinate the data flow between
centralised and decentralised printing
locations. Closed-loop systems for registers,
colour and web tension control have become
standard features of today’s presses. They
support the operating staff in meeting the high
quality expectations of newspaper printing and
in securely controlling special functions such
as hybrid printing via a folder or variable
inkjet imprinting.
The transformation of newspaper presses into
all-round magazine printing presses will raise
issues concerning the role of publishers. Will
publishers focus on exclusively publishing
contents, potentially in co-operation with
others? Or will they keep up the business
model that has been popular since the begin of
modernity of also operating printing presses
themselves that by then will be expected to
operate at capacity around the clock? Totally
new structures for the printing of daily updated
products will emerge. These will include large
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centralised press output centres, as well as
small, decentralised print-on-demand units.
The publishers themselves can operate these,
as can various providers along the complete
value creation chain.
Gerd Finkbeiner
is Chairman of the
Executive Board
of MAN Roland,
responsible for
directing all aspects
of the company’s
global operations.
He also serves as
chairman of the
board of MAN Roland Inc. – the company’s
North American business unit.

Newspapers will be
like local magazines
by Gordon Borrell
Looking 13 years into the future with any hope
for accuracy is a tricky thing. I’m wondering
what futurists 13 years ago might have told us
about today. In 1994, would they have
predicted the overwhelming rise of the Internet
and the success of eBay, Google and Yahoo –
none of which existed at the time? Would they
have anticipated the precipitous decline for
North American and European newspapers,
even though they were experiencing strong
growth in the mid-1990s?
To look forward to 2020, it’s best to look back.
First, daily newspapers as we know them have
been around for nearly four centuries, so it’s
hard to imagine – even in this age of digital
media – that readers will abandon them in 13
short years. The fact is, newspaper circulation
worldwide has been increasing at an impressive
rate. There are 450 billion newspapers in
circulation every single day, with one-third of
all adults reading a newspaper. The number of
newspapers in circulation has been increasing
steadily for centuries.
In the strongest market, the United States, the
picture is vastly different. Circulation has been
declining for 20 years and slipped below the
magical point of “critical mass” – or half of all
U.S. households – two years ago. Forty years ago,
81 percent of all households got a newspaper.
Today, it’s 48 percent. Things look bad.

Between now and 2020, I see a transformation
of newspapers. They will move from the 100year-old model of paid circulation, black-andwhite news and advertising to a mostly “free”
distribution model, with lots of colour and
graphics. In essence, they will need to
differentiate themselves by become less like
newspapers and more like local magazines.
This is no great revelation. In fact, the number
of “free” newspapers has more than doubled in
the past five years and newspapers. In addition,
The New York Times and The Wall Street
Journal have been trying to revamp their look
by adding colour and graphics in recent years.
The fact is, fragmentation of media is forcing
newspapers to compete for more attention.
There are now dozens of television channels to
choose from, as well as millions of Internet
“channels.” There are also screens on cell
phones, books, iPods and radio – not to
mention television screens at gas stations, in
elevators and in convenience stores.
Rather than dwell on newspapers as a printed
product, it’s best to look at the companies that
happen to own newspapers. By 2020, many of
them will have developed a significant source
of new revenue from the Internet. Today, North
American newspapers are deriving
approximately six percent of their total gross
revenues from Internet advertising, but the
successful ones in 2020 will be deriving half
of their company revenues from that source.
And it will be a far more profitable half. In
fact, the margins from local media Web sites is
similar to that of TV and radio – north of 40
percent – while the profit margins for
newspapers tends to be 25 percent to 30 percent.
Again, we have only to look back to history to
find evidence that the future holds. In the
1950s, radio stations faced stiff competition
from television. TV viewing increased so
rapidly in the 1950s and 1960s that it yanked
radio out of “prime time” and forced it into a
“drive time” medium. It didn’t disappear
entirely, it just transformed itself in the face
of a disruptive competitor.
So newspapers will transform themselves,
becoming more glitzy, colourful and, ultimately,
relevant to local consumers. And like radio, I
don’t think the remake will help newspapers
retain market share. Rather, newspapers will
be compressed into smaller and smaller niches,
perhaps slipping to household penetration
31
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levels below 25 percent. But the readership
will be a very lucrative niche, playing to the
higher-income, higher-educated audience that
many advertisers will want to reach.

changes even in the Asian markets – albeit a
much slower and behind-the-curve transition.
The analogue newspaper industry cannot

Again, drawing from the 1950s scenario,
newspapers are leveraging themselves into a
new medium that will be a significant part of
their future. In the 1950s, many newspapers
established TV stations (just as newspapers in
the 1920s started local radio stations). Their
grasp of the digital future holds more promise
and potential for shareholders in newspaper
companies than the printed product itself.

U.S. Media Companies:
% of Gross Revenues
from Online Operations

It won’t be an easy transformation, and many
newspapers may not survive. In fact, by 2020,
I would expect to see several North American
and European newspapers disappear
altogether – particularly in large markets.
Intense competitive pressure will force
consolidation in markets where dozens of
newspapers are published.
For newspapers to make that transformation,
they’ll need to keep in mind that the opportunity
on the Internet is not a digital reproduction of the
printed product. In fact, the amount of people
going online to access local news is minuscule
compared with the numbers going online to find
commerce-related information like movie tickets,
cars for sale, jobs, business listings and travel
information. Those newspapers that strictly
define their Internet initiatives as an online
edition of the printed newspaper are hitching
their wagons to a falling star.
Unfortunately, there are very few, if any,
newspapers that have been able to achieve new
net growth for their companies by selling
Internet advertising. The amount of erosion for
print advertising has been far greater than the
amount of Internet advertising collected on the
back end. In 2007, U.S. newspapers will
generate approximately $2.3 billion from
online classified advertising (real estate,
automotive and help-wanted); their annualized
loss in these categories from the print side is
approximately $2.7 billion[1].

Company
Washington Post Co. (Newspapers)
New York Times Co. (Newspapers)
Morris Communications (Newspapers)
Scripps (Newspapers)
McClatchy (Newspapers)
Private Company (Radio & Newspapers)
Belo Corp. (Newspapers)
Gannett (Newspapers & TV)
Journal Communication (Newspapers)
Tribune Co. (Newspapers & TV)
Lee Entreprises (Newspapers)
Media General (Newspapers & TV)
Private Company (Radio Group)
Belo Corp. (TV)
Private Company (Single Newspaper)
LIN Television (TV)
Private Co. (Newspapers, Radio & TV)
Hearst-Argyle (TV)
Private Company (Newspapers)
Private Company (Radio Group)
Private Company (Radio Group)
Private Company (TV)
Journal Register (Newspapers)
Nexstar Television
Private Company (Single Newspaper)
Private Company (Radio Stations)
Public Company (TV & Radio Stations)

2007
forecast
10.7
8.1
8.1
7.0
6.6
6.5
6.0
5.9
5.0
4.6
4.3
3.7
3.5
3.2
2.8
2.7
2.6
2.4
2.4
2.2
1.8
1.7
1.6
1.4
1.4
1.2
0.3

Sources: SEC Documents, Company Statements, Borrell Associates,
Per 02 2007 data
© World Association of Newspapers 2007-2008

Online Classified Ad Sales
of 2.3 Billion in 2007
Isn't Saving U.S. Newspaper
Classified Industry from Decline
($ Billions)
19.8
19.6
17.0
16.6

Print Classified Revenue
Online Classified Revenue
16.4 16.4
15.9 15.8

17.5
16.6

18.8 18.8
17.3 16.9

15.9
13.6

In another 13 years, the media landscape will
look vastly different than it is today. I foresee
[1]
In 2007, Borrell Associates estimates U.S. newspaper
online revenues from classified advertising to be $2.3
billion; the U.S. newspaper industry peaked at $19.6
billion in 2000 and dropped to $16.9 billion in 2006, for
an annualized loss of $2.7 billion (source: Newspaper
Association of America).
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2.3
1.9
0.2
0.4
0.5
0.6
0.9 1.5
2000 2001 2002 2003 2004 2005 2006 2007
Sources: Newspaper Association of America, Borrell Associates Inc.
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maintain its health amid the remarkable
efficiency of delivering information and the
massive consumer uptake of hand-held and
desktop digital devices. It’s just become far too
expensive to pay for ink, paper, printing
presses and delivery trucks compared with the
instant, low-cost delivery of information via
the Internet. The online audience has become
massive, and the cost structure is allowing ad
rates to remain extremely low. Not just
newspapers, but all media will suffer to some
extent as the Internet draws attention away
from broadcast TV, radio and magazines.
And therein rests the opportunity for newspaper
companies. For newspapers to remain relevant
to readers, they must do three things:
• They must assess and reassess whether to
change their business model. The movement
toward free distribution is an interesting one and
should be watched very closely. As local
information becomes commoditised and “free”
via other channels like TV, radio and the Internet,
it may be the model for the future. If “free”
isn’t the model, perhaps a reduced price is.
• They must reassess their content strategies. In the
late 1800s The Evening News was able to
disrupt its staid newspaper competitor when
James E. Scripps ordered his reporters to write
“like people talk.” Newspapers that can master that
type of communication will see the same success.
• They must realise that the Internet is not
about their newspaper. Like television in the
1950s, it is not merely “radio with pictures,”
but a significant new medium. Newspapers

%
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that have created separate staffs and separate
initiatives – not combined staffs that are
expected to deliver products to two different
mediums – are the ones that will win.
Looking forward to 2020, I feel good about the
newspaper industry as a whole. The industry’s
heyday of market dominance is already long
gone, but I look forward to the transformation
that will take place over the next 13 years. In
the end, many newspapers will have turned
themselves into new companies with a new,
stronger-than-ever future ahead of them.
Gordon Borrell
is CEO of Borrell
Associates Inc., an
advertising and
benchmarking
research firm based in
Virginia, USA. Clients
include media
companies McGrawHill, Tribune, Hearst,
Belo and Cox, investment firms such as
Morgan Stanley and Deutsche Bank and
"pure-play" Internet companies such as
Google and Yahoo. Prior to leading the
research firm, Borrell was vice president for
new media for Landmark Communications,
where he worked for 22 years. He started his
career as a reporter for The Virginian-Pilot in
Norfolk, Virginia, and in 1989 he began
developing interactive ventures for Landmark,
including some of the first TV and newspaper
Web sites on the Internet, such as Weather.com.

U.S. Local Ad Share Trends: Last Half-Century
TV Disrupts Radio, Cable Disrupts TV, Internet Disrupts Everything
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Broadsheets will be replaced
by magazine-like formats
by Erwin Rametsteiner

BE OMNIPRESENT…
Time is a very limited, and therefore valuable,
commodity in a hectic world in which
multitasking seems to be the only way to
survive in satisfying the needs of different
stakeholders.
The information flow also delivers a media
soup of different ingredients. We have to check
carefully what, when and which information is
needed. Each individual has his own
preferences and daily routine, which
publishers must take into consideration in
order to satisfy special information needs.
The mobile phone is the ultimate tool –
portable, always available and able to access a
multitude of information from anywhere,
which is increasingly important to younger
generations. Television offers an incredible
variety of channels serving different tastes 24
hours a day, focusing on different needs of the
audience during the day. And broadband
Internet is by far the most extensive and fastest
way in the world to search for information.
But newspapers have the highest credibility
and trust of all media. Their brand names
represent high quality journalism, giving
newspapers the very unique opportunity to
build a strong print-online brand in order to
develop an integrated cross-media strategy.
Dedicated to the individual needs of media
consumers, publishers are able to deliver
specific content using the most suitable
medium for the day and time, be it the
morning newspaper, online edition, e-mail or
mobile phone news alerts, evening newspaper
or Sunday or weekend edition.

BE CUSTOMER FOCUSED AND
INTERACTIVE…
Young people tend to use the Internet or
mobile phone to communicate, and are less
likely to use the more static newspaper. To
make newspapers more attractive for young
readers, editors have to be focused on content
that interests this target group. Direct feedback
from readers with comments and pictures will
be offered more space in newspapers in the
future - a move that will bring them closer to
34

current trends among young people. The media
consumer becomes a content provider as well.
How to change a newspaper from a static
product to an interactive medium remains a
challenge. Printed web-links in newspapers
offer the possibility for readers to get
additional details about a topic or to give
feedback. A new
intelligent printed code
(UPcode) is a
graphical barcode
printed into the content
of a newspaper which
enables readers to
connect to the desired
Internet page via their
mobile phone camera.
These printed codes can be used in newspapers,
magazines or direct mail in order to increase
the convergence of print and web.

BE STYLISH…
Young people are so heavily interested in using
new media, such as mobile phones or the
Internet, not only because of the fast access to
information and a quick way to communicate.
They also like to be up-to-date when it comes
to fashion and style. It is important to younger
generations to look and feel good, to be
healthy and to be seen as an important part of
society, or at the very least to participate as an
individual.
Printed media have get up to speed in terms of
design, style and content in order to fulfil
current expectations, especially from young
readers.
No doubt, this is an important challenge for
newspapers to satisfy their traditional
readership and to offer, step by step, the right
content with attractive design for young
people.
In the long run, broadsheets will be replaced
by smaller formats such as Berliner, tabloids or
Micros. They are easier to read in different
locations and follow the more magazine-like
characteristic of modern newspapers. Printing
machine manufacturers will be challenged to
offer new printing possibilities either for
coldset or heatset printing, or a combination of
both.
A higher segmentation of the newspaper in
different sections printed on different paper
grades will deliver special contents to a target
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group. Slicing and dicing will become
important. Even luxury supplements will be
added to become more entertainment focused
and attract advertisers.
The main daily product will still be a fourcolor print, with standard newsprint on low
substances, such as 40 gsm or 42.5 gsm.
Improved newsprint grades with different
brightness levels and coloured newsprint, such
as salmon, green, yellow, orange or blue, will
be used for different segments. For semicommercial or heatset printing machines, the
paper industry can offer a huge variety of
higher quality paper grades satisfying all
expectations.
To increase attraction, products with special
paper grades (e.g. transparent paper), special
formats (e.g. micro) or new finishing methods
will be launched, and the paper industry will
be highly motivated to work with publishers to
innovate new products.
The way people manage their time will change
the publishing times of dailies. A minimum
two editions a day for a daily will become
regular. The main newspaper will be delivered
early morning at home or to the office, and a
“light” version in a different format will be
available during late afternoon, covering the
latest news of the day. A Sunday edition will
offer detailed analyses and background
information on weekly news. All options will
be published under the same brand.

Chinese, an Indian language, Turkish, Spanish
or Russian are worth publishing in order to
strengthen overall acceptance and the brand.

The digital printing process is an option to
deliver higher flexibility to the publisher in
covering local up-to-date news. Technological
development is the driving force.

BE SUCCESSFUL COMMERCIALLY…
As long as a strong print-online newspaper
brand is customer focused and interactive with
young readers, ready to offer different
products in a modern and attractive design,
covering both international news as well as
local news with excellent journalism, the
advertising industry is ready to invest in this
up-to-date business model.
Intelligent advertising packages allowing one
brand to cover different media sources will
increase advertising revenues, and everything
from full front page ads to customised ads
printed on coloured newsprint or transparent
paper will be allowed, as long as it attracts
young readers.
Increasingly, readers are willing to spend even
more money for an excellent newspaper
package, as long as the personal added value is
high enough. On the other hand, publications
given away for free will never reach a certain
value level.

BE LOCAL…
A strong newspaper plays an active role in the
lifeblood of a regional community.
Information about local political issues, sports
and cultural events must be published.
Especially young readers want to know what is
happening around them, and like to see photos
from different events in the hope of
recognising somebody they know.
A strong local newspaper brand is helpful
when launching an online edition. Publishers
will strengthen the local edition to be able to
deliver the required information. Increased
immigration in countries around the world
offer the opportunity to deliver messages in
more than one language. In addition to the
national language, newspapers should add at
least one foreign language section covering the
local news. Depending on immigrants in a
publication’s area of circulation, dailies in

Erwin Rametsteiner
is the Vice President
of Sales at UPM
paper company in
Finland.
Rametsteiner has
worked for almost 25
years in the paper
industry in different
sales and marketing
roles. As VP of sales, he is responsible for the
Newspaper Publisher segment.
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3. Fostering Trust
in Newspaper Brands
Online tools will shine a light
on back-door government dealings
by Craig Newmark
As digital media takes an increasing hold on
the news industry, audiences, in turn, will
demand news reporting in which they can
place the trust and confidence once reserved
primarily for newspapers. Collaborative
filtering tools and trust metrics will help to
achieve those ends.
For example, NewsTrust members recently
reviewed a New York Times story on Alberto
Gonzales, collectively analysing its strengths
and weaknesses to identify its trustworthiness,
as shown here:
http://beta.newstrust.net/.f2496e0

NewsTrust site a deeper perspective on the
daily news, by revealing important nuances
that might be lost on a casual reader.
Through analysing news for the public,
NewsTrust aims to do the following:
• Expand professional quality fact-checking
to outside the newsroom, in order to raise the
publics’ level of confidence in reporting.
Networks of professional and citizen factcheckers will routinely evaluate stories at
different levels of significance to the overall
population. However, the efforts of groups like
factcheckED.org, as adopted in high school

While the NewsTrust community gave the
article a good overall rating, with high marks
for fairness and factual evidence, they also
pointed out some deficiencies in accuracy,
balance and context.
This collaborative evaluation process based on
core journalistic principles gives visitors to the
39
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curricula, will create large networks of factcheckers.
• The vast majority of the reading audience has
moderate views, and grow weary of powerful
or extreme viewpoints dominating the news.
These audience members will use the filtering
and fact-checking tools to change journalistic
priorities.
• Newsrooms of the future will consist of
networks of reporters, editors and factcheckers. Such newsrooms will evolve from
current news operations but will link to other
such networks for syndication both ways.
Blogging networks will also be integrated into
newsrooms. In this sense, HuffingtonPost.com
is already far along this direction.
• The journalistic audience will require a
change in journalism ethics and how top
sources, such as politicians, respond to
reporters. In the future, politicians will be
required to answer questions, instead of
evading them. Feedback from the public will
make this the norm.
Increased scrutiny on governmental operations
will be facilitated by online tools for
investigation of campaign and legislative data.
Such tools will be the norm in the future, but
are becoming available now; take a look at the
Center for Responsive Politics,
OpenSecrets.org, the Center for Public
Integrity and SunlightFoundation.com.
For example, in the United States, citizen
editors on Congresspedia.org write about the
latest developments affecting legislative issues
and update factual profiles of every member of
Congress on a daily basis. A call to investigate
all 535 members of Congress who had their
spouses on the campaign payroll was
accomplished in one weekend. Thousands
used Sunlight’s "Exposing Earmarks" online
database of earmarks in the Fiscal Year 2007
Labor/HHS/Education appropriations bill to
investigate nearly two thousand earmarks. In
fact, one woman was featured in USA Today
for her discovery of an earmark that seemed to
pay the salary of former lobbyists.
Today’s citizens in the United States also
efficiently organise themselves online and
demand answers from Congress, as they did
when an anonymous objection blocked
passage of a Senate bill that would require the
online disclosure of senators’ campaign
finance information. As bloggers, they then
40

relate how such inside-the-Beltway policy
maneuvers affect their local congressional
districts and states. These bloggers will put
aside ideological leanings in order to
collaborate on efforts to make Congress the
open-source kind of legislature appropriate for
the 21st century, as they did earlier this year
through Sunlight’s Open House Project.
In the future, as a result of Sunlight’s efforts,
anyone – journalists, bloggers, and citizens
alike – will be able to go online and discover,
for example, how many lawmakers own stock
in companies that have legislation pending
before Congress, which lobbyists represented
corporations that received federal earmarks or
which lawmakers employed members of their
own families on their congressional payrolls.
The future of political and governmental
journalism is already happening, as online
tools enable more people take on the vast
amounts of paperwork politicians have been
hiding behind for generations.

Craig Newmark is a
customer service
representative and the
founder of
www.craigslist.org. In
1995, he started
craigslist, which
serves as a noncommercial
community service
with classifieds and discussion forums.
Craigslist focuses on helping people with basic
needs, starting with housing and jobs, with a
pervasive culture of trust. He needs to get out
more. Craig is also involved with a number of
community efforts, particularly involving
Mideast peace and new forms of media,
involving “participatory journalism” and
blogging.
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News from 2020
by Flavio Ferrari
In 59 B.C., official daily notices, called Acta
Diurna (Daily Acts), were first published in
Rome when Julius Caesar ordered the major
political and social events of the day to be
made available to his citizenry. State appointed
reporters, called actuarii, gathered information
on everything from wars and legal decisions to
births, deaths and marriages.
Beginning in 1605 in Strassburg, Johann
Carolus published the first newspaper,
Relation aller Fürnemmen und
gedenckwürdigen Historien (Collection of all
distinguished and commemorable news).

SUCCESS IN THE FUTURE RELIES ON THE
PAST

Caesar’s order in 59 B.C is historically
considered as the advent of the journalistic
institution.
More than 1,600 years later, Relation took on
its impressed-in-paper form. Now, more than
400 years later, the industry asks itself: what
will happen to the newspaper in just 13 years?
The word “newspaper,” as now used, covers
such a wide field that it is difficult, if not
impossible, to give it a precise definition. The
English “Newspaper Libel and Registration
Act” of 1881 states a newspaper is “any paper
containing public news, intelligence or
occurrences, or any remarks or observations
therein printed for sale, and published
periodically or in parts or numbers at intervals
not exceeding 26 days.” The British Post
Office defines a newspaper as “any publication
... printed and published in numbers at
intervals of not more than seven days,
consisting wholly or in part of political or
other news, or of articles relating thereto or to
other current topics, with or without
advertisements.”
In ordinary practice, newspapers are generally
viewed as daily or weekly publications that
report and comment on general current events.
One thing, however, is certain. The mission to
make political and social event information
available to citizens has held fast throughout
more than 2,000 years of cultural evolution. As
long as citizenship exists, someone will fulfill
the responsibility (or opportunity) of making
news available.

Newspaper publishers must look to the past,
and follow Caesar’s request by using the tools
they have at hand, be it a printing press, digital
media or a technology not yet invented. By
2020, things will not be much different than
today, they will just be simpler. The
alternatives offered by technology will be
better equalised and easier to access. The
psychosocial transformation of readers will be
secured with the inclusion of a generation of
individuals adapted to the multiplatform world.
From a reader’s viewpoint, there are just two
fundamentals publishers must keep in mind
when preparing to attend to the demands of
2020:
1- Stick to the fundamental mission
2- Understand and respect the leading desire of
the “new readers”
Apart from these two constants, available
technology has to be taken advantage of to
deliver information with adequate quality,
format and cost, at the opportune time, to
“readers.”
Although this attitude solves the existential
question of the newspaper, its sustainability as
a business has to be considered.
Readers are just one of the stakeholders. The
business model has to consider satisfaction of
all stakeholders to sustain it, while, if possible,
sharing a preoccupation with the planet and
society. The triple bottom line is: people,
planet and profit.

AN EXERCISE OF IMAGINATION
I am capable of imagining various alternatives to
the operation of a newspaper in 2020. Although
I believe that no alternative will be better than
those conceived by industry specialists, I risk
myself by sharing my own vision.
A newspaper’s brand is its foundation and its
greatest value. The newspaper is an institution
with the greatest credibility on earth.
A newspaper’s brand represents a reader’s
trust, based on the supposed expertise of
collaborators to understand the world, identify
what is relevant, deeply investigate and report
with faithfulness and impartiality, clearing
distinguishing fact from opinion and publicity.
This is what makes a newspaper different from
other players in the market, even those equally
capable of managing and distributing
information.
41
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TRUSTIN – THE RELIABLE ULTIMATE
SOCIAL TIDE INFORMATION NETWORK

In 2020, most citizens of the so-called
civilized world will have a portable
communication device able to record sound
and image (mobile phone, handheld or
similar), with access to the Internet.
The desire to be a protagonist and the
necessity to control the outflow of
information will be consolidated.
TRUSTIN is a Concept-Journal for 2020 that
can be developed by any big publisher with a
solid brand, investment capacity and
operational flexibility. It operates as an
efficient information outflow manager,
mostly obtained through a global cooperative
net, with continual receiving of relevant
information from collaborators all over the
world from their portable devices.
The team of resident journalists, supported
by intelligent systems that organise and
verify automatically the consistency of the
information, qualify and complement what is
received, authorising access to the reader’s
community. This team will not limit itself to
collaborative sources, although those will
represent more than 70 percent of the
information obtained for its database. It will
also operate proactively in the search for
information, realising journalism,
investigating and setting news agencies,
incorporating exclusive information to the
data-base.
That information will be supplemented by
analytic reports and by the opinion of
resident or hired specialists.
TRUSTIN is the platform of global access to
stocked information, nourished and made
available in real-time to the subscribers in
their portable devices, notebooks or
desktops.
With different levels of access and total
possibility of customisation, the platform
fulfills its objective to offer a communitarian
journal - ethnic, specialised, local, regional
or global - to the particular likings of the
customer, actualised in real time.
In addition to that, a synthetic impressed
version of TRUSTIN can be obtained in local
printer-stands, distributed locally in specific
spots.
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The heterogeneity of the collaborators
ensures the extent of the information.
Executives, politicians, professionals,
liberals of all areas of knowledge, besides the
general population, interact continually with
the system personally or institutionally
(through company’s subscription).
TRUSTIN’s responsible publisher secures
the content.
The subscribers, the publicity and the
intermediation of contacts are the
preferential incoming sources.
Subscriber-collaborators receive credits by
their contribution, which can be utilised to
reduce or eliminate the costs of subscription,
or even to result in personal remuneration.
TRUSTIN offers an exclusive system of
optimised message distribution to the
advertisers. It can all be done online,
including formatting the advertising through
friendly templates. The advertiser defines the
desired target and the intensity of the
communication. TRUSTIN utilises
authorised information from its base of
subscribers to select the receivers of the
message and collects through verification of
exhibition.
TRUSTIN also offers the possibility of
researching with the subscribers (that receive
credits for their collaboration) with
methodological support of Research
Institutes. Exceptionally, the direct
interaction between advertiser and subscriber
can be issued and intermediated by the
resident team.
TRUSTIN stimulates actions of relationship
that may result in real benefits to the
implicated parts and monitors the process to
ensure the ethics of the relationship.
Through associations, TRUSTIN can also be
present in other conventional mass medias,
such as radio, television (informative
customised reports), or indoor medias (in
stores, airports, elevators).
The collaborative-associative spirit of
TRUSTIN results in a greater level of
engagement with the community of readers.
Institutional actions of TRUSTIN are
intentionally focused on sustainable
development in its most ample meaning.
The motto “We serve today’s necessity,
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thinking of tomorrow’s” applies for all
stakeholders.
The social branch of TRUSTIN supports
particularly educational activities by
understanding what is better for the planet
and strategically interesting for business.
This is, synthetically, TRUSTIN, your 2020
newspaper.
Keep it simple. Do it better.

Flavio Ferrari is the
CEO of IBOPE
Media Information.
He is also a
production engineer
specialising in
marketing, with 25
years of experience in
media research,
media planning and
communication planning, working for
advertising agencies and research institutes in
Brazil.
He collaborates with various organisations
(ARF, ESOMAR, FoPeC, SBPM), and industry
organisations (APP, Grupo de Mídia), serves
as professor at Brazilian universities (ESPM,
ESAN) and is a member of the Programme
Committee of the WWRS (Worldwide
Readership Symposium). Mr. Ferrari is a
member of the Council of Instituto Paulo
Montenegro, a nonprofit organisation with the
objective of developing and running
educational projects in Brazil and Argentina.
He is the author of “Planejamento e
Atendimento” (Ed. Loyola – Brasil), an
educational book for communication students;
“Tirando o Macaco” (Ed. Biruta – Brasil), on
corporate humor; the Arguta Café blog
(http://arguta.blogspot.com) and a monthly
Marketing Magazine article titled “Cool
Hunter.”
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4. Building Networks
News organisations will be built on
large advertising networks in 2020
by Jeff Jarvis
By 2020, we had better hope that newspapers
aren’t just papers anymore, but are valued
members of larger networks that enable their
communities to gather, share, and make sense
of the news they need.
So with all respect, I’d say the World
Association of Newspapers is asking the
wrong question here (and, by the way, may
want to consider a new name): What will
newspapers look like in 2020? Well, what’s a
newspaper?
That’s what young people may well ask by
then. Jeffrey Cole of the USC Annenberg
School’s Center for the Digital Future
concludes from his latest survey of Internet use
that people ages 12-to-25 years old today, who
will be in the golden 25-to-38 demographic in
2020, will “never read a newspaper.” Never is
a strong word. Phil Meyer famously predicted
in his book,”The Vanishing Newspaper,” that if

current trends continue, the last American
paper will be published in 2040. Let that word,
too, sink in: Last.
So let’s get ahead of the curve for once. Let’s
kill the newspaper ourselves. Pick a date in the
less-distant-than-you-think future and unplug
the press. Then ask: What’s a newspaper?
What’s its real value? And how does that value
live on and grow past paper?
Oh, printed products may well continue and
in some countries still grow. But I wouldn’t
mourn their deaths so long as we find ways
for their journalism to live on and prosper.
A newspaper mustn’t define itself by its
medium. It isn’t just paper. Its strength and
value do not come from controlling content
or distribution. And protecting those
dwindling advantages is not a viable strategy
for growth – or survival.
I’ll argue that a newspaper isn’t even a
product. Journalism is a service, a process, an
organising principle. And thanks to the
technology that some think is a threat to
newspapers – namely, the internet – that
45
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service can now expand in so many ways,
turning a newspaper into something new and
something more – at a lower cost. So rather
than asking what a newspaper will be, I think
we should ask what a news organisation’s
relationship with its community can be.
Consider that we are being asked to predict the
fate of newspapers 13 years from now. Yet it
was about 13 years ago, on Oct. 13, 1994, that
the commercial browser was released by
Netscape. Think of all the change that has
occurred since then, and the accelerated pace
of that change now. Think of the profoundly
disruptive impact this has already had on many
industries, especially ours – and that it will
only continue to quicken. It is a fool’s mission
to predict the shape of technology tomorrow.
But it is not impossible to define and perhaps
predict the scope, shape and value of
journalism in our communities, where I
believe we will become organisers more than
producers.

to it. We no longer need to be all things to all
people. We can link to niche coverage that is
better than what we can afford to offer. We
also no longer need to waste resources on ego,
on all having our own television critics or golf
columnists, on sending one too many reporters
to the big story that is being covered live on
television, just so we can say we have our
byline there.
We need to do what we do best and link to the
rest. And what do we do best? Report, of
course. If we create superb and unique
journalism, the public will come to us when
other news organisations, bloggers, search
engines, and readers link to us. The link is the
key to our survival and prosperity in the future.
Thus, I believe the newspapers of 2020 will
need to both aggregate and be aggregated.
They will point to what others do well and
save the expense of doing it themselves. They
will do what they so best so others will link to
them.

I am reminded of a moment at the 2007 World
Economic Forum meeting in Davos. In a
session of the International Media Council, a
leading newspaper publisher beseeched the
young founder of Facebook, Mark Zuckerberg,
for advice on how his newspaper could create
a community, as Facebook had. The famously
laconic Zuckerberg’s response: “You can’t.”
Full stop. Later, Zuckerberg explained that
communities already exist and are already
doing what they want to do, so the question we
should ask is how we can help them do that
better. Zuckerberg’s prescription: Bring them
“elegant organisation.” That is what he did
with Facebook beginning at Harvard, followed
by even more universities, and next, the world.
And when you think about it, that is the
essence of what journalism has tried to do
since its birth: It helps organise a community’s
knowledge so that a better-informed society
can accomplish the goals it sets for itself. So
how can we do that now with the new tools
available to us?

We must find other efficiencies in the
organisation as well. Having pulled that
hypothetical plug on our presses, we can now
ask how much we would save in not only
paper, ink, printing and distribution, but also in
marketing. The scale of our businesses
changes. Practically every week, I hear news
executives mournfully wonder how the
revenue will come from online to support the
organisations they now have. It won’t. They
will be managing smaller, but more efficient
and perhaps even more profitable, enterprises.

First, we have to assure that news
organisations survive, and to do that we must
exploit the new efficiencies made possible by
the Internet, by the new architecture of news in
the era of the link. The link frees us from the
need to waste our ever-dwindling resources on
commodity information the community
already knows. We no longer need to recreate
the same news everyone else has. We can link

So how do we make sufficient revenue in the
future? I argue that we need to operate
advertising networks, finding and selling the
best of what exists both within and without of
our walls and sites. And if we do that quickly,
we have a few timely advantages: First, we
have the relationships with and the trust of
advertisers; if we assemble the best networks,
we are well-positioned to sell them. Second,
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But how can we even survive online, you ask,
with the lower value of Internet advertising?
The hard truth is that we are now operating in
the post-scarcity media economy. Local
newspapers are no longer monopolies and
cannot count on charging the premium such
control allowed. We also have left behind the
age of mass media, and so large, national
organisations, including and especially
television, can no longer offer one stop
shopping for marketers.
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advertisers have been even more timid about
this new age than we have, and so we can be
their guides. If we do not do this, be assured
that Google will.
This is where Google is a threat to
newspapers: in targeted and local advertising.
Google is not – repeat, not – a threat as an
aggregator. Indeed, aggregating and linking to
our content is the greatest gift Google can give
us; without its contribution as the new
newsstand, newspapers online will surely die.
If we can’t be searched and linked, we won’t
be found. Newspapers that are fighting Google
on aggregation are dangerous, suicidal fools.
Aggregation isn’t the issue, advertising is.
Google is making its fortune beating us to
giving better service to the advertisers that
should be ours. We should be following their
example, asking, “What would Google do?”
Well, Google has created a larger, distributed
ad network over content it need not own. We
must do the same.
So by 2020, I predict the surviving news
organisations will be built on large and
efficient advertising networks. They will place
advertising not only on the content they create
but, in far greater volume, on the content
others create. This means they need to
encourage others to create more quality
content. That, I argue, is the key strategic
challenge for newspapers: how to gather more
and produce less, how to enable others to
produce more content so we can build a larger
network around them. This reduces our cost
while increasing content for our communities.
It also reduces our cost while increasing our
potential for revenue.
So we become networks of content and
content creators. By 2020, most news coverage
will not be created by people employed by our
organisations. Much of it will still be created
by professionals, by people making a living off
journalism. But many of those will be
independent. All over the world, I see
journalists laid off from their jobs who start
their own independent news ventures, and
many are starting to make an economic go of
it. I also see newcomers creating their own
enterprises.
In our very first week at the year-old City
University of New York Graduate School of
Journalism, I scared my students, perhaps too
much, as I outlined all the challenges facing

the business of journalism. One student held
her head in her hands and lamented, “I’ve
made a terrible mistake.” But the following
week, I pulled her off the cliff as we outlined
all the opportunities we have to gather and
share news in new ways. The students began to
embrace the idea that many of them would
likely be working independently – and not just
as freelance contributors but as proprietors of
their own minimedia. This fall, I am teaching a
course in entrepreneurial journalism with the
students creating plans for new, sustainable
journalistic products and businesses.
So some journalists will be employees and
some will be independent agents. And, yes,
some gatherers of news will be amateurs:
bloggers, vloggers, and whatever comes next.
The more of this we can encourage – and the
better we help make it – the better off we will
be. So why not hand out recorders to enable
citizens to broadcast (rather, podcast) their
local government meetings? Let’s organise our
communities to collect information no staff
could gather on its own (see Jay Rosen’s
NewAssignment.net experiment in such
crowdsourced reporting). We already see this
working with Bild’s thousands of citizen
reporters, each armed with camera-phones.
There are other layers of information that
come without classical reporting: data bases of
crime or school test scores; communities of
critics helping each other find the movies they
want to watch; parents sharing scores and
photos and videos from community sports;
local businesses creating rich directories;
citizens pinpointing spots on maps where
streets have flooded, and so on.
So by 2020, I imagine that a wide network of
people will report and the value we add is to
organise and enable them: We promote their
content and sell ads on it. We educate them
(and they us). We moderate discussion. We
find the best and most trustworthy new
practitioners. And of course, we add
journalism, engaging in the reporting,
investigation and editing that will always be
needed. The more we increase the value of the
network, the more each member’s value grows.
So we gather news in new ways and share it in
new ways. We are becoming omnimedia,
finally able to choose the best media to tell and
deliver stories. But there is a more
fundamental and disruptive change underway:
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Media are becoming atomized,
hyperdistributed, turned into feeds, widgets,
data bases, APIs and links.

without the burden of infrastructure and with a
keener understanding of – and no fear of – the
new opportunities technology affords.

Again, ask What would Google do? Google
does not depend on us all coming to
Google.com. Google comes to us. The Google
ad on my blog page makes me part of the
Google network, and I spread Google every
time I post a YouTube video or Google map.
The very notions of the page and the site are
beginning to collapse. This is why Nielsen in
the United States just stopped counting
pageviews, because a page can be infinitely
deep with refreshed content. Any content can
be turned into widgets that can be displayed
anywhere. This is the future of distribution.

Sadly, I do not see enough innovation
occurring inside the established companies. I
still hear defensiveness and protection as
strategies against, rather than for, change. But
that need not be the case. The students I am
teaching are thinking independently and
inventively. That is what gives me hope. They
must reimagine their roles in a networked
architecture of news, not just reporting, which
they still must do, but also enabling the public
to gather and share news together. They need
to add roles as community organisers,
moderators and educators.

A few weeks ago, I sat at lunch with a
newspaper executive and had my 15-year-old
son, webmaster, and Facebook app
programmer along. The executive was
dismissing the value of Digg, the collaborative
editing service. But at that moment, my bored
son happened to be on his iPhone (bought with
the fruits of his Facebook programming) using
Digg. He explained to the executive that he
never goes to sites directly to read them – not
major news brands, not blogs (not even his
father’s). He gets to all the news he reads – and
here’s the good news: he reads a lot of it
–through the links of his peers. So we in media
have to be where he is. We must become
hyperdistributed.

By 2020, I am firmly optimistic that we can
have more journalism – more information and
openness, more interest in news, more
efficiency in the industry, more sustainable
journalistic ventures – but not if we stick with
the idea that any organisation can or should
own the news and not if we define ourselves
by a single medium. Newspapers will survive
and prosper only if they join in the larger, open
network of news.

Thus the very architecture of news and media
continue to shift in ways that are too complex
and mind-boggling to predict today.
Who is best to get us there? No rule says that it
will be the incumbents: today’s newspapers. If
these products, brands, and companies are to
survive and prosper in 13 years, they must
aggressively innovate today, leading – not
following – their readers and advertisers into
the new universe, reimagining and
revinventing their service – and journalism
itself – to exploit this new architecture of
media and news. Their advantage born of their
control over content and distribution will
become increasingly meaningless. Their
businesses are losing value as circulation and
advertising decline. Their brands are losing
equity as trust declines (a recent Pew survey
said 53 percent of Americans think news
stories are often inaccurate). New competitors
have the advantage of operating more nimbly,
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Newspaper networks deliver
top content to readers in 2020
by Robert Cauthorn
In 2020, the most popular daily, local news
organisation in Paris has a total of 32 reporters
and editors. It does not print at all. It reaches
its vast audience via digital means, primarily
to various kinds of mobile devices. The same
is true in cities around the globe - London,
New Delhi, New York, Los Angeles,
everywhere. Around the world, small, focused
newsrooms are the rule.
Of course Paris, New York and all the rest still
have one print newspaper that is published –
but that newspaper is published just twice a
week in the form of a rich, fat magazine
specialising in content culled from a network
of digital daily newspapers. In this sense, the
twice a week newspaper is one mouth with
many voices.
The most popular Parisian daily news
organisation in 2020 does not create any arts
coverage. No sports. No international news.
Instead, it works collaboratively with the top
Parisian arts daily for the arts coverage and
with a network of other news providers for the
international news, business news, etc.
By 2020 smart newspaper networks allow
readers to receive best-of-breed material in all
specialties. The un-bundling of the newspaper
that began in the early 21st Century has
resulted in the un-bundling of the newsroom
itself.
Now readers sip from rich networks of content
providers who excel in individual areas. It
doesn’t matter that the 32 reporters at Paris’
most popular daily news organisation can’t
cover the entire world. Instead, they focus
tightly on Parisian news and events and, with
great ardor, they work to set the intellectual
tone of the times.
How we got here, why it makes sense, and the
ways it ushers in a golden age of journalism is
a tale to tell.
All the changes started in early 2009 when the
structural problem with existing newspapers
became clear.
The structural problem was something few
people in publishing paid attention to because
people in publishing seldom study business

closely. They think they’re immune to the
kinds of forces affecting other businesses.
People tend to cling to the convenient fantasy,
after all.
The structural problem was simple and brutal
and utterly intractable. Mass media makes
sense only when economies of scale can
produce significant protections and market
advantages to the producers of mass media.
And if such protections are not produced, the
scale itself becomes a fatal liability.
While that idea steeps a bit, let’s pause to
consider whether mass media makes sense to
readers and advertisers.
The audience doesn’t require mass media
packed with material to appeal to a general
population. Each member of the audience
wants specific, narrowly cast information. A
typical consumer of a typical newspaper
requires and reads only a tiny portion of the
total offering. The rest of the content is
presented because editors don’t know what the
other 1,000,000 readers might want.
The inevitable consequence of making a single
newspaper for everyone is package bloat,
which in turn ensures that any single reader
finds that 95 percent of the product is
irrelevant.
If you produce a product for consumers who
find that 95 percent of it is irrelevant, you’ve
got a problem with the model. But that’s
exactly what today’s mass media guarantees.
Meanwhile, half of all advertisers don’t require
mass media either. If the ad is of the call-toaction variety, all an advertiser wants to do is
speak to a specific customer who is looking for
a specific item or service. Ads that seek to
create general branding do benefit from mass
media. However, newspapers aren’t able to
deliver the actual metrics necessary to prove
the ad was actually seen on page B-13.
Mass media does make sense for readers and
advertisers in this respect: all civilisations
require that people have some kind of neutral
territory in which to gather so they may
discuss the world, share experiences and
conduct trade with each other. However, by
mid-2008, it was already clear that much of
that gathering of voices and increasing
amounts of trading was taking place online.
By 2009, it was obvious that the only people
who believed mass media really made sense
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was the publishers. For most of the 20th
Century, big printing presses and the big
distribution apparatus and the big news
gathering organisation all presented gigantic
barriers to entry for anyone hoping to compete.
Media leaders weren’t paying attention to the
fact that protection was largely eroded in the
early years of the 21st century. The rise of first
“Metro” and, more importantly, “20 Minutes”
proved that excess printing capacity and small,
nimble organisations could out maneuver the
giants they competed against.
Then the rise of ubiquitous, high-speed digital
networks – wired and wireless – further
transformed the landscape prior to 2009.
People became accustomed to having any
information at any time they wanted.
The old model of being an informed citizen
was like a lake – worth and wisdom was based
on how much information one could retain. In
that model, reading excess material from a
package that was 95 percent irrelevant made
sense because you might need the information
tomorrow and you had to store it.
By 2007, it was apparent that the new model
for being an informed citizen had changed.
Now what mattered most was not how much
you retained, but how adept you were at
quickly acquiring information. Instead of
being like a lake, now the informed citizen
would dip a straw into a river of data when
they needed specific information.
Even before the watershed events of 2010,
most observers concluded that the 150-yearold business model for traditional newspapers
was no longer appropriate for the times. Kiss
that model on the cheek and bid it farewell.
One hundred and fifty years is a helluva good
run for any business model – only a handful of
business models can claim such longevity. Of
course a business model dies in phases, and
prior to 2010 the annual 10 percent decline of
revenues had not yet quickened the pace. After
all, there were advertisers who were just as out
of touch as the newspapers themselves.
Basing your business model on customers
remaining out of touch is unwise. A few within
the newspaper industry were aware of the
structural changes and began planning to shift
the business model. Too many newspaper
leaders, though, just tried to harvest the market
position on the way down.
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The problems became acute in late 2008 as the
industry came to understand that giant
organisations can be a distinct liability once
the protections of giantism no longer work.
Smaller, faster rivals arrived to publish
neighbourhood-level newspapers in large
metro areas. The incumbents’ giant printing
presses and the giant organisations were a
burden because they relied on a scale of
operation that consumed resources the revenue
could not support.
The package, the almighty mass media
package was big and over-served its audience
because it had to under the old physics of
media and in the old style of being informed.
While publishers snoozed, though, networked
information arrived. The best networks work
on a single principle: deliver exactly the right
amount of information to any destination (i.e. a
reader), no more, no less. The bloated,
anachronistic package of mass media didn’t
make sense any longer.
Then the fuel crisis of late 2009 arrived. One
of the issues that very few leaders in the media
were thinking about was this: the carbon
footprint of traditional newspaper production
is astonishing.
You cut down trees and load them into trucks,
and you truck the trees to trains, which carry
the trees to paper mills, where generators
provide electricity to grind the trees into pulp
and make the pulp into paper. You then load
the giant rolls of paper back onto trains, take
the trains to different cities and unload the
trains and truck the rolls of paper to the
newspaper plants where reporters and editors
print words on the paper (finally,
information!), which is then cut and assembled
into packages of which, as we know, 95
percent isn’t relevant to a specific reader. Then
you load those bundles back onto trucks and
drive them to distributors and, if you live in
North America, you might actually drive the
newspaper to each house. Finally, a given
reader reads the 5 percent of the bundle they
care about and then the newspaper is thrown in
the garbage and eventually another truck
comes and picks it up and drives it away.
Whew! When you think of it that way, a
printed newspaper is more about transportation
than it is about information. The staggering
carbon footprint of an object that is
specifically designed to be garbage the next
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day was ignored in the 20th Century when
industrialised nations ignored all carbon
issues.
But it underscored another profound structural
problem: the business of mass media print
production relies on cheap, plentiful energy. A
bit of basic math confirms this: the average
global daily newsprint consumption in 2007 is
about 148,000 tons. And, in various forms
those 148,000 tons per day has been driven, on
average, approximately 900 miles en route
from tree to news to garbage. If your business
model entails taking hundreds of thousands of
tons of a product that over-serves its audience
on a daily joy ride before it become garbage
tomorrow, you had better pray for cheap
energy. After all, the cumulative energy
required is the same as moving one ton 1.4
million miles. Every day.
Those prayers for cheap energy went
unanswered as prices plateaued during the fuel
crisis of 2009. Print publishers faced a perfect
storm as fuel prices hit record levels just as
advertising revenues were posting record
declines and the mere cost of the electricity to
run the printing plants was crushing, not to
mention the unbelievable expense of cutting
down forests to take them for a ride.
Even though the irony had existed for a long
time, society woke up to it during the 2009
fuel crisis. The unbelievable waste of the
process just soured the public mood.
In New York, two newspapers simultaneously
decided to publish in print just three days a
week while publishing digitally non-stop. The
accountants for the newspapers slapped their
heads and realised that, on a zero-based
analysis, they had been losing money on
Monday-Thursday since the late 1990s
anyway.
Suddenly, sending bits over the air or over the
wire was a lot more cost effective. It should
have been obvious, but old business models
die hard, and like a junkie, they lie to you a lot
on their way to the grave.
Los Angeles soon followed what was being
done in New York, where it was decided to
print only two days a week because home
delivery was, like, insane in this new world. At
the same time, L.A. found that buying
subscribers new e-ink reading devices that
could be updated over wireless was less

expensive than building new printing plants.
Paris and London followed in short order. In
Paris, in fact, they went a step further and
several newspapers went entirely digital and
then combined resources to publish a special
communal edition in print twice a week.
Newspaper companies discovered something
astonishing: they were more profitable
publishing two or three days a week than they
were before. The dwindling pool of advertisers
who specifically wanted print happily moved
to the two-or-three day a week publications.
Newspapers went from the perfect storm to the
perfect position: they were freed of the
financial burden of publishing on moneylosing days while still generating as much
revenue as before.
In the developing world, the same dynamics
were in force by 2011 because wireless
Internet access had exploded. In the same way
that the developing world adopted mobile
phones with a speed not seen in the
industrialised world, mobile Internet devices –
on telephones or dedicated readers attached to
the wireless networks – leaped forward. The
heartfelt concerns that abandoning print would
mean poor people couldn’t read newspapers
simply did not play out. In fact, via mobile
technology, the poor had greater access to
information than ever before.
New, digital-only publishers quickly realised
an important fact about the post-2010 world:
more than one third of existing newsroom staff
is there solely because of work flow
requirements of preparing a print newspaper
within an incredibly tight window of time. For
100 years, newspapers had overstaffed simply
because they had to move vast amounts of
copy in a very short print window each night.
In a world of 24-hour digital publishing, you
could effectively publish with much smaller
staffs. Thus, another round of newsroom
layoffs began in 2011.
Pundits at the time momentarily regarded this
as a dark period for journalism. In fact, the
contrary was true. Things were getting deeply
exciting.
The structural problem of traditional
publishing – mass media only makes sense
when your giant size confers economies of
scale to protect you – wasn’t just something
for publishers to address. Competitors could
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seize upon this as well, because it meant that
giantism no longer provided protections.
A trend that had already started in 2007 – the
arrival of focused five day a week free
neighbourhood newspapers – took off in the
digital space. As the incumbents began laying
people off, the newly freed journalists
inexpensively launched tightly focused digital
competitors in metro areas.
In London, Notting Hill had its own digital
newspaper staffed by a handful of
professionals and augmented by an army of
contributing readers. So did the West Village in
New York. And Kungsholmen in Stockholm
and South Mumbai. The scene was repeated
across the world.
All of these new news organisations did not
even think about print. After all, why?
Individually, these news organisations had tiny
staffs, but in most areas the combined staffing
levels of all the specialist sites was as large –
and in some cases larger – than the combined
newsrooms of the giants they replaced.
Readers benefited enormously and participated
passionately on the sites. In order to thrive,
these new specialist newsrooms required the
highest quality of work to attract an audience.
After years of managing the slow decline of
print-bound operations, journalists shivered
with excitement and ambition again.

trigger words – digital civil disobedience – and
effectively shut down the government’s efforts.
Here in 2020 it appears that governments have
realised that controlling the network, while
possible in the short term, isn’t sustainable.
While readers and journalists reveled in the
flowering of specialty online news
organisations after 2010, the situation for
advertisers was more complicated. Those
advertisers who wanted to speak to a specific
audience benefited – they were able to
purchase ads on specialist sites that exactly
matched the demographics of their target
audience. However, advertisers who wanted to
speak to the entire market were stymied by the
changes.
Quickly, the special new organisations
fashioned local networks to help advertisers
speak to the entire market. And again these
were networks that prized quality and vibrant
content. After learning to distribute advertising
across local networks, the news organisations
began to experiment with circulating content
as well.
By 2018, almost no print was devoted to nondurable media. Daily media consumption took
place on various kinds of digital readers and
reliable, cheap high speed networks.

A flaw in all of this arrived of course, when
governments decided they could bully small
news organisations. However, a new kind of
networked resistance kicked in and
governments realised that enormous pressure
could be brought to bear on them by small,
vocal players. The public, after all, has an
intrinsic interest in honesty. The networked
protests and Wikipedian riots in Beijing in
2013, in which a corporatist Chinese
government was forced to back down from
censoring material proved that people will
fight for the truth, eventually.

The nature of advertising had shifted
enormously. Now the public simply assumed
that all the information needed to make a
purchase would be available at any time.
Traditional branding campaigns – whose
purpose is top-of-mind awareness – no longer
carried much urgency unless it was
accompanied by taste-making exercises. In a
world in which an Internet riot could happen
on a rumor, the public learned to rely upon
media players to identify trends, recognise the
importance of developments and, with the
active participation of ardent
reader/collaborators, to further social
discourse. Indeed, the quality of discussion at
a given news site became a product in its own
right – virtually a third leg along with news
and advertising. People learned to choose their
news sources and news networks as much for
the quality of the community that gathered
around them as for the content itself.

Similarly, in 2016 a reactionary administration
in Washington attempted to monitor all traffic
on the network to censor dissidents. Americans
responded by flooding the network with

These trends crystallised for local advertisers
as soon as they realised that advertising too
had become a public discussion. Reader
ratings and reviews once the province of E-

Covering the news well – whether your
specialty was sports or news or culture –
mattered now in a way it had not mattered for
more than a decade.
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Bay and Amazon, proliferated across local
markets, augmented by the writers who
specialised in different topics. Because pricing
information was universally available, stores
began to differentiate themselves by service
levels. The real boon for local merchants came
with the advent of purchasing co-ops in 2012,
which allowed them to compete effectively
with mass merchandisers.
Simultaneously, call-to-action advertising
reached a new level of urgency because with
mobile access, merchants can extend offers
to customers who might be only a few feet
from your store.
For the reader, unobtrusive, on-demand
advertising is expected. Readers shop for
information the way they shop for pants –
browsing the aisles.

Robert Cauthorn
launched one of the
first five newspaper
Web sites in the world
and is generally
credited with
delivering first
profitable newspaper
Web site (in 1995) in
the world. The third
recipient of the
Newspaper Association of America’s Digital
Pioneer Award, Cauthorn has a string of
online innovations to his credit. Formerly the
VP of digital media at the San Francisco
Chronicle, where he delivered record
audiences and reversed years of losses to
deliver a profit, Cauthorn is now the CEO of
CityTools, an digital media company
concentrating on next generation products.

Many 20th Century newspaper companies
were not able to successfully manage the
transition from giant single organisations to a
loosely-knit confederation of news sources.
Those that did, however, found enormous
benefits on the other side.
Rather than dispatching a bloated bundle into
the marketplace, the news company of 2020
concentrates on delivering just the right
information – whether it is news, advertising
or discussion -- at just the right time for an
audience of one.
These smart companies began to measure
their success not just in the raw number of
readers. In 2020, we began to measure the
footprint we occupy in the public’s life as a
hallmark of success. The proper questions
were: Do readers come often throughout the
day? Do they turn to you instinctively in
times of need? Do they find friends and
gather around your digital publication? Do
you ask yourself, every day, what your
readers and advertisers need?
When being meaningful and helpful and
relevant are your primary goals – and these
are the goals for all successful 2020 news
organisations – a beautiful thing happens.
Now there is genuine intimacy between the
public and the news organisation. The
relationship is deep, enduring and passionate.
News leaders in 2020 know that now they are
performing journalism as it is meant to be
and they look back at 2007 as part of the bad
old days when we had lost our way.
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5. Shifting Business Models
The “shape” of the newspaper
in 2020
by Takashi Ishioka
It is difficult to predict the “shape” of the
newspaper in 2020. The reason is that the right
to decide the shape of the newspaper belongs
to the consumer (reader).
On the other hand, we are able to estimate the
consumers’ expectations to some degree in
2020. I will make a brave attempt to forecast
the shape of the newspaper in 2020 by tapping
into my career in a newspaper company, in
which I have focused on media business for 16
years, as well as my position in a consulting
firm as a strategic consultant.

2020, THE ELDERLY SOCIETY
First of all, the population of Japan can be
divided into three categories.
Category One is the generation represented by
people in their 20s and 30s, which means 27.1
percent of the total population of Japan. Put
another way, it is the mobile phone generation
that has almost no interest in printed newspapers.

Category Two is the generation in their 40s to
50s, which represents 27.2 percent of the total
population of Japan. In this group, there are
smart users who divide time between both
Internet and newspapers.
Category Three is the generation of people in
their 60s or older, which represents 26.5
percent of Japan’s total population. This
generation is currently the main user of
newspapers, and they have trouble using
mobile phones and the Internet.
By 2020 each category will slide up 13 years.
In addition, there will come an all-new
“Category Zero.” At that time, the population
of Category One is 25.1 percent.
These two categories still have low
subscription rates at the moment. If newspaper
companies are not able to attract them with
other mediums and develop them into a
profitable group, then newspaper companies
will face a serious situation.
Categories Two and Three, in other words those
above 53 years old, make up 45.2 percent of
the total population of Japan. This means
Japan will become an elderly society in 2020.
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Category Zero and One are not the main target
of the newspaper company in 2020 because of
the small volume and their traditionally low
subscription rate. Conversely, Category Two
and Three will become the main target because
they are already familiar with the newspaper.
Based on this point of view, if there is not a
major shift in the media literacy of this
generation, then the chance of paper media
surviving is quite large.
Well then, is there any media that can be
accepted across these generations?

ALTERNATIVE MEDIA AS A RESULT
OF MEDIA DEVELOPMENT
First, mobile phones come to mind.
Even though mobile phones as an alternative
form of media are possible, it makes no sense
at all that middle aged people have no problem
with same screen size. For this reason, it
makes no sense at all that mobiles will be
alternative media of the 21st century
newspaper. I think that the largest possibility
may be home electric appliances.
Above all things, Japanese television
penetration is the same across the population,
with the elderly spending a large amount of
time watching, as access via a remote control
is very simple. In addition, there is a trend
towards large-sized screens for several years.
Additionally, the analogue spectrum will

terminate in 2011, and then digital spectrum
broadcasting will take over the country.
All televisions will have a hard disk. As a
result, it will be possible to receive a large
volume of data very easily and very quickly.
It will also be possible to perform intelligent
sharing with all home electric appliances using
a wireless network.
It is more than probable that what we will still
see a paper-based newspaper delivered
traditionally and a digital data newspaper that
is delivered via digital spectrum broadcasting.
However, all of this is just a delivery system
that fulfills an appropriate role for this era.
The most important thing is that the newspaper
will continue to be distributed as a newspaper
and add value to the consumers in 2020. In
return, the newspaper company can receive
from the customer an evaluation that is worth
more than what was provided to them.

ADDED VALUE STRATEGY
An article written by Greg Linden, "Who
Captures Value in a Global Innovation
System? The case of Apple’s iPod," serves as a
useful reference when considering the
importance of a newspaper’s added value.
According to the article, even if all the
accessories of Apple’s iPod are foreign-made
goods, Apple and its U.S. distributor and
retailer will get US$155 at a selling price of
US$299 in the United States.

Apple iPod Value Chain
Component
Hard Drive
Display Module
Video Multimedia Processor
Portal Player CPU
Insertion, test and assembly
Battery Pack
Display Driver
Mobile SDRAM
Memory - 32 MB
Back Enclosure
Mainboard PCB
Subtotal for 10 most
expensive inputs
All other inputs
Total all iPod inputs
Source: Portelligent, Inc., 2006
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Supplier
Toshiba
ToshibaMatsushita
Broadcom
Portal
Player
Inventec
Unknown
Renesas
Samsung
Unknown
Unknown

Company
ManuHQ
facturing
Location Location
Japan
China
Japan
Japan
U.S.

Taiwan

Taiwan or
Singapore
U.S.
or Taiwan
China

Japan
Korea

Japan
Korea

U.S.

Estimated Cost as %
Factory of all iPods
Price
Parts
$73.39
51%
14%
$20.39

Gross
Profit
Rate
26.5%
28.7%

Estíd
Value
Capture
$19.45
$5.85

$8.36

6%

52.5%

$4.39

$4.94

3%

44.8%

$2.21

$3.70
$2.89
$2.88
$2.37

3%
2%
2%
2%

3%

$0.11
$0.00
$0.69
$0.67

$2.30
$1.90
$123.12

2%
1%
85%

$21.28
$144.40

15%
100%

24%
28.2%
26.5%
28.7%

$33.37

© World Association of Newspapers 2007-2008
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On the other hand, the portion the Japanese
company gets is under US$30, while the
portion of the Chinese added value is just a
few U.S. dollars at the best. So, what’s the
main point?
Apple focuses on product concept and design,
while accessory procurement and manufacturing
are out of their scope. However, they are
creating a huge amount of added value, which
leads to profit. Compared with the value
provided by the majority of parts produced by
Japanese electronic makers, the amount of
added value is surprisingly small.

Action Towards Economic
Maturation
Smile Curve

Profit

Process to commercialise of product

Planning

Product
Distribution
Manufacture

Service

Source: Takashi Ishioka
© World Association of Newspapers 2007-2008

Even when placing full effort into
“manufacturing,” unless there is a unique
differentiation, it is impossible to obtain added
value. Continuing to make high quality news is
very important, even though putting news in a
digestible form for readers could also be
referred to as news content manufacturing.
However, as you know in the iPod case, Apple
was able to create added value, but it did not
necessarily mean that it would be supported.
In 2020, the added value provided by the
newspaper will not just be about the “high
quality news” aspect, but rather the entire
concept of delivering information will become
the most important. In other words,
coordinating the entire value chain will be
necessary, but there is absolutely no need to do
everything internally. With “high quality
news,” I do not think that there is a need to
vertically integrate the entire value chain.
This is because the most important thing is the
“concept of delivering information.”

products and leveraging development
capabilities.
At both ends of the smile curve, shifting
personnel and capital is connected to the
maturation of the economy. New products,
development capabilities, and the ability to
handle consumer needs play roles in
reclaiming a new market from a saturated
market.
In addition to thinking of the shape of the
newspaper in 2020, it is not about new media
formats, but rather it is about newspapers
having to determine what is the added value
that is provided.
The "Smile Curve" hypothesis has been
advocated since the latter half of the 1990s,
and in the 2000s the scope of the hypothesis
has grown. The smile curve hypothesis
describes a phenomenon in the assembly-type
manufacturing industry, in which the
progression of global competition has caused
the ratio of value added or profit ratios within
the value chain to decline, where previously
levels had been high, while both ends of the
value chain, i.e. raw materials and parts on one
side and services, etc. on the other, have
increased.
Takashi Ishioka was
formerly in charge of
developing Asahi
Shimbun’s media
strategies in the
Office of the
President and Digital
Media Division.
Asahi Shimbun was
launched in 1879 in
Japan. Last year, Ishioka joined Dream
Incubator as a strategic consultant. The
company provides support networks with a
focus on strategic consulting and incubation
ranging from venture companies to large
companies. Dream Incubator was launched by
a former CEO and executive officers of Boston
Consulting Group K.K. in Japan. The goal of
the Dream Incubator is to create 100 excellent
companies, such as a “Sony” or “Honda,” and
to provide blue chip management resources to
high potential management executives.

In order to grow profits in a mature economy,
the key is to be able to handle the rapidly
changing consumer needs by making new
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The shift from paid to free
and from the editor to the reader

– Electric white paper, the size of a free
newspaper, foldable at US$50

by Moritz Wuttke

– Cigarette box sized video projectors, battery
powered for US$300

The next 13 years until 2020 will show many
fundamental changes in the newspaper
industry. New interactive devices, the form
factor of more compact reading devices, the
increasing need for social contact and the lack
of real interactivity will have a negative impact
on readers’ acceptance in developed societies.
The printed newspaper will get smaller and
become mostly free. New technology and
combination probably with mobile phones will
make even the printed newspaper much more
interactive than today. Low voltage E-paper or
other paper replacing foldable screens will be
available to offer an alternative to the very
haptical paper version, but very little
interactive or cost efficient in regards to
information retrieval.

KEY DRIVERS FOR CHANGE OF THE
NEWSPAPER IN 13 YEARS
Four key factors influence the newspaper
environment and therefore the product itself:
1. Technological Innovation
2. Urbanisation
3. Social Values
4. Business Model
There is no priority ranking for the above, but
the interdependency and the impact between
these four key drivers is an important factor for
the moment of change.
• Technological Innovation
Technology will play a major role in changing
the landscape of the newspaper. As experienced
many times in the past, technology as such is
not a guarantee for innovation or commercial
success. User acceptance defines whether new
technology is a breakthrough at a specific
moment or not. Often technology is either too
early for the market or just not compatible
with the social environment to make it a
success. More and more, the right pricing
plays a crucial role for the commercial roll
out.
Important breakthrough innovations by the
year 2020 will be:
– Cigarette box sized un-foldable 11” touch
screens at US$100
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Why are these innovations important for the
newspaper concept?
To be able to read while being on the move,
whether outside in the street, using public
transport or just in a restaurant is a crucial
blocking factor for the successful roll out of
the next information revolution. Making the
mobile phone smaller with every generation
while at same time increasing the screen size
has been for years the main focus of the
evolution. The contradiction lies in the respect
of the form factor, the mobility aspect of the
phone and readability of the screen. Once you
have solved this point, the mobile phone will
become the device of choice, next to the
computer and the book to consume information.
The newspaper (as paper version) will remain
the preferred choice where technology is not
available, as the newspaper doesn’t need a
device, electricity or incoming data – just the
haptic pleasure of holding the paper and
turning the page.
• Urbanisation
The number of large cities will continue to
increase. More and more cities will have 10
million-plus inhabitants, making those cities a
concentration of people who typically lack
social contacts. Information and
communication will play an important role for
these people, and newspapers will have
traditionally catered to this need. However, due
to the availability of cheap voice and text
communication, the newspaper is pushed into
a corner of passive “information download.”
Mobile phones and Internet communities will
move more and more in the direction of
information provider and social contact
“provider.” The danger of people isolation as
seen in Japan or Korea will increase, where
young citizens who spend most of their time in
front of computer games changing their
identities will develop serious deficiencies in
socialising and communicating in a one-to-one
life mode. The Japanese refer to this as
Hikikomori, the syndrome of these people
being afraid to start living by themselves in a
real world. Unfortunately, printed newspapers
can’t help.
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Urbanisation also means an increase in
commuting time. Although the natural limit
lies somewhere between 1.5 and 2.5 hours one
way, or 3 and 5 hours per day, the traffic will
be more and more congested and the number
of commuters will increase. The length per
commute will also increase, as employment
opportunities will remain largely available in
metropolitan areas. The effect of this large
increase in commuting is two fold: 1. less
available time per day at home or at a leisure
environment to consume media 2. more
available time for media on the idle
commuting moments. But to be able to
consume media in a cramped and congested
public transport, be it a metro train or bus,
the media needs to be adapted for this.
Size of media therefore counts, and the pocket
sized magazines or “Metro Newspaper” is an
obvious result of this trend in the last years.
Pocket size computers or better mobile phones
with computer functions built in will be the
device of the future: always on, always with you,
always “mine” (personal), always adaptable
(text, voice, images, video, silent, loud etc.).
• Social values
“Free is king” and “Death of distance” (The
Economist) were the first big Internet
revolutions, but “Community” is even more
powerful. The big change introduced through
the Internet was the easy accessibility of
content for free, since for the first time, you
did not need to pay to be able to read or
consume something. Everyone was saying that
the end of paid news meant that the quality of
news would deteriorate dramatically, as the
newspaper would no longer be able to pay all
of the staff members necessary to put out
quality publications.
But the reality is a very different one:
blogging, citizen journalism and free
journalists are emerging as the Next Big Thing
for quality news, at least from the perspective
of the reader. The famous “opinion” page in
any newspaper has transformed itself into a
massive contribution from millions of citizens
who like to contribute their views, their stories,
their personal experiences and their
accessibility to information untapped by the
tens or hundreds of journalists of any average
urban newspaper. This influx of subjective, but
mostly unpaid information is highly credible,
as of today, and has created hundreds of Web
sites relying on user or citizen feedback.

Web sites like www.ciao.com,
www.trustedreviews.com and many more
show clearly that individuals enjoy
contributing their own experience or views
for free to help others. They feel proud of
getting known, important and having helped
others. Accessibility of news and
democratisation of news combined with
social engagement are the new drivers and
creative force of the next 20 years. People
are not lazy in contributing to society. But
society and the party politics made it difficult
and cumbersome for citizens to participate
easily enough in a more and more
comfortable society.
Internet with its communities, such as
BulletinBoardsServices (BBS), virtual games
worlds and news Web sites will be the future
building blocks for social engagement. User
generated content (UGC), is known to
everyone thanks to YouTube, Flickr and
MySpace. A recent study from McKinsey
(Sept. 2007, Jacques Bughin) shows that 65
percent of respondents who upload videos to
the Internet, say “I seek fame, I want the world
to see my videos” and 29 percent say “ I want
others to benefit from my videos.”
Similarly, and in a way more pronounced, are
the bookmarking Web sites like del.icio.us,
digg.com and the totally free community Web
sites with a clear mission like Wikipedia,
www.360safe.com add to this new mentality:
“I help you and you help me,” and all 100
percent free. The only currency exchanged is
recognition for one’s work, and this is what
drives contributors to even higher levels of
involvement.
Or, take all of the IT and software support
community Web sites. In China at Iask,
http://Iask.sina.com, where, for example,
millions of Chinese computer users, experts,
administrators and individuals exchange their
daily computer headaches and sorrows via the
online platform and get immediate feedback
and help from other experts. These experts
are many times more experienced and quicker
in their analysis as some specialist from
Microsoft or the respective software
providers. Why? The sheer number of
contributing users outmatches any company’s
staff in the world. Therefore by intelligently
linking all these users together and indexing
their thoughts and issues, you can create a
very powerful support line.
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• Business Model

THE FUTURE NEWSPAPER

The biggest challenge for the newspaper
industry is the introduction of the free
newspaper. With paid national newspapers
competing with the free national news on the
Internet and the free Metro newspapers filling
in the gap of the quick read during breaks or
commuting, the question arises: For what
reason should I buy a newspaper today, if I get
what I normally read in the paid newspaper
somewhere else for free? As a Swiss publisher
(Urs Gossweiler) put it once in 2005, “My
readers only buy the newspaper at the
newsstand because they know that printing out
the Web site at home costs much more than
buying the whole thing at the newsstand.”

• Business Model

The reason why you could pay money for it is
pretty clear: the consumer basically pays for
the paper and the printing. For the publisher
the sales receipts cover most of the distribution
and the printing costs which leaves him in
many cases with a small contribution of 5
percent to 10 percent to his bottom line. Only
in very few cases do newspapers generate 10
percent, 15 percent or more of their profit from
subscription or newsstand sales. Those who
have achieved this revenue over many years
have good reasons to say: “Every day without
a free newspaper is a good day” (Axel
Springer, October 2005), as any free
newspaper can potentially destroy this profit
margin overnight.
Distribution for free newspapers is following
other, sometimes more freely regulated,
channels. You don’t depend on the tightly
controlled press distribution companies, and as
you don’t need to collect money neither, you
don’t really care about the return copies, as
long as you make sure that the printed
circulation is actually distributed and not
thrown away.
The main revenue for newspapers comes from
advertisements. For free newspapers, 100
percent of the revenue comes from
advertisements. For paid newspapers, only up
to 80 percent or 90 percent, but most of the
time the sales cost eat up most of these
revenues any way. As the free Metro
Newspapers around Europe and Asia have
shown, circulation is the main driver for
advertising revenue and does allow very
successfully compensating the potential loss of
sales revenue.
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As a result, I believe that in 2020, 95 percent
of the newspaper circulation will be free,
which does not correlate to the number of free
newspapers.
1. Many paid national newspapers will either
switch to free or nearly free. Others will die.
2. Some focused or specialised newspapers
will remain paid and might even focus more
on their individual topics. Examples are the
Financial Times or the Wall Street Journal
(financial vertical) or Die Neue Züricher
Zeitung (high quality vertical).
3. Regional and local newspapers will remain
paid, or if the region is large enough to
generate enough revenue through
advertisement, many go free.
The revenue coming from the printed edition
either in pure display advertisement or
classifieds will be reduced to 50 percent or
less. online and mobile revenue will make up
the other 50 percent. The newspaper will also a
have new type of “pay for performance” (P4P)
concept integrated, similar to the cost-peraction (CPA) deals that we know today from
the online world. These P4P ads will be
measured either via mobile phones, RFID or
other intelligent communication formats built
in the printed or e-paper newspaper.
• Content
For the average newspaper, excluding the
specialised ones, 40 percent of the content is
user generated content (UGC) or user initiated
content. The interaction between reader and
editor is becoming vital for the success of the
printed newspaper. Photos, text and eventually
videos (electronic newspaper) will be available
as well.
The idea of having a completely customisable
newspaper will need to be adapted in a way so
that the publisher/editor still has the final say
on the composition of the customised
newspaper to assure the direction and focus
from the specific title. We will have high
quality or content focused newspapers,
regional/local and commuter newspapers.
• Format
Formats will be small to medium sized
tabloids for 90 percent of the circulation, and
large (broadsheet) for the remaining 10 percent
of the circulation.
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• Interactivity
Successful newspapers will have transferred
their brands into the digital world. They will
have very successful newspaper brand Web
sites with their own video feeds, community
Web sites, service portals and mobile specific
applications. The reader becomes a club
member and receives “points” for interaction
with the publisher, with “bronze, silver and
gold” member readers. There will also be
reader meetings virtually, as well in real life.
The local or regional newspaper will evolve
into a community information and service
provider: Internet access, mobile phone, news
access and most importantly, interactivity will
be a key for success. Good examples of front
runners in this field can be found in Austria at
Vorarlberger Nachrichten, www.vol.at.

CONCLUSION
The biggest shift and change in the next 13
years will be seen in the business models (paid
to free), in the advertising accountability (from
low measurability to P4P), in the output
devices (e-paper or foldable screens) and the
content structure (from editorial/journalistic
driven news to user generated content).
All of these changes will impact many key
industries and competencies: many fewer
reporters and journalists on the pay roll, power
shift from the newsroom to the reader, more
focus and cost on video content, more
investment in technology in the newsroom and
less advertising spending market share for the
printed newspaper, but high growth in the
combined electronic and printed version of the
branded newspaper media portfolio. And as
many newspapers will be free, the newsstand
will sell more and more convenience products
than newspapers. The good news as well is
that there will be as much paper printed as
today or even more, but probably less than the
population growth would allow without all of
these other changes. Long live the interactive,
reader-focused News(e)paper.
Moritz Wuttke is the
CEO APAC
Publicitas, and is the
head of business
development in China
and Asia Pacific
region, based in
Shanghai

Strategic options
for an uncertain future
by Michael E. Raynor
The Internet became a palpable threat to the
traditional newspaper business just over 12
years ago, on August 9, 1995, to be precise.
That was the day Netscape Communications
floated its initial public offering. In a virtuous
self-reinforcing cycle, the success of the issue
(the share price went from $28 to $75 on the
first day, threatening records for opening-day
gains) drew attention to the company, which
drove adoption of its browser, which drove the
shares still higher.
Netscape’s success was the starter’s pistol for
the rise of the Internet as a consumer
phenomenon. The company’s flagship
Communicator product provided an intuitive,
easy-to-use platform on which anyone with a
computer and an Internet connection could
access information entirely electronically. The
walled gardens of CompuServe and America
Online became obsolete frighteningly quick,
and the notion that “information wants to be
free” went from crazy-talk to strategic premise
almost overnight.
In the ensuing decade, the Internet has become
a core communications medium, as much a
part of the social and economic fabric as
television, radio and print. And although it is
rare for a new medium to displace entirely an
incumbent, the Internet promises to steal much
of the growth that might otherwise have gone
to more traditional players.
However tumultuous the changes we have
seen, they are but a prologue to the changes
that await us. The rise of Netscape was the
beginning of a decades-long transformation of
media; the recent dominance of Google, the
advent of Facebook and YouTube, and the
possibility that Craigslist will make traditional
classifieds obsolete mark only the end of the
beginning within that arc. How the Internet
will insinuate its way into which aspects of our
commercial and private lives is still emerging.
The only thing we know for certain is that we
cannot predict what awaits us, or precisely
how newspapers in particular should respond.
Newspapers, therefore, need what all
companies facing bone fide strategic
uncertainty need: a way to prepare for what
they cannot predict.
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Luckily, the newspaper industry’s own past
provides an invaluable proving ground for
precisely the kinds of organisational and
managerial tools needed to cope effectively
with this singular challenge. U.S. newspaper
groups have grappled – largely unsuccessfully
– with at least four waves of technological
discontinuity: Videotex (1978-1985), Online
Services (1988-1992), the “Early” Internet
(1995-2000) and the “Adolescent” Internet
(2000-2005).[1] Out of these experiences have
emerged the outline of a far more effective
model that some newspaper publishers have
been implementing, often haltingly and
intuitively, but with good results nevertheless,
beginning in 2005.
What newspapers have discovered, and what
they must perfect in order to survive, is how to
separate who makes strategic commitments
from who manages strategic uncertainty.
Doing this effectively requires a corporate
office that is able to take a hands-off approach
to individual operating divisions while
simultaneously managing the industry-level
uncertainty each business faces by creating a
portfolio of strategic options. This is the only
way existing businesses will be able to make
the commitments needed to succeed in their
own industries while also having access to the
capabilities required for fundamental and rapid
strategic change.
Motivating, describing, explaining and
illustrating this model are best done through an
examination of how the U.S. industry has
responded to the challenges of the past.

VIDEOTEX: 1978-1985
In the late 1970s, videotex emerged as a
potential rival to the newspaper’s dominance in
the distribution of information. The technology
was far from perfect, with expensive and
proprietary telecommunications networks and
purpose-built video terminals required. But
deep-pocketed phone companies were
interested in the technology as a new avenue of
growth, and the very low marginal cost of
distribution and the promise of real-time
updating left newspaper executives of the day
genuinely concerned that videotex just might
be a contender.
In response, several newspaper groups invested
aggressively, launching services as early as
1978. The investment was driven by a fear that
videotex might undermine the existing
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newspaper franchises, and with so much to
lose, the response was vigorous and driven by
the senior-most management. Tens of millions
were invested over almost 10 years in the face
of an unbroken string of losses. By 1986, one
newspaper group had lost almost $60 million
dollars ensuring that if the technology became
commercially viable, it would be in the
vanguard. [2]
It is tempting to suggest that a more tentative
approach was called for. Rather than commit
vigorously and fail to adapt to signals from the
marketplace, newspapers should take a “toe in
the water,” “invest a little to learn a lot,” type
of approach. Unfortunately, doing so often
leaves one exposed to finishing at best a
distant second to companies that also bet big,
but bet right. The winning formula was
developed by Michael Bloomberg, whose
system in many ways resembled many
videotex efforts with its proprietary networks
and terminals. But where videotex was often
intended as a consumer product with
potentially widespread appeal, Bloomberg’s
service was targeted at the financial sector and
commercial markets. How well would an
incremental, sense-and-respond approach to
this market fare against Bloomberg’s fullblooded commitment to precisely that model?
In other words, commitment is crucial to
success, but it has to be the right commitment.
In this case, newspapers committed wrong
while Bloomberg committed right.
The fault here is not in choosing the wrong
path. The future is always uncertain, and it is
rare indeed that one strategic alternative
unambiguously suggests itself. In a very real
sense, what the newspapers missed out on was
merely the growth opportunity afforded by the
new technology: videotex and what it became
did not undermine the core newspaper
business. The fault was committing to videotex
in a way that precluded both capitalising on
The clinical data upon which my interpretations are
based are taken from Gilbert, Clark G. (2001) A Dilemma
in Response: Examining the Newspaper Industry’s
Response to the Internet, Harvard Business School,
Unpublished doctoral dissertation.

[1]

[2]
Of course, Videotex and its successors have been
success in other countries, e.g., France’s Minitel.
Intriguingly, this success has been built on the back of
precisely sort of “big bet” that US newspaper groups
made, it’s just that those bets were more aligned with the
marketplace realities.
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synergies with newsprint that might have
emerged and abandoning the technology when
it became clear that such synergies were not
going to materialise.

ONLINE SERVICES: 1988-1992
As online services, the precursors to today’s
Internet, emerged in the late 1980s and early
1990s, many U.S. newspapers launched a
second attempt to develop electronic publishing
as a viable communications medium. It took the
form of bulletin board services and proprietary
network infrastructure accessed over personal
computers. Newspaper groups approached the
early Internet and various online services in a
careful, tentative way. The objective, reasonably
enough, was to avoid repeating their videotex
experiences, and instead to learn and adapt,
escalating investment only as it became clear
what sorts of strategies and business models
were going to work.
It was felt at the time that these early
experiments would have the best chance of
success if they were tied to the established
newspaper operations. This allowed the
fledgling new media ventures to leverage
powerful brands and other valuable resources.
Consequently, most of the new initiatives were
housed under the same organisational roof as
the existing newsprint franchise, and were
under the control of the same operating
managers.
Although intentions were almost certainly
pure, this integrated structure had some
perverse consequences, most notably that
online publishing efforts were evaluated
almost exclusively in terms of their ability to
improve, or at least compare favorably with,
successful and yet-to-be-threatened traditional
newspaper operations. Consequently, the
managers responsible for successful
established newspapers and new media
ventures were reluctant to do anything too
dramatic with the newspapers for fear of
undermining their sound financial results. As
for new media, with so much uncertainty
surrounding precisely how to proceed, and no
pressing need to deliver either profits or
growth, the safest bet was to do essentially
nothing at all under the guise of “watchful
waiting.”
The outcome was disappointing but not
surprising. Despite ample financial resources,
managers were unwilling to create the bold

vision the new media required and eschewed
the commitment and determination that define
successful start-ups. Consequently, major
newspapers almost universally found
themselves with mediocre, sub-scale
online/offline hybrids that delivered neither big
wins nor big defeats.
Unlike videotex, then, initiatives in online
services suffered from a lack of commitment
born of conflicting priorities. Where videotex
was launched quickly and resolutely
supported, but disconnected from a larger
strategic objective, online services were seen
necessarily as tightly integrated from the start,
and because of the uncertainty surrounding
them, were unable even to get started.

THE EARLY INTERNET: 1995-2000
Missing the opportunity to learn quickly and
cheaply in the early 1990s would rapidly come
to haunt the industry. By the mid-90s the
Internet was exploding and many in the United
States were convinced that the sky was about
to fall. In 1998, credible predictions called for
a nearly 15 percent drop in revenue from
classified advertising by 2003, compared with
historical increases of close to 2 percent
annually. Since classified advertising
contributes almost 70 percent of the typical
U.S. newspaper’s profits, absent the creation of
significant and profitable new revenue streams,
such an industry-wide shift would have left
most newspapers insolvent.
Videotex demonstrated that showering cash on
an uncertain new venture is a waste of money.
But assigning existing operating divisions to
explore new territories (online services) proved
similarly ineffective, if less costly. With so
much seemingly at stake in the relatively short
run, neither expensive missteps (à la videotex)
nor cautious probing (à la online services)
were acceptable responses.
The alternative publishers generally adopted
was a highly directive set of strategies
developed by the corporate or group office, but
that were left to the operating managers to
implement. Funds were made available for
investment, and along with those funds came
detailed instructions for implementation,
covering everything from content to
advertising sales to human resources policies.
In essence, the response to the early Internet
replicated, with greater urgency, what
newspapers had done with videotex: invest
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significantly and under the careful watch of
corporate overseers.
In the event, the strategic commitments chosen
by corporate executives proved almost
uniformly misguided. It wasn’t a newspaper
that capitalised on search, it was Google. It
wasn’t a newspaper that figured out how to
make money from free classifieds, it was
Craigslist. It wasn’t a newspaper that first
exploited the power of user-generated content,
it was the blogging community. Curiously,
neither of the predictions on the demise of
readership and classified advertising revenue
were particularly on the mark. In the United
States, both continue to erode, to be sure, but
at nothing like the rates previously anticipated.
Just as the ultimately wrong-headed
commitments to videotex cannot be faulted for
being wrong thanks to the uncertainty
surrounding any new venture, it would be a
mistake to fault the content of the centralised
decision-making this time around. It is, after
all, very difficult to guess right when faced
with strategic discontinuities of this type: for
every Google there are 10 Alta Vistas. The sad
fact is that neither in-the-trenches managers
(Online Services) nor big-thinkers from
corporate (Videotex, Early Internet) were able
to exploit effectively the strategic opportunities
created by electronic publishing – whether in
the 1970s, the 1980s or the 1990s. Operating
managers pursued tepid, uninspired strategies,
essentially relegating themselves to
mediocrity. They did not commit, and paid the
price. When corporate called the shots, the
result was aggressive, high-commitment, but
ultimately wrong-footed strategic stances. In
other words, the companies were exposed to
severe failure precisely because they did
commit, and paid the price.

THE ADOLESCENT INTERNET: 2000-2005
The proximate causes of these failures are
polar opposites – not committing vs.
committing in the face of uncertainty. But the
ultimate cause is the same. Whether bottom-up
– that is, driven by operating managers – or
top-down – that is, driven by corporate
executives – those making the strategic
commitments were simultaneously attempting
to cope with the strategic uncertainty
surrounding those commitments. Lacking a
way to segregate the management of the
strategic uncertainty that was motivating action
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in the first place, the result was either timidity
or temerity – leading in turn to either
mediocrity or a disturbingly high probability
of failure.
By 2000, many leading newspapers happened
upon a more effective response: creating
essentially separate offline and online
divisions run by independent operating
managers. It became clear that despite the
long-term threat of the Internet, the sky wasn’t
falling in on the North American industry quite
as quickly as at first feared. There remained a
need to reinvent the traditional newspaper, but
not immediately. The cash flows from the
existing business were still very attractive, and
precisely what the “new newspaper” should be
remained unclear.
And so the Internet divisions created with such
vigor in the mid-1990s, as part of a grand
corporate-level strategy of defense and
renewal, became autonomous business units.
They were given much freer rein to make their
own strategic commitments even as the funds
committed to them were reduced. The
established newspaper divisions were returned
to the kind of strategic autonomy they had
traditionally enjoyed. Each division – the
Internet and newspaper – could now make the
choices it felt were necessary to be successful
within the context of its industry. Traditional
newspapers remained a mass medium that
relied on selling proprietary content to readers
and scarce space to advertisers. The Internet
businesses became much more interactive and
search based, featuring user-generated content
and a wide variety of advertising models. The
two approaches became increasingly divergent
the more the strategic commitments made in
each division remained in the hands of
operating management. And just as well:
research has shown that the more autonomous
an the Internet division was of its offline
parent organisation, the more successful it
was, whether in relevant operational terms
(number of unique page hits, percentage of
original content) or financial ones (revenue
and profits).

A WAY FORWARD
Establishing separate and autonomous units
and letting them pursue strategies appropriate
to their circumstances advances neither the
theory nor practice of new business
development within incumbent organisations.
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Strategic autonomy for managers building new
businesses is in all essential respects
managerial orthodoxy. Executives at major
U.S. newspaper groups must certainly have
known this; why did they not follow such
seemingly common sense notions from the
start?
To believe that U.S. newspaper executives had
simply blundered repeatedly is to assume that
in each case the intent of launching the new
venture was just to create a new growth
business. In other words, autonomy for the
new ventures raises the question whether each
was an exercise in diversification, an attempt
to create growth options on new and more
promising businesses in the face of threats to
the current core operations. In the case of
growth options, the hope would be that as the
old business fades, the new business flowers,
and the success of the latter will compensate
for the lingering death of the former.
The benefits of profitable growth are selfevident. But there was more to these various
new business ventures than simply the pursuit
of growth. Each time these groups diversified
it was with an eye to either protecting
(Videotex, the Early Internet) or extending
(Online Services) the existing franchise. The
explicit belief was that these new ventures
would be part of a transformation of the
newspaper in the face of thorough-going,
industry-level strategic change. Since the
intent went beyond simply launching a new
business, there was good reason not to follow
the prescriptions of new business development.
But having an idea of what one should not do
is a far cry from knowing what one should do,
especially when the nature and pace of the
necessary transformation was, in each case, so
unclear. In other words, what was needed was
not a recipe for launching a new business, but
a recipe for responding to strategic uncertainty.
This is no mean feat. The newspapers realised
that to develop the capabilities required to
compete effectively in the new medium they
needed to allow their Internet divisions
significant autonomy. In fact, in order to
remain successful as newspapers for much of
the last decade, they needed to leave the
newspapers pretty much alone as well.
Maximizing the likelihood that each division
would be successful required allowing it the
freedom to make the commitments it thought
most appropriate to its industry. Yet to go

beyond mere growth options and create the
ability to transform the overall media strategy
– that is, in order to create a true strategic
option – the newspaper groups had to preserve
the ability to bring the two divisions together
when and as appropriate. That is, managing the
strategic uncertainty that motivated the launch
of an Internet division in the first place
demanded the ability to override that
autonomy and see beyond the horizon defined
by the commitments needed for competitive
success at the division level.
Many newspapers have realised the need for
this “separate now, but perhaps integrated
later” approach, but have been unable to
implement it. The reason is they have tended
to leave making the commitments and coping
with the uncertainty in the hands of the
managers in charge of the operating divisions.
These newspaper groups have tended to see
the role of corporate as one of allocating
resources, setting performance targets, and
imposing strict control systems. This is a valid
corporate role, but it is insufficient when
facing strategic uncertainty. And so in these
groups, newspaper and the Internet division
managers have gone wall-eyed attempting to
balance two very different priorities. The result
has been an inability to commit as needed for
success in the medium term, and an inability to
combine effectively in response to larger
strategic shifts.
In contrast, we have seen some newspapers
separate who makes commitments from who
worries about responding to the longer-term
strategic uncertainties. Take, for example,
Toronto’s Globe & Mail (circ. 330,000). The
independence of the newspaper provided its
managers the latitude necessary to fight
effectively and win a good old-fashioned
circulation war in the late 1990s. Similarly, the
independence of the Internet division led to
globeandmail.com being recognised as among
the best newspaper Web sites in North
America. Yet, beginning in 2005, the Globe
began integrating the online and offline
operations. Starting with foreign
correspondents, who valued the access the
Internet provided, followed by sports – a
natural for user generated content – and then
political commentary, department after
department has begun to create a synthesis of
old and new, resulting in an integrated strategy
for the Globe. Neither old nor new media
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Cascading uncertainties and commitments
Organizational
Level

Time
Horizon

Board

10

Corporate

5

Strategic
balance
Uncertainty

Source
of Value
Strategic options:
Coping with uncertainty

Strategic commitments:
Exploiting opportunity
Business Unit

3
Commitment

Function

1

Strategic plans:
Delivering on past promises

Central to meeting the challenge of strategic uncertainty is a clear separation of managerial responsibilities by time horizon. The commonsense
notion that ì senior management looks to the long term” has frequently overlooked implication: that the top of the organization must grapple
primarily with what it does not know. This requires building strategic options. Senior operating management is responsible for a shorter timeframe
one in which making strategic commitments is possible. These commitments are designed to positioning the firm for future success.
Junior operating management must deliver today on the strategic promises made in the past.
Sources: Michael Raynor
© World Association of Newspapers 2007-2008

divisions could have created the strategy on its
own, and not even together, had they been
forced to invent it collaboratively.
What made this possible? Senior management
took responsibility for long-term uncertainty,
ensuring that the divisions were at least
partially integrated from the start, and could
deepen that integration at what they
determined to be the ideal moment. This left
operating managers free to make the
aggressive commitments required to deliver
shorter-run results. Today, as the pace and
degree of integration continue to accelerate,
globeandmail.com’s earliest editors are among
the newspaper’s most senior "Masthead"
editors, including the editor-in-chief. In short,
the Globe’s Internet division created a strategic
option that is being exercised today.
The option value of an Internet division is
central to its value to the larger organisation.
Even today, a highly profitable Internet
division does not throw off enough cash to vie
with the newspaper operations for financial
significance, even if growth rates are much
higher, and so it would be a mistake to see the
Internet efforts as simple growth options.
Instead, the Internet divisions became strategic
options, that is, self-funding incubators of the
assets and capabilities that the newspaper
business might eventually need in order to
reinvent its strategy. When and as the
complementarity finally becomes clear, the
newspaper business would be able to change
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its strategy by integrating with a successful
Internet business, one that shared not only
corporate ownership but also, if properly
managed, the corporate culture and some of
the underlying processes that would make the
integration process less risky. On the other
hand, if the synergy never materialised, the
Internet division could be left to grow on its
own, and at the limit disposed of profitably.
By effectively separating who is responsible
for creating the strategic options (the corporate
office) from who is responsible for making
strategic commitments (the operating
divisions) newspapers like the Globe & Mail
have been able to preserve the commitmentintensive strategies of their divisions yet
reduce the strategic risk they face.

STRATEGIC OPTIONS AND THE
NEWSPAPER OF 2020
If one could say with certainty what the years
running up to 2020 will bring, there would be
no need for strategic options. Unfortunately,
for all the foresight available to strategists in
the newspaper sector, the only thing we can
say for sure is that we don’t know what the
future will bring, and we don’t have anything
near the level of certainty required to the
strategic commitments today that are required
for long-term success. What new types of
media will emerge on the Internet? What will
the impact of wireless be? What entirely new
technologies will re-write the rules again? The
increasingly fast, significant, and
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unpredictable changes that have come to
characterise much of today’s modern economy
have not spared newspapers; indeed,
newspapers are in many ways the most directly
affected by these and other forces.
Coping with strategic uncertainty is
undoubtedly a critical factor in long-lived
success. But hoping merely to adapt to change
as it arrives is both extraordinarily difficult and
corrosive to the commitment-intensive
foundation of the most successful strategies.
What is needed, therefore, is a way to allow
operating divisions to make the commitments
they must make to succeed while insulating
them from the risk created by those same
commitments.
The most successful newspapers of the last
decade launched Internet businesses that
behaved as strategic options for the core
newspaper franchises. Similarly, the most
successful papers of the next decade are likely
to be those that continue to launch new
ventures not as replacements for the paper, or
as catalysts for its imminent transformation,
but instead as options on future shifts in
strategy in response to changes that today can
only be dimly imagined. This will require a
clear separation of who makes and keeps the
strategic commitments required for
competitive success from responsibilities for
deciding which new businesses to launch and
when and how to exercise or abandon the
strategic options they represent.
Author William Gibson once observed that the
future is already here, it’s just unevenly
distributed. Strategic options allow you to act
today on those aspects of the future that are
somewhere else but might be headed your way,
and then respond quickly, aggressively and
effectively if and when they finally arrive.

Michael E. Raynor
is the Distinguished
Research Fellow with
Deloitte Consulting
LLP. This article
builds on ideas from
his recent bestselling
book The Strategy
Paradox: Why
committing to success
leads to failure (and what to do about it). See
www.thestrategyparadox.com.

A vision for the
newspaper
industry, chronicled
on “Wikipedia”
by Stephen T. Gray
In the year 2020, a search for the
meaning of “newspaper” in
www.wikipedia.com or some future
descendant might yield something like
the following. Be forewarned, however,
that this is neither an impartial
encyclopedia entry nor a prediction, but
rather an opinion piece based on one
newspaper man’s hopeful vision of what
may come to pass.
Newspaper
In its heyday, a newspaper was a daily or
weekly printed publication containing
news, information and advertising,
usually serving a certain community or
geographic area, and often read by
virtually the entire literate local
population.
The first newspaper was published in
1605. As literacy spread and printing
technologies improved, newspapers
reached the pinnacle of their success
and market dominance in the late 19th
and through the first half of the 20th
Century.
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Today, printed newspapers continue to
perform largely the same function as in their
heyday. However, the large majority of
consumers now get their news, information
and entertainment from digital rather than
printed sources, and companies that
formerly centered on newspapers now
provide a wide array of information and
marketing services spanning a wide range of
digital and print media.
Newspapers in their heyday
Before the emergence of digital information
technologies in the late 20th Century, the
daily newspaper was the highest-bandwidth
“information pipeline” available to
consumers. Prepared with the fastest
available printing technology and homedelivered or sold on the street, it was a
cutting-edge solution providing the freshest
possible news and information.
This made newspapers an indispensable
information source for virtually all
households in developed nations.
This near-universal reach made newspaper
advertising a highly efficient solution for
businesses seeking to reach the consumer
population in local markets.
Consequently, newspapers tended to be
highly influential in their communities, and
newspaper companies – often enjoying local
quasi-monopolies – tended to be highly
profitable.
The newspaper business model in that era
consisted of amassing a large public
audience by publishing news and
information of interest to all consumers, and
enabling businesses to present marketing
messages to this audience in the form of
paid advertisements. A typical newspaper
achieved a quarter to a third of its revenues
through subscriptions and newsstand sales,
and two-thirds to three-quarters of its
revenues from the sale of advertising to
businesses and to consumers (classified
advertising).
The dominance of printed newspapers
began to fade in the mid – to late – 20th
Century, with the proliferation of radio and
television. Then, with the emergence of
digital media and the Internet at the start of
the 21st Century, all three members of the
so-called “mass media” saw steady
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declines in their audiences as consumers
switched to digital means to obtain news,
information and entertainment.
Today, a typical printed newspaper serves a
shrinking minority of the population in its
circulation area – typically 30 percent or less
each day, with readers’ ages averaging 60
or older. Their shares of local advertising
expenditures have declined accordingly, as
businesses have sought other options to
reach the large and growing number of nonnewspaper readers. (Exceptions occur in
developing nations where digital sources
remain less available and newspapers
continue to serve high percentages of the
literate population.)
However, most companies that publish
newspapers have responded in the last 20
years by greatly expanding and diversifying
the range of information and advertising
services they provide, becoming diverse
local information and marketing companies
rather than merely newspaper companies.
Disruption and transition
With the start of the 21st Century and the
growth of the Internet, the shrinkage of the
newspaper and its business model
accelerated. Consumers migrated from print
newspapers to digital sources of news,
information and entertainment in growing
numbers, and new competitors sprang up to
offer digitally based information and
advertising solutions.
As ad revenues and profit margins declined,
many newspaper companies only gradually
realized their traditional business formula
was being permanently disrupted. In the first
phase of the digital transition (roughly 1995
to 2007), most companies responded
defensively, reproducing the print product
online and redoubling their efforts to
improve and sell the printed product, while
simultaneously cutting costs and reducing
staffs.
Meanwhile, outside the industry,
innovators were rapidly deploying digital
technologies online to create new ways of
attracting and engaging audiences, often
using very different approaches to news,
information and entertainment. They also
were developed and implement a wide
variety of new online advertising models
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enabling businesses to reach target
consumers more effectively through digital
technologies.
Early examples of such online consumer
offerings included social networking efforts
such as www.myspace.com and
www.facebook.com, buy-sell solutions such
as www.craigslist.com and www.ebay.com,
user-created information repositories such
as www.wikipedia.com, and searchable
databases of businesses with consumer
ratings, such as www.angieslist.com and
www.kudzu.com.
Early examples of such online advertising
solutions included e-mail marketing, online
video, lead generation, demographic and
behavioral targeting and paid search
advertising, as well as niche solutions
addressing consumer and business needs,
such as www.monster.com (employment)
and various auto and real estate Web sites.
Gradually, some newspaper visionaries
realized they could adopt the same digital
technologies to unlock many new
opportunities in local markets. With time,
this realization spread across the industry.
Newspaper companies came to realise they
would shrink into insignificance unless they
pushed aggressively beyond their fading,
print-bound business model to a far broader
definition of purpose.
New concepts of “local publishing”
At the heart of the transition was a critical
realisation: That, just as printing
technologies had been used generations
before, the Internet’s technologies could be
deployed to unlock vast amounts of
previously untapped local information,
making it usable and searchable for
everyone. The many dimensions of digital
technologies made it possible to fulfill
consumer and business needs that no
previous media, including newspapers,
could adequately address.
Newspaper companies as well as other
competitors saw these opportunities and
rushed to fill the void. By fulfilling
consumers’ needs and desires for many
kinds of information, social interaction, and
solutions for consumer occasions, new
audiences could be created. At the same
time, digital technologies could be used to

provide new, interactive advertising
solutions for businesses.
What formerly had been newspaper
companies rushed to reinvent themselves.
While continuing to publish news and
newspapers, most of these companies have
diversified far beyond those boundaries,
striving to fulfill the widest possible range of
information and interaction needs among
consumers and of marketing, advertising
and communication needs among
businesses.
To meet consumer needs, such companies
now typically publish a large and expanding
suite of information services including but
not limited to daily, weekly and monthly
printed products (paid and free), numerous
Internet vehicles for news, social
networking, community dialogues, user selfpublishing, a wide array of consumer and
business databases, an assortment of buysell services, a number of local Wikipedias
and other searchable user-knowledge
repositories, and a range of other digital
services via e-mail, mobile phone and other
channels, using a variety of text, audio and
video media.
To meet business needs, they typically
provide numerous print advertising vehicles
to reach general and niche audiences plus a
broad and growing assortment of digital and
online solutions including but not limited to
geographic, behavioral and contextual
targeting, lead generation, e-mail, paid
search, Web site optimisation, video, audio,
mobile and other emerging technologies and
media. Many also offer self-serve
advertising vehicles, customer loyalty
programs, back-office tools and platforms,
transactional services, product delivery
services, public events and other businesssupport services.
In all of these areas, these former
newspaper companies find themselves
facing fierce competition from a vast and
growing number of other providers. The low
cost of digital publishing, as compared to
the large investment required to buy a
printing press, has enabled many
entrepreneurs to create successful local
publishing enterprises and compete directly
for consumer and advertiser attention in
local and national markets.
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For consumers and businesses, however,
this has yielded a vastly greater range of
choices for news, information,
entertainment and advertising than in the
days of newspaper dominance.
What newspaper companies have become
In its golden era, the newspaper-centered
business model of the 20th Century enabled
newspaper companies to achieve
exceptional profit margins, often in the
range of 20 to 40 percent of revenues. This
resulted from the near-monopoly status
conferred by owning the sole newspaper
printing press and serving a large majority
of the population and a large number of
local businesses with a single printed
product.
But over the last two to three decades,
newspaper profit margins declined steadily
in most markets as consumers and
businesses migrated to digital sources for
news, information, entertainment and
advertising. These declines forced
newspaper companies to race against time
in their efforts to become multi-dimensional
local information and digital media
companies and to generate new revenues
from digitally delivered publishing and
advertising services.
Declining profit margins, combined with an
urgent need for new investment in digital
publishing platforms and digital sales staffs,
created a significant cash crunch for many
owners and reinforced a trend toward
ownership consolidation in the industry.
However, some family-owned or privately
held companies – facing less pressure for
short-term profits than companies traded
on the public stock markets – have been
among the most aggressive investors in
digital diversification and the creation of
new audiences and new sources of
revenue.
Today’s surviving former newspaper
companies, public and private, are
structured around a much more diverse
business model than they were 20 years
ago. They have become diverse local
information enterprises, typically deriving
more than 50 percent of their revenues and
more than 75 percent of their profits from
digital operations – a drastic reversal of the
proportions seen just a decade ago.
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News, the mainstay of newspapers in their
heyday, is now only one of many types of
information that these companies provide.
Where newspaper companies of the past
centered on newsrooms creating news
content for the newspaper, today’s model is
a local information enterprise that centers
on a wide variety of content-creation
activities distributed across a large and
growing array of platforms and channels.
Reporting and editing, as defined in the
newspaper era, remain crucial in some of
these products and platforms, while others
thrive on user-generated content,
databases, social networking platforms and
other non-news content, and still others
incorporate both.
For consumers, today’s local information
enterprise – formerly a newspaper company –
a strives to be the preferred source when
dealing with a local want, need or problem,
the go-to provider of information about what’s
going on, the best source of facts, wisdom
and knowledge about that place, the “town
square” for discussions and the connecting
tissue of life in the local city or region.
For businesses, today’s local information
enterprise strives to provide large-scale
solutions for reaching big groups of
consumers, narrowly targeted solutions for
reaching specific types of consumers,
small-scale solutions for small-budget
businesses, solutions for creating one-toone relationships with consumers and a
range of options for building brand, image
and customer loyalty.
The future of newspapers
“How long will newspapers survive?” is a
question often asked since the transition to
digital information began. Today the answer
remains unclear.
However, it is certain that digital
technologies will continue to emerge and
evolve and that digital devices will become
more sophisticated, wider in bandwidth and
easier to use. And it is certain that instant
digital access to information will become
available, over time, to virtually the entire
population.
What is unknown is how much of the
population will continue to enjoy using the
newspaper as an information delivery
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vehicle, despite its increasingly obvious
limitations as compared to digital
technologies.
Today, barely 30 years after the debut of
digital information technologies, the primary
users of newspapers are those who grew
up in their heyday, individuals born before
roughly 1960. Generations X, Y and Z,
growing up with more and more digital
alternatives, have shown progressively less
interest in using newspapers, even when
reaching middle age.
So the survivability of the newspaper itself
can be seriously questioned. Perhaps
newspapers may continue to serve a
shrinking share of the population, surviving
as a boutique or high-end advertising
medium. Or perhaps the unfavourable
economics of diminishing print production
and delivery may spell the end of the
printed newspaper as currently known.
But it is also evident today that the desire
to obtain news, information and
entertainment continues strongly among
people of all ages. And today, the
companies formerly centered on the
newspaper model as well as their nonnewspaper competitors are demonstrating
the ability to meet a broader range of news
and information needs, and to remain
financially viable.
Therefore it appears that the informational
and social purposes once performed by

newspapers are being and will continue to
be fulfilled successfully by digital media –
and with vastly more information, in new
forms, with new dimensions of functionality.
The future, it appears, will be one in which
more information of more kinds becomes
more easily available to more people. With
or without printed newspapers themselves
– the first near-universal information
medium – it appears the purpose and the
legacy of the newspaper will continue to be
fulfilled.

Stephen T. Gray is
Managing Director
of the Newspaper
Next project for
the American
Press Institute in
Reston, VA, USA.
The project
delivered a major
report, “Blueprint
for Transformation,” to the newspaper
industry in autumn 2006. Gray now helps
newspaper companies learn and implement
its recommendations for expanding and
diversifying the traditional business model
through innovation. He is the former
managing publisher of The Christian
Science Monitor and former editor and
chief executive officer and editor of The
Monroe (Mich.) Evening News.
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6. Channel Expansion
No better time for storytelling:
News gathering in a multi-platform
world
by Dr. Mario Garcia
On June 29, 2007, I stood in line for more than
an hour waiting to obtain my much awaited
iPhone. Walking out of the Apple store in
Tampa, Florida, phone in hand, I found myself
perhaps even more excited than on Christmas
morning in 1956, when I saw what seemed at
the time a huge electric train snaking its way
around the Christmas tree.
Forget the electric toy train and say hello
iPhone. Indeed, this is a real toy, designed to
satisfy the most demanding design eye, putting
the world of information, music, videos,
directional maps, weather and stock updates at
one’s fingertips.
Leaving the mall, I stopped by a newsstand to
buy a copy of the day’s St. Petersburg Times,
one of the daily newspapers in Tampa. I
walked to the parking lot happy with my two
purchases: a craftily designed small bag
carrying the U.S.$650 most sought-after new

gadget in the world, and folded under my arm,
a 25-cent newspaper.
At 60, I am a classic example of what typology
scholars describe as “young-old,” those
between 65 and 80 years of age. Those of us in
this age group are fit and expect to live through
at least two more stages of progression, the old
old (80 to 90) and the oldest old (those
between 90 and eternity!).[1]
And while us young-old folks like to hold a
printed newspaper in our hands, we also like a
free hand to push the buttons on the iPhone.
We like stories, regardless of how they are told.
We have a voracious appetite for news from
anywhere, but especially local, and we can’t
read enough features and self-guide articles to
help us go from young-old to old-old.
In a sense, my two purchases that day in June
represent the state of the industry, the state of
the mind and symbolize all that is right for
those of us who entered the communication
business because we wanted to be storytellers.
Jack Rosenthal piece, The International Herald
Tribune, July 23, 2007

[1]
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The story of the newspaper of the future
continues to be a vibrant and controversial one.
And, although I agree strongly it is difficult to
predict the future, especially in a society where
all seems to move too fast for deep meditation,
I do believe we can make some assertions
based on the facts available to us this second
quarter of 2007.

WILL THERE BE A PRINTED NEWSPAPER
IN THE FUTURE?
Yes, there will always be some form of a
printed newspaper; however, this will be a
different type of newspaper from the one we
now get thrown into our yard each morning.
Perhaps we in the newspaper business need to
take a look at what comes to mind when we
think of non media-related companies, such as
Starbucks.
Here is the ultimate case study of how to take
something old – coffee, which has been around
for about 1,000 years – and rethink it for
consumption by today’s consumers.
Starbucks Coffee Company was founded in
1971, when it opened its first store in Seattle’s
Pike Place Market. From the start, the founders
visualised Starbucks would be designed for
more than the coffee business.
They saw Starbucks as dispensing coffee as
you like it as well as the ever-popular espresso
drinks, which became an essential element of
everything Starbucks did as it expanded.
Coffee was the foundation, just as news is the
foundation of what newspapers have
traditionally done. But Starbucks did not see
itself as just a coffee company.
Inspired by the “café traditions” of Europe,
where people congregate to chat, discuss
projects and read, Starbucks executives
decided from day one that a modern café
would include people who came there with
their laptops – the modern equivalent of a
book. Most Starbucks stores have wireless
computer connections. Now, instead of coming
in for a plain old cup of coffee, people flock to
their nearest Starbucks for a caramel
macchiato or a white chocolate mocha. After
ordering, they can browse through the store’s
selection of mugs and cds, then pick up their
drink when it’s ready and curl up with their
laptops to catch up on e-mails or surf the
Internet.
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The café concept rethought: A coffee place
that did not see itself only as dispensing coffee
became a success story.
How does this translate to newspapers?
1. First, newspaper executives and editors need
to stop seeing themselves as part of a
“newspaper” company, and start thinking of
themselves as storytellers, who dispense
information to an ever growing audience of
people hungry for stories. People who want
those stories when they wish to have them, and
how they wish to receive them. We are all part
of a storytelling universe, and we now have the
means at our disposal to tell those stories
better than at any previous time. While the
average newspaper daily circulation has
dropped by about 2.1 percent for the first half
of 2007, according to The Wall Street Journal,
the encouraging data from the Newspaper
Association of America shows that newspaper
Web sites contributed a 13.7 percent increase
in total newspaper audience for adults ages 25
to 34. This report also shows that reading
content on newspaper Web sites boosted
newspaper readership 9.2 percent for the 18to-24-year-old group.
2. Be prepared to accept that electronic media
have the time advantage, and that the printed
product has lost its first day totally. The
electronic media reports what happens when it
happens, while the printed newspaper
enhances, analyses and offers the second day
angle on day one. This is easier said than done,
as many editors still see newspapers as the
media of record.
3. Newspapers have been around less time than
coffee, and while the basic foundation of
newsgathering and presentation are still there,
the time element has changed dramatically.
4. Be inspired by the Starbucks example to
rethink an old concept and adapt it to the needs
of modern news and information consumers.
5. Be prepared for the many changes occurring
in every media house around the world.
Change is inevitable, and it is happening.

WHAT WILL BE DIFFERENT?
Printed newspapers will be smaller in size.
Compact is desirable because, in part, it is
easier to carry and will probably become the
universal format everywhere, including the
United States. In the United States
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broadsheets continue to dominate, but
certainly not forever. In the past five years,
we have witnessed the conversion of dozens
of newspapers globally from broadsheet to
compact formats.
Conversion from broadsheet to tabloid has
paid off. Readers like it, advertisers get used to
it faster than anyone thought, and the “wave”
of tabloid conversions extends globally. Even
in the United States, where publishers are not
rushing to convert from broadsheets to
compacts, many of the country’s largest
metropolitan dailies are making inroads
towards narrower width. The Wall Street
Journal, for example, changed to the 48-inch
web in January 2007. Other metro dailies, such
as The Kansas City Star, have done the same,
and a dozen others plan the move to narrower
widths as early as 2008.
In 1999, when the American Press Institute
sponsored a seminar about “the newspaper of
the future,” many participants displayed
electronic newspapers, tablets and, of course,
broadsheets with touches of electronic
navigational techniques. I opted for a micro
format (A4 for the Europeans, 8.5- x 11inches for others), which we designed with the
assistance of Rodrigo Fino and Paula Ripoll in
our Garcia Media Latin America office in
Buenos Aires. I mentioned at the time that by the
year 2020, most newspapers would be converted
to smaller formats. If that seminar were held
today, I would place the date much sooner. In
the United States, it was the San Francisco
Examiner that dared to make the transition from
a traditional broadsheet to a classic tabloid about
the same time that conversions were beginning
to take place in Europe.

The tabloidisation of newspapers is a global
phenomenon. We will see how, one by one, the
largest and the world’s best-known newspaper
titles will make the transition to smaller formats.
Newspapers will play a secondary role for
breaking news to the online edition, a normal
process since online has the time and
technological advantage to react to news as it
happens.
We have an audience that is hungry for stories,
especially late breaking news, and it wants
them as fast as possible. We deal with the
evolution of a news item from the first report
in five lines on the mobile telephone, to the
online lede on a Web site, to the printed
version that appears 16 or more hours later to
the final stop that will take place online.
In order to achieve this, we must have the news
folks sitting together and, preferably not tied to
titles such as online news editor for online, or
news editor for print. That is the first necessary
step. At The Wall Street Journal, there is a
deputy managing editor for news with no
description of whether he is responsible for
print or online news. News is news. In a
modern operation, how the news is dispensed
to the audience can take a variety of forms.
Essentially, the story becomes the centrepiece,
and the medium through which it is conveyed
is a necessary accessory.
The next important step is what I call the
“passing of the torch.” For me, this happens in
a modern newsroom at the moment when the
editors who controlled a specific story (or
stories) for a portion of the day update their
colleagues who are picking up the task. In
most news operations, this
takes place twice a day, at
10 a.m. and at 4 p.m.
Rather than coming to the
morning meeting to discuss
what will be in the next
day’s newspaper, there is no
reference to today or
tomorrow. Rather, the focus
is more on this hour and the
next.
One newspaper where this
is taking place in an
experimental way is
Austria’s Wirtschaftsblatt
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Kurrier, a financial daily. Alexis Johann, online
editor, says,

of my iPhone, I smile just thinking of the
possibilities.

“We decided to have the passing of the torch at
09:30 between the new fusion editors and the
online team in charge of the early morning
news, or what we call ‘the morning show,’”
says Alexis Johann, online editor. “So in the
morning 10 o’clock meeting, the fusion editor
can give an overview of the planned fusion
stories.

As the storyteller that I trained to be, I am
excited to live in this time of change, as we are
introduced to better tools with which to tell our
stories. As the curious reader that I continue to
be, I know we are in the infancy of accessing
news and information when we want it, where
we want it. That process has begun as we race
toward the year 2020.

At 14 hours there will be a second meeting to
see what the status of the three stories is.”

A printed newspaper is an integral part of it,
but not the only one.

So far, the efforts at fusion for WK have shown
much success:

EXCLUSIVITY AND SCOOPS
A major concern when trying to implement the
fusion of online and print is that newspapers
will give away exclusive stories by posting
them online before they appear in print.
At the WK, the experience has been positive.
“Online first helped us to get our trademark
quoted. The number of articles in other
newspapers that quote Wirtschaftsblatt is
rising. The main reason is that the agencies
look at our Web site and quote our stories,”
Johann says.
The one major goal of my work with the WK’s
editor is to change the entire operation from
being a traditional newspaper into a 24/7
financial news provider.
It takes tremendous time, effort and work to
convince traditional print editors that they are
now part of a 24/7 news gathering and
storytelling process, and that the printed
product is only one of the various platforms
through which news and information are
dispensed. Management plays a key role.
Remind editors that they trained to be
storytellers and now have a better way to tell
their stories. Go slowly to bring down the
physical barriers in the newsroom, and
abandon online/print titles.
News is what it is all about, not the medium.
When I sit down with my daily copy of The St.
Petersburg Times, I enjoy the sense of
serendipity that flipping through the pages of a
printed newspaper offers. Surprises abound.
However, when I am in India or Oman, and I
can read The Wall Street Journal or a Sunday
edition of The New York Times on the screen
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The future of news is now
by Andrew Nachison
This is a vision and a forecast: the media
people value most in a connected society will
be the media that has the biggest impact on the
world.
In much of the world, newspapers remain a
powerful and influential force for freedom and
democracy, and they still play a crucial role in
the ebb and flow of life in their communities.
But the influence of daily newspapers is
undeniably waning in the United States and in
parts of Europe. The business metrics are only
one way of looking at the decline. The
influence and role of newspapers in the lives of
people is another. Two-thirds of Americans say
they are unsatisfied with the quality of
journalism accessible to them; in the United
States and the United Kingdom, despite
widespread dissatisfaction with the war in Iraq,
more people trust the government than the
media.
Journalists worry that journalism itself is
threatened as executives and investors worry
about the business, and have become bogged
down thinking of themselves in terms of
business models, products and processes.
Technology has been identified as not only a
threat, but as a disruptive demon to be blamed
for declining readership, eroding advertising
revenue and diminished relevance, especially
among young people.
Meanwhile, newspaper industry leaders
elsewhere wonder whether the business
downturn in the U.S. and parts of Europe
portends inevitable decline elsewhere, or
whether local behaviours, preferences, socioeconomic differences and other factors will
lead to different outcomes, like continued
dominance and financial success for printed
newspapers.

THERE’S A LOT OF WORRY GOING ON.
But there’s a lot more going on too – a
remarkable, historic and breathtaking frenzy of
innovation and communication that portends
not merely change, but positive, earth-shaking
change that will benefit humanity, regardless
of what happens to this or that company. As
digital communication networks and devices
spread and become the default and normal
means of accessing and exchanging

information for most people on the planet, the
business of information is shifting, crumbling
or being reborn and reimagined from scratch.
It’s a world in which everybody, including
companies, individuals and governments, has
the capacity not only to consume media, but to
create, share, remix and redistribute it – to be
part of the process.
We Media. It’s a simple expression, but
surprisingly complex because it means
different things to different people – it depends
on who you think of as “We.” Some people
think that We Media implies an inverse, or an
opposite – “un-We Media.” They imagine a
world of us versus them – and We is invariably
a utopian collective of amateur, open-source,
“bottom-up” grass roots, net roots media
freedom fighters, somehow doing battle
against, well, someone else. Corporations for
sure, especially big ones.
The idea of We Media is really much bigger. It
contrasts with the traditional notion of THE
Media. THE Media is a thing unto itself. It
serves, informs, mediates, manipulates,
informs or annoys us. It is out there
somewhere and we use it or consume it or
maybe try to get inside of it – but we aren’t
part of it.
We Media is different. It’s here, it’s
everywhere, and it’s everyone – all of us. In
the world of We Media, everyone is a
consumer, creator and distributor of
information. And yes, big media is part of We
Media, along with little media, bloggers,
governments and terrorists.
So what happens when We Media becomes the
global status quo, the cultural norm, rather
than an aspiration or a novelty? We get more
of what’s already happening around the
world – the power of traditional institutions
that once controlled communication through
monopolies on technology and distribution is
giving way to the chaotic conversation of
everyone.
And it means all institutions must confront and
adjust to their new role in the world, and to
new opportunities.
The technology of media (printing presses for
newspapers, broadcast spectrum and
equipment for television and radio, cable
studios and franchises, satellites) are
enormously expensive and, hence, ownership
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is limited. The businesses built around these
expensive limited resources are based on
monopolistic markets and inclinations.
In place of the old culture of limitation, ours is
a culture of choice.
It is a mobile culture. Media, and the tools to
create media, are everywhere. And so are we.
We move, we take our media with us. We
make our media anywhere.
It is a sharing culture. We inform each other.
We trust and value ideas and information from
people we know. We pass along to our friends
and family our favourite songs, movies and
information.
It is a creative culture – technology has
unleashed an unprecedented explosion of
expression. We create, we imagine, we
innovate – all the time.
And it is a capture culture. Individuals and
companies capture ideas, images, videos,
advertising data, clickstreams and personal
data from everywhere. So do governments,
through monitoring devices installed for public
safety, such as cameras in the London
underground; and also through data-mining
and eavesdropping that violates expectations
of privacy citizens have; and through global
satellite imagery that can be as easy to access
as Google maps.
In the We Media culture, individuals and
institutions that used to think of themselves as
something other than media exert
unprecedented control over their experiences
with media – not only what they consume, or
when, or where, but also what they produce,
share, remix and redistribute with others. So
the idea of We Media may be complex and
daunting, but it’s a big deal. For everyone. The
power of media institutions is giving way to a
distributed, decentralised network that includes
empowered individuals, empowered companies
and governments that must come to terms with
a new way of communicating. Any institution
that once had to go through media to deliver
information are now themselves media.
This has implications for how businesses
function and, really, how the world functions
and becomes better, or worse, over time.
Mobile, ubiquitous, pervasive media and
communications technologies are spreading
around the world, and communications will
undoubtedly play a central role, not only in
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how business functions, but in any progress in
addressing problems of extreme poverty,
health care and economic disparities that
contribute to global conflict and human
suffering. So yes, We Media is complex. It is a
big deal. For everyone.
And it is here. You can see what comes next as
easily as I can. People will get more of their
information through digital devices connected
to digital networks. The diversity of sources and
services through which we access, share and
distribute information will continue to grow.
Ink on paper will not disappear – some people
will choose and prefer it. Many more will avoid
and detest it. Others will simply ignore it.
The pace of innovation in digital media is
relentless – new online products and services
are launched every day. Web developers and
designers have become the new creative class,
churning out an astonishing array of tools,
widgets, social networks, shopping assistants,
blogs, search engines, mapping and location
services, policy trackers, advertising networks,
and more. It’s not just that these new
companies and their investors are all vying to
become the next big thing – the next Google.
Some are. Most aren’t. But they are all
creating innovative new services to eke profits
out of every conceivable niche of the
communications mediascape, which is to say,
every nook and cranny of life in the connected
culture.
The real disruptors of the next decade won’t be
companies, but people – creative,
entrepreneurial opportunists who are
transforming the global economy – developers,
designers, marketers, sales people, business
analysts, project managers, accountants,
lawyers and other professionals scattered
around the globe, connecting and working
from anywhere to build businesses and solve
problems everywhere.
For big old media companies, the death of a
thousand cuts is imminent – unless they figure
out what they’re all about. There is simply no
end in site. There is no return to the old model.
If that’s your idea of a happy ending, sorry,
you won’t be happy with the story unfolding
around you.

SO WHAT IS THE HAPPY ENDING, THEN?
It’s a shocking question when you stop to think
about it. It reveals the depth of malaise within
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some of today’s news companies. Some no
longer know what they are about. They are
aimless.
This is what you should hear from industry
leaders, today and a decade from now, and
what you should see in their products:
The purpose of newspapers is not to produce
better newspapers, or to sell more of them,
with more advertising. It’s not to build better
Web sites for more visitors. It’s not to
maximise revenue and minimise expense. It’s
not to dominate or “own” markets. It’s not to
maximise shareholder value.
The purpose of this business is to produce a
better world.

THAT’S THE HAPPY ENDING: A BETTER
WORLD.
Focus on that objective and you will innovate.
You will find better ways to meet your
business goals. You will attract and retain
better people. You will do better journalism,
you will produce better-designed news and
information experiences, you will think and act
more creatively, more people will use your
products and more will value them.
You will do well by doing good.
And, by the way, you will live in a world with:
• Less disease – AIDS, malaria, hepatitis,
obesity and drunk driving
• Less poverty
• Less conflict
• Less repression
• Less torture
• Less human trafficking
• Less pollution and less poisoning of the earth
and its inhabitants
These things are not incidental to, or external,
to the success or failure of newspapers. They
are not simply stories to be told, or content to
be be packaged, or products to be delivered.
They are the benchmarks upon which news
businesses should be judged.

• More housing
• More education
• More leisure time
• More disposable income
• More peace of mind and greater quality of
life for senior citizens
• More love
Yes, you want these things. Of course you do.
This better, more equitable, more sustainable
world is good for you, good for your family,
good for everyone, everywhere. It’s also good
for business.
Newspaper companies have real power. It’s not
to control and limit what people know and do.
It’s to connect and empower smart, informed
communities to be better.
No, newspapers are not solely responsible for
solving the world’s problems, and they are not
alone in trying to do so. But they can and
should play a leading role. They should be
leaders, not observers. They should be active,
not passive.
In the U.S., especially, this sense of social
purpose has been lost. But it remains strong
and integral to the practice of journalism and
the business of newspapers in much of the
world.
So welcome to the new day of We Media, and
the awesome, exhilarating and audacious
challenge of applying your skills, your
intelligence and the power of who and what
you know to the common, universal interest of
making the world a better place for everyone.
The alternative is – what? Launch some blogs?
Create a social network? Install a new content
management system? Make sure you’ve got
nice mobile services? Outsource your
printing? Run an advertising sales blitz? Put
pictures in your classifieds? Sell photos? Build
a new newsroom? Buy some video cameras?
Trim your paper size? Put names on your
editorials? Allow ordinary people to comment
on your cherished articles?

Define the world however you want – as the
planet, or as your neighbourhood. The
objective, motivation and rewards are the
same. You are working for a world with:

It’s all meaningless, futile and pointless –
unless there’s a point to begin with. So don’t
forget it: make your world a better place for
everyone. That’s why news matters, and how
news companies can matter more in the future.

• More and better healthcare
• More food and clothing for the poor
• More freedom and democracy for everyone
• More understanding across cultures

New technology and the brilliant new creative
class that embraces, uses and creates it, is not a
threat to making the world better. Think about
it. How can the “enemy” possibly be
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something that allows you to reach more
people, at much lower cost, and not simply to
deliver a product, but to enable people
everywhere to learn more, share, conduct
commerce and mobilise to collaborate, and to
take action?
It’s not that people and advertisers don’t get
newspapers – it’s that they do get newspapers,
and, in the United States especially, they no
longer like what they get. Newspapers can’t
fight technology, they can’t turn back the clock
and they don’t need to persuade anyone that
they deserve better. They don’t deserve
anything. They simply need to BE better - by
helping to make the world better.
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Newspaper – not only news,
and not only paper
by Stig Eide Sivertsen
Yesterday’s news is old today and will be
archived tomorrow. Current news is what
counts; minute by minute, hour by hour, we
consume information, gossip, points of view,
facts, step by step details, personal accounts
and expert opinions. We want it now, we want
it personalised, we want it in real time and
more importantly, we want it anywhere.The
way we consume news is moving at a rapid
pace that is unlikely to slow down or change
direction. It’s time to grab that baton and move
two steps ahead, a simple case of survival!
Involvement is key. No longer can we look at
news as a one-sided affair in which we write
and expect our readers to accept. These days it
is about two-way communication, a sense of
making everything personal and providing
outlets to share opinions, upload videos, create
blogs and even allow readers to write their
own articles. This, I think, is the starting point
of things to come, and the real explosion may
be when news enters an interactive dialogue
phase between the media aggregator and the
media savvy consumer!
The three most important drivers for the future
development in the media industry includes
technical innovation, behavioural changes in
consumption and establishment of new
business models.
Technical innovations will change the future of
newspapers. Computers and mobile handsets
double their capacity every nine months. This
allows media companies to continuously
introduce new and improved services. New
technical innovations and improvements also
drive change in human behaviour. Today, teens
must be connected to their friends at all times.
Their technical devices become part of their
personal identity. As a result, teens carry a
potential distribution channel for news and
entertainment with them at all times. They are
also multi-consumers of media services. They
will watch TV, browse the Internet and be
connected online on their mobile phones
simultaneously. The modern media company
must be prepared to offer their services on
every device to attract the new generations.
Tivo, media centres and personal video
recorders (PVR) provide consumers with the
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ability to consume their favourite content
wherever and whenever they want. In the past,
the broadcasting and newspaper industry was
in the privileged position of having control
over how and when their viewers or readers
consumed services. With the continual creation
of technical devices, the tables have turned and
provided this once attentive audience with the
scope to control, produce and use media when
and where they like it!
Digitisation of the media industry value chain
has led to a decline in production and
distribution costs. Problems with bandwidth
bottlenecks are now a thing of the past, and
there is more than enough available bandwidth
for new, high capacity services. This opens the
door for content providers to establish new
niche products, news services and entertainment
offerings without high investments.
Software and Internet tools will also become
more advanced. When I started the first
Norwegian commercial online newspaper in
1996, it was with text, pictures and hyperlinks.
Today’s newspaper Web sites are much more
sophisticated, offering video, audio,
communities and classifieds. Tomorrow’s
media aggregators must develop even more
advanced tools to help readers search relevant
information quickly, based on personal
interests, personal profiles and previous
behaviours.
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changes, without loosing what we find
attractive today.
Newspapers have always held a strong
position. In their current printed form,
newspapers have not only been serving people
with the latest news, gossip and humour, but
also educating the public on more complex
matters, raising social issues and monitoring
the government for hundreds of years. People
trust their newspapers, although in this respect
trust needs to be quantified, as it is not
complete trust in word for word, but rather the
strong relationship that is cultivated with local
brands. Newspapers need to develop this trust
further, with high editorial quality and strong
journalistic integrity. Consumers are willing to
pay for services that provide them with
accurate and relevant information, but this
alone will not be enough. To secure their
position, newspapers need to evolve and be
present on new platforms.
To stay one step ahead of readers, newspapers
need to include and promote innovation within
their companies, by organising in a way that
ensures a highly effective media house that
constantly introduces new services, adapted
for all different platforms and fitted to different
devices. Newspapers should use their best
people in innovation and product development,
as new services are introduced continuously.
It is also important that newspapers are not
afraid to kill services that don’t support
growth, while at the same time always
promoting new ideas. This is because new
ideas establish a brand as innovative and fresh;
and more importantly, the first to hit on a new
idea has an enormous advantage over those
following.
Newspaper employees need to be skilled to
create stories for both paper, television, web
and mobile phones, utilising various technical
advantages. Internet and TV are ideal for
breaking news, mobile phones for subscription
services and paper for in-depth analysis and
illustrative explanations. Newspapers should
also interact and involve subscribers in
developing new media products. Almost every
new mobile phone is equipped with a camera.
If readers are involved, they will help create a
better product, increase loyalty and increase
sales for all services.
There are several success stories in Norway
where newspapers involve their readers. The
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Norwegian daily VG established the
community Nettby (Webcity), which is now
Norway’s second largest “city,” with more than
475,000 inhabitants since September 16, 2006.
Another example is the Norwegian Internet
news service ABCNyheter (ABC News),
which under less than one year has established
the service as one of the country’s most visited
Web sites for news using citizen journalism. It
also draws traffic from the company’s more
popular portal, ABCStartsiden.
As part of newspapers’ move from print-only
to fully convergent media houses, there is a
need to find the right partners. Media houses
need to continue to focus on developing the
quality of their content. Newspapers, then,
must try to create win-win situations that
increase the value of services. If they can
establish their brands as a one-stop shop for
your customers, they can create successful
business models that will secure growth in the
future. A strong brand and customer base
allows the newspaper to move positions.
I know that many newspapers around the
world face challenges different to the ones I
have described. Many newspapers are
distributed in areas with low education and
poverty, or lack of distribution. I believe it is
important that even these papers begin to think
about how to develop multi-media and multiplatform strategies. With the price of both
computers and mobile phones rapidly
decreasing, the population in many of these
developing countries might take a giant
technological leap directly toward digital
media consumption.
Telenor has for some years established mobile
phone companies in emerging markets, and
these markets are already showing a
tremendous growth in mobile subscriptions.
One example is in Bangladesh, where Telenor
just passed 15 million mobile subscribers. If a
newspaper spends all its time and energy on
paper, it may risk having a new entrant
leapfrog its position, offering a more attractive
web or mobile service.
It is difficult to predict the future, but I believe
technical innovation will drive changes in our
behaviour, and lead to major changes in the
media industry going toward 2020.
Newspapers need to take an active role in this
development if they want to play an important
part in the future media landscape. High
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quality content will continue to be the single
most important factor, but interactive services,
user generated content and multi-platform
strategies will be important key factors to
success.
In the future, we might have advanced
technology, new devices or fantastic new
content innovations. Nevertheless, I predict
that it will still be almost impossible to get
hold of a plumber on a Sunday morning. We
must not forget that we all have basic needs,
and history tells us that the small things that
make our lives easier are the ones that will
stick around in the future.
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The multi-product future
of newspaper firms
by Robert G. Picard
Newspapers are in the midst of a
transformation from mass medium to niche
medium, and that change is altering the
audiences and business model that made them
strong, financially successful organisations in
the last century.
In the coming years, newspapers and
newspaper companies will change significantly
as publishers alter their strategies to adjust to
the transformation.
The newspaper industry has already changed
significantly since the turn of the 21st Century.
Audience and advertising trends have moved
the traditional newspaper close to the point of
business decline. Investors are disquieted and
some are abandoning the industry. Newspaper
employees are worried they may be forced to
change careers. Pundits are writing obituaries
for newspaper firms.
The most important change in the industry,
however, is a highly positive one. Although
many in the newspaper business were
oblivious to the trends and developments in the
industry a decade ago or passive in the face of
the looming challenges, today leading
publishers are tackling those challenges and
actively seeking ways to restore their financial
health and create viable futures. Industry
organisations such as the World Association of
Newspapers are helping develop understanding
of changes and revealing potential strategies
for action. Nevertheless, many small, medium
and large newspaper companies have yet to
confront the change.
The primary driver of change is the dramatic
rise in media types and number of sources of
content. The growth of media supply has far
exceeded the growth of consumption in both
temporal and monetary terms. This has
resulted in audiences spreading their media use
across more channels and titles and producing
extremes of use and non-use of different types
of media and specific titles, channels, or
content providers. Advertisers have responded
by spreading their expenditures and are
understandably willing to pay less for smaller
audiences. This has harmed newspapers, but
we must recognise that all media have been
similarly affected.
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If newspaper companies are to survive and
prosper in this new environment, managers of
firms will need to engage in strategic planning
and implementation that builds upon existing
capabilities and uses existing skills, knowledge
and capacity to improve existing papers and
introduce new products that provide access to
parts of the public not well served today.
Managers and staff will need to recognise
interdependencies among products in terms of
cost, revenue, equipment and personnel, and
harvest the value that each jointly produces.
This will require that operations and structures
be altered and that personnel no longer view
the company as the producer of a single
product, but of multiple products, and they
must see their work as contributing to that
array.
The biggest challenge for the newspaper
industry in pursuing that transformation is the
way traditional newspaper firms are structured
and operated. For the past century most
newspaper companies produced a single
product, a single newspaper that was a
dominant provider of news, information, and
features in its market. Activities in the firms
were organised with a highly effective process
orientation intent on a continual production of
a product with daily content changes. The
structure incorporated a significant hierarchy,
managing strong division of labor, and
controlling work order with relatively
inflexible schedules and production activities.
While that structure may have been
appropriate in the past, it is an impediment to
the flexible operations needed today.
Because of media abundance, audience
fragmentation, technology and lifestyle
changes, that single product is no longer
serving as wide a range of the population as it
did in the past. To respond to this challenge,
newspaper companies have already begun to
view the newspaper as one of a range of
content distribution mechanisms they offer,
rather than as the sole distribution mechanism.
That trend will continue and publishers will
expand the range of platforms they offer in the
coming years. These changes have already
placed pressures on organisational forms, and
are creating significant conflicts in many
organisations that must be recognised and
managed.
Multi-product operation is crucial for the
newspaper industry because the public now
84

differs widely in its media preferences and use.
Some people are high users of print media,
while others are high users of television. Still
others prefer audio, and an increasing number
prefer online materials. The patterns and
amount of use in each form of media vary
significantly.
Today, newspapers serve readers for only
about two percent of the time they are awake,
thus giving up 98 percent of their audience’s
time to other pursuits. To be successful in the
future, newspaper companies need to hang
onto their core newspaper readers, but also to
find ways to serve them throughout the day.
And newspaper firms must find ways to serve
those people who are not currently newspaper
readers.
To accomplish those goals, it will become
common in the future for newspaper
companies not only to produce paid and free
circulation papers, but also specialty
publications devoted to entertainment, sports,
youth, seniors and special consumer groups.
Successful companies will be active not only
in the print sector, but heavily involved in
online and mobile services focused on serving
a variety of information news, not only news.
Specialty services for real estate, automobiles,
entertainment, and games will become the
norm.
These changes will require continuing shifts in
thinking about the nature of the newspaper
enterprise at both the managerial and staff
levels. It will require accepting the idea of a
multi-product future intended to reach
different audiences, at different times of the
day, with different kinds of products, serving
different informational needs and using
different distribution platforms.
One needs to recognise that while there are
weaknesses in newspapers currently produced,
newspaper companies have a wealth of
resources not currently available to new
entrants in media and communication.
Newspapers have highly skilled and
knowledgeable people, existing content,
production facilities and equipment,
distribution mechanisms, accounting and
billing systems and an existing customer base.
Newspapers’ expertise in content and
information production and processing
activities, audience needs and behaviour,
advertiser needs and sales, distribution
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methods, business and management are all
sources of value creation that can be used in
different ways.
By using and building upon these resources,
newspaper companies will be able to not only
survive, but to flourish in the coming decades.
But in doing so, companies will need to focus
on significant product development activities.
They will seek to improve in terms of content,
design and scope, they will reposition existing
newspapers vis-à-vis other media, they will
make additions to existing information and
advertising product/service lines, and they will
introduce completely new products/services
such as syndication, non-print advertising
services and distribution services.
In 2020, the newspaper will look different
from today. It will be a leaner and more
focused publication. Because the range of
content in newspapers will narrow in the
coming years, the newspaper will move away
from the unfocused, something-for-everyone,
one-paper-fits-all needs approach that
developed when newspapers became mass
media.
Today, news accounts for only 15 to 20 percent
of the editorial content in the average paper,
with the rest devoted to a variety of non-news
features and sections. Over time, the quantities
of lifestyle, entertainment, advice, comics and
games in newspapers will decline. Papers will
focus on the core audience interested in news,
allowing those less interested in news to
continue migrating to other content delivery
systems that provide non-news content in
better forms than the newspaper. Forwardthinking newspaper companies will, of course,
try to follow those audiences by offering some
of the products and services to which they
move.
Other content changes will also occur in the
future, as local newspapers become even more
local, to reduce competition with national and
international media. Some will develop
specialty coverage that will serve their own
audiences but that can also be sold to other
papers and media. A paper in an oil-producing
region, for example, could become a leading
specialist on the oil industry or energy issues,
while a paper in a region with a large number
of universities could become the leading
source of coverage on educational issues and
challenges.

Another content change will be a reduction in
advertising. Today, advertising accounts for
about two-thirds of the content and provides
75-85 percent of income for the average
newspaper. As advertisers choose to follow
audiences to other forms of media, the amount
of advertising in newspapers will decline and
the newspapers’ source of wealth in the last
half of the 20th century will diminish.
Retail display advertising is likely to remain a
pillar of newspapers’ income for some years,
because print media most effectively serves the
needs of retailers. Nevertheless, current trends
make it difficult to expect it to grow
significantly beyond rates of inflation and
population growth in the future. Classified
advertising is highly problematic, and an
increasing rate of decline can be expected in
the years to come. All trends indicate that
newspaper advertising expenditures will
decline in the future, providing a continuing
impetus to seek revenue and growth in
products beyond the traditional newspaper.
The attraction of investors to newspaper firms
will vary in 2020. Newspaper companies that
are able to develop new relationships with
audiences and advertising and create new
revenue streams will become attractive to
investors once again, but those who react
slowly and do not seek to improve their
positions will not. The reason is simple:
investors – whether individuals or
institutions – want to invest in firms guided
by long-term strategic visions and actions that
provide a sustainable future for the company.
Those newspaper companies that are forward
looking, actively pursuing opportunities for
revenue and company growth, and achieving
success in those effects will be desirable.
The array of activities that will become the
norm for newspaper firms will not produce
freestanding, competing news, information and
advertising operations, and none of them will
individually provide the solution to newspaper
company challenges. Collectively, however,
they will provide news revenue streams that
can be combined to sustain and grow the
companies. Activities in print will drive
customers to other media operated by the same
firm, while other non-print media will drive
customers to its print products. The most
effective means for organising companies to
accomplish this is not yet clear, but company
structures, processes and procedures clearly
85

NOVEMBER 2007 SHAPING THE FUTURE OF THE NEWSPAPER

will need to be altered in the coming years to
accommodate the product changes.
The changes in operations of newspaper
companies will require changes in company
structures, because organisational
arrangements designed to support creation of
the single newspaper product can not
effectively serve the needs of an organisation
creating multiple products across different
platforms. How these will occur will be
different depending on the size of the
newspaper company and the number of
activities in which it engages.
It is clear, however, that newspaper
organisations in 2020 will need to be more
fluid, with the ability to adapt and change
more rapidly than organisations today. This
means transforming organisations from
product-centered to audience-centered forms.
Newspaper organisations will be designed to
provide services to audiences rather than to
produce a specific product, and the functions
that create those services will play the central
role rather than a specific distribution format
and the functions necessary to produce that
format. This change will be significant
because it will make newspaper companies
better able to cope with technology and
audience behavioural changes than they are
today.
The need for newspaper companies to adjust
to the new media market conditions increases
daily, because the environmental and market
changes are profound. Companies face loss
of value or collapse if they do not transform
themselves and their traditional operations to
meet the contemporary conditions. The
disruptive conditions faced by the industry
are real. Although we all recognise that
change is disturbing, we must nonetheless
alter our ways of thinking and operating, or
we doom the industry to failure.
In doing so, however, the heritage of
newspaper companies must be valued, and
the core values of newspaper journalism
preserved as journalistic functions must be
transferred to other products and services.
Newspapers cannot live in the past, so we
must directly confront the future if we are to
protect the legacy of the industry. If we do
not, newspaper firms will become just
another Wikipedia entry commemorating a
failed media form in the annals of history.
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A digital newshub
and community aggregator
By Rosental Calmon Alves
The history of the newspaper industry is
populated by an extraordinary number of
dismal false prophecies. Accepting the
challenge of envisioning the newspaper in
2020 is like entering a minefield, but the
reality and trends of the industry in 2007 offer
guidance to help us navigate through this
treacherous territory.
By projecting current indicators, we are not
consulting a crystal ball, but rather developing
a possible scenario that will certainly be
affected by other factors, such as unpredictable
technological innovations as well as social and
economic changes.
In 2007, it’s common to hear the argument that
the industrial-era newspaper is already dead or
in throes of agony, at least in regions with high
penetration of digital connectivity, through
platforms such as the Internet and the new
generation of mobile phones and other devices.
In those markets and even in others where
digital ubiquity has not yet arrived but
publishers anticipate it, the digital-era
newspaper has already started showing its
contours. It has already become a hybrid of the
traditional news product in paper plus a host of
news services in other platforms, led by a
strong presence on the Internet.
A projection of this trend through the next
decade allows us to envision the newspaper in
2020 as a digital news hub that distributes
news and information through a variety of
platforms, mostly but not exclusively digital,
capable of aggregating communities formerly
known as audiences, formerly known as
readers. By 2020, the industrial-era newspaper
defined as a monomedium, static, closed,
bundled paper product delivered periodically
(usually every 24 hours) and produced by a
vertical, industrial-like organisation will be
history. It will have been replaced by a
multimedia, dynamic, participative,
unbundled, digital service that is updated
anytime and accessible anywhere, produced in
a more horizontal structure of a news hub
company.
The evolution from a static product to a
dynamic service, from monomedium to
multimedia, from closed to open structure and

from the fixed-time news cycle to real-time has
already started in the very heart of newspaper
companies: the newsroom. The integration of
print and online newsrooms, the reorganisation
of news production lines, the re-definition of
job descriptions of journalists and the
multimedia training of reporters and
photographers are ongoing changes that serve
as indicators of the newshub organisation that
may replace the traditional newspaper
company.

A REVOLUTIONARY CONTEXT
In order to contextualise the current
transformation of the newspaper industry and
fully understand the projection of current
trends into the vision for 2020, it is
fundamental to recognise the revolutionary
dimensions of the changes that are
transforming the media. This is no time for
business as usual, news as usual or changes as
usual approaches.
We are in the midst of the most important
communication revolution since Johannes
Gutenberg invented the movable type in 1450
and unleashed knowledge from the very strict
circles of clerics and nobles, sparking a series
of subsequent revolutions that transformed the
world. The Digital Revolution augments
capabilities of producing, indexing, archiving,
disseminating, accessing information that the
invention of print and the subsequent
development of electronic media had created.
During the last decade, the Internet has mostly
been seen as another medium that would
threaten the traditional media, but each
medium, including the newspaper, would just
evolve, change a little bit to adapt to the new
environment, survive and thrive. Newspapers
had already passed through similar adaptation
processes during the emergence of the radio
and the television and a similar situation have
been on the horizon for years even before
2007.
Roger Fidler called that adaptation process
“mediamorphosis” in his seminal book,
Mediamorphosis: Understanding New Media
(1997), while I proposed later in a journal
article a more radical approach. In The future
of online journalism: mediamorphosis or
mediacide? (Info, 2001 Volume: 3 Issue: 1
Page: 63 – 72), I suggested that the Internet
was not only a new medium (as the radio and
the TV), but the tip of the iceberg, the most
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visible part of a phenomenon much bigger, the
Digital Revolution. The Internet and other
digital networks that may emerge could make
traditional media formats obsolete, producing
a phenomenon that I called “mediacide.” It is
the killing of media or media companies or
even media professionals careers, all
victimised by the misunderstanding of the
revolutionary dimensions of the impact of
digital communication technologies.
The structural changes newspapers have lately
been adopting indicate a transmutation more
profound than the mediamorphosis described
by Fidler. The industrial-era newspaper has
already fallen victim to the digital revolution,
as its business model starts to crumble and as
news consumption patterns rapidly change in
many places. Newspapers that initially saw the
Internet as just another medium and tried to
follow the same pattern adopted decades
earlier to adapt to radio and television, have
already changed course. They have brought the
spin-off Internet companies back into their
core business, killed the old structures and
moved full steam ahead, as hybrids become
the consolidated and prosperous newshub
operations we envision for 2020.

FROM NEWSPAPER TO NEWSHUB
Newspapers became so powerful over the
centuries because of their capacity to
investigate current events and transform them
into interesting stories that communities of
readers wanted to read. In the essence of that
very simple task, we could find the social
responsibility of keeping the citizenry well
informed and better equipped to make
democracy work. There is nothing available
now to indicate that this essential role of the
newspaper would not be the very same in
2020, even when it becomes a different
operation, with multiple delivery systems and
a variety of storytelling styles.
A news hub will be a decentralised structure of
professional journalists and community
members that facilitates the circulation of
news and information and stimulates the
dialogue among anyone interested in
participating in an open forum of opinion and
analysis. In that forum, the amateur and the
professional co-exist and benefit from each
other. Journalism is not a monologue, but part
of a conversation that mobilises the
communities around it. It still preserves its
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main pillars, as described by Bill Kovach and
Tom Rosenstiel in The Elements of Journalism
(2001), but becomes more open, dynamic and
interactive.
The newspaper of 2020 will be a hub because
it will be a versatile, dynamic multimedia
operation that is built around a trustworthy
brand, either the legacy brand from the old
paper or a new one created by it. Even if a
decentralised hub sounds like an oxymoron,
the news organisation we envision will have a
more horizontal structure than the top-down
style newspapers imposed on their passive
audiences of the industrial era.
One of the most important novelties of the
digital revolution was the introduction of the
very first mass media device that was not only
able to receive, but also to transmit back to the
origin and also to other receivers. This is an
important paradigm shift that will strongly
influence the media in the years to come.
Impressed by the proliferation of blogs,
newspapers have already opened channels to
the public’s participation, but this will increase
over the years, as journalists from the newshub
become not only sources of news and
information, but also facilitators of
conversations brought up by them or by the
public itself.

TRANSPARENT NEWS PRODUCTION
The disruption of the old paradigm of one-way
communication provoked another phenomenon
that will influence the shape of the news hub.
The passive audience will become more of a
community (or a cluster of communities) of
networked people empowered by digital
communication to participate in the news
production process and to effectively
communicate their reactions to journalists and
peers.
The emerging phenomenon of so-called
crowdsourcing (the call for help launched by
journalists involved in complex investigations
seeking collaboration from the public) is just
an example of the opportunities for community
participation or collaboration with news
production. The enthusiastic acceptance of
user-generated content by the news media also
indicates the beginning of a profound
transformation in the relationship between
journalists and the public.
As it produces and disseminates news and
information prepared by professional
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journalists, the newshub will also be a magnet
for reactions from the public and a facilitator
of the communication among community
members. The sense of participation in the
news that has already emerged by using social
media techniques will grow during the next
decade. People will still be interested in
reading, watching and listening to journalists,
but they have already shown that they too,
want to be read, watched and listened.
In the news hub of 2020, journalists will still
have similar obligations as they had in the past
- as protagonists in search of the truth, based
on the discipline of verification and on solid
ethical principles. However, their work will be
complemented by the testimonials and
contributions of non-journalists, and will also
be more transparent than in the confines of the
industrial-era newsroom. The news hub of
2020 will be surrounded by more glass walls
than journalists can imagine today, as they
come from a tradition of opaque news
production processes that kept dilemmas and
decisions out of the sunlight.
Information will be shared with the public, as
it is found in formats or storytelling techniques
that have not yet been figured out, but that will
differ from the rounded, linear stories printed
thus far. But to expose the construction of an
investigation or the development of an event
does not substitute that consolidated, linear
narratives could be presented as well. The
difference is that the consolidated version,
such as the chronicle of an event or a
reportage, will not be necessarily an end, but a
beginning of the experience of whoever may
be interested in learning more about the issues,
including the possibility of looking back to
learn how the story was developed.
Interaction between the news hub and its
communities will have several dimensions. Up
until now, journalists have by and large done
their work alone. In the future, they may bring
the public with them as they investigate a story
or even as some editorial decisions are made.
The very work of a reporter may go live, as
she uses a live video feed to show anyone
interested in the issue to follow along with
interviews and conversations as they happen.
Even if no one is interested in following the
story, the video log would later be available as
a complement. All the data accumulated in the
investigation of the news may be available for

public interaction, allowing any citizen
interested in an issue to dig up virtually the
same data the journalists used to do their job.
A story may become a database and the public
may have at their disposal artificial
intelligence tools to facilitate the process of
sifting through all the raw information.
By 2020, the news hubs will be at least closer
to the point of producing a tell me more about
that kind of journalism, a computer-agent
based, non-linear style that enables a dialogue
between the user and a digital platform. In that
case, stories would be built in layers, giving
the public a chance to follow a narrative or
navigate its various components, going more
in-depth on any detail or aspect, even those
stories without the main narrative.

PAPER PRODUCTS STILL ALIVE
Looking from 2007, I see the newspaper
turning into a multimedia, multi-product news
hub financed by an advertising-based business
model. The idea of paid subscriptions in an era
of hyper abundance of easily accessible
information seems not to work, especially for
general news. The key for advertising success
will be on the news hub’s capacity to aggregate
communities of identifiable consumers who
could be targeted at the individual level.
Advertising by 2020 will talk to each of us by
name, much like the film Minority Report.
Other media devices shown in the same movie,
such as an electronic paper capable of
reproducing an updatable version of the
traditional newspaper, will probably exist by
2020, as those displays are already coming out
of experimental labs as promising prototypes.
It is too early, however, to talk about the end of
the newspaper in its traditional paper form. In
2020, the same printed newspaper we have
now may be an expensive product for a
nostalgic, older minority, but it is hard to
believe that in only a dozen years paper
editions will become extinct.
Despite all the signs that are hard to hide
nowadays, the newspaper is simply too good
as a platform to just vanish from the face of
the Earth in such a short time frame. Digital
technologies are also making printing
machines more efficient, opening the way to a
diversification and even personalisation of
printed products. Newspaper companies may
be able to solve logistic hurdles that still make
it impossible for the distribution of a la carte
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editions. Newspapers and weekly news
magazines may merge into a different kind of
print product that may find its niche.
By 2020, paper products may have been
pushed from the core business of newspapers
and successfully transformed into digital,
multimedia news hubs, and they will certainly
be part of the host of platforms people will be
able to use to get their news. “Mediacide” will
not necessarily victimise the paper format, but
will certainly reach newspaper companies that
are not starting now to move from the
industrial-era to the digital-era. It is hard to
imagine that a newspaper company will
survive the challenges and threats of the digital
revolution in the next few years without
reinventing itself, changing its business model
and evolving from a monomedium, static,
closed, bundled paper product into a
multimedia, dynamic, open, unbundled digital
service that can still offer some paper
products.
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Conclusion
For prognosticators in the digital age, a
thirteen-year prediction is an eternity.
But, for each of the 22 contributors to this
report, including academics, futurists,
publishers, media watchers and industry
suppliers, everyone agrees that the media
market is changing drastically across the
globe, and newspapers need to adapt to the
new and challenging business climate.
The futurists gave us many possible scenarios
to consider, including digital publishing,
format changes, new business models,
evolving journalistic storytelling techniques,
bolstering trust in our brands and much more.
The essayists also will have us consider some
sage advice, including these nuggets of gold:

‘‘

• “Rather than dwell on newspapers as a
printed product, it’s best to look at the
companies that happen to own newspapers.
By 2020, many of them will have developed
a significant source of new revenue from the
Internet. Today, North American newspapers
are deriving approximately six percent of their
total gross revenues from Internet advertising,

but the successful ones in 2020 will be
deriving half of their company revenues from
that source. And it will be a far more profitable
half.” (Gordon Borrell)
• “The media company in 2020 will have made
full use of the opportunity to leverage its
traditional brand strengths in its local market,
and will have secured the huge competitive
advantages provided by that brand.”
(Chris Bisco)
• “Newsrooms of the future will consist
of networks of reporters, editors and factcheckers. Such newsrooms will evolve from
current news operations but will link to other
such networks for syndication both ways.
Blogging networks will also be integrated into
newsrooms. In this sense, HuffingtonPost.com
is already far along this direction.”
(Craig Newmark)
• “Newspapers have the highest credibility and
trust of all media. Their brand names represent
high quality journalism, giving newspapers the
very unique opportunity to build a strong printonline brand in order to develop an integrated
cross-media strategy.” (Erwin Rametsteiner)
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• “From a reader’s viewpoint, there are just
two fundamentals publishers must keep in
mind when preparing to attend to the demands
of 2020: 1. Stick to the fundamental mission,
and 2. Understand and respect the leading
desire of the ‘new readers’” (Flavio Ferrari)
• “The most noticeable difference on
newspaper stand displays will be new and
standardised formats. Currently, many
newspapers are switching from broadsheet to
tabloid size within the given possibilities.
However, soon we will witness the triumphal
advance of the Berliner format, since it
combines a number of advantages. As a
broadsheet it can be easily sectioned, as an
almost A3 format it can be easily standardised,
and as a tabloid micro-format it becomes a
classic magazine.” (Gerd Finkbeiner)
• “To change your paper, first, kill the beat
system as the predominant newsroom
structure, and second, organise your newsroom
according to your readers’ interests, not your
journalists’ sources.” (Juan Antonio Giner)
• “We have to assure that news organisations
survive, and to do that we must exploit the new
efficiencies made possible by the Internet, by
the new architecture of news in the era of the
link. The link frees us from the need to waste
our ever-dwindling resources on commodity
information the community already knows.
We no longer need to recreate the same news
everyone else has. We can link to it. We no
longer need to be all things to all people.”
(Jeff Jarvis)
• “Newspaper executives and editors need to
stop seeing themselves as part of a
‘newspaper’ company and start thinking of
themselves as storytellers, who dispense
information to an ever growing audience of
people hungry for stories. People who want
those stories when they wish to have them, and
how they wish to receive them.” (Mario Garcia)
• “Coping with strategic uncertainty is
undoubtedly a critical factor in long-lived
success. But hoping merely to adapt to change
as it arrives is both extraordinarily difficult and
corrosive to the commitment-intensive
foundation of the most successful strategies.
What is needed, therefore, is a way to allow
operating divisions to make the commitments
they must make to succeed while insulating
them from the risk created by those same
commitments.” (Michael Raynor)
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• “Newspapers may have to divorce
themselves from their old business models.
Either accept that you are an advertiser
driven business and become a free or low
cost ‘newszine,’ or remove yourself from the
fence and become publicly funded like the
BBC or find a committed benefactor who is
interested in something beyond quarterly
results.” (Richard Watson)
• “There are seven things I think the
publishers need to think about: 1. Own
breaking news, 2. Expand hyper-local
content, 3. Embrace databases, 4. Expand the
development of multimedia, 5. Create
evergreen content, 6. Make sure your content
can work on any device imaginable, and 7.
Make sure your newspaper isn’t a
monologue, but a dialogue with your
audience.” (Rob Curley)
• “The audience doesn’t require mass media
packed with material to appeal to a general
population. Each member of the audience
wants specific, narrowly cast information.
A typical consumer of a typical newspaper
requires and reads only a tiny portion of the
total offering.” (Bob Cauthorn)
• “We’ll have to invest in a number of trial
way-points until we find the formats and
interfaces that deliver a digital newspaper
that is a live, 24-hour, rich-media magazine.
And each of these titles will have its own
distinct personality. The generic, boring,
slapped-together compilations of wire
services and syndicates will not make the
cut.” (Roger Black)
• “In 2020, surviving former newspaper
companies, public and private, are structured
around a much more diverse business model
than they were 20 years prior. They have
become diverse local information enterprises,
typically deriving more than 50 percent of
their revenues and more than 75 percent of
their profits from digital operations – a
drastic reversal of the proportions seen just a
decade ago.” (Stephen Gray)
• “In 2020, the added value provided by the
newspaper will not just be about the “high
quality news” aspect, but rather the entire
concept of delivering information will
become the most important. In other words,
coordinating the entire value chain will be
necessary, but there is absolutely no need to
do everything internally. With “high quality
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news,” I do not think that there is a need to
vertically integrate the entire value chain.
This is because the most important thing is
the “concept of delivering information.”
(Takashi Ishioka)
• “In order to maintain their positions as
significant voices in the media landscape,
newspapers need to address a number of
issues: weak leadership, lack of business
attitude, reacting too slow to changes that
affect the industry and inability to harness
creativity.” (Tomas Brunegård)

Newspaper publishers today have a lot to
look forward to in 2020. Never has there
been so much opportunity and so many
options. Success with these opportunities
will come in the execution of their strategy.
These essays published in the Shaping the
Future of the Newspaper report serve as
seeds for such strategies. Publishers must be
vigilant to identify trends, and formulate
strategies around the opportunities that
present themselves in this ever-changing
media landscape.

• “The biggest shift and change in the next
13 years will be seen in the business models
(paid to free), in the advertising
accountability (from low measurability to
P4P), in the output devices (e-paper or
foldable screens) and the content structure
(from editorial/journalistic driven news to
user-generated content).” (Moritz Wuttke)
• “These changes will require continuing
shifts in thinking about the nature of the
newspaper enterprise at both the managerial
and staff levels. It will require accepting the
idea of a multi-product future intended to
reach different audiences, at different times
of the day, with different kinds of products,
serving different informational needs and
using different distribution platforms.”
(Robert Picard)
• “It is difficult to predict the future, but to
conclude I believe technical innovation will
drive changes in our behaviour, and lead to
major changes in the media industry going
toward 2020. Newspapers need to take an
active role in this development if they want
to play an important part in the future media
landscape. High quality content will continue
to be the single most important factor, but
interactive services, user-generated content
and multi-platform strategies will be
important key factors to success.”
(Stig Eide Sivertsen)
• “The power of media institutions is giving
way to a distributed, decentralised network
that includes empowered individuals,
empowered companies and governments that
must come to terms with a new way of
communicating. Any institutions that once
had to go through media to deliver
information are now themselves media.”
(Andrew Nachison)
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