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ANNIVERSARY
JUAN ANTONIO GINER
Founding Editor, Innovations in Newspapers

Fifteen Exhilarating
Years Covering An
Industry In Transition

I

n 1999, INNOVATION’s Marta Botero wrote the first chapter of our first Innovations in
Newspapers World Report about newspaper
newsrooms’ transition to becoming “information engines”.
In the same inaugural issue, we published the
results of a survey with 130 newspaper experts
from 34 countries. We asked them what they
saw as the most important innovations challenging the industry, and on a 1-to-10 scale “the
new multimedia newsrooms,” and how newspapers around the world were “integrating traditional news with radio, TV, cable and online
services” scored highest at 8.84.
Now, 15 years later, media companies are still
facing many of the same challenges and Innovations in Newspapers has been on the front
line providing insights to publishers and editors
about what was coming, what was working,
and what mistakes they needed to avoid.
Since 1999 we have published 15 English-language editions and several in German, Spanish,
Italian, Polish, Russian, Chinese and Arabic. In
total, almost 1,200 pages with more than 150
chapters.
The Report came into being thanks to a visionary Brazilian multimedia publisher Jayme Sirotsky, Chairman of the RBS Group in southern
Brazil, and a former president of the World Association of Newspapers. He convinced the
WAN board of directors that this report had to
be one of the highlights of the World Newspapers Congress. Since then, the presentation of
the report has been an established tradition
at the Congress, and continues under the new

WAN-IFRA umbrella. All the WAN and WANIFRA CEO’s and acting CEO’s during this time
have inspired and supported this publication,
while guaranteeing its editorial independence.
Behind our print and online publications,
there are a many individuals who deserve our
thanks. From our past INNOVATION board of
directors president, Barry Sussman, co-editor of the Report from 1999 to 2004, to Claude Erbsen, co-editor from 2004 to 2013, the two
key editors of a report whose covers have been
illustrated by Deborah Withey, former Society
of News Design president.
My former parter, now INNOVATION Chairman, Carlos Soria, and Emeritus President
Francisco Gómez Antón were driving forces
behind the report, and my current partners,
Marta Torres, in Pamplona and Juan Señor in
London, have contributed for many years to the
success of this undertaking.
Originally designed by the late Julio Alonso,
one of the founding editors of El País and codeveloper of the first graphic formula of the
Spanish paper, and later by Ian Cockburn and
Guillermo Nagore, the report is now designed by
INNOVATION’s chief design consultant, Antonio
Martín Hervás.
And last but not least to a list of more than
200 colleagues and friends, advertisers and industry providers from around the world who
have written, researched, designed, illustrated,
supported and in many other ways made possible these 15 annual editions of the Innovations
in Newspapers World Report. To all of them
our deep gratitude.
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FOREWORD
MAThIAs DöpfNER
CEO, Axel Springer AG

The Best
Is Yet To Come

B

avaria’s former Premier, Edmund Stoiber
recently told me about a symptomatic experience: He was sitting at the breakfast
table with his granddaughter, reading the daily
newspaper. The granddaughter looked thrilled
at the photo on page one, tapped her finger on
it three times and then said, highly disappointed: “Grandpa, it’s broken!”
She was not used to a picture that does not
change its size or does not link to a new page
when touching it. She did not understand that
sometimes a photo would be nothing else than
printed. And her grandfather concluded: Newspaper journalism faces difficult times, especially among the younger generations.

We need to be
concerned with
protecting the future
of quality journalism,
be it in print
or online

For years now, the possible demise of newspapers has haunted the industry. The grave-digging predictions of a dark future for our industry, have, to a certain extent, been confirmed by
the closure of a remarkable number of newspapers and magazines around the globe.
So far, so sad. But is newspaper journalism
really coming to an imminent end? Or is the
punch line of Edmund Stoiber’s story a different
one? The child’s behavior demonstrates how
strongly paper as a delivery medium for content is challenged by new technologies. And it
indicates that print as a distribution channel is
facing difficult times. But most of all, it shows
that for newspaper journalism, the best is yet to
come.
What does a good newspaper stand for? News,
vividly told stories, critical research, clear positions and intelligent comments by professional
journalists. Curated content by a reliable author,
who takes responsibility for the accuracy of his
or her writing: That’s what a good newspaper
stands for.
Instinctively, the little girl has understood the
huge set of possibilities new media offers for
journalists - a potential that a printed newspaper
does not even get close to: interactivity, updates
at any time, links to information and keywords,
unlimited space, and the fusion of different media styles - good times for journalists who have
something to say.
Also, the fact that the newspaper accelerates its
transformation into a newsphone, news-tablet
or newscomputer and thus reaches its readers
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more often, with more plentiful content and
with greater reach is ground for optimism: Good
times for publishers who want to create growth.
Whoever complains about these developments has not grasped the opportunity presented by the technological change. Journalism
does not depend on paper as a delivery medium.
It is the spirit that determines the nature of matter, not the other way around. Paper will still be
used as a reading medium for many years. But
the stakes are higher. We need to be concerned
with protecting the future of quality journalism,
be it in print or online. Therefore, newspapers
must emancipate from paper as a delivery medium. We continue to fight for every newspaper
and ad sold, with all our strength and creativity.
But we do not want to defend paper as an information carrier in a protectionist manner. Why
not? Because it is a fight that can’t be won. And
because it is a fight that should not even be won.
It is smarter to defend the future instead of defending the past.
Defending the future of quality journalism
fundamentally depends on the further development of an online business model based
on branded media. The main challenge for the
news industry remains to manage the shift from
free to paid content in the digital world. The
more traditional newspapers get replaced by digital offerings, the more urgently we must find
ways to convince our readers to pay for our content. Therefore, first of all, we have to continue
delivering attractive content. Second, we have
to develop quick and easy-to-use payment systems. And third, with special regard to the protection of intellectual property, we have to advocate a legal framework that allows us to market
our content in a globalized and digitized world.

Illustration: Luis Grañena

Technological change with all its effects is irresistible. New electronic devices offer extensive
opportunities for media companies to distribute their content. This development has only just
started. There will be other devices – flatter, bendable and foldable - that can hardly be captured
by our imagination today. We cannot predict future development but know that it will be extremely dynamic. And it will open unlimited opportunities to publish and market high-quality
content at any time and place - if we stay hungry
for innovation. The best is yet to come. A good
story remains a good story. And when Edmund
Stoiber’s granddaughter will be able to click on
the photos on page one - even better.

istockphoto.com

Paywalls come
in many shapes
and sizes from soft
and porous
to steel hard
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PAYWALLS
ThODORIs GEORGAkOpOUlOs

Consultant, Innovation Media Consulting Group

georgakopoulos@innovation-mediaconsulting.com

PAYWALLS RISE,
BACK DOORS OPEN,
AND THE JURY IS
STILL OUT ON WHAT
IT ALL MEANS FOR
THE FUTURE
Two years ago, The New York Times implemented what seemed at
the time an audacious and risky plan: A metered subscription model
that would limit the availability of its online content, but also add
a much needed new revenue stream to the company’s finances. Of
course it was not the first paywall ever erected by a newspaper.

T

he Wall Street Journal and the Financial
Times had their own paywalls in place
for years and so did many other newspapers throughout the world. It wasn’t even the
first experiment of this kind at The Times – the
ill-fated TimesSelect experiment had launched,
and crashed, in 2005. But The Times being The
Times, everyone was watching, and this time
something was different.
thiS time it workeD.
The idea behind the Times’ paywall is simple: It
is basically a subscription model that provides
a tiny sampling of content free of charge, as an
incentive for the reader to sign up for a monthly
(or yearly) subscription to enjoy full digital ac-
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PAYWALLS
cess to the paper’s content.
This was one of many models the newspaper
could have chosen to adopt since paywalls come
in many shapes and forms.
The Times of London, the FT and The Wall
Street Journal, have opted for a steel fortress approach that displays very little to non-subscribers. Others have chosen a two-tier format with
separate areas for non-subscribers open, while
the bulk of their content remains blocked as in
the case of The Boston Globe.
In the metered model adopted by The New
York Times a limited number of articles are free
to read each month. Casual readers can visit the
site without ever realizing a paywall exists, but
avid readers who spend a lot of time on the site
are invited to pay once they hit a predetermined threshold. Various subscription packages
are offered, and print subscribers usually have
free digital access.
This kind of “soft” paywall is inherently porous. There are many ways to go around a paywall, and publishers know it –and don’t seem
to care that much, figuring that back door users
may ultimately become front door subscribers.
A very well known and easy to exploit leak in
The New York Times paywall - a simple deletion of a few characters off the URL- was only
plugged almost two years after the introduction
of that paywall. And caffeinated readers at Starbucks in the United States can access 15 New
York Times articles a day free of charge.
This somewhat cavalier attitude underscores
the true nature of the metered system: The
paywalls themselves, easy to sneak around and
open to social media, are in effect a somewhat

Not everyone
loves paywalls.
Some publishers
are still reluctant
to sacrifice part of
their readership

forceful call for donations. Whereas NPR features unobtrusive banner ads asking for money
The New York Times puts out a prominent
pop-up window requesting a monthly donation
in the form of a subscription once you pass the
10-articles-a-month threshold. The mechanism
is different, the required donation specific (up
to $800 a year) but the premise is the same.
Two years ago, intentionally blocking access
to your most loyal visitors seemed like a serious
gamble for mainstream news sites. Many
people –myself included- considered the experiment ill-advised, and certain to fail. Skeptics
said that the public would be very reluctant to
pay for content they considered easily available
elsewhere for free. But it was clear to all that
newspaper publishers had to try something to
offset falling circulation revenues and plunging
print advertising income. And while digital advertising spending has been growing for several
years, five American technology companies
(Google, Microsoft, Facebook, Yahoo and AOL)
have come to claim the lion’s share of it, an
astonishing 64%.
So, pAywAllS it wAS
Now it’s two years later, and The New York Times financial reports point to the paywall with
pride. Their stock is up, although far below its
past levels, and, more importantly, a large group
of news organizations in North America and
elsewhere are either building a paywall or are
already barricaded behind one. As of February,
over 400 North American newspapers had a
paywall in place.
Gannett, the second largest newspaper publisher in the world, reported a healthy jump
in circulation revenue in the fourth quarter of
2012, thanks in part to the success of its new
paywall system that covers most of its titles,
with the notable exception of USA Today.
The Los Angeles Times has announced that it
would soon follow suit
John Paton, the outspoken CEO of Media News Group who, almost alone among his
peers, has been a vocal proponent of “digital
first” for a very long time, has now succumbed
to the digital subscription model, albeit reluctantly.
Even The Washington Post, one of the most
adamant holdouts is now planning to raise a
paywall in 2013. The Toronto Star, Canada’s largest newspaper, is planning the same as well
while The Globe and Mail introduced one in
October.
In Europe, a Slovenian startup called Pia-

INNOVATIONS IN NEWSPAPERS 2013

13

istockphoto.com

PAYWALLS

no Media has implemented a unified paywall,
a kind of media corral, that offers access to a
group of newspapers’ digital content with a single log-in and one subscription. It is expanding
the model to other central European countries.
The popular French all-digital news portal
Mediapart has had its content behind a paywall
since 2008 and had its first profitable year in
2011. In the autumn of 2011, Italian news startup Linkiesta set up a subscription system that
allows free access to its content, but offers additional perks and no annoying pop-ups to paying
subscribers. Linkiesta is a news website launched by former newspaper journalists. It is funded by some 80 microinvestors and concentrates on producing investigative journalism.
Helsingin Sanomat in Finland now has over

130.000 digital subscribers, a third of its total
print audience, who pay a few dollars a month
above the print subscription to access the digital service.
In Great Britain, The Times and The Sunday
Times have had a “hard” paywall since 2010. It
demolished the newspapers’ traffic –they are
said to have lost about 90% of their online audience - but reportedly not hurt revenue at all.
The Telegraph, on the other hand, erected an
extremely “soft” paywall in November 2012 and
announced plans for a somewhat harder one in
the spring of 2013.
Powering this world wide paywall construction is Press+, the best-known tech startup in
the field. They offer an online tool that helps
publishers build paywalls quickly and with minimum expense. More than 500 newspapers
have signed up to their service so far.
Even digital-only content producers are beginning to look for ways to get paid directly
from readers. Andrew Sullivan, a former print
journalist turned blogger who has blogged for
Time.com, The Atlantic and The Daily Beast,
decided to go solo, setting up a porous paywall
on his blog that will allow visitors to read seven
free stories a month before being asked to subscribe, at $19.99 a year for ad-free political and
social commentary.
The Daily Beast itself is also considering setting up its own paywall in 2013, as is The Atlantic, one of the most innovative media properties on the web.
The explosion in paywalls has moved David
Carr of The New York Times to comment that
“It’s been a weird evolution to watch. Paywalls,
long the bête noir of evangelists of a free and
open Internet, are almost sexy right now”.
Why is this happening? What does this
sudden craving for walls signify?
There are, I think, two possible explanations
for this trend:
• Paywalls work or
• Publishers are so frightened and/or cornered, they are willing to try anything at all, even
solutions they themselves discarded as useless
one or two years ago.
Evidence to the first seems clear, especially if one subscribes to a modest definition of
the word “success”. Specialized publications
that produce premium content unavailable elsewhere like the Financial Times or Politico Pro
seem to be thriving behind their paywalls.
General interest newspapers use their digital products to create new packages that make
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their print editions more appealing –some by
pricing the bundles lower than the standalone
print products.
The New York Times now boasts 640.000 digital-only subscribers, 65% of which are described as “entirely new.” The company reported
a healthy rise in circulation revenue for 2012,
which helped offset another severe drop in advertising revenue. This was partially attributed
to higher subscription prices, but also to the
new digital packages that made those rising prices easier to take. For the first time its circulation revenue surpassed its advertising revenue.
This alone seems enough to make other publishers warm to the paywall model.
However, paywalls are not universally seen as
a panacea. Some publishers are still reluctant
to sacrifice part of their readership. Says The
Guardian’s CEO, Andrew Miller: “For someone
like us in the U.S., with a brand name that’s not
hugely well known, to have a paywall and close off consumption of The Guardian at this stage would seem crazy to me.”
Also, not all paywalls work or can work as
well as The New York Times’ with its global

“Paywalls can’t
be a long-term
strategy; the audience
will not be there”
JOHN ROBINSON

reach. Local newspapers find it harder to gain
meaningful subscriber numbers. The Boston
Globe, owned by the New York Times Company,
has signed up only 28.000 digital subscribers.
The Minneapolis Star Tribune has 20.000. The
impact those numbers have on their respective
bottom lines is decidedly meager.
And we don’t really know how successful
The New York Times experiment really is. The
640.000 number counts multiple devices used
by subscribers as separate subscribers and the
company has not disclosed how many unique
subscribers it has, and how many of them are
paying discounted prices. Even the most optimistic revenue estimates, up to $100 million annually from the paywall alone, is but a fraction
of the troubled company’s total revenues.
Meanwhile, the initial reasons for skepticism
still stand. “The biggest flaw from a business
perspective, particularly for smaller newspapers,” writes Matthew Ingram “is that walling
up your content is an invitation to free competitors (…) to come and take away your readers.”
Veteran Greensboro, North Carolina, News
& Record editor John Robinson describes the
problem aptly in a blog post titled “Using a
Band Aid on a bullet wound:”“I can understand
paywalls as a leaky short-term strategy, catching
some newspaper readers who are addicted
to their local papers. But without significant
‘value-added’ content, that won’t last. Paywalls
can’t be a long-term strategy; the audience will
not be there”.
Which brings us to the second possible explanation, one echoed in John Paton’s reluctant
concession to the paywall movement: Newspapers are trying paywalls because they are willing to try everything. A paywall can be a tool
to prop up circulation numbers and revenues
(for some) even if their nature runs counter to
the nature of the medium they live in, as many
opponents believe. Publishers use them not to
replace their current business model, but rather
to allow that model to survive long enough, until they come up with whatever comes next.

INNOVATIONS IN NEWSPAPERS 2013

15

PAYWALLS

istockphoto.com

the New York times and Helsingin Sanomat offer different packages combining print and digital subscriptions.
theguardian.com resists paywalls altogether. Piano is a new way to sell information content from
different publications under a single umbrella

As Clay Shirky wrote in a now-famous 2009
essay:
“If your old model is broken, what will work
in its place? To which the answer is: Nothing.
Nothing will work. There is no general model
for newspapers to replace the one the internet
just broke”.
Paywalls are not a replacement. But they may

buy publishers time to figure out what happens
next, perhaps while pondering the words of the
beloved American poet Robert Frost:
Before I built a wall I’d ask to know
What I was walling in or walling out,
And to whom I was like to give offence.
Something there is that doesn’t love a wall
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IMAGINATIVE
STARTUPS SEEK
NICHES THEY HOPE
TO MONETIZE

Much space has been devoted to debating the sustainability of
established media titles as they attempt to close the gap between
print dollars and online pennies by erecting digital paywalls.
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B

ut what about those digital pure-players that have bucked the advertisingonly models of titles like Slate and Huffington Post and asked their readers to pay from
the beginning? Can they persuade readers to
open their wallets when there is an inexhaustible amount of free content? A few brave entrepreneurial publishers have begun to answer
this question, launching new publications with
a variety of business models, all of which require paid subscriptions.

meDiApArt: A DiGitAl pAywAll thAt workS
Perhaps the most successful example of a pure-player paywall is France’s Mediapart. Launched in 2008 by former Le Monde Editor-inChief, Edwy Plenel, Mediapart strives to be a
voice “apart” from the mainstream. In a country where investigative reporting is lacking, Plenel identified an under-served niche, and built
what has become a profitable journalistic enterprise around that niche.
Mediapart articles are available only to subscribers to the website, which counted 65,000
in August 2012. With these
subscribers paying €9 each
the Mediapart
per month, Mediapart mainNewsroom
tains a newsroom of 30 jourfeatures a touch
nalists, most of whom are
of urban art with
seasoned veterans who shaits logo
re Plenel’s views as an outspoken critic of the traditional ties between the
French Fourth Estate and government and business figures. The investigative newsroom is
complemented by Le Club, a forum edited by
subscribers, and FrenchLeaks, which adopts the
WikiLeaks whistleblower model to France.
With 95% of revenues coming from subscriptions and €4.5 million in overhead in 2011, Mediapart reported a €500,000 profit in January
2012, a respectable performance for an online
publication less than four years old.
Getting there wasn’t easy. In December 2007,
Plenel and his co-founders posted “The Mediapart Project” online, outlining plans for the publication. It was a call to action for those readers
who cared about deeper investigative journalism to subscribe to the future Mediapart. When
Plenel and Co. reached their target of 10,000
subscribing pledges they launched.
The subscriber base grew modestly through
July 2010, increasing from 10,000 at the time
of the winter 2008 launch to about 20,000 over
two years.. Then Mediapart broke a major scandal, the Bettencourt Affair, the story of a wealthy
French heiress who was avoiding taxes through

secret bank accounts abroad. That sent the subscriber base soaring, as it more than doubled to
45,000 by the end of 2010.
One could argue that Mediapart’s success is
directly tied to the Bettencourt affair. But continuing growth suggests that Mediapart has built
a sustainable business that offers real value to its
readers. Over the course of 2011, subscriptions
grew at a rate almost three times that of the first
two years of publication, resulting in a total of
58,000 subscribers at the end of the year. As its
subscriber base kept growing, Mediapart once
again turned a profit in 2012, €700,000 on €6
million in revenue from 65,000 subscribers. It
has a staff of 45, of which 31 are journalists.
Are All niChe AuDienCeS willinG to pAy?
Like Plenel and Mediapart, two British journalists, Jim Giles and Bobbie Johnson, bothered
by a decline in long-form investigative pieces,
identified another niche and decided to test an
innovative business model in digital journalism. The two reporters, whose work has been
featured in top-tier publications ranging from
The Guardian to Wired magazine, focused on a
narrow topic: science and technology.
“We think there’s a gap in the market for this
stuff. Most websites focus on pretty short blasts
of news (which are often useful) while magazines like The New Yorker, New York Times Magazine, and The Atlantic don’t have the subjects
we love at the center of their world,” Johnson
told The Next Web in November 2012.
To launch their project, they needed an initial
$50,000 and turned to the crowdfunding platform, Kickstarter, to raise the money. When the
campaign went online in February 2012, it quickly became apparent that Giles and Johnson
weren’t the only ones who craved for more
long-form journalism. Within the first 36 hours
of their campaign, they surpassed their $50,000
goal and. by the end of the campaign they had
raised $140,000 from over 2,500 individuals.
On crowdfunding platforms like Kickstarter, contributors pledge a certain amount and
are offered “rewards” in return for their contribution. Once the stated amount is pledged, the
project is considered successful, and the con-

Crowd funding
allows fresh ideas
to flourish
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Investigative reports by Mediapart migrate
from the web into book form.

tributors’ credit cards are charged. Rewards are
distributed in the following months.
Matter pledges ranged from $10 to $3,000,
with the smallest donors receiving the first
three stories for free and the largest, corporate
donors, receiving one month of advertising on
Matter’s site and stories.
Beyond the initial fundraising, the two founders prepared a more sustainable financial model, one based on monthly subscriptions and
purchases of individual stories. At $0.99 per
story, readers get access to all digital versions
(web, smartphone, tablet, ebook) and additional perks like Q&A’s with the author of the article. As a Matter member for $0.99 per month
as of March 2013, subscribers can also contribute their two cents’ worth as part of the editorial
board and attend Matter events.
As this report was beging written, Matter was
producing one piece per month with plans to
raise the frequency four-fold to one article per
week.
the DAily: the FirSt tABlet newSpAper
As Mediapart and Matter focus on their specialties for niche audiences, could a general interest
news pure player find a profitable means of selling subscriptions?
One of the world’s most powerful and most
deep-pocketed publishers, News Corp., decided
to give it a shot. In February 2011, with much
fanfare, Rupert Murdoch’s multinational me-

dia conglomerate announced the launch of the
world’s first tablet-only publication, The Daily,
together with iPad manufacturer Apple.
The Daily’s objective was to create a publication adapted to the digital world with each edition including interactive videos, images, infographics and social network integration. The
publisher and the initial staff of over 100 knew
that a simple rehashing of the day’s news would
not work if the publication expected to gain a
critical mass of subscribers at $39.99 per year,
so News Corp. put up $30 million in initial investment to make The Daily stand out as much
as possible.
Technologically and experimentally The Daily
was a success. It managed to pack a considerable amount of high-definition video and images
into a small file size. It was one of the first publications to work with Facebook’s Open Graph,
which allowed subscribers to seamlessly share
the content they consumed with their friends,
and was the first recurring subscription application on a tablet.
Despite these innovations, The Daily did not
find a profitable space in the overcrowded universe of general-interest news where many
well-established publications had tried to impose paywalls on their readers to mixed results.
To reach a financial break-even point, it was estimated that The Daily needed 500,000 subscribers to its tablet-only app. At its peak, it claimed
a mere 100,000. After much press speculation
in the preceding months and denials by News
Corp., The Daily finally gave in to financial reality in December 2012 and ceased publication.
“From its launch, The Daily was a bold experiment in digital publishing and an amazing
vehicle for innovation,” Rupert Murdoch said
on December 3, 2012, announcing the closure. “Unfortunately, our experience was that we
could not find a large enough audience quickly
enough to convince us the business model was
sustainable in the long-term.”
the new preSS: JournAliStS AS BrAnDS
In The Netherlands another experiment is underway. It is not quite a niche play, and not quite
general interest. In fact, the core of the business

Fancy technology
is sometimes not
enough for success
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two British journalists, Jim Giles and Bobbie Johnson, bothered by a decline in long-form investigative pieces,
have launched an online outlet for thoroughly reported stories founded by subscribers.

model are the journalists themselves.
After the demise of the free paper De Pers
(The Press), publisher Jan-Jaap Heij convinced
some of the paper’s staff to join him in shifting
De Pers’content distribution from print to mobile. The catch? Heij would sell subscriptions to
the content streams of individual journalists.
De Nieuwe Pers (The New Press) launched
in February 2013 as an iOS-only mobile app.
It offers two types of subscriptions through
Apple’s in-app purchases: readers can pay €1.79
per month (€16.99 per year) to subscribe to a
specific journalist. Heij’s bet on the journalistspecific payment plan plays to the relationship
that readers develop with their favorite authors.
As Heij told journalism.co.uk soon after DNP’s
launch, “What we believe is that people, journalists, matter more now than media brands. Readers follow journalists, not so much newspapers
or media anymore. What we are trying to achieve is a channel approach in which we give journalists the possibility to publish for themselves.”
If readers identify with more than one journalist, DNP also offers a global subscription plan
for €4.99 per month or €37.99 per year.
The creation of DNP’s mobile platform attracted immediate interest from the Dutch journalism community with 200 journalists asking
to join. Journalists receive 75% of the subscription revenues they generate, rising to 85% if they
gain more than 500 subscribers. Before they are
able to join, journalists are vetted by Heij whose goal is to have 50 on the platform by the end
of 2013. Once they are accepted, the journalists
are free to publish what they want, when they
want. To foster initial connections with the au-

dience, DNP offers a small amount of content
for free and is experimenting with a kind of reverse live-blogging system. Ironically, called “Liveblog”, DNP chooses a breaking news story
and follows it as a topic for one week, effectively
demonstrating the reverberations of the event
within a broader context over an extended period instead of simply liveblogging the event and
not following up on it.
Heij says that both DNP content will evolve
over time as he expects his journalists to begin
publishing more videos and images. Heij is also
developing the app for other operating systems
and foresees an HTML5 website as a next step to
expand the reach of DNP.
keep innovAtinG!
Online paywalls? Crowdfunding? Journalists as
brand names? Are any of these the money-making killer solution that pure-player publishers
seek? It is too early to say.
As these innovative business models continue
to evolve, what works for one publisher may not
work for another. These entrepreneurs – and
traditional media executives - will watch each
other closely, learn from the mistakes of others,
and mix and match the best elements of the
models that seem to be working to fit the audiences they pursue.
But digital publishing entrepreneurs are surely not the only ones with a stake in the success
or failure of these models. With many pundits
predicting an end to print distribution, traditional publishers will watch closely as they prepare their empires and audiences for digital subscriptions.
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STACKING
PENNIES FROM
MULTIPLE SOURCES

The speed at which audiences change their media consumption
habits is pushing traditional media and other companies, to look
outside the box and come up with new revenue streams.

W

hen I left my parents’ house to live on
my own as a student in 1991, they gave
me a great present: a subscription to a
daily newspaper. Getting my own newspaper
subscription was a rite of passage. Finally, I was
an adult.
That was still an era when publishers could sit
back in relative comfort and collect dollars from

readers and advertisers alike. Today’s reality is
completely different and far more challenging.
Now, publishers have to stack pennies from a
multitude of activities while constantly looking
for new revenue sources.
But the fundamental economics of the publishing business haven’t changed. Either you make
money with your content or with your audien-
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and vastly improving their digital product.
Finland’s biggest newspaper, Helsingin Sanomat, introduced a bundled subscription called
HS Combo for their paper and digital products
mAkinG money with Content
in 2008 and today 86% of all new subscriptions
The simplest way is to charge your readers.
are for HS Combo. The digital content is sold at a
Sounds logical. But in an era in which informasmall markup over the price of print alone, only
tion supposedly wants to be free it’s no longer
an additional three Euros a month. HS Combo
so obvious.
has meant a significant rise in the number of
Last year was a tipping point in charging for
customers paying for Helsingin Sanomat’s didigital content. Newspapers all over the world
gital product.
caught up with the pioneers, took the plunge
The New York Times, on the other hand,
and set up paywalls of various kinds, and they
offers print subscribers free digital access, whidiscovered this was not a shortcut to online
le aggressively promoting digital-only subscripsuicide. Conversion rates are still an issue, but
tions.
some new revenues are coming in, helping offWhile bundling several products into one can
set losses from shrinking print circulation. And
be smart business, unbundling a single product
while revenues from online advertising do not
– the sliced salami approach -- can be an equanearly make up for lost incoime from print adlly attractive proposition.
vertising, more eyeballs mean more income.
Individual pieces or sections of a newspaBut charging for digital content is more than
per can be offered separately, especially if they
just putting up a paywall.
are presented as a service
It demands all-out effort
rather than as content. For
to make your digital proexample, a cooking app to
duct superb, requires an
deliver the popular cooaggressive sales push, and
king section of a newspaattractive offers. Sweden’s
per, or a travel app capiAftonbladet boosted its
talizing on a newspaper’s
digital subscriptions by
acclaimed travel section.
61% in 18 months by putThere are plenty of valuating more emphasis on
ble services in your newsthe marketing and sales
paper that can live a life
of their Aftonbladet Plus
the garishly decorated NY Post
on their own in an app or
package, by improving
tour bus plies the streets
other format.
their customer relations
of the Big apple
ce. You just need to find new things to sell to
them.

A BUS?
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And when we start unbundling, we can also
repackage core content from the printed newspapers and sell it in a different format on the
web or in an app. The Dutch newspaper publisher NRC which publishes two dailies –NRC
Handelsblad and NRC Next- is doing just that.
Each day they select the eight best stories from
their newspapers and repackage them into an
iPad app called NRC Reader. It’s not just presenting their already existing content in a different
format; they also claim that readers who are not
buying the newspaper are subscribing to NRC
Reader to be selectively informed about what’s
going on with 15 minutes’ worth of high quality
journalism. Besides the content, the interactive
design of the app is crucial, geared to making
use of what a tablet can do rather than just mimicking the newspaper. The app can be downloaded from the app store at itunes.apple.com/
nl/app/nrc-reader
So the bottom line is that making money with
content in an era in which information supposedly wants to be free is definitely possible, and
the key is to test and try a wide range of new
things and stick to what works.
mAkinG money with your AuDienCe
The traditional way to make money from your
audience is providing access to third parties,
in short: advertising. This is still an important,
but shrinking, source of income, so let’s look at

some alternatives.
Conferences are of course nothing new for
some large newspapers, but in many cases they
are seen as a marketing instrument, and are often organized by the marketing department.
But more and more newspapers are building
conferences into a significantl business. Russian financial newspaper Vedomosti has grown
its conference business more than 25% annually
with healthy profit margins of over 20%.
The Financial Times, has been organizing
conferences since the 1970s and has now introduced FT Live, which enables people to attend
conferences electronically right from their desk
or via their laptop.
Some newspapers are catering to their readers’ passion for travel offering a wide range of
travel packages. They go from city trips to highly
specialized cruises with educational, cultural or
political themes. The Guardian offers its readers
leisure holidays while the Dutch NRC adds an
educational goal to their travels using their network of correspondents and specialists on a variety of subjects. Their most successful recent
travel package was built around the presidential elections in the US, when they took a large
group of readers to Washington accompanied
by specialists who provided insights into the ins
and outs of the 2012 elections and US politics in
general. An NRC spokesman later told me that
travel package profit margins are substantial.
The New York Times is offering cruises featuring some of its top reporters and columnists as
speakers, and Rupert Murdoch’s New York Post
is offering a more modest $49 two-and-a-half
hour Manhattan tour on a luxury bus plastered
with famous headlines from the racy tabloid,

Each day they select
the eight best stories
from their newspapers
and repackage them
into an iPad app
called NRC Reader
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Ft seminars and a Kenya newspaper’s NationHela
service have something in common: they both deal
with money

including the now-classic “Headless Body in
Topless Bar.”
Thinking out of the box led the publisher of
Kenya’s The Nation to introduce two services
for the Kenyan diaspora: One is a money transfer service called NationHela, and the other a
paid-for SMS news alert service for Kenyans
abroad who want to keep on top of what’s happening back home.
The key to success with activities of this type
is to customize them to your audience. Some
newspapers are running cafes in or around
their newsrooms and many newspaper publishers sell books, wines or other products in their
web shops, usually in partnership with specialized merchants, leveraging their audience. And
since newspapers are close to their audiences,
and familiar with their interests and needs, publishers can lead their readers to a variety of buying experiences.

disrupted, you need to test and try a lot of new
ideas and approaches and concentrate on those that appear to be successful or at least promising. Even if you are in a part of the world where
disruption of the newspaper business is not yet
an issue, many lessons can be learned from the
experiences of others.
The times of sitting back and just collecting
circulation and advertising dollars are over, and
it’s time to start working on stacking pennies
instead. Or, as a wise person once said, “take
care of your pennies, and your dollars will take
care of themselves”.

innovAte, innovAte, innovAte!
What all these examples show us is that to make
money as a newspaper publisher in a time in
which the industry and its business models are

GUIDED TOURS
Journalists become guides on some
newspaper-organized cruises.
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NEW EDITORIAL
PUBLISHING
SOLUTIONS TO
CREATE NEW
REVENUE SOURCES
As traditional advertising revenue keeps shrinking, publishers
are finding new ways to sustain their business, from organizing
conferences to building paywalls and opening cafes. But there are
still some interesting editorial solutions available to earn new money
to support journalism’s vital mission.
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L

ong before the global financial crisis, newspaper publishers in Europe and the United
States began to experience a crisis of their
own. Thankfully, in 2012 and early this year we
began to see some light at the end of the tunnel, and there is some renewed hope for a better
future. Media companies have had to abandon
some traditional habits and embrace innovation
and engage in various experiments to minimize
the effects of the crisis.
Last year was the year of digital native advertising. But what is native advertising? Paul Rossi, the managing director for The Economist,
defined it in an article published in Digiday:
“Native advertising is one method for marketers to use content to engage with readers in a
way that is more effective than standard advertising.” This advertorial digital solution is based
on making available a publisher’s website CMS
and, sometimes, a standalone, independent,
in-house editorial team, to help create and publish content that not only looks like the editorial content on the website, but is also built with
the site’s readers in mind.

When a client has something to communicate and wants to reach a certain audience it
seems a no brainer to turn to the publisher of
a website that already delivers news content to
that audience to help the client build and deliver content that resonates with that audience.
That’s the basic idea behind native advertising.
Some commentators in the newspaper business have said that there is nothing new about
this practice, and in fact The Atlantic magazine has been offering such a service for several
years. But for most mainstream publishers it is
indeed something new, and some are gingerly
dipping their toes into the waters. The Washington Post, for instance, launched a program
called “BrandConnect” early this year.
I fully understand that this is not “real” editorial content in the eyes of editors and journalists. But this article is not about traditional
journalism, but about new ways of creating editorial content to make money! Please have some
patience with me, and allow me to further develop this subject.

istockphoto.com
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If, on the one hand, native advertising isn’t
proper news, on the other hand, well done native advertising is also not just marketing prose. The underpinning for this kind of advertising is that it works best when it relates to the
website on which it is published, and to its audience, and this means, not only in its appearance but also in its feel. Publishers and special
teams (since editorial teams shouldn’t be working with native advertising) can provide that
service better than marketing or advertising
agencies. As Mathew Ingram wrote in a post
for Paid Content “It doesn’t have to be ethically compromised: Like any kind of advertising

One of the major
diﬀerences between
traditional advertising
and native advertising
is the ability to share
the latter on social
networks

or commercial relationship, sponsored content
or ‘native advertising’ can be handled well or
it can be handled badly. That doesn’t mean it
can’t be done in an ethically responsible way.”
Ingram added that “It can be a valuable service
for readers: If advertiser-created content provides something useful that readers are interested
in, it’s a win-win for the editorial outlet, since
they get paid and readers are satisfied”.
Of course there is a fine line between creating
something that is both a commercial message
and welcomed by its readers, as The Atlantic
learned when readers, and media critics, roared
in anger when it published an extensive piece
of native advertising in conjunction with the
Church of Scientology. The uproar was so great
that the offending piece was removed and the
magazine issued an apology to its readers.
One of the major differences between traditional advertising and native advertising is the
ability to share the latter on social networks.
Business owners are realizing that it is no longer enough to produce “traditional” marketing
content to spread their message. The power of
native advertising is that it becomes as sharable
by the audience as any piece of journalistic
content, and this is something that brands are
really eager to achieve.
Jim Farley, Chief Marketing Officer at Ford,

istockphoto.com
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said as much to Brian Morrissey for yet another
article in Digiday: “What we found is that shareable content is something you have to be professional about and quick to develop”, adding
that “You have to have great sharable content,
which isn’t easy to produce”. He finishes with
valuable advice for news media publishers: “Digital for most marketers is very intimidating.
Your media partner has to hold your hand.”
This sharing of content related to a brand
is something that The New York Times is also
working on, with the release of a new digital
advertising service of its own, “Ricochet.” The
idea for this service is that clients can choose
from Times company’s digital content – or content from some other providers, like Condé Nast
or Time Inc. – that best relates to the brand’s
commercial message and associate traditional digital advertisement with those articles.
Then, the client will use their own social sharing channels to distribute the content alongside their advertising. The Times company collects the bill and shares revenue with the other
content providers. It is expected that the Times
company will open “Ricochet” to more content
partners, and we can expect other publishers
to follow the Times’ example, as so many have
done in the wake of other New York Times digital experiments.

the New York times

the Wasington Post

in portuGAl
Finally, there’s another innovative approach

INNOVATIONS IN NEWSPAPERS 2013

28

ADVERTISING

that deserves mentioning. It’s been developed
in Portugal at Impresa Group, the country’s
biggest news media publisher (Full disclosure:
The author of this article works at Impresa, but
not directly on this project).
This new editorial approach is called Editorial
Engagement for Audiences and Brands (EEAB)
and its leader and publisher, Martim Avillez Figueiredo, explains how it works: “In one sentence, we can view this new revenue stream

as pure editorial content, completely focused
on what our readers want, but editorial content that, simultaneously, is very attractive to
companies who need or search for new ways to
reach their audiences.”. He adds that “With this
strategy, we have not only been able to make
very good new money, but we have also been
able to bond once again with our audiences,
since all these projects are useful and pivotal to
their needs.”

INNOVATIONS IN NEWSPAPERS 2013

29

ADVERTISING

The way it works is that Impresa identifies
subjects that are particularly important to the
audiences of their stronger media titles. Exclusive editorial projects are then conceived and
developed into three different types of content:
1 – pure editorial articles, published in one or
more of the group’s titles; 2 – exclusive online
platforms with a dedicated editorial team that
produces and publishes content on that platform and also manages related Facebook and
Twitter accounts, 3 – live media events. In all instances,
the clients’ brands are related to the content, creating a
link of excellence between the
editorial products and brand
awareness.
As an example of how EEAB
works, Figueiredo shares the
idea and results of one of these editorial/commercial experiments: Caminho das Exportações or The Path to Exports,
an editorial project that identified seven countries believed
to be crucial to the recovery of
Portugal’s economy which is
in the middle of a serious fi-

nancial crisis. The project had two main objectives: to produce in-depth editorial content about
each of the seven countries, focused on what
people needed to know in order to work or invest there and to organize business round tables
in each of those countries, bringing together
Portuguese and local business people and government representatives.
The countries involved were the USA, Brazil,
Angola, Mozambique, South Africa, India and
the UK. The two brands involved in the project,
in an exclusive partnership with Impresa, were
PricewaterhouseCoopers and Barclays Bank.
Several editorial pieces where produced around
this project and published on an exclusive website and also in Expresso, Portugal’s largest selling weekly newspaper, and one of the major
titles in Impresa’s portfolio.
Figueiredo says Impresa has organized 12
EEAB projects so far, and is more than happy
with the results, in terms of both profitability
and the editorial quality of the content produced.
The single most important lesson to be taken
from these examples is that good content, good
editorial content, will always have great value
for brands and their commercial communication needs; publishers just have to find the best
ways to provide added value, through content,
to brands across the market. The old way doesn’t
work any more. Advertising inside a news package no longer fully responds to the marketing
needs of modern brands. As consumers, who
happen to also be our audiences, move on, so
should we – not only in providing the best journalistic content to inform them, but also in providing new and relevant ways for our long-term
partners in business, brands, to communicate
with our audiences.
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CALIFORNIA
DAILY HIRES STAFF,
ExPANDS COVERAGE,
IN DRIVE TO IMPROVE
CONTENT AND
INCREASE SALES
In stark contrast with what’s happening at other American
newspapers, the “Now Hiring” sign is prominently on display at
The Orange County Register, a 175,000 circulation daily covering a
prosperous California county of over three million residents, many
of them highly educated, and the home of the original Disneyland,
just south of Los Angeles.

N

early 100 new journalists have been hired
at the Register and its 24 local weeklies
since owner-publisher Aaron Kushner
and a Boston-based investment group bought
the two-years-out-of-bankruptcy newspaper
from its previous owner, Freedom Communications Inc., in July 2012. At the time it was the
country’s 20th largest newspaper by circulation.
While other newspapers throughout the United States as well as elsewhere, are shrinking
their newsrooms, and their news pages, the Re-

gister has been expanding, re-designing, adding
staff and launching new initiative to sink its
roots ever more deeply into the community. In
less than a year it has launched a standalone
daily business section ranging from six to 12 pages, introduced a weekly Faith and Values section, a new arts section, a new fashion section,
a Show/Movies section, and a new “Go & Do”
section. It has expanded its investigating team,
opened a Washington bureau, and converted its
local weeklies from tabloid to broadsheet, and
is printing them on higher quality glossy paper
instead of newsprint.
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The newly hired Faith and Values columnist had barely figured out her way around the
newsroom when she found herself on a plane
to Rome to cover the selection of the new pope,
with her byline ending up at the top of Page One
for many days in a row.
Kushner, a newcomer to publishing, with no
previous experience in journalism, says he and
his partners are in it for the long-term, but he
isn’t saying how much money they have put
into the operation, or how much they paid for
the Register and its affiliated publications, including the Spanish-language weekly Excelsior.
As a private, unlisted, company, they don’t have
to.
“There are very few businesses we believe
matter more than the news,” Kushner told USA
Today columnist Rem Rieder in February. Rie-

der was just one of the many writers who have
been focusing on Kushner since he took over
the Register and began to swim against the multiple currents that have been wreaking havoc
throughout the industry. While others fire, he
hires. While others cut back, he expands. While
newspapers and broadcasters shut down their
Washington bureaus, he opens one.
Rather than cutting costs and gutting the
product, Kushner has embarked on what he
calls a “subscriber first” strategy to improve the
newspaper. He told interviewers that with digital revenue accounting for only about 10% of
total revenue his emphasis was on improving
the print product, but that a paywall would follow as content improved. “When you’re adding
journalists who are covering new beats and writing compelling stories,” he told Rieder, “you’re
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BLANKET COVERAGE

In addition to its flagship newspaper, the Orange County
Register’s portfolio includes community newspapers
serving Orange County’s 34 cities and the Spanishlanguage Excélsior. Monthly magazines include Coast,
OC Register Magazine, OC MEtRO, OC Family and
Southland Golf. Its digital offerings include OCRegister.
com, OCVarsity.com, OCMetro.com, OCFamily.com,
Southlandgolf.com, OCMenus.com, OCExcelsior.com and
OrangeCounty.com. Ripe Orange, a marketing, design
and events firm, is also part of the group.

going to strengthen your entire product.”
In late March the newspaper announced that
the paywall would be going up in April, and
would allow free access for print subscribers. In
an interesting twist, the letter sent to subscribers suggested that their free access would be
limited to those days for which they subscribe
to the print edition.
And subscribers are not likely to find side doors
that will let them migrate to a lower-priced online service. “If you have a wonderful restaurant
and it costs $10 to come in the front door,” Kushner told AP’s Elliot Spagat in January, “I’ve never understood why it should cost anything less
to come through a side door.” Print subscribers
now pay seven dollars a week or $364 a year, for
the home-delivered newspaper, and circulation
has been slowly inching upward.
At the end of September 2012 – according to
the last available Audit Bureau of Circulation fi-

gures -- average daily circulation of the Register
was 175,851, a 1.6% increase over the previous
year. Not a big jump, but any increase in the current climate is a welcome increase. Overall circulation – including the weeklies and Excelsior
– was 285,088, up a healthy 6.3% over the previous year. And Sunday Circulation of the flagship newspaper was also up an equally healthy
6.29%, at 301,876. And this was very early in the
Kushner regime, before most of the staff and content expansion had been put in place. Unfortunately, ABC figures for the October 2012-March
2013 period were not yet available when this
report went to press. While promising for the
future, these numbers are still well below the
Register’s peak circulation in pre-crisis days, in
1991, when it stood at 372,000 on week days,
and 430,000 on Sundays.
But Kushner exudes confidence about his
strategy and the impact of the changes he has
introduced. Ken Doctor, who writes the “Newsonomics” blog about the business side of journalism for the Nieman Journalism Lab calls it “a
strategy of would-be virtuous circles,” and adds
that “In part, the strategy is truly contrarian; in
part it reflects a building back of what has been
a much-diminished metro newspaper.”
Doctor describes the virtuous circles of
Kushner’s strategy as:
• Reward valuable subscribers
• Invest in community institutions
• Improve subscriber retention and growth
• Make the Register a more vital place
to advertise
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One significant community investment earlier this year was the distribution to its subscribers of $12.4 million worth of $100 virtual
“checks” they could make out in favor of their
favorite local charities, to be cashed in for advertising space in the Register.
In-house investment includes a 40% increase in pages, a substantial increase in the use
of color, and an increase of more than 50%
in newsroom staff, from a low of 180 to more
than 270, which is about half the size of the
much larger, but severely diminished, Los Angeles Times just to the north. But, despite the
inflow of new newsroom staffers, including
many re-hired Register veterans, the paper – a
three-time Pulitzer Prize winner - is still well
below its 380-person newsroom of the 1990’s,
when it was a nationally recognized conservative/libertarian editorial voice. Among the
returning veterans is infographics guru Jeff
Goertzen, who used to work at the Register
many years ago.
Local coverage has been greatly increased, in
both the expanded weeklies and the flagship
newspaper, with some stories originating in
the weeklies, and then migrating to the broader
distribution of the Register. Coverage of high
school sports is up, with as many as 175 games
a week – 40 of them on a weekend -- being covered. As one delighted staffer puts it, “What the
business used to call ‘zoned editions’ here have
been pumped full of steroids and are just amazing to see. The Register has just armies of people out there reporting and editing community
news, with an emphasis on getting faces and
names into the newspaper. Just like we used to
do in the old days.”

“There are very
few businesses we
believe matter more
than the news”
AARON KUSHNER

Two local initiatives reach deeply into the
community: The first is a once- or twice-weekly
insert called “hot shots” featuring masses of
photos of high school football players. These
pages won’t win any design awards, but awards
are not the point. The object is to get grandma
and grandpa to go out and buy a few extra copies. This proved so successful that it spawned
a second picture-intensive section called “OC
Varsity Arts” wrapped around the Sunday Arts
section, and focusing on high school drama,
arts and music.
But area high schools are not the Register’s
only targets in the educational world. In late
March the newspaper announced the launch of
three standalone weekly sections focusing on
the area’s three universities: University of California Irvine, on Mondays, Chapman University on Tuesdays, and California State University Fullerton on Wednesdays. That initiative,
however, became controversial shortly after it
was announced, when it became known that
the three universities would be paying the Register $275,000 each in return for half-page ads
in each of the 45 sections over the next year. In
a damage control mode, Kushner told the Los
Angeles Times “We are explicit with advertisers
that just because they are buying ads, that does
not give them veto rights or approval rights or
control over content,”
When the sections were announced, the Register quoted Kushner as saying “We are launching these sections to tell the tremendously
rich and largely untold stories coming from our
local universities — places of great importance
where meaningful relationships and deeper
connections to the community are formed.”
Some Register staffers were reported to be
upset about the deal, and some media ethics
specialists also questioned its propriety.
With less than a year under his belt as publisher of the Register, Kushner is moving aggressively to rebuild it and expand it, and believes
his investments are beginning to pay off. “We’re
starting to see as we give the community more,
they are engaging more with us and spending
more money with us,” he told USA Today’s
Rieder.
In the meantime his every move is being
watched by the industry.
As Walter E. Hussman Jr., publisher of the
Arkansas Democrat-Gazette, told AP’s Spagat,
“if he is successful, it’s going to show the way
for other papers to follow.”
Stay tuned.
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THE ART OF
KEEPING A LOW
PROFILE AND HIGH
PROFIT MARGINS

The Frankfurt-based financial daily Börsen-Zeitung looks old school
and so do its profits, but its pricing strategy is cutting-edge.

I

t’s another grey day in the financial center
of EuroLand with drizzling rain and no sun
in the forecast. While we walk along a noisy
main street on the way to lunch, Claus Döring
does not waste any time to explain the “particular combination of depth, prestige and relevance to the working of the financial system” as
being the hallmarks of his newspaper.
Döring is the editor of Börsen-Zeitung –
Germany’s widely unknown national financial
daily and yet, in many ways, its most successful
one. It caters to top-level executives in big business and the finance community with the latest and often exclusive market-affecting news,
informed background and discerning commentary. “We do our job with unparalleled depth
and without much excitement,” as he puts it.
But despite its low profile Börsen-Zeitung is
still doing pretty well as it resists changing fashions in the news business.
Döring says that while gaining income from
advertising is getting a bit tougher, his paper
does not suffer from a hemorrhage in readership
and income anywhere near the levels facing
every other legacy publisher.

That is, in a nutshell, thanks to four reasons:
reASon one
unlike other top tier German national newspapers,
or financial publications like Germany’s handelsblatt, the Financial times or the wall Street Journal,
Börsen-zeitung has never attempted to move beyond its tightly defined niche market.
It is essentially a compelling B-2-B publication
for the finance world, much less extensive in its
scope of reporting than any competitor but far
more thorough.
reASon two
Börsen-zeitung has, from the beginning of digitization, resisted the temptation to chase volume, firmly believing in the extraordinarily high value of its
content.
Therefore it never gave away its content for free
to online readers. Instead, Börsen-Zeitung established a rigid paywall from the start, and managed to increase prices consistently over the
years. Currently, an annual print subscription
is €1,303.80 (about US$ 1,700 within Germany,
plus an additional €600 (about US$ 800 for full
access to its digital-first online resources and
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another €1,041 (about US$ 1,375 for a tailored
iPad version (although not as a native app). That
means a total of €2,944.80 (about US$ 3,875 )
that Börsen-Zeitung potentially monetizes from
every user. This is a formidable figure when, for
example, the FT offers its European
edition print and digital subscription for €337 (about US$
440 ) a 77% knockdown on
its posted rate. The figure is even more impressive because BörsenZeitung sees itself as
“a must-read, but a
classical second subscription paper,” in
Döring’s words. He is
convinced that his paper is never his readers’
only source of information.

Because size does
not matter at
Börsen-Zeitung,
they like to regard
themselves as
“too relevant
to fail”

reASon three
Börsen-zeitung is part of the highly profitable wm group that also offers other compelling
data and market background for the finance world,
to some extent similar to Bloomberg and thomsonreuters.
The group holds a decades-old monopoly on
the issuing and handling of German securities identification numbers, and also offers a
coherent and efficient package of special interest information. The total annual turnover
of the group was €57.5 million in 2010 (about
US$75 million at today’s exchange rates) with
€14.9 million (about US$ 20 million) in profit. The contribution of the newspaper division
to the results has been estimated at about 20%,
but the group does not comment on the figure.
reASon Four
Börsen-zeitung has managed to keep costs at an
impressively low level. “we are still in the same offices where we started out”, says Döring.
The building is a typical German post-war
construction without any touches of luxury:
no big windows, marble entrance-halls or cutting-edge elevators. The frugality and old-style
appearance of the premises are underscored by
the absence of any open-plan space or even a
central newsroom. And to top it off, Döring and
the entire team of approximately 50 journalists
share a single secretary.
At first glance one could easily think that
Börsen-Zeitung has not changed much since
its start in 1952. “That is not true”, Döring inINNOVATIONS IN NEWSPAPERS 2013

sists, and he is right with respect to the quality of its glossy heat-dried paper, something that
is almost unknown in the European newspaper market. But while your hands don’t get dirty from ink, the design has very much a long
ago look, not exactly from the 1950’s, but somewhere between 1960’s and 1990’s. The last
time it was actually revised was in 2001. On the
web, one could joke that it even looks much older. Digital innovation is not something that
would immediately come to mind when visiting www.boersen-zeitung.de.
Döring explains that Börsen-Zeitung merely
enhanced its HTML5-browser version for the
iPad instead of producing an app for tablet
users: “There is a simple economic rationale:
We do not want to share data about our clients
or the income from our content with Apple.”
When it comes to circulation figures and
market-share, Börsen-Zeitung is traditionally
extremely secretive. “That has partly to do with
the fact that the underlying CPM would simply
be too gigantic if we published our real size,”
Döring says. Speculation in the advertising
agency world estimates circulation figures that
range between 12,000 and 18,000 sold copies,
with only a few hundred at the newsstand.
Because size does not matter at Börsen-Zeitung,
they like to regard themselves as “too relevant
to fail”.
In 2010, a qualitative survey among 253 readers showed that almost 70 % are in the top or
second level of management. Almost 80 % said
they read every issue of the paper and take 22
minutes to do so every day. One third claim to
keep entire editions or even collect every issue,
while 25% said they clip individual articles.
Thomas Deser, a Börsen-Zeitung reader and
fund manager at Union Invest in Frankfurt says
“The newspaper speaks the language of our
community,” adding that “BZ delivers reliable
accounts and assessment about our industry.”

On a national scale, Döring likes to think that
the paper is considered “the daily bible of the
finance industry.” And at German universities,
Börsen-Zeitung is approved as an official paper
of record that can be quoted like any academic
source.
eXplAin But Do not SimpliFy
“We must explain a lot, offer fairly complex
background stuff, never simplified and yet easy
to get because our readers don’t have much
time and never want to waste it,” Döring says.
Perhaps the greatest competitive advantage of
Börsen-Zeitung is that its management already
knows what its readers want and does not have
to spend much time in the near future like most
other newspapers publishers, in discovering
and understanding such crucial data.
This, in combination with its distinct frugality,
editorial meticulousness, analytical depth and
special access to information for the finance
community is what makes the Börsen-Zeitung
unique.
“The paper is outstanding in its level of detail
and in its credibility”, says Helmut Kranzmeier,
a partner with the Berlin-based CNC communications and consulting group.
However, there are challenges ahead, as
Döring admits. They have to do with readers’
preferences in the future: “To what extent do
we have to open up more towards exclusive digital content and more sophisticated forms of
presenting it?”
Even if his publisher will one day decide to
change the editorial model, to reduce the daily
print circulation or to launch an English-language edition, to mention only a few thoughts
straight from Döring’s head, what he knows for
sure is: “Facts are sacred and rumors are poisonous. We will always focus on substance and
value added. Somebody who does not really
need and use us will never have us.”
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RE-IMAGINING
A REGIONAL
NEWSPAPER
IN NORWAY

A bold redesign, drastic changes in content and workflows, plus
a reduced print frequency and an enhanced digital presence are
in some cases the elements needed to re-invent a local paper.

W

hen most of your readers say in a
survey that your newspaper is “boring,” that is a punch-in-the-stomach hint that you are in trouble.
When more than half of your own editorial staff agree, there is no excuse for continuing business as usual.
And if those feelings are substantiated
by deep ( 25%) circulation losses in a fastgrowing community you’d have to be deaf,
dumb and blind to miss the message.
Something very basic is very wrong.
And, if that problem remains unaddressed
for long, your very existence is in jeopardy.
That was the situation at ØB a six-days-aweek newspaper in Follo, a suburb of Oslo,
in early 2012. Fortunately, the owners, the
AMedia group, and the staff decided to take
their future into their own hands.
They realized that tinkering with the status
quo would have been like “putting lipstick
on a pig”.
They knew that the only thing that could
divert the ØB ship from its collision course with irrelevancy and failure would be a

deep, radical change in the organization, design, mission, and culture of ØB and its products
Over a six-month period, and with the
help of INNOVATION Media Consulting, the
entire ØB team explored the reasons for the
heavy disconnect between the paper and its
community. The team also looked closely
at the changes in readers’ information consumption habits.
What they found was (mostly) not pretty:
• More than 50% of readers and staff agreed
that ØB worked every day on yesterday’s
news for tomorrow’s paper
• Most readers interviewed said ØB was
not local enough
• Two-thirds of ØB’s lost subscribers had
been customers for 3-10 years or longer
•Dissatisfaction with the paper increased 40% from 2011 to 2012 among subscriber dropouts
• Advertising revenues had dropped more
than 25% since 2008
• But online advertising revenues exploded
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by more than 100% over the same period
• Two-thirds of subscriber dropouts preferred
to get their news on a digital platform
• ØB’s online audience had more than tripled
over six years
In light of the changes in reader habits and the
increasing migration of readers and advertisers
toward digital, the team asked themselves what
turn-around strategy made sense.
For the print product, reducing frequency
was almost a no-brainer. And, given a choice
between a three-day schedule versus a five-day
schedule, there was no contest.
The benefits of converting to a three-day print
newspaper included:
• Cutting two-thirds of agency costs as almost
all of the content would be produced in-house
• Reducing printed pages by 42%
• Reducing transportation and distribution
costs by 40%
• Saving more than half a million US dollars in
related transportation and distribution salaries
While those savings were reduced by the loss
of circulation revenue in going from six to three
days a week, they were still substantial.
Going to a five-day schedule from six offered
much smaller savings and a barely perceptible
change in process and focus.

But a frequency change without a significant
change in the editorial content would simply
mean that the paper was still boring, just less
often.
After reviewing the results of interviews with
readers and former readers, the ØB staff and INNOVATION concluded that the paper was simply not delivering what readers wanted. The
good news was that what the readers wanted
was pretty clear:
1. Important local news and issues
2. Information to make their lives easier and
more fun
3. Compelling and entertaining stories about
local people and places
4. Local sports statistics and stories
So the team re-imagined the newspaper into
a four-cylinder newspaper and content creation
engine:
1. newS & iSSueS
2. livinG
3. StorieS
4. SportS
The print newspaper and the tablet and web
versions were divided into four sections around
those themes.
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1. newS & iSSueS
As a fast-growing suburb of Oslo, the Follo area
is experiencing all the growing pains of a formerly rural area suddenly exploding with new
homes, new roads, new residents (both native
and foreign), new mass transit demands, new
environmental problems, and more. These critical issues were central to the conversations of
local residents but were not being addressed in
the newspaper in a consistent or considered fashion. The solution: Choose one issue per month,
and report on it deeply, critically, and colorfully.
2. livinG
Even before its new growth spurt, the Follo
area was a culturally rich region. The explosive
growth was bringing with it all sorts of new opportunities for an enriched life. The Living section would be ØB’s guide to living that enriched
life in Follo. Subsections included: culture, social life, home, cars, cooking, gardening, workshops, heritage/nostalgia, children’s activities,
as well as the traditional church life and personal milestone news (births, marriages, deaths,
etc.)

3. StorieS
In interviews, readers and former readers alike
told ØB that they wanted to read compelling stories about their world and the fascinating people and places in it, stories the big Oslo dailies
were never going to publish. So the team created a “Stories” section to include subsections
such as: history, mystery, unsolved crimes,and
one-to-one interviews with fascinating folks
4. SportS
The Follo area, like most of Norway, is fascinated
with sports, especially the Norwegian favorites:
football, handball, and Nordic sports. Attendance at local matches is high, and youth participation in Nordic sports begins at an amazingly
young age.
But changing content without changing design would be like saying to the readers: “Trust
us, we know the pig looks the same, but she really is different!”
So it was decided to cast off the “boring” label in design as well as in content, introducing
color-coded sections striving to be versatile, attractive, friendly, entertaining, and informative.
They recognized and honored the readers’ digital leanings by including a social media box
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on the front page under the ØB flag with Twitter and Facebook highlights, including readergenerated content and a profile of an online reader.
Inside, the team created standard elements to
support both speed reading and deep reading.
The speed reading design elements include quote boxes, a “Key to the Story” summary box,
analysis boxes, maps, “Who is He?” boxes, info-

It has become
obvious that a good
concept needs
relentless execution
driven by a focus on
good journalism

graphics, quote pull-outs, “The Story in Numbers” boxes, etc.
Then, looking to be efficient as well as consistent in design across all platforms, the team
adopted an “Omni Design” approach: design
once, publish everywhere.
The team considered all the various platforms
(print, web, tablet, and smartphone) as they
created the new ØB look and feel. The grids used
in the design had to work for all platforms simultaneously. Design was seen as a function as
well as a brand.
Ultimately, it all came down to people. The old
system could not produce these radically new
products.
As Einstein said, “Insanity is doing the same
thing over and over again and expecting different results.”
Expecting the same team in the same jobs to
create new content on new platforms on a new
24-7, digital-first schedule would be, well, insanity.
So, the Innovation team conducted many
rounds of in-depth interviews with every member of the editorial staff, brainstorming together
about the kinds of roles and organizational
structures that could deliver the kind of journalism needed to turn ØB around.
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During those interviews, every member of
the ØB newsroom agreed that things were not
working. They saw themselves as a collection
of individuals operating independently, not as
teams. They all conceded there was little planning, little collaboration, little direction, little
creativity, and little feedback. They were in a rut.
Ultimately, they also all agreed on a solution. The result of all the interviews and brainstorming was a new newsroom built around a
strong central leader with theme teams paired
with visual and digital journalism teams to produce two types of content across all platforms:
speed and depth.
Those theme teams would be supported by
two web teams: a Radar Desk monitoring the
web for relevant breaking news and an Echo
Desk managing ØB’s social media presence.
All of the theme teams would produce content for all platforms, instead of for print first
and digital as an after-thought. The Radar Desk
would publish digitally instantly and send material to the theme teams for follow-up on all
platforms.
All team members would be responsible for
cross-promoting content across all platforms.
Finally, to solve the problem that 80% of subscriber dropouts said was a factor in leaving

- they could get ØB for free on the web -,
plans were put in place to launch a paywall
after readers had been getting the “new” ØB
for three months for free.
A fundamentally “new” ØB launched in
late August, 2012 with a completely re-imagined four-theme, three-day (Tues., Thur.,
Sat.) newspaper and new digital platforms.
In the paper and tablet platforms there is a
mix of quick reads and deep reads. The mobile and web platforms focus on breaking
news and sports news as part of a digitalfirst delivery strategy. Multimedia content
output has dramatically increased.
The changes produced several contradictory trends. Many old subscribers quit, but
many new and different subscribers joined.
Advertisers adjusted to the new three-day
print schedule as it matches the times when
they want to reach readers. And digital advertising continues to grow.
But as the ØB learns how to operate in
this new digital-first, multimedia, multiplatform world, it has become obvious that
a good concept needs relentless execution
driven by a focus on good journalism; because at the end of the day good journalism
is good business.
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GLOBALIZED
SPORTS DRIVE
GROWTH OF LOCAL
SPORTS PAPERS
When Lionel Messi or Cristiano Ronaldo score a goal, the fans’
shouting and cheering is global, echoing not just through the stadium,
but before radios, TV sets and computer screens all over the word.
Major sports, and sometimes minor ones as well, have become
globalized spectacles transcending all borders.

I

n tiny Costa Rica, in the heart of Central
America, a new sports paper is capitalizing
on this trend, providing its readers with
broad multi-platform coverage of football (soccer) and other sports from around the world,
going way beyond the traditional emphasis on
local coverage, which is naturally limited by the
country’s small size.
Al Día, which roughly translates to “up to
date” in English, was re-launched as a sports
paper in November 2012, replacing a failing general interest popular newspaper of the same
name published by the country’s leading media conglomerate, the La Nación group. It is the
first sports daily in the region.
Unabashedly multi-media oriented, it features bold layouts, dramatic headlines and large photos and infographics in print, while
pushing out a steady stream of digital information, including play-by-play reports,
and statistics on the web as well as through social networks.
Born as a multiplatform operation from the

start, Al Día brings together print, online and
radio in a seamless flow to serve all of its customers’ information needs, and the entire newsroom is fully integrated. There are no singleplatform journalists on the team.
“Everything on the web, the best on paper,”
is how chief editor Gustavo Jiménez describes
the process.
Already, Al Día is seen by many as one of the
world’s best designed sports newspapers. Avoiding the straightjacket of pre-designed modular
pages, all of its pages are individually designed
to maximize flexibility and creativity.
“When the whole world talks about the decline of printed newspapers,” Jiménez told his
team just before the late November 2012 launch,
“we are betting on a fresh and renewed product
on paper.”
And the bet is paying off. The 40-page newspaper is selling briskly and the online audience is growing rapidly. It increased 21% from December of last year, the first full month of Al
Día’ sports persona to January 2013. And it was
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89% higher than during the same month in its
previous incarnation.
Al Día prides itself on providing coverage that
it describes as extensive - all sports - as well as
intensive, rich in depth and detail. But of course
football prevails, with more than half its writers
assigned to cover and discuss football around
the world. A key task for them is to keep track of
what they call Costa Rica’s “legionnaires,” the
62 local athletes playing in far flung foreign lea-

Avoiding the
straightjacket of
pre-designed pages, all of
its pages are individually
designed to maximize
flexibility and creativity

gues, in Europe, Asia, Oceania and other parts
of the Americas.
And it not only covers the performance of
its athletes abroad, but also strives to serve the
thousands of Costa Ricans who live and work
in other countries, but want to keep abreast of
what’s happening at home. Al Día’s multiplatform brand is the ideal vehicle to maintain and
strengthen the bond between expats and the
home country.
Lacking big name domestic teams, Costa Ricans – and others in many parts of the world –
have taken to following foreign teams and leagues with the same enthusiasm and passion
as they might follow local favorites, a phenomenon that now goes beyond football and has
spread to the NBA, Formula 1 automobile racing, and cycling. Al Día capitalizes on this,
and for its commentators the time difference
with Europe provides a decided advantage since they have more time to analyze, reflect and

A MULTIMEDIA BRAND

it’s real time, all the time for all journalists at Al Día. Any thought that the newspaper’s online efforts are somehow
secondary or supplementary to the print product, has been banished from the newsroom.
everyone on the staff recognizes that timeliness is critical in the world of sports news.
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write than their deadline-pressed European colleagues.
Commentary is the heart and soul of the paper, blending analysis, opinion, statistics and
even predictions, and its aim is to provide readers and online visitors with ample material for
conversation and debate.
Four main sections make up the newspaper:
“Football Fever,” which deals exclusively with
football; “Supersports,” which covers all other
sports, “Off the field,” which deals with sports

gossip, and “In shape,” a blend of wellness news
and personal training guidance.
A total of 31 full time editorial staff and three
part-timers produce the newspaper and its online products.
“What we try to do,” says Managing Editor
Antonio Alfaro, “is to capture, transmit, analyze and deliver in concise form – in print and online --what will be discussed in the neighborhood bar, on the bus, in the park, in the office
and at the stadium snack bar.”
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LIVE IT, DON’T JUST TELL IT
ANTONIO MARTÍN HERVÁS
When al Día was first conceived, it was clear that
while retaining the look and feel of a traditional sports
paper, it would also be flexible and dynamic, re-born
each morning from scratch, its appearance driven by
its content. Its layout would have to forcefully impose
itself on the eyes of the reader: each page, each
double spread would be conceived anew. there would
be no fixed modules, no standard layouts. It was not
going to be a prefabricated paper. It would not be a
grid with boxes waiting to be filled by journalists.
to make possible this kind of organic design it was
imperative from the beginning to have every member
of the newsroom - editors, reporters, designers,
infographers and photographers - committed to
working together throughout the editorial process.
and to insure that every story would stand out, it was
essential to choose a type face that is dramatic and
legible, and free of unnecessary embellishments. the
choice was “Solido,” a font created by Dino Santos. It
leads the reader through the entire paper, and is its
graphic signature.
al Día is visually driven, almost a television in print.
Photographs and infographics rule the day, and are
the key elements driving the design of every page.
Color also helps guide the reader, and provides
signposts throughout the paper. Yellow was chosen to
lead readers to the most relevant spots in the paper,
sometimes to a headline, or a sub-head or a table of
standings.
In keeping with the organic and flexible character
sought by al Día, its logo is movable, and can migrate
to all parts of the front page depending on each day’s
layout decisions. Because the front page is the key to
catching the reader’s attention, it is important to avoid
repetition, and the straightjacket of fixed patterns.
the page cannot look the same every day.
al Día is a perfect illustration of the sports paper’s
obligation to convey the feel of the action on the
field, the sweat of the athlete, the softness of the wet
grass, and the joy of scoring a goal, or winning a race.
Live it, don’t just tell it!
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SPORTS

360° SPORTS BRANDS BRING CASH AND BUILD LOYALTIES
JAVIER RAMÍREz BAñARES
Sports papers have become
industry pioneers and leaders
in multiplatform presentation,
and in hawking a wide range of
services and merchandise to their
deeply committed readers. In
the process they have become
extremely valuable franchises.
In 1984, less than 30 years ago,
a group of journalists bought the
daily sports newspaper Marca
from the Spanish government
for the equivalent of 750,000
Euros. Its circulation then stood
at 90,000 daily copies. Six years
ago, in 2007, Marca changed
hands again for an estimated 800
million Euros when Italy’s Rizzoli

Corriere della Sera acquired the
Recoletos group in Spain.
By then Marca had gone well
beyond being just a sports
newspaper. It had become a
sports brand with an audience of
32 million, including newspaper
readers, visitors to the most
heavily trafficked sports website
in the Spanish language, a
portfolio of specialist magazines,
a radio and television operation,
an events organizer and even a
chain of themed cafés.
Marca’s case is not unique in the
world. Major sports papers have
pioneered in the development

of broadly based brands which
provide a wide range of editorial
and non-editorial products and
services. Gazzetta dello Sport in
Italy, L’Equipe in France and as,
Marca’s main competitor in Spain,
offer sports fans a multitude of
products and services.
the Italian and French papers
organize and run the world’s two
most prestigious cycling races,
the Giro d’Italia and the tour de
France. Magazines, radio, tV, huge
online operations, specialized
news agencies, e-shops, book
publishing, readers’ clubs and
even betting services are among
the brand extensions that have

51

SPORTS
REAL TIME COVERAGE AND
FAST ANALYSIS ARE CRUCIAL
CHUS DEL RÍO
It’s real time, all the time for all journalists at al Día.
any thought that the newspaper’s online efforts are
somehow secondary or supplementary to the print
product, has been banished from the newsroom.
Everyone on the staff recognizes that timeliness is
critical in the world of sports news.
the objectives are crystal clear: 24/7 multimedia
updating of all sports, and immediate dissemination
of breaking news. Major sports events are updated
online minute-by-minute, in words and photos, with
special emphasis on important football (soccer)
games anywhere in the world. a rich menu of
statistics and analysis complements coverage of
events, encouraging debate and discussion among
fans.
the digital engagement is broad, stretching across
the web and social media, with an emphasis on three
key elements: real time coverage, aggressive use of
self-produced videos, and massive use of statistics.
Early results have been strongly positive. al Día’s
audience in January 2013, the first month after its
launch, was 89% higher than during the same period
in 2011 when its predecessor was a declining mass
market daily. Even more telling, the audience grew
21% in January 2013 over December 2012, the first
month of al Dia’s new incarnation.
cropped up in recent years.
at the beginning, the newspapers
were content to cater to their
readers’ insatiable appetite for
sports information. But they soon
found ways to repurpose their
editorial resources far beyond
print. their pages provided an
almost cost free marketing
vehicle for this. the newsrooms
began to produce content for
other platforms: radio, tV,
magazines and, of course, the
Web. today it is common for well
known sports writers to appear
on radio and tV networks and in
programs produced by their own
publishing houses.

In February, record audiences followed the match
between two of Costa Rica’s most important football
teams, alajuelense and Saprissa, a rivalry similar to
those between Real Madrid and Barcelona, or Milan
and Inter. and when Oprah Winfrey interviewed
cyclist Lance armstrong, drawing a confession of
doping, the audience spiked again, underscoring the
internationalization of sports.
With the approach of the 2014 World Cup and 2016
Olympics, the al Dia staff is already deeply involved
in planning their coverage, and hoping Costa Rica will
make it to the final football competition in Brazil.
Looking down the road, al Día is hoping to buy
broadcast rights to major international sports events.
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TINO FERNÁNDEZ
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TARGETING
ENTREPRENEURS
AND SMALL
BUSINESS OWNERS
AND MANAGERS
Entrepreneurs building new
businesses should be a major
target for newspapers.
They react well to
innovation, demand
interactivity with their
media and search for very
specific information.

I

f newspapers want to capture the loyalty of
this growing segment of the public, they will
have to compete aggressively with specialized
magazines and blogs that already speak the
language of these innovators and developers of
new businesses.
Today, newspaper sections devoted to entrepreneurship and catering to small business
owners already play a role similar to that of the
personal finance sections that were all the rage
a few years ago, but many newspapers don’t
recognize the opportunity, or are incapable of
seeing its value.
As the worldwide economic crisis leads to
changes in employment patterns, there is a
new emphasis on self-employment, on starting
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small businesses, or embarking on new careers.
This creates demand for information about new
kinds of jobs and employment opportunities in
still-undefined fields. Newly minted entrepreneurs seek information tailored to the needs of
their budding businesses.
Smart editors and publishers are moving
quickly to capture this audience, in ferocious
competition with specialized magazines,
websites and blogs that already concentrate
on this market. It is an audience that demands
high quality information about business management, human resources and employment
practices, leadership, organizational structure,
finance, legal issues, education and professions, sales and marketing, technology and
innovation. In effect, everything that makes the
business world tick.
There are five basic content areas that underpin newspaper sections – as well as magazines
and blogs - aimed at this audience:
1. Trends, trends, trends
Creators and leaders of startups and small businesses have a deep hunger for knowledge, and
for finding new ways of doing things. Many are
looking into the future, seeking to build new
businesses in as yet undefined fields, or exploring new professions that are just emerging.
They seek information about technology, new
consumer habits, changing lifestyles and new
patters in social and labor relations, all of which
help create the foundation on which they build
their new businesses.
2. Guidelines for new business models
Entrepreneurs need good teams to succeed.

Entrepreneurs
have a deep interest
in the experiences
and success stories
of others like
them

They also need to keep alive the startup mentality of a company’s early days. They need
information on best practices in managing their
businesses, in the handling of human resources
and on leadership techniques.
The Wall Street Journal’s weekly Management
and Careers sections are a good example of how
to serve these needs. In addition, the WSJ also
has two online offerings for the entrepreneurial
class: The Accelerators, which provides information about investing, entrepreneurship and
risk capital and Startup Journal, which brings
together all of the newspaper’s content covering
startups and financing. These are strategically
important sections for the Journal providing
ever more specialized information for the
paper’s core audience.
In Spain, the financial daily Expansión takes
a similar approach, emphasizing information
that is useful to managers of new businesses.
It runs a daily section called Entrepreneurs &
Employment aimed at business innovators.
Its coverage is heavy on analysis of social
trends, success stories, look-ahead pieces, and
reporting on personnel issues, management
and employment trends. The print section is
supplement by an online version with focused
and differentiated content.
In the United States, The New York Times and
The Washington Post also look at small businesses and their managers as a strategic audience,
with targeted coverage.
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And The New York Times is itself dipping into
entrepreneurial waters by becoming a kind
of incubator, hosting teams of developers and
startups for four month stretches to develop
new projects in cooperation with Times staffers.
In London, The Independent is taking a more
radical approach. Its Young Entrepreneurs section is intent not only on educating young businessmen starting new companies, but wants
to become a discussion hub for startups. It’s a
big challenge since there are already a plethora
of websites catering to this internet-oriented
demographic, such as YoungEntrepreneur.
com, WorkHappy.net, Startup Toolkit, Howard
Greenstein’s blog at Inc., Small Business
Trends, 64 Notes, and Retire@21.

competition for their eyeballs is most intense,
from specialized magazines and blogs. This
universe includes Techcrunch, possibly the
most influential blog in the field, as well as a
blog written by Paul Graham, and Stanford
University’s e.corner featuring extensive discussions with key figures from nearby Silicon
Valley. Magazines like Entrepreneur, Bloomberg Businessweek, Forbes, Fortune, Inc., and
Strategy & Business also compete for the same
audience online and in print,
as do Smart Money, Fast
Company and the Harvard
Business Review. Newspapers
can learn a great deal from
these competitors.

3. Peer experiences and support leads
Entrepreneurs have a deep interest in the experiences and success stories of others like them.
They want to read how others made good, how
they started their businesses,
what problems they overcame, how they recovered from
setbacks, their motivations,
etc. They also seek news-touse about the availability of
government subsidies, about
meeting potential investors or
venture capitalists, financing
programs, incubators, accelerators and mentoring programs. Videos and interviews
www.youngentrepeneur.com
on newspaper websites are
ideal vehicles for disseminating this type of information
beyond print.
4. Online presence
is essential
No newspaper wanting to
reach this audience can rely
on print alone. The internet is
clearly the birthplace of most
startups and newspapers have
to realize that their target
audience is deeply immersed
in the digital world.
It is in the digital area that

Emprendedores & Empleo
(Expansión)
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5. The opportunity to
interact and collaborate
Newspapers would be wise to
tune into the startup mentality that pushes entrepreneurial
types to interact with their
peers in what are essentially
mutual-mentoring networks.
Providing the electronic turf
for such interaction on their
websites will help newspapers
in developing relationships
with the small business community.
StartupNation is an existing
hub for entrepreneurs who
seek to collaborate with their
peers, as is Vator.tv which
– among other features – provides feedback to members’
business ideas.
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FULL INTEGRATION
OF NEWS AND
BUSINESS
OPERATIONS
REVOLUTIONIZES
WORKFLOWS
AT QUITO’S GRUPO
EL COMERCIO
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The Quito-based Grupo El Comercio (GEC) Publishing Group has
taken a giant leap forward to become one of the industry leaders in
Latin America, despite a hostile environment in which the press is
viewed by the government as a de facto opposition.

I

n the record time of just eleven months, the
GEC has unified all of its newsrooms and
business operations in one huge open space, abandoning the traditional “one title, one
newsroom” approach, and dropping the wall
between business and editorial departments.
Now, a totally integrated single newsroom serves all of the Group’s brands: print, digital and
broadcast.

Concurrently, GEC has launched a growth
strategy in both its print and digital operations
that is already showing positive results after
only a few months. Print circulation, audiences
and digital demand have all grown, new products and services have been introduced, and
efficiency across all areas of the company has
greatly increased. And surveys show that the
staff is happy, too.
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The 107-year-old Grupo El Comercio is one
of the largest publishing companies in Ecuador, an oil-producing country of 14.5 million.
Its flagship daily El Comercio sells 51,000 copies a day Monday through Saturday,
and 150,000 on Sundays. It also
publishes an afternoon daily,
Últimas Noticias, operates
two radio stations, publishes five magazines,
and runs a custom
publishing business.
In the digital world,
its main operation
is www.elcomercio.
com which ranks as
one of the country’s
most heavily trafficked information sources,
and has seen a significant
growth spurt since the Group
introduced its strategic and organizational changes.
In late 2010, as it was developing its five-year
strategic plan, El Comercio faced multiple
challenges. “We were living in the middle of
three revolutions,” said CEO Andrés Hidalgo.

“The ‘Citizen Revolution,’ in the words of the
government slogan, the revolution facing the
media industry, and an internal revolution as we
faced generational change within the company,
coupled with the need to face new
realities.”
At the time, almost 100% of
the Group’s revenue came
from print, even though
the use of digital media in Ecuador was
(and still is) exploding. In just the first
six months of 2010 internet use had grown
by 31%. GEC wanted
– and needed – to diversify its revenues and
grow its business, despite severe headwinds. The
government increased value
added taxes on newsprint and ordered state institutions to sharply curtail their ad spending in publications it viewed
as hostile, and new restrictions were placed on
media investment.
In 2011, Hidalgo and Fabrizio Acquaviva,

Breaking down
the walls between
editorial and business
has also brought
down psychological
barriers
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FABRIzIO ACQUAVIVA
CHAIRMAN OF THE BOARD OF
DIRECTORS, GRUPO EL COMERCIO
In 2010 the El Comercio group faced a challenge
in how to respond to the new information
consumption habits of its audience. unlike
other media organizations around the world,
and even in our own region, our group was in a
privileged position to meet these challenges. Our
properties are leaders in their sectors, and the
drop in circulation and readership of print media
was less drastic in Ecuador.
For us, the choice was clear: we had to transform
Grupo El Comercio into a post-internet company
that would serve our readers’ needs whenever,
wherever and on whatever platform they
wanted. It was, and remains, the only way
in which we could insure our continued long
term success, since the changes in content
consumption that had already appeared in other
markets were fast approaching Ecuador, where
they have now become a reality.

GEC’s Board Chairman, invited INNOVATION
to draw up a plan to redesign the company’s
editorial and business operations to face the
future. Between May and October, Newsroom
and Business Areas Management Models and
Manuals were drawn up and discussed with
virtually all business and editorial staff members to obtain feedback. In December the GEC
board flashed the green light to move forward
with implementation.
The new newsroom bypassed traditional divisions by titles, sections and subject matter, and
the focus became how best to serve audiences
which consume content on different platforms
and at different times throughout the day. The
company’s journalists now produce contents
for all brands and all platforms through a single information pool. There are no longer single-title journalists. All are Grupo El Comercio
journalists.
With all separate newsrooms eliminated, a
single integrated newsroom now operates 19
hours a day, with plans for expansion to a 24/7
cycle.
The heart of the integrated newsroom is the
Super Desk, whose chief, the Head of News, is
the top editorial person in the operation. The

Without sacrificing our print media, which still
provide the bulk of our revenue and profits, we
had to transform ourselves into a multimedia
company.If we wanted to provide a global
approach in serving our audience, readers
and advertisers alike, the newsroom and the
company’s other operations had to proceed in
an integrated way. From a business standpoint,
an integrated newsroom is the only viable
solution. today, after extensive and continuing
training, we are doing more and better with the
same editorial resources as before, and our new
workflows are anchored in our determination to
better serve the needs of our audiences.
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GUADALUPE MANTILLA
ACTING PUBLISHER,
GRUPO EL COMERCIO
the objective of our Development and
Multimedia Integration project was to provide
our readers with the same quality journalism
that El Comercio had stood for in its 106 years,
but going beyond print to all platforms, including
radio, the internet and mobile devices.
today we cannot produce printed newspapers
without recognizing that we can no longer
compete in terms of timeliness. Nor can we
ignore our readers’ desire to be informed in
real time through digital media. If El Comercio
failed to occupy this space, others would
no doubt do so.
Now, our newsroom produces content that
meets our readers’ needs throughout the day.
Our websites provide content in real time, with
constant updates, which are also broadcast on
our radio station. Our printed media provide
content with depth and high added value.
the radio station allows us to disseminate fresh
news instantaneously, and supplement it with
analysis, additional reporting and opinion.
Our new organizational structure and workflows
provide us with the tools to produce this
broad range of content while maintaining the
journalistic excellence that the group has always
striven for.

desk is responsible for planning and production
of all content for all brands and all platforms. It
includes two macro editors responsible for specific content desks; a digital editor-in-chief responsible for all digital activities and products;
a visual journalism editor-in-chief responsible for design, photography, video and infographics, and an output editor responsible for closings during the afternoon and evening shift.
Journalists – editors and reporters – are split
into four content clusters: Public Life (Politics,
Crime, Ecuador, Economy and World); Quito,
which covers the capital; Private Life (Society,
Culture & Entertainment, Style and Business),
and Sports. Each macro editor is responsible for
two clusters. The clusters serve all titles and all
platforms.
Two additional groups have been created: Radar, which monitors sources and disseminates
breaking news developments and Echo which
feeds social networks.
Cooperation between reporters, desks and visual journalists is constant throughout the day,
from planning to publication, facilitated by the
open newsroom which houses 230 journalists.
According to Luis Calau and Vicente Riera,
the Barcelona-based architects who designed
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the newsroom, “The open space encourages
cooperation and interaction among the journalists. Ideas and creativity flow unhindered, and
everyone’s constant access to everyone else increases efficiency.”
The architects, who are INNOVATION associates, worked
with El Comercio executives and journalists from
the beginning of the
project, learning about
work flows and internal organization before starting the design work. The entire
project took just eight
months from start to
finish.
FABRIzIO
And it didn’t deal with
the news side only. El Comercio took the additional
step of breaking down the traditional barrier between the news and
business operations. The latter now occupy the
same open floor as the newsroom.
A business Super Desk - occupied by the
head of audiences & marketing, the heads of

the various business units and the head of business development – directs all of the group’s
non-editorial operations. Ad sales personnel,
marketing teams, the circulation department,
the custom publishing unit and the
technology staff all sit in the same
space part of which is where
rolls of newsprint were once
stored and which extends
toward the printing and
distribution areas, with
the presses visible
through a glass wall.
Breaking down the
walls between editorial and business, and
various units within
each division, has also
ACQUAVIVA
brought down psychological barriers, and created
greater communication among
all staff within the company. An
added bonus: shorter time to market for
new initiatives. For example, Hidalgo says that
in the past it took as long as six weeks to plan
and organize sales of ads in special sections as
multiple departments were consulted. Now,

“From a business
standpoint,
an integrated
newsroom is the
only viable solution”
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andres Hidalgo,
Grupo El Comercio
CEO, who led the
integration of GEC’s
multiple operations.

editorial and business executives get together
and sort things out in a single meeting.
Once the decision was made to integrate, the challenge was to do so without disrupting daily operations. After evaluating various
options, management decided – almost literally – to “dive into the deep end of the pool.” In
mid-January 2012 the newsroom moved into the company’s gym,
and went to work on a platform built over the swimming pool. Desks were
placed in a pattern as
close as possible to
the layout that would
eventually be used in
the new open newsroom.
As
the
open
newsroom was being
built over the next few
months, intensive staff
training took place and
the new editorial teams were
organized. Training covered all
aspects of the new workflow model:
meeting patterns, planning for multimedia and
multibrand coverage, new digital narratives,
metrics, instant publishing, etc. The fourth
revolution was underway.
One bottleneck that needed breaking was
the absence of an effective editorial management system that would meet the needs of the
new editorial structure, including the option of
working from remote locations. The solution
was to expand the use of CMS Xalok, which the
group was already using for its web services,

across the board for all platforms and brands.
After eight months in the gym, the newsroom
moved into its new quarters, went through final training sessions with INNOVATION consultants, and the Newsroom Management Manual was tweaked to reflect lessons learned
during the transition. It is now available to all
staffers and a self-training program has
been built into the company’s intranet. “It is critical that everyone know what everyone else
does,” Hidalgo said.
Concurrently, GEC management developed job
descriptions for all positions, introduced a
career path plan and
a performance evaluation system, and a
flexible compensation
system that rewards performance.
The Super Desk, as the
nerve center of the entire editorial operation, was the first to
train for the new workflows, and paved
the way for training at all other levels.
Multimedia planning is at the heart of the
new workflow system. Traditional morning
planning sessions and Page One meetings have
given way to frequent, brief meetings throughout the day in which multimedia coverage
across all platforms is discussed as needed, and
each platform’s daily news menu is decided,
and the needed resources are allocated.
Traditional closing patterns have also been
replaced by a system of continuous closing for

Traditional morning
planning sessions
and Page One meetings
have given way to
frequent, brief
meetings throughout
the day
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instant platforms, and a 25-25-25-25 approach
for the newspapers. This means that 25% of the
newspaper is locked up 48 hours before publication, another 25% at 10am on the day before
publication, another 25% at 4pm, and only the
last 25% is left for the final deadline.
This kind of multimedia planning effort has
already paid off for all platforms. During the February national elections in Ecuador, the newsroom worked with detailed plans developed
weeks in advance.
This allowed for better coverage and substantial audience growth. It brought 200,000 unique users to elcomercio.com, a threefold increase over traffic before the new system was
introduced. And Radio Quito, GEC’s news
oriented broadcaster drew record-breaking audiences. Newsroom based exit polls tracked the
vote minute-by-minute online, at half-hour intervals on radio, and were disseminated further
on social networks. Deep analytical coverage
appeared in the print media the following day,
and in special online reports.
While the new Newsroom and Business Areas
Management Models were being implemented, a joint GEC-INNOVATION team developed
a strategic plan and business plans for ten new
initiatives the group plans to introduce over the

next few months.
Has all this work paid off? The answer is a
resounding yes. Traffic at elcomercio.com increased 50% in the first nine months after implementation. The number of followers on
Facebook and Twitter grew 80% and 92% respectively during the same period. Time spent
in meetings is down two thirds, and working
hours have been extended by three hours at the
start of the day. The online operation now runs
from 6am to 1am. Overall efficiency has increased as journalists’ working conditions have improved, and the workplace satisfaction index
hit 87% in 2012, 14 points above the previous
year’s figure.
The new set-up has made it possible to relaunch Últimas Noticias in September 2012 as
a local afternoon newspaper for Quito, with a
15% increase in circulation during the first three
months, and the company has introduced local
editions of two international magazines: Gatopardo from Mexico and Bertelsman’s Muy Interesante.
In other developments, the GEC “subscribers’
club” has become a profit center, and a special
events team has been created to organize such
things as the Últimas Noticias 15K urban race,
which drew 15,000 runners in June 2012.
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BBC GATHERS
ALL KEY EDITORIAL
FUNCTIONS UNDER
ONE ROFF
The BBC has brought all its journalism together for the first time
in a new state of the art newsroom in the heart of London. It has
redesigned its workflows, putting content and audiences first
and further integrating offline and online media. What can this
bold experiment in multimedia, multilingual working teach the
newspaper industry?
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I

t is the largest newsroom in Europe but also
one of the most open, with members of the
public able to enjoy a cup of coffee in the new
Broadcasting House café with a view of one
of the busiest news factories in the world as it
churns out news across multiple platforms and
channels.
It’s a dramatic sight - a gigantic sunken floor
space containing 320 workstations in a columnfree space, surrounded by technical areas and lit
by an eight-storey high atrium.
When the project was first conceived over a
decade ago, it was seen as a chance to bring all
of BBC’s television news operations together,
with radio news left on a separate floor. But times have changed. As the building was being
assembled, online news emerged to become a
third pillar of BBC output and today the newsroom is showcase for multimedia multiplatform integration, providing an opportunity to
reconfigure workflows to meet changing audience expectations.
It is also the first time that the BBC’s domestic
news operation and its international news operation have come together under one roof.
newSpAper-inSpireD lAyout
The newsroom layout was heavily influenced by the hub and spoke designs at newspapers around the world. The BBC team visited

The Daily Telegraph and The New York Times,
among others, but also had to deal with issues newspaper do not face, including the need
to create a live newsroom that looks good on
screen.
The core principle underpinning the newsroom is that the hub in the center of the room
co-ordinates all of the BBC’s newsgathering
in one place. Staff deployments, incoming
copy, video and audio are all centralized here,
allowing all assignment decisions to be made
just once with key output editors able to join
conversations from their positions at the top of
each spoke.
Each of these spokes, in turn, represents a
platform or an audience with one side of the
room leaning towards the UK and the other half
taking a global view. Further away are the studios of the two main continuous television operations – on opposite sides of the room.
Editors in charge of different programs still
make their own decisions and the key programs
still have dedicated reporting resources allocated to them to ensure their distinctiveness. Unlike in the past, however, plans are shared and
any scoops are now instantly shared via the coordinating hub. Gone are the days when three
or four BBC reporters turned up to cover the
same event.
With research showing that audiences use
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multiple sources of news (often at the same
time), it has become important to provide a coherent agenda – allowing news to be broken at
the same time across all platforms. This configuration offers the best shot at getting it right.
live AnD SoCiAl
One of the most subtle but important changes brought on by the integrated newsroom
has been the closer relationship between online teams and the continuous news television
channels, including the integration of the ‘live
and social’ breaking news desk with the UK
and World operation. Its journalists monitor incoming correspondent copy and other sources
such as social media - and push out news alerts
via an internal news wire as well as feeding the
main BBC accounts on Twitter and Facebook.
“We’ve put the [ 24 hour] News Channel top
desk and the UK online desk together because they are at the core of live and developing”
news, says Sam Taylor one of the project leaders
and Controller of the BBC News Channel.
Closely linked to these teams is the BBC’s social media hub – sitting to one side – which
constantly scans social media outlets for the
best eyewitness user generated content and

BEFORE
Many news meetings
Split by platform
Planning and deployments in
multiple locations
World TV, Online and Radio Split

AFTER
One meeting
Split by type of news
Planning and deployments
all in one place
All together

The newsroom
layout was heavily
influenced by the hub
and spoke designs
at newspapers
around the world.
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in the building

320
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in the newsroom
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2
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24-hour television
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news channels

feeds news lines, videos and pictures into the
center.
multi linGuAl newSroom
One key objective of integration was to make
better use of the expertise in the BBC World
Service language services – previously tucked
away in a separate building. Representatives of
these services now sit in the newsroom feeding
in news, helping to verify user generated content as well as planning coverage and repurposing English language content.
In theory, better sharing of content will help
global news become more cost effective in the
new building.
But Director of Global News Peter Horrocks
says the more important benefits will be editorial: “It will mean that our [entire] agenda,
which already strives to be truly and even-handedly global, will be driven further by our multinational, multilingual approach.”
inteGrAteD teAmS At every level
Despite the scale of the newsroom the majority of BBC journalists, some 2,000 strong,
still work elsewhere in the building. but more
closely than ever before. Domestic and global news planning teams work together for
the first time, scheduling resources and plan-

26

foreign language
services

ning special events. And flagship programs like
the long running current affairs shows Today
and Newsnight now plan and work together,
sharing more content. Experts and program
makers in areas like the arts, sciences or business are also sitting together, sharing knowledge and contacts.
whAt leSSonS CAn Be DrAwn
From the BBC eXperienCe?
First, bringing teams together can drive efficiencies and reduce costs while maintaining
quality across an ever-expanding number of
platforms.
Once teams are in place and relationships
have been formed, there are more opportunities for work to be shared, duplication eliminated and innovative ideas shared.
And the times spent in meetings can be sharply cut back by constant interaction. Multiple meetings have been reduced, and there is
now a single overall news meeting at 9am where agendas can be aligned and expertise shared
But perhaps the most important lesson to
take away from the BBC experience is that if
such a huge organization, with a decades-long
history of hermetically sealed, watertight compartments can integrate its news operations,
then anyone can do it.
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A PEACEFUL
REVOLUTION
SLOWLY BUILDS
SYNERGIES
AT A MULTIMEDIA
PUBLISHING
HOUSE IN INDIA

How do you integrate more than 40 multimedia brands in one large
and open space in a single building? How do you communicate to 1574
people - almost 800 of them journalists - that suddenly there are no
more “silos” or individual one-brand offices, that the old status quo is
gone, and now the guiding principle is cooperation and collaboration?

BASICS

A

t the privately held India Today Group,
one of the country’s leading publishing
houses, the answer comes in two words:
slowly and deliberately.
There is no all-purpose formula for integration, and at ITG the first step has been to move
into a new building in the New Delhi suburb
of Noida, coupled with creation of a “synergy
team,” led by CEO and editor-in chief Aroon
Purie’s daughter, Kalli Purie.
Bringing all of the company’s brands together
in Noida was intended to foster cooperation and

India today, now the country’s most prominent
newsmagazine, with a weekly readership of 2.8 million,
was launched in 1975 and is the keystone of the India
today Group, a privately held company, founded, and still
led, by aroon Purie. From that one-magazine start, the
company has expanded to include a daily newspaper -Mail
today with a readership of 225,000- seven radio stations,
four tV channels, and a large stable of 36 magazines in
English and Hindi.
the magazines include several local titles as well as
Indian editions of a wide range of prominent international
publications including Cosmopolitan, Harvard Business
Review, Harper’s Bazaar, Reader’s Digest, Good
Housekeeping, Men’s Health and Golf Digest among others.
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2.800.000

is the readership of the weekly India today

225.000

is the readership of the daily Mail today

1.574

people are employed by the Group

791

of them are journalists

cross-platform and cross-brand intellectual stimulation for the company’s journalists, who
produce a weekly newsmagazine, a daily newspaper, dozens of specialized magazines, and
operate a radio station and four TV channels.
“Our goal is to produce editorial excellence,”
CEO Purie says. “That is the core belief of our
organization,” and that’s what was behind the
move to bring all of his far-flung operations under one roof. “Putting all the journalists in the
same building is just the starting point of the
synergy.”
The move to the new India Today Group Mediaplex took place on Wednesday, September
19, 2012. The initial reaction by the staff, many
of them finding themselves suddenly in a wide-open newsroom next to colleagues they had
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THE SYNERGY TEAM

never met, let alone worked with, was one of
shock. No closed offices, no walls.
But just plopping a mixed bag of journalists
into an open space was obviously not the end
goal. So the Group launched a study to understand which operations could be integrated and
which should be kept separate. The challenge
was to find stress-free convergence points between platforms and brands.
That task has fallen to Ms. Purie, already
the company’s Chief Creativity Officer, and
her newly minted Synergy Team, a group of
young people with fresh eyes and fresh ideas.
Their mission is to find and encourage, day by
day, convergence opportunities throughout the
group.
In the new integrated newsroom there are no
physical barriers between platforms or brands.
Staff placement is according to subject matter:
Business, Politics, Entertainment and Sports.
“All sports journalists, for example, from the
newspaper, magazine and TV are sitting to-

Driving integration across brands and platforms at the
India today Group (ItG) is a top-down effort under the
direction of Kalli Purie, the company’s Chief Creativity
Officer, who leads an eight-person Synergy team. the
team’s mission is to find ways in which staff at the
company’s multiple titles and platforms can cooperate
and support each other.
Coming together under a single roof has been the
Group’s first step toward integration. Now Ms. Purie and
her team look for points of convergence between brands
and platforms, seeking to leverage the expertise that is
scattered throughout the company.
the team, made up of young people with a digital
orientation, consists of two senior designers, two junior
designers, two editors and two junior editors, all of them
charged with letting their imaginations soar. Ms. Purie
and at least one other member of the team take part in
the ItG’s daily news conference at which editors from
most titles and platforms meet to discuss the day’s
news agenda.
Whenever possible, the Synergy team suggests ways
to tell stories across platforms, and across brands,
maximizing the strength of each.
One example: When the Indian Government began
discussions of the 2013 budget, the Synergy team
put together a special task force to cover the issue,
drawing on the best reporting resources irrespective of
their brand or platform assignments. this resulted in
vastly improved coverage and multiple exclusives as the
team explored all aspects of the budget debate, and its
ramifications across all platforms.
“the traditional and the digital have been brought
physically together,” Ms. Purie says “and that has broken
down a lot of barriers between ‘us’ and ‘them.’ there is
only uS now, no tHEM.”
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“We are instilling
a level of trust
between
organizational
neighbors”
KALLI PURIE

7

radio stations

4

tV channels
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magazines

gether in one spoke,” Ms. Purie says. They are
still working for their own specific brand and
platform, but they are exchanging and sharing
information all day.
At the center of it all – the hub, as Ms. Purie
calls it, are the individual editors for each brand
and platform.
“My role is to make sure that we get the maximum creativity out of the brands,” Ms. Purie
says, “and also to see how a story best plays out
in each of those media.”
So, while not yet fully integrated across brands
and platform, ITG is learning by doing, “We are at
the absolute beginning,” Ms. Purie says. “We are
instilling a level of trust between organizational
neighbors. We are not a big News Turbine either,
but we will get there.” The assignment desks of
the TV and Web operations are already together.
The print assignment desk is still separate, but
will soon join them.
In a company as large as ITG, with almost
1,000 journalists and other experts, it’s often hard to know what resources and skills are
available in-house. The solution for ITG was to
create what they dubbed a Talent Map, listing

all the expertise available on the staff. Now,
when a TV channel needs an expert commentator on a subject, they can just look at the Talent Map, and quickly recruit the right person
from within the company. This very simple and
easy way to provoke collaboration has created a
new original model of integration.
Despite the initial staff shock, it quickly wore
off, and the new modus operandi has met with
no rejection and very little resistance. “Once
people have worked in an office like this, open
and buzzing, with so much stimulation all
around, it is very difficult to go back to working
in a silo,” Ms. Purie has pointed out.
And as the 38-year-old company evolves and
grows, so do its goals and challenges. “News is
becoming a commodity,” says CEO Purie, who
is also editor-in-chief of India Today magazine,
the company’s flagship publication.
“We have to tell the WHY and, perhaps, the
HOW, but no more just WHAT, WHEN and
WHERE. For a media organization to survive
it has to produce some very exclusive content
that nobody else has. And people are willing to
pay for.”
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FROM NEWS
CAFéS TO STARTUP
INCUBATORS: HOW
NEWSPAPERS ARE
BUILDING REAL-LIFE
CONNECTIONS WITH
THE OUTSIDE WORLD
The hyper-connected digital world has given newspapers an unprecedented level of virtual contact with their audience and the rest
of the world. Journalists and readers can communicate directly in
forums and through social media, and it is easier than ever to follow
new ideas and developments.

H

owever, for an increasing number of
newspapers, such virtual connections are
insufficient. Whether they are opening
up their newsrooms and their journalists to the
public, or to possible startup partners, newspapers around the world have been rethinking the
potential benefit of a greater physical connection with the outside world, turning the newsroom from a closed temple of journalism into
an open, collaborative space that is happy to
share its secrets and learn from others.

ConneCtinG with CoFFee
Since the first news cafés opened as part of the
Nase Adresa (Our Address) project in the Czech
Republic in 2009, cafés linked to newspapers
have become increasingly common.
The Journal Register Company, now part of
Digital First Media (DFM), pioneered the newsroom café concept in the US in late 2010 when it
included a café in its new newsroom for The Register Citizen in Torrington, Connecticut, offering the public the chance to interact with jour-

nalists while enjoying coffee and free Wi-Fi.
“A building with open doors, with no walls,
is the brick-and-mortar metaphor for how the
Web works,” said the paper’s publisher Matt
DeRienzo in 2011.
Despite the success of the Torrington
newsroom, the DFM team didn’t
replicate the same model elsewhere as they expanded their open community initiatives. “What
we didn’t want to do
was say that this is
one size that fits all,”
said Steve Buttry, Digital Transformation
Editor.
Torrington is small
and The Register Citizen’s
STEVE
newsroom is conveniently
close to downtown, so the
café made sense. But The Daily
Record in York, Pennsylvania, decided that since its newsroom was not
close to foot traffic, and as the paper serves a regional audience, a more appropriate community effort would be a mobile one. The NewsVroom project is essentially a van that drives
around the region and brings the newsroom to
the community, Buttry said.
In Minnesota, the TC Rover van operated by

the St. Paul Pioneer Press and Twincities.com
now travels around St. Paul and Minneapolis to interact directly with the community
across a wide area. The van has an awning, folding chairs and a drinks cooler inside, as well
as laptops and a flat screen TV to show
videos. It travels to sports venues,
festivals and other events, and
makes neighborhood visits
to look for stories.
The Oakland Tribune has opened a café in
its newsroom, but because of its inner city
location, it has to be
more secure than its
Torrington
counterpart. The News-Herald
in Willoughby, Ohio,
BUTTRY
didn’t have enough space
to build a café, but staff decided to renovate the paper’s
cafeteria so that it could be used
for community meetings, set up a
lounge area for small gatherings and remodeled the library to open the paper’s archives to
the community.
A benefit of making community initiatives
more flexible has been “turning loose some
of the creativity of the staff of each individual
newsroom,” Buttry said.

“When you
are more available,
you are more
accountable”
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more prosperous south, Carl said, so when
In Canada, location was a factor in the creaWinnipeg’s Social Planning Council asked for
tion of the Winnipeg Free Press News Café,
a government a feasibility study, the WFP inviwhich opened in April 2011. “I think everyboted the public to contribute ideas for what to do
dy agrees now that if newspapers want to be the
with the space.
heart of the city they have to be in the heart of
Carl and her team scheduled an event and
the city,” said associate editor for engagement,
promoted the issue widely in the
Julie Carl. As the WFP is based outnewspaper and online, inviting
side the city center in an industrial
readers’ ideas. “When the night
park, the downtown café has given
came, it was packed, standing
the paper a chance to have a satelroom only. We live streamed it, and
lite office in the city’s historic ExFootball fans crowd
then we posted people’s plans onchange District.
Marca Sports Cafes in
line,” said Carl. It was a clear news
A multimedia unit is fully baseveral Spanish cities.
opportunity and the paper was
sed in the café, and other reporters
able to create real debate around
and editors work there from time
the subject because of the café. “The café has
to time.
added another platform to our arsenal of how
Events are an important part of the News
to reach people,” she said.
Café, Carl said. “If a politician is coming
Buttry agrees. “We are able to do better stothrough town we invite them to do a town hall
ries than we might otherwise,” he said, becaumeeting at the café,” and such events are live
se “when you are more available, you are more
streamed.
accountable. If you make an error and you are
As well as symbolically repositioning the paavailable to the community, they can tell you.”
per at the heart of the community, the café has
Anyone launching a news community project
also had a direct impact on the paper’s journashould consider the community’s needs, Butlism.
try says. “Make a proposal that addresses both
This became particularly clear, Carl said, duthe needs of the community and the situation
ring the paper’s “Off the rails” initiative, which
of the paper.”
stimulated public involvement in a study to inCarl’s advice for prospective news café owvestigate moving a large rail yard that cuts
ners is to provide good food and make it a plathe city in half. The yard has long divided the
ce that journalists and customers enjoy visiting,
struggling northern half of the city from the

MARCA
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tups, and holds events and live
irrespective of the news connecperformances. There is a clear intion. “Don’t go into the restaurant
centive to use this space to bring in
business – have someone else run
new ideas, and new opportunities,
it,” she added.
Diario de Noticias
while building closer connections
The café trend is not just North
has teamed up with
with the community.
American, although North AmeStarbucks in this
Rather than renting out the
ricans seem to have embraced it
Portuguese island
empty office space, left by 100 or
off the coast of
most whole-heartedly. Spanish
so former payroll and advertising
africa.
sports daily MARCA has opened a
staff, the Globe looks for ways to
MARCA Sports Café in several ciwork with the startups to create
ties and a MARCA Sports Bar in
mutual synergies.
Madrid. In addition to raising visibility and
Opening up the newsroom to startups is a
generating revenue, they provide a venue for
growing trend.
MARCA events.
The motivation behind launching a so-called
London-based monthly global affairs magastartup “incubator” might be different from the
zine Monocle has a café in Tokyo and plans to
desire to open a café, but there is a consistent
open one in London.
underlying philosophy that newsrooms can
benefit from openness and collaboration with
new pArtnerS: StArtupS
non-journalists. Particularly in times of finanThe Boston Globe has opened vacant space in
cial difficulty, collaboration can be more effectiits offices to the community in a different way:
ve than going it alone.
there’s no food sold, but the paper hosts star-

MADEIRA
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The New York Times is also planning to welcome startups as part of a new project it calls
timeSpace. “The New York Times,
and media in general, are in
the midst of unprecedented
change,” its site says, encouraging prospective
early stage companies
focused on the media
to apply and “tell us
why spending four
months here will be
mutually beneficial.”
Startup teams will
be based at the Times’
headquarters,
meeting with staff, deJULIE
monstratinging their products while learning and teaching. “At a minimum, we think
having this opportunity for a cultural
exchange will be worthwhile,” said Aron Pilho-

fer, editor for interactive news. “Having the opportunity to compare notes with entrepreneurs
who are innovating in areas we have
yet to completely embrace, or
even understand, is exciting,”
he added.
This too is not a uniquely American trend.
The Irish Times ran a
competitive incubator
initiative in 2012 that
saw five startups coming into the paper’s
offices for eight weeks, and a partnership
built with the winner.
Axel
Springer
anCARL
nounced in February that
it is launching a startup
accelerator program in Berlin in
collaboration with Silicon Valley-based
investor Plug and Play Tech Center.

“Provide good
food and make it
a place that
journalists and
customers
enjoy visiting”
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THE BOSTON GLOBE
PROBES INSTAGRAM
FOR STORY LEADS
& USER GENERATED
CONTENT TO ENRICH
ITS COVERAGE

At The Boston Globe journalists are using a new digital tool
to mine Instagram’s depth of resources for ideas and content
leading to new narrative forms.
INNOVATIONS IN NEWSPAPERS 2013
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reated in-house at the newspaper’s
“Globe lab” by staff developers, the “Snap”
application automatically identifies and
captures all images uploaded to Instagram
with geo-location tags from the greater Boston
region. The images are superimposed on a map
of the area, and projected onto a wall of six flat
screens prominently placed in the newsroom.
“Snap” has already provided leads and
content for stories ranging from coverage of
the Boston Marathon, to a year-long in-depth
investigative examination of a conflicted
Boston neighborhood and to an off-beat look
at how Bostonians coped with super storm
Sandy during the fall of 2012. It is one of the
tools that have emerged from the lab to help
Globe journalists keep track of, and mine, the
internet’s social networks in real time.
“These tools,” according to Chris Marstall,
The Globe’s creative technology chief, “provide
us with a different insight, a kind of virtual
journalism that brings us into the homes and
the lives of our audience.”
This ability to probe deeply into the life of
the city through the prism of its social network
postings has enabled The Globe to discover and
develop stories it might not have otherwise

In-house app
mines Instagram
postings for local
user generated
content

come upon, sometimes with unexpected
results.
At the height of Sandy, for instance, an
editor asked Marstall to monitor Instagram
postings of storm-related photos. In looking
at the images, Marstall quickly realized that
Sandy’s impact on the city was not as severe as
had been expected, but many residents were
nevertheless trapped in their homes. So what
were they doing while sitting out the storm?
Many were drinking cocktails, it turned out,
and posting pictures of the partying. This led to
an off-beat piece of storm coverage, an online
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report on how at least some Bostonians had
weathered the storm, with first-person stories
and even cocktail recipes.
In a more serious vein, the newspaper
harnessed the power of “Snap” in developing
its “68 Blocks: Life, Death, Hope” long-form
report on life in the racially tense and crimeplagued Bowdoin-Geneva neighborhood of
Boston. The five-part award-winning year-long
multi-media investigative project involved all of
the newspaper’s resources: reporters, editors,
photographers, videographers, infographic
artists, and data analysts.
“We wanted to tell a story in a way we had
never done,” Steven Willsem, projects director
at The Globe told INNOVATION, “integrating
the narratives of all our journalists to provide a
mosaic of life in the neighborhood.”
“Snap” and Instgram played a crucial role
in the project as Marstall’s team compiled
several months’ worth of images from the
neighborhood, cataloging them by subject and
originating geo-tag. Photo editors selected the
best and most interesting images, and then
set out to obtain their creators’ permission to
use them in the series. Since Instagram does

Residents’
photographs opened
doors for reporters
to gain insights
into neighborhood
life

not provide a way to obtain a poster’s email
address, The Globe attached comments to the
images, inviting the authors to contact the
newsroom.
The result was a richer menu of images, and
the opportunity for Globe reporters to interview
the photographers, asking them to explain the
context and circumstances behind the images,
and their significance.

INNOVATIONS IN NEWSPAPERS 2013

83

APPLICATIONS

As Marstall put it, “These are photos that
are relatively intimate at times; pictures of the
inside of people’s houses, pictures of their loved
ones, pictures of their pets, pictures of their
casual activities that are often more revelatory
and more personal than the kind of photos you
would see on Flicker or Twitter.” And certainly
more intimate than might be obtained by a staff
photographer on assignment.
imAGeS AnD AuDio ClipS toGether
While some of the images found their way into
the print stories, many others were included in
a gallery of images and audio clips of interviews
created by developer Alvin Chang as part of the
project’s multi-media dimension.
The project was honored with the SND silver
award for Multimedia presentation.
“Snap” is just one of the tools developed by
The Globe lab to help the newsroom keep tabs
on Boston’s social media, and mine them for
stories. “Our community maintains a vibrant
social media dialogue,” Marstall says, “and
the newspaper must be attentive to its voices,
and have the sensibility and intelligence to
participate in these conversations.”
INNOVATIONS IN NEWSPAPERS 2013
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VETTING
USER-GENERATED
CONTENT:
AN INCREASINGLY
IMPORTANT TASK

The explosive increase in user-generated content, and the
proliferation of fake footage and doctored images has put a premium
on verification, authentication, and copyright protection. In this
interview with co-editor Claude E. Erbsen, conducted by email, Fergus
Bell, London-based Social Media and UGC Editor–International,
discusses how The Associated Press deals with these issues.

H

ow does Ap verify and validate user-Generated Content?

A. The Associated Press applies the same high
editorial standards to user-generated content as
it does to anything else. Verification is the key
when it comes to UGC, and at the AP we take a
two-step approach. We verify the source and the
content separately. What does this mean? Well,
in terms of the source, it means that we must
identify someone as the creator of the content.
This is not only so that we can seek permission
to use their material and credit them appropriately, as we do for all UGC, but also so we can
check the feasibility of their content.
We ask the question, ‘Could this person have
realistically created this video or photo based on

what we know about them and the event?’ This
information, hand-in-hand with formal confirmation from the source that they have ownership of the material, gives us the confidence that
we are working with a content owner.
We don’t stop at permissions, though. We also
ask content creators questions about their video
or images. Can they tell us how they got such
a great shot? Not only does this further validate the content, it also allows us to tell the story
behind the pictures. Once all these checks have
been completed and we have permission to use
the content, our source is considered verified.
Then, we move on to verification of the content itself. Identifying the owner of the content and speaking to them doesn’t mean that
the events in the images are what they appear
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VERIFYING HURRICANE SANDY
In this image taken by ana andjelic and posted on
Instagram, Jane’s Carousel inBrooklyn Bridge Park, in the
DuMBO section of Brooklyn, was surrounded by
floodwaters from Sandy’s surge on Monday, Oct. 30,
2012. It was one of many vetted and verified by aP’s
verification team, and became part of aP’s coverage of
super storm Sandy.
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to be. We verify the content with a forensic deconstruction including details of the upload and
a full translation of any audio or text in other
languages.
All content is run past the AP staffer or bureau with the most expertise on the subject or
region. We also add our own reporting to give
wider context, turning UGC from a standalone
video on YouTube into a story.
q. what is the hardest uGC to vet? For example,
what about from places like Syria where people may
be risking their lives by providing footage?
A. Believe it or not, it is actually the light-hearted and quirky content that goes viral quickly,
which can be the hardest to verify. This kind of
content is hard to verify for a number of reasons
– primarily due to the fact that it is not breaking
news. It can live within the social web for a long
time before it comes to light, making it harder to
identify the source and carry out the verification
process. If it is not breaking news it also means
that someone could have had the time to work
on the content and this is where we sometimes
see fake videos appear.
One example was in December 2012, when
a video emerged that appeared to show an eagle swooping down and picking up a toddler
in Canada. It spread incredibly quickly, but after some investigation, was found to be manipulated.
In Syria, we communicate regularly with activists who are becoming increasingly attuned to
the needs of journalists when it comes to verification. For example, they may hold up a sign in
front of the camera to prove what day it is or narrate as they film so that information is attached
to that piece of video by its creator isn’t lost.
Things have evolved quickly, with clear differences between the way people used social media in Egypt and the way they used it months later in Syria. In Egypt raw material was just being
pumped out very quickly by individuals and it
was very difficult to get in touch with them. In
Syria the activists may have a Facebook page on
which they post content, and they make sure we
have ways to communicate with them.
In 2012, a video came to light supposedly
showing a man being buried alive in Syria. It
was certainly compelling video. But when we
put it through our verification process, it failed.
q. why?
A. First, the video had not been uploaded in the
conventional way. And a native Arabic speaker
who listened to the voices of the regime soldiers

FERGUS BELL
Fergus Bell, 29, was named to the newly created
position of Social Media and uGC Editor – International
in October 2012. Bell joined aP seven years ago as a
news assistant on the television news desk in London
and worked his way up to senior producer.
Since april 2011 he has focused on social media
newsgathering, major set events, training and
strategy. Prior to taking up his present assignment, he
has used social media to aid the aP’s newsgathering
operations during the arab Spring, and to source
uGC for the shootings in Norway and the Japanese
earthquake.
Bell joined the aP in 2006 after working for ItN, CNN
and radio stations across the uK. Bell attended the
university of Leeds and graduated with a bachelor’s
degree in Broadcast Journalism in 2004.
He recently was named a winner of aP’s highest staff
honor, a $10,000 Oliver S. Gramling achievement
award, for his pioneering work in the area of uGC.

concluded that they sounded stilted and unnatural. There were other inconsistencies as well,
but the final piece of information was perhaps
the most obvious sign that something wasn’t
quite right: A check showed that nobody was
unaccounted for in the village where the man
was purportedly from. We didn’t use the video.
q. Does Ap ever use uGC that it is not 100% sure
about? if so, how does it label it?
A. Because of the trust AP’s members and customers have in our content we cannot publish
anything unless we believe it is genuine.
When news breaks there is always pressure to
get compelling content out quickly, but it is important to stand fast when it comes to the standards we have developed over the past few years.
We go through this verification process for up to
20 pieces of video or photos every day. Though
it sounds tedious, we are becoming more efficient, and the value UCG brings to our report
is worth the additional effort. We trust that the
processes work. They haven’t let us down.
If something doesn’t pass our verification
process it doesn’t get run. That can be frustrating at times but we have to remind ourselves
that the system is tried and tested and there is a
reason it isn’t passing the test.
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storm. But we also saw an extraordinary amount
of fabricated content. Even some of the content
that was real was shot during previous storms
and was being misrepresented as images from
Sandy, underscoring the importance of our verification process. Dealing with one of the most
connected, computer savvy cities in the world
we encountered a bigger minefield than we
have ever had to navigate before. We rooted out
the fake and altered images — everything from
cinematic storm clouds gathering over the Statue of Liberty to sharks swimming past people’s
homes — and provided context for every piece of content that was worthy of the AP name.
Everything that we used was traced back to the
original source, and content owners were credited if they wanted to be.

q. how does social media fit into the mix? Do you sometimes use it to solicit material?
A. The AP does use social media and leverage
its presence on various social networks to solicit material but we pick and choose when we
are going to do this on a case by case basis. We
do, however, regularly reach out to individuals
when they are sharing UGC to seek that all important permission to use it. When doing this
we always consider the position the person is in
at that time. Are they safe? Is it safe to communicate? The safety issue has to be the first one
addressed. We do not encourage people to take
risks.
During superstorm Sandy, for instance, we
went through hundreds of videos and photos
showing the impact of the storm from Virginia to Maine. As the storm neared, many people
ventured outside, or took up positions at their
windows, to shoot video and stills, capturing
and uploading their little piece of the storm.
We filtered through all of this to source, and obtain permission for the best photos and video,
content that showed us something compelling
or new. We also used our social accounts to
ask users to submit content, always cautioning
them not to put themselves in danger.
We saw a huge number of photos and videos
depicting dramatic, genuine moments from the

q. Do you establish relationships with people who
provide good, trustworthy content and revisit them
frequently?
A. Our partnership with live video sharing platform Bambuser is one of the ways we have established relationships with regular contributors
of UGC. We never ask them to specifically film
anything for us but we do monitor their feeds
and often seek to access newsworthy material
when they have it. However, we never treat that
relationship as verification of the content; we
will always put it through our own checks, regardless of the source.
q. what do you tell your members and customers
about the verification effort?
A. We know that verification of user-generated content is something everyone is thinking
about. We are now trying to make our process
as transparent as possible by giving information
in scripts and stories about the verification process for each piece of content we publish.
q. what lessons can be learned from your team’s experience?
A. Preparedness is critical. Journalists need to be
clear on their standards and their processes for
verification before a major news event breaks.
That way, when the event does happen, everyone knows what they’re doing and make verification an integral part of what they’re doing.
We have also learned that whilst the verification process needs co-ordination, ultimately it works best when everyone is involved.
Staff representing every format are involved in
AP’s authentication process and the individuals
change depending on the subject and location
of the story.
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INCUBATORS ARE
FOR MORE THAN
CHICKENS AND
PREMATURE BABIES

The speed at which audiences change their media consumption
habits is pushing traditional media and other companies, to look
outside the box and come up with new strategies. One of them is to
host their own in-house start up incubators, and push to be the ones
who come up with the next big thing.
INNOVATIONS IN NEWSPAPERS 2013
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BLUESEED

Cruising to nowhere, a
floating home for startup
entrepreneurs commuting
to Sillicon Valley

G

ermany’s Axel Springer recently teamed
up with the Silicon Valley incubator Plug
and Play Tech Center, of Sunnyvale, California. Together they are going to invest nearly
$67,000 in startups at “Axel Springer Plug and
Play” to support German and other European
startups in media, Internet and mobile through
programs lasting from three to six months, including a stint at the Plug and Play Tech Center.
And in early 2012 Turner Broadcasting launched www.mediacamp.com, an incubator designed for startups in the media ecosystem. It
now works with six companies that will gain
access to some funding, legal and administrative support, and most importantly, one on one
mentoring from successful media executives.
The New York Times is also stepping into the
incubator area with timeSpace, a four-month
incubator for three to five early stage media
startups. Working inside the newspaper’s headquarters, they will connect with Times staff,
demo their products, and, as the newspaper
describes it, “teach/learn alongside entrepreneurs and employees who make their livings in
digital media, technology and journalism.” The
goal of the program, The Times says “is simple:
The New York Times, and media in general, are
in the midst of unprecedented change. Our core

purpose remains to enhance society by creating, collecting and distributing high-quality
news and information. We want to push ourselves and push others to find the best ways to do
so, and we believe that timeSpace can be a part
of that process.”
In Boston the Times-owned Boston Globe is
making surplus office space available to startups, hoping to create synergies that will translate into new ideas for the newspaper.
SmAller pAperS AlSo plAy the GAme
But you don’t have to be a big media company
to think outside the box and turn ideas into dollars, here are four different examples of small
news organizations that are making money by
coming up with new ideas and pushing innovation:
The Naples Daily News in Naples, Florida
(weekday circulation 44,876 ): after the publisher and his managerial team overhauled the
composition of the sales force and its operating philosophy, the paper saw overall revenue
growth in 2011 and 2012. Protecting print revenue proved to be a significant part of the success story.
The Santa Rosa Press Democrat, of Santa
Rosa (www.pressdemocrat.com), California,
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just north of San Francisco (circulation 53,292 ):
as part of a revamped business plan, the paper
developed the Media Lab, a sophisticated inhouse digital agency that provides a full range
of online marketing services to merchants. In
its first year, the lab accounted for roughly 25%
of the paper’s digital revenue and is expected to
grow revenue by about 60% in 2013.
The Deseret News, of Salt Lake City, in Utah
(circulation 91,638 ): former Harvard Business
professor Clark Gilbert engineered a major
reorganization of the Deseret media properties,
building a digital company, creating a new - and

Local governments
are getting into the act,
hoping to bring jobs
and tax revenues
to their cities

more narrowly focused - editorial identity for
the newspaper and unveiling a weekly national
print edition. Digital revenue has been growing
at over 40% a year since 2010 while daily and
Sunday circulation jumped about 33% and 90%
respectively from September 2011 to September
2012.
The Columbia Daily Herald, in Columbia,
Tennessee (circulation 12,744 ): this small, but
aggressive daily in an economically hard-hit
community rolled out more than half a dozen
new revenue ideas in 2012 alone, some in print,
but most in digital. The resultant growth in online revenues allowed the paper to keep overall
annual revenue losses well below the national
average - about 2% in 2012.
In the social media area, companies like The
Social Media Incubator act partly as traditional incubators and partly as specialized consultants on how to take advantage of all the web 2.0
functionalities and the ever changing relationship with our audiences. Angel investors like Singapore-based Crystal Horse Investments (www.
ch-investments.com.sg) also work with media
start ups, and focus on social, e-commerce, and
cloud digital platforms. On top of its expertise in
all these markets, CHI provides startups with in
house legal counsel and accountants.
GovernmentS
Local governments are also getting into the act,
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hoping to spawn successful
new companies that will bring
jobs – and tax revenues - to
their cities.
The city of New York has
launched an incubator center
in the DUMBO neighborhood
of Brooklyn, just across the
East River from Manhattan,
arguably the media capital of
the United States. It caters to
technology-focused entrepreneurs from across
various industries, especially media, financial
services, the environment, bioscience, and fashion. Incubator tenants are able to use approximately 30 dedicated workstations and additional shared workstations, and have access to
educational programming and services such as
business counseling, workshops, and networking events.
The Public Media Accelerator in San Francisco
is “seeking mission-driven entrepreneurs changing media for good.” Their goal is to groom
companies and organizations interested in furthering the values and increasing the impact of
public service media, not to create blockbuster
profit-makers.
One of the oddest incubators on the horizon – literally – is Blueseed, which plans to station a ship 12 nautical miles from the coast of
San Francisco, in international waters. The lo-

cation will allow startup entrepreneurs from anywhere
in the world to start or grow
their company near Silicon Valley, but without the need for a
U.S. work visa. The company’s
website says “the ship will be
converted into a co-working
and co-living space, and will
have high-speed Internet access and daily transportation
to the mainland via ferry boat.” It claims that
over 1,000 entrepreneurs from more than 60
countries have expressed interest in living on
the ship.
The company plans to start operating the ship
in 2013, and says the price per person will include living and office space, and will range
from $1,200 per month for a shared cabin to
$3,000 for a top-tier single accommodation cabin. Residents of the floating incubator will be
able to go ashore for up to 180 days a year on a
regular business visa, which is easier to obtain
than a work visa.
To reassure potential customers worried
about seasickness, the Blueseed website says
that “given the shape and size of the Blueseed
vessel, and the ocean conditions at our mooring
spot, it is very unlikely that seasickness will be
a concern.” But, just in case, it also provides the
name of a popular anti-seasickness pill.
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NEW TOOLS ENABLE
JOURNALISTS TO
MINE AND ANALYZE
HUGE AMOUNTS
OF DATA TO SHED
LIGHT INTO DARK
CORNERS

“Database mining and processing transform raw data into
meaningful information.” With those ten words, La Nación of
Buenos Aires opens its Nación Data blog and succinctly describes the
powerful new tool that has vastly expanded the investigative power
of journalism, a tool the newspaper has been aggressively using.

A

nd several thousand miles to the north, at another newspaper with the same
name, in San José, Costa Rica, Giannina
Segnini offers a somewhat broader definition of
data-based journalism: “It is journalism that relies on data base normalization to collect, clean
up, analyze and query structured and unstructured databases to identify patters, tendencies,
statistical deviations and anomalies” that can

buttress traditional journalism with a wealth
of supporting detail, “and can sometimes even
predict future behavior patterns or events.”
For Segnini, the prize-winning chief of the
Central American newspaper’s investigative
unit, the new tool enables the creation of deeply contextualized reporting, supplemented
by user-friendly interactive applications that
allow readers and audiences to further explore
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Canada’s National Post tallied the
number of americans killed by guns
during the 31 days after 20 children
were murdered at a school in Newton,
Connecticut

NEW WAYS TO PRESENT DATA ANALYSIS
ALBERTO CAIRO
when talking about journalism that
relies on data analysis (quantitative
and also qualitative), we have
traditionally heard of different terms:
‘computer assisted reporting’ (the
classic one), precision journalism,
and, today, data journalism or datadriven journalism. is there a huge
difference between them? no. there’s
a lot of overlap, but also some slight
differences between them. here’s my
take.
in some of the classic books
about the field, computer assisted
reporting has been defined as “a set
of methods for journalists to get more
from their computers, such as data
retrieval, data analysis, information
storage, and dissemination of that

information in both processed and
unprocessed forms.” CAr was
conceived as a set of tools to analyze
and organize data and datasets in
order to improve traditional reporting.
the stress is put on the reporting, not
on the data themselves (re-read the
“get more from their computers” line
above, which is key).
then, you have precision
journalism. precision journalism
doesn’t need computers per se, as it is
a discipline defined conceptually, not
technologically. precision journalism
is bringing the research methods
of social science to the practice of
journalism. Arguably, one can do
this without accessing databases or
complex programming languages
INNOVATIONS IN NEWSPAPERS 2013

and software tools, although they can
make your life much easier.
today, there’s a lot of buzz about
data journalism or data-driven, or
even database journalism. i don’t
really like those labels that much (i
don’t like CAr either: all reporters are
CAr nowadays; they’d be seriously
behind the curve otherwise), but
they give a hint of what may be
the difference in how data is being
handled by some specialized teams
working in newsrooms today.
take the news apps teams at the
new york times or at propublica.
those are not just traditional
computer assisted reporters. they
are journalists whose goal is not just
to extract meaning from datasets to
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a subject and develop their own narratives.
The two Spanish-language newspapers are
not, of course, the only practitioners of this
new kind of investigative journalism, but they
are among its most aggressive proponents in Latin America.
ProPublica the independent, not-for-profit,
New York-based investigative newsroom founded by former Wall Street Journal Managing
Editor Paul Steiger has been one of the earliest
and most pre-eminent pioneers of the data based approach to journalism.
“ProPublica started publishing in 2008. Our
first news application was just a short while
after we published. It was a full tally of all the
money that went from the U.S. Treasury Department to banks during the financial crisis. It
started as a spreadsheet on a reporter’s computer, which we saw, and asked if we could publish it,” remembers Scott Klein, ProPublica’s
Senior Editor, News Applications.
Today, just five years and two Pulitzer Prizes
later, ProPublica continues as one of the most
active users of data-based journalism in the
United States, and it has been joined by dozens,
and perhaps hundreds of other American media, including the big guns, like The New York
Times, The Washington Post and The Los Angeles Times, as well as smaller players like public

improve their investigations; that’s
just a small part of what they do, and
a linear ‘story’ may not even be the
end point of the process. what they
really do is to take those datasets and
transform them into tools readers can
use to explore and then understand.
they are developers and designers,
not just traditional writers (although
they work alongside writers, of
course). the stress, in this case, is put
not on extracting a particular story
from the data but, in many cases,
on organizing massive amounts of
information in ways that readers can
extract their own stories. that’s why
this ‘data journalism’ is so closely
related to data visualization and
interactive applications. visualization

radio station WNYC in New York, and California Watch. In England, The Guardian and the
BBC both employ the technique to supplement
and support traditional journalism.
Segnini fondly remembers her unit’s first
venture into the field. “We built a database of
all the candidates for mayor throughout Costa
Rica during the 2010 regional elections. Then
we cross-referenced it with lists of persons convicted of crimes, of those in arrears in paying
social security contributions, and with a data
base of individuals who had been barred from
serving in public office.”
As La Nación’s journalists began to collate
and analyze the data, the politicians trembled.
The results were shocking. Five mayoral candidates and been convicted of kidnapping, theft
or fraud. Another 27 were on a list of persons
who had been banned from serving in public
office because of previous transgressions.
Another project began when La Nación’s
journalists spotted a handful of anomalies in
the distribution of some government subsidies,
and decided to dig deeper. A full review of the
data found a “substantial percentage” of irregular payments. “The results were so dramatic,”
Segnini says, “that the officials in charge of administering the subsidies not only admitted to
the errors, but asked for a list of our findings so

is one of the means you can use to
make big datasets navigable.

to leArn more:
1. Data journalism
• Facts are Sacred, by The Guardian
data team
• Precision Journalism, by Philip Meyer
• The Data Journalism Handbook,
v.v.A.A.
2. introductions to statistics
• Discovering Statistics Using R, by
Andy Field
• Statistics in Plain English, by
timothy C. urdan
• Naked Statistics, Stripping the Dread
from the Data by Charles wheelan
INNOVATIONS IN NEWSPAPERS 2013

3. Data visualization and infographics
• The Functional Art, by Alberto Cairo
• The Elements of Graphing Data, by
william Cleveland
• Show Me the Numbers, by Stephen
Few
• The Visual Display of Quantitative
information, by edward tufte
• The Wall Street Journal Guide to
information Graphics, by Dona m.
wong
• Visualize This!, by Nathan Yau
(Amazon)
4. thematic cartography
• Thematic Cartography and
Geographic visualization, by terry A.
Slocum
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Data based journalism has deep roots. In 1854 a London doctor, John Snow,
charted the city’s cholera epidemic by locating clusters of cases on a map. In
2012 the Boston Globe charted quality of life complaints in an area of the city
using the latest computer based technology. Nothing much has changed.

they could rectify the problem.”
In Buenos Aires, Momi Peralta is in charge of
the Multimedia Development group at La Nación. An enthusiastic proponent of data-based
journalism, she sees it as an “opportunity to expand traditional journalism in two directions:
the application of technology to collect and
analyze data in depth, and the ability to present
and visualize the results in an interactive fashion, allowing our audience to create new layers of content.”
A recent project at the Costa Rican newspaper underscores Peralta’s views. It began with
assembly of data covering the grades of all secondary school students in the country who
had applied for admission at the University of
Costa Rica (UCR), the country’s most prestigious public institution of higher learning. The
data was broken down by high school, by geographic location, and by the type of high school
attended – public or private. The results, Segnini said, stunned the country, long a beacon of
peaceful democracy in turbulent Central America. They showed that students from private
high schools were twice as likely to be admitted
to UCR as those from a public institution. And
they showed a clear correlation between rejection from UCR and residence in less affluent
areas of the country.
Audience interaction with the report was significant. “All Costa Ricans could use our interactive online presentation to compare the per-

formance of their children’s schools,” Segnini
said, “and many were upset to discover that the
schools to which they were paying high tuition
fees were performing more poorly than others.”
Prizes and recognition flow to high-impact
reports that use data-based techniques.
Mc Nelly Torres, co-founder and associate
director of the Florida Center for Investigative
Reporting and a board member of Investigative Reporters and Editors (IRE) points out that
“at IRE we have the Phillip Meyer Journalism
Award which honors data-driven stories. Every
year we have had some great work of high impact and creativity using data science to uncover problems and wrongdoing.”
The 2012 winner was “Cracking the Codes,”
a multi-part series by Fred Schulte, Joe Eaton,
David Donald and Gordon Witkin of The Center for Public Integrity. The series documented
how thousands of medical professionals had
steadily billed Medicare for more complex and
costly health care over the previous decade -adding $11billion or more to their fees -- despite little evidence elderly patients required more
treatment.”
Clearly, this new, data-driven, approach to
journalism needs a new kind of staffing in
today’s integrated newsrooms. “I think every
newsroom should have programmers, and importantly, ones that report to editors and who
consider themselves journalists” and not techies, says ProPublica’s Klein.
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OLD AND NEW WAYS OF DATA BASED REPORTING

CHIQUI ESTEBAN

new technologies, and new tools,
are greatly enhancing the value and
flexibility of Computer Assisted
reporting (CAr), expanding the
ways in which the work of journalists
can be supported, analyzed and
displayed.
Sifting through masses of data,
assembling and collating it, these
techniques of research and analysis
make it possible to create content
that can be effectively visualized,
and customized to meet the varied
needs of different audiences with
different interests.
this visualization of massive
amounts of data reinforces the
old adage about a picture - in this
case an infographic - being worth

a thousand words, and sometimes
many more.
in the past, visualization, and the
resulting infographic display, was
the sole province of technical staff,
mainly coders, who massaged and
converted data into visual displays
using common programming
languages like html, Javascript,
Jquery or more arcane ones such as
r and processing. often they worked
in back rooms, isolated from the
editorial side. today, new tools such
as tableau, Google Fusion tables,
Google maps and some forms of
Javascript allow laymen to create
simple visualizations without a
great deal of technical knowledge.
Journalists can use these tools to sift

through data while working on their
stories. these intermediate displays
allow them to identify trends, spot
anomalies or, if necessary, create
simple visualizations for publication
in the absence of more specialized
staff support.
But of course for maximum
effectiveness in presenting the
results of computer assisted
reporting - or data journalism as it
is called in some countries - it is not
enough to simply crunch numbers
in a program. you need people who
know how to tell stories visually,
and you need to have them working
hand-in-hand, side-by-side with
the journalists who are reporting the
story.

+ 13 RECOMMENDATIONS FOR AN EFFECTIVE OPERATION:
1.

know what you want to accomplish
when you establish this kind of
team. Some think that it’s enough to
post some random enhanced data
and call it Data Journalism. no way.
Analysis must be a key element in
the process.

2.

have the right people on the job.
Better to spend months finding them,
than to limp along with less than
ideal staffing. And when you find the
right people, treat them well, so you
can keep them on the team.

3.

location. location. location.
A multimedia team must work
together in the same room. Coders,
programmers, interactive designers
and infographers should not be
separated from the reporting team.

4.

there are many kinds of developers
with different skills. there should be

one engineer devoted to the frontend,
and one to the backend.

5.

Journalists working on these projects
should be skilled at questioning the
data being examined. without the
right questions being asked, the data
will not volunteer its secrets.

9.

mine government databases for
information that is relevant and of
interest to your audiences.

10.

Carefully document every project, so
you can build future efforts on past
experience.

6.

11.

7.

12.

Schedule frequent in-house training
and refresher courses on data
handling and analysis, giving staff
the opportunity to develop, and
retain, new skills.

pay close attention to how your
audiences – especially their younger
members – use media, so you can
tailor contents to their needs.

8.

have an active presence on social
networks, displaying your contents,
and receiving feedback.
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Seek outside partners for major
projects. universities and nGo’s
often have specialized resources and
information that relates to the project
you are working on.

Share experiences within your
company, so staff members can
contribute and build expertise.

13.

Be passionate about your work.
this kind of journalism requires
a significant investment in time
and resources, and passionate
involvement contributes to success.
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ELECTIONS:
FERTILE GROUND
FOR IMAGINATIVE
PRESENTATIONS

Elections are data-rich events which provide infographers with
unparalleled opportunities to explore ways in which to project
possibilities, or display results in ways that go beyond
simply adding up numbers. The following examples
of election-themed infographics present a panoramic
view of how infographers have used their skills
to prove once again that a picture
is worth a thousand
– or more – words
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1. THE CANDIDATES

LA VANGUARDIA (BARCELONA)
We can and must rethink everything about how we cover an electoral process. the first step must be to rethink
the very approach to graphics, and even the medium in which they will appear.
as you can see in this example from Barcelona’s La Vanguardia, even print graphics can be interactive.
We can play with formats and media, and use them to our own advantage.

Holding up a page
against the light, the
different size stars
show relative campaing
data for Democrats and
Republicans
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2. THE CAMPAIGN
THE WASHINGTON POST

Campaign coverage can be repetitive, boring and monotonous, or it can provide an opportunity for great journalism,
getting away from the simple repetition of quotes and statements. Smart graphics can do the job, helping voters
understand the dynamics of a campaign, adding depth to the coverage. the Washington Post developed its “Political
Geography” series of graphics to narrate and explain how the political situation evolved during the 2008 and 2012
primaries, and during the 2012 general election.

3. THE DEBATES
PÚBLICO (MADRID)

Campaign debates and speeches are made up of myriad details, not just spoken words. Every gesture and every glance
count as much, and sometimes more, than every spoken word. Visually, they are more than just a stream of words, and
they can be effectively presented in graphic form. that’s how Público summarized the only debate between Spain’s
political leaders during the 2008 elections.
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4. THE RESULTS

THE GUARDIAN (LONDON)
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One does not need to go crazy looking for the most innovative way to present election results in graphic form.
Sometimes tried and true traditional forms can do the job, and readers know how to absorb their content. that’s what
the Guardian did with the united States’ 2012 election results, using a traditional format, adding crucial details to the
map, and giving it the space – a double page – it deserved.
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5. THE RESULTS: IN FOCUS
EPOCA (SAO PAULO)
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Of course, just because traditional forms can work well for displaying results it’s not a reason to refrain from rethinking
the process. What is it our readers really need to know? What makes this election different? those are the questions
that the magazine Epoca asked itself after the 2010 Brazilian election. the answer was this dramatic multi-part
graphic, including an analysis of the geographic breakdown of the vote by regions, and comparisons with previous
voting patterns.
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6. THE RESULTS: ANALYzED
THE NEW YORK TIMES

Quality journalism, which explains, analyzes and tell stories, must be at the heart of every infographic, every data
visualization. that’s what underlies this New York times analysis of the 2010 mid-term elections in the united States.
Even a quick glance shows the vote’s dramatic shift to the right, and a closer examination shows how differently things
played out in three previous elections.
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7. THE RESULTS:
PATTERNS THAT GO BEYOND THE RESULTS
CHRIS HOWARD AND GALILEO FEYNMAN

Dubbed “the purple map,” this infographic was a huge hit on the internet after the 2012 u.S. elections. although it is
neither particularly original nor especially innovative, it goes beyond the usual breakdown between the red (Republican)
and blue (Democratic) victories by introducing a more nuanced color scheme. While irrelevant in practical terms, since
it’s winner-take-all in virtually every state, the graphic provides insight into the subtleties of the voting patterns.
Feynman’s map highlights where victories were decisive, and where candidates barely squeaked through. Howard’s
county-by-county map highlights the difference between voting patters in crowded urban areas and more sparsely
populated rural regions. It is important to note that this effort did not emerge from a traditional publishing house, or
other news medium, but rather from the imagination of two individuals who decided to go a step further, and captured
public attention, something that traditional media need more than ever.
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THE “DAY AFTER
NEWSPAPER”

Readers are consuming news around-the-clock and print
newspapers cannot ignore this dramatic change. We cannot sell the
same news twice and get paid for mere commodity news.

I

f you ask me what are the three main challenges of any newspaper company today, my
answer will be:

The first charge must be led by owners, CEO’s
and publishers.

First, to evolve from monomedia companies to
multimedia “information engines;”

The second needs the understanding and full
support of top editors and senior business managers.

Second, to integrate all editorial and business
resources into an open space multimedia and
multipurpose newsroom;

And the third, the most crucial one of all, requires the full participation and involvement of all
your journalists.

And, third, to re-think and re-invent the editorial models of your print products to fit this new
multimedia landscape.

Bosses can articulate vision, strategy, integration and media architecture, but your company
will be able to develop new editorial models
only with all your journalists on board.

All three are inescapable.
Why?
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Because your editors, writers, reporters and visual journalists came to your company when
the print newspaper had an editorial model that
was basically unchallenged for centuries. Now
they have to re-think their place and role in a
new environment.

Today, our readers obtain almost all their news
in real time: and not just news, but also opinion
and even instant analysis. So they don’t need us
anymore, unless we are able to produce a new
kind of print product that is drastically different, compact and compelling.

Newspaper newsrooms were, and always will
be, the pulsating heart of our news business.

They are drinking news from the fire hose, and
what they are asking from us is the “day after
newspaper,” in a champagne flute.

They were, and remain, the best place to find,
select, write, edit and design news and stories
that your readers couldn’t find anywhere else.
For this reason we presented ourselves as
“newspapers of record,” which we no longer
are.
As The New York Times’ Warren Hoge once said,
“We don’t record the news. We find the news.”
A training manual for new journalists at the Financial Times is very clear on this point: “News
reporters do two things. They find the news and
they write news. The first is hugely more important”.
In the past, every 24 hours our newsrooms were
able to produce a print newspaper with exclusive content, and readers needed to pay for our
daily selection of the most relevant and interesting news and stories of the day before.

A newspaper for well informed readers, not the
uninformed and uncaring.
A newspaper for new audiences fed 24/7 by new
digital media outlets.
A newspaper for new communities able to share news, opinions and comments in social media networks.

“We don’t record
the news.
We find the news”
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But this model has crashed. It’s dead and
doesn’t work anymore. “Yesterday’s newspapers” are worthless.
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these are prototypes done when Le Monde asked INNOVatION to develop ideas and prototypes for a new “weekend formula.”

A newspaper that breaks the news online, and
on other instant and real time digital media
platforms.
A newspaper that quickly produces attractive
and informative multimedia packages.
A newspaper that has, or will have, iPad and tablet editions early in the morning, at lunchtime
and in the evening.
Yes, this is cannibalization at its best and its
worst.
The bottom line: if we don’t change the editorial model, our print product becomes just a
compilation of old news, known stories, and
already heard commentary. Dead bodies. Forensic Journalism.
Outdated content that nobody needs or wants
and nobody will pay for, deserted by advertisers who will realize we are losing ground, not
offering anything new, unique and necessary
to justify buying our print paper.
The answer to all these challenges is, again,
what INNOVATION calls “the day after newspaper”.
A post-news, post-television, post-radio, postonline, and post-social media paper.

A newspaper with a daily summary of the last
24 hours’ news presented in a very compact and
creative way, plus more and more exclusive and
unique enterprise stories.
A newspaper with more whys than whats.
A newspaper with news behind the news.
A newspaper with smart and provocative analysis.
A newspaper covering new lifestyle and social
trends.
A newspaper full of valuable and reliable advice:
a prescription newspaper.
A newspaper with news briefs and explainers.
A newspaper with “quick-read” formats.
A newspaper with just the most relevant stories
of the day featured on its front page.
Listen to Facebook co-founder Chris Hughes:
“We believe that there must remain space for
journalism that takes time to produce and demands a longer attention span. Writing that is
at once nourishing and entertaining.”
This must be, he says, “vigorous contextual
journalism.”
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A newspaper that will excel in computer assisted reporting (CAR) and will produce fact-checking pieces whenever needed.
A newspaper with enlightening infographics,
amazing photo essays, and unique illustrations.
A newspaper full of surprises.
A collector’s paper, full of what I call “Caviar
Journalism” (www.periodismocaviar.com)
Of course, this new editorial model will need
new newsroom management workflows.

A post-news,
post-television,
post-radio,
post-online,
and post-social
media paper

A newsroom that works 24/7 at two different
speeds and on two different paths: a “fast cooking” digital newsroom and a “slow cooking”
print newsroom.
Both of them working in an integrated and collaborative way as our “Seashell” newsroom
model shows (see the graphic on page 115).
A “Seashell” newsroom interacts with readers,
audiences and communities in a non-stop
process in which the printed article is no longer
the final objective, which is a succession of different formats and reporting platforms working
together to present all aspects of the story. In
our graphic you can see just a few of them but
the list will expand in each one of these “day
after newspapers” according to the DNA of each
company, market and readers.
This requires a new generation of multi media
Content Management Systems (CMS), a multitasking newsroom, and planning, planning,
planning.
A few months ago, The New York Times was
criticized for its coverage of the terrorist attack
in Benghazi (Libya) for not publishing the picture of the American ambassador killed by the
crowd in the next day’s print edition, an image
that had appeared on the Times website on the
day of the killing.
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“Before & after” a fantastic example of how a big story was played 25
years ago and 25 years later using new explanatory narratives

So the editors responded in the “day after newspaper” mode:
“We were not planning to use the photo in
Thursday’s print edition The story had moved
forward, beyond the point where that photo
was as important to the coverage as it was Wednesday morning. Thursday’s paper will be a full
24 hours later. It’s a second-day story now with
a different kind of emphasis beyond the immediate news of Mr. Stevens’ death.”
This kind of day after approach is a great opportunity to develop new quality journalism formats, such as explanatory journalism, strategic
journalism, precision journalism or anticipatory journalism.
Journalism that cannot be done on deadline.
In this new model, planning is a must.

More than 20 years ago I was invited by USA
Today’s Graphics Director, Richard Curtis, to
attend a weekly luncheon with the editors of
the four main sections of the paper (News, Money, Sports and Life) where each of them presented the five Page One stories planned for a
week later.

“When a news
event has been on
the Internet and TV and
news radio all day long,
do we want to put that
news on our front page
the next morning?”

Perhaps 80% of the “day after newspaper” must
be planned at least two weeks in advance.

INNOVATIONS IN NEWSPAPERS 2013
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trends and Culture sections are among the most widely read in La Vanguardia of Barcelona.
they feature long stories presented in a very unique graphic way: explanatory journalism at its best!

Experience, they told us, shows that 90% of the
time the pre-selected stories will be published,
but of course big breaking news would have
priority if it happens.

For the same reasons, the front page has changed in a very dramatic way: gone are the font
pages of the past, with dozens of stories. The
New York Times, like virtually all newspapers
around the world, used to publish on Page One
a very long “news menu”, but today they try to
present only the “specials of the day” and more
and more life style and cultural and even sports
features.
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Your front page is your best marketing tool.
Here are some strikingly bold page one approaches,
using text, images and graphics to deliver
powerful messages

A few years ago Bill Keller, then The New York
Times executive editor, said that “stories about
how we live often outweigh stories about what
happened yesterday. We think it’s okay to include in our front-page portfolio something that
is fun, human, or just wonderfully written. It’s
part science, part art, with a little serendipity.”
And he added: “The notion of a Page One story,
in fact, has evolved over the years, partly in response to the influence of other media. When a
news event has been on the Internet and TV and
news radio all day long, do we want to put that
news on our front page the next morning? Maybe we do, if we feel our reporting and telling of
it goes deeper than what has been available elsewhere.

“But if the factual outline — the raw information
— is widely available, sometimes we choose to
offer something else that plays to our journalistic advantages: a smart analysis of the events, a
vivid piece of color from the scene, a profile of
one of the central figures, or a gripping photograph that captures the impact of an event, instead of a just-the-facts news story.”
None of these new practices are really new.
The “day before newspaper” becomes the “day
after newspaper” doing each day what news
magazines were doing weekly.
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THE SEASHELL NEWSROOM
INNOVatION’s “Seashell Newsroom”tM interacts with readers, audiences and communities in a non-stop process where
a succession of different formats and reporting styles replaces “the article” as the final output.
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FAST COOKING JOURNALISM 1. Breaking news / 2. Flashes / 3. Followups / 4. Maps / 5. Reactions /
6. Instant analysis / 7. Social media feedback / 8. audience comments / 9. Spot interviews / 10. Backgrounders /
11. First images / 12. First videos / 13. First infographics / 14. Chronologies / 14. Livestreams / 15. Podcasts...
SLOW COOKING JOURNALISM 16. Long stories / 17. Explainers / 18. Briefings / 19. Focus pages /
20. Deep interviews / 21. Photo essays/ 22. Entrerprise reporting / 23. Long term views / 24. Data analysis /
25. Mega infographics / 26. Profiles / 27. What’s next stories / 28. News behind the news /
29. How this will affect you? / 30. Context / 31. advice / 32. Previews / 33. Reviews...

This “daily newsmagazine” model will follow
many existing practices at leading quality newspapers, news agencies, magazines, televisions
and online services.

Keep in mind that many successful weekend
newspapers have done this for decades. They
excel in providing high impact page one enterprise journalism.
Our own experience at INNOVATION, running
“day after newspaper” workshops,* shows that
on- and off-line journalists are ready to master this new editorial model and have enough
creativity and experience to transform the life of
their newspapers.

What they need is time to think, discuss, and
create, plus some training and the infusion of
some fresh talent.
The good news is that print newspapers are not
dead, and will not die, provided we change, as
our audiences are changing.
We cannot sell the same content twice, and
ask readers to pay for what is just “commodity news.” That business model is dead. What we
need is “beyond the news, intelligence,” an old
slogan of Business Week which is now more appropriate than ever.
* If your company is interested in a “One Day with
Innovation” or a “The Day After Newspaper
Workshop”, please contact
headquarters@innovation mediaconsulting.com
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RESOURCES

We Recommend...
Following is a brief selection of must-read or must-see books,
newsletters, reports, websites and blogs about news media
recommended by INNOVATION consultants around the world.

BOOKS

THE SIGNAL AND THE NOISE

NaTE SIlVER

Nate Silver is a New York Times
blogger, and his book The Signal
and the Noise explains “Why So
Many Predictions Fail—But Some
Don’t.” His successful predictions
about the 2012 U.S. presidential
elections made him a widely read
figure. His analysis of political
polls demonstrates how Big Data
always needs to be supported by
Big Intelligence.

PAPER, AN ELEGY.
EPHEMERAL AND
EVERLASTING!

IaN SaNSOm

Ian Sansom loves paper products
and his book Paper, An Elegy.
Ephemeral and Everlasting! is a
celebration of the age of paper.
This is a beautiful little book and
a collector’s piece that starts with
this quote from Jacques Derrida:
“To say farewell to paper today
would be rather like deciding one
day to stop speaking because
you had learned to write.” A
brilliant book that deserves to be
translated and published in many
languages.

NEWPAPER

albERT mONTaGuT
Albert Montagut has written
NewPaper (Deusto) the first, and
most accurate, story about how
Spanish newspapers confronted
the Internet challenge by making
the same mistakes made in other
countries, after many years of
record numbers in circulation and
advertising, and how high profits
were not invested in the right
multimedia strategies.

EL PERIODISTA EN LA ENCRUCIJADA

maRIa PIlaR dIEZhaNdINO

Maria Pilar Diezhandino’s El Periodista en la Encrucijada (Fundación
Telefónica) is another excellent compilation of personal statements
by Spanish journalists

CONFIDENTIAL NEWSLETTER
Published quarterly in English and Spanish by Innovation.
to subscribe contact headquarters@innovation-mediaconsulting.com
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BLOGS

FACEBOOK MEDIA PAGES
Follow this page and you will see how many media
outlets play with Facebook www.facebook.com/
fbmedia and what journalist do with the leading social
media network at www.facebook.com/journalists

WWW.THEMEDIABRIEFING.COM
PaTRICk SmITh

TheMediaBriefing by Patrick Smith, a London-based
journalist who has covered the changing nature of
the media industry and was UK correspondent for
paidContent until January 2010.
The blog offers independent and clear analysis about
the digital media revolution

LINKEDIN MEDIA CHANNELS
www.linkedin.com/today/online_media
www.linkedin.com/today/internet
www.linkedin.com/today/graphic_design
www.linkedin.com/today/publishing

TWITTER MEDIA LINKS
WWW.PAIDCONTENT.ORG
paidContent is the must-read blog if you want to be
informed about the world of paid content. Excellent
coverage on paywalls, new ventures and disruptors
in the news industry

WWW.PANDODAILY.COM
PandoDaily is a first class tech blog but with excellent
contributions on media and news by bloggers like
Hamish McKenzie and David Carr

www.meDiA.twitter.Com
@twittermedia: Tracking cool, meaningful uses of
Tweets in media, tv, sports, entertainment
and journalism.
@ChloeS: Chloe Sladden. Head of Media at Twitter.
Making Twitter essential to TV, music, sports,
news, politics & non-profits.
twitter BeSt prACtiCeS For JournAliStS
https://dev.twitter.com/sites/default/files/
files_media/journalistbestpractices.pdf
BESt PRaCtICES FOR SPORtS JOuRNaLIStS
https://dev.twitter.com/sites/default/files/
files_media/tweet_your_beat_-_sports_1.pdf

JOURNALISTS ON TWITTER
@rupertmurdoch / almost 500.000 flollowers
Rupert Murdoch, Chairman and CEO, News Corp.

@waltmossberg / more than 450.000 flollowers
Walter Mossberg, Technology editor of The Wall
Street Journal

WWW.NIEMANLAB.ORG
NiemanLab, The Daily Digest is the fantastic blog
about the future of journalism produced by Harvard
University’s Nieman Foundation

@carr2n / more than 400.000 flollowers
David Carr, media columnist of The New York Times

@pedroj_ramirez / almost 200.000 flollowers
Pedro J. Ramírez, editor & founder of El Mundo (Madrid)

WWW.EDITORSWEBLOG.ORG
The WAN-IFRA’s Editors Weblog is an excellent look at
developments in the world of newspapers

@arusbridger / more than 100.000 flollowers
Alan Rusbridger, editor of The Guardian (London)
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MEDIA VOICES
“Digital platforms are worthless without
content. They’re shiny sacks with bells and
whistles, but without content, they’re empty
sacks. It is not about pixels versus print.
It is not about how you’re reading.
It is about what you’re reading.”
MAUREEN DOWD COlumNIST, ThE NEw YORk TImES

“We do not believe that success
will come from cutting either
the news content or frequency
of publication...
Indeed, skimpy news coverage
will almost certainly lead
to skimpy readership.”

“The challenges are
complex but, in the end,
a newspaper company’s
success still comes
down to the reader: the
person who chooses to
subscribe, who clicks on
the advertising or buys
the Tiffany bracelet,
who finds the reporting
impossible or quite
possible — to do without.”

WARREN BUFFETT INVESTOR

PublIC EdITOR, ThE NEw YORk TImES

“Newspapers
are the only organs that
can build the citizenry’s
critical consciousness.
They are only ones able to
awaken this consciousness
and open windows
against darkness.”
LUIS ENRÍQUEz

PRESIdENT, aSSOCIaTION OF SPaNISh
NEwSPaPER PublIShERS

MARGARET SULLIVAN

“It would be reckless for us
to stand still. Of course, we must
stick to the tested practices of good
journalism: deep and original
reporting based on multiple
sources and a sharp eye for the
scoop,..But we must also recognise
that the internet offers new
avenues and platforms for the
richer delivery and sharing
of information. We are moving
from a news business to a
networked business.”

LIONEL BARBER

EdITOR, FINaNCIal TImES
“I love the success that you guys (ProPublica) have had, but I always have this sort of fear
that if journalism depends on the kindness of strangers at large that’s a real problem.”

STEVE BRILL

CO-FOuNdER aNd CEO PRESS +
INNOVATIONS IN NEWSPAPERS 2013
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“From its launch, The Daily
was a bold experiment
in digital publishing and
an amazing vehicle for
innovation. Unfortunately,
our experience was that
we could not find a large
enough audience quickly
enough to convince us
the business model
was sustainable in
the long-term.”

“We’re
focusing on digital
because it’s going
to be where our
future is”
JIM BRADY

EdITOR IN ChIEF OF dIGITal
FIRST mEdIa

“In some news organisations where
growth in readership may not be so
important and in particular where there
is a strong existing print subscriber base
to build on, a pure paywall may make
excellent business sense. The Economist
and perhaps the Times spring to mind
here. On the other hand, if the news
organisation is about growing reach and
access, then a paywall is not – for the
moment, at least – the answer.”

RUPPERT MURDOCH

ANDREW MILLER CEO, GuaRdIaN mEdIa

CEO, NEwS CORPORaTION

“With further jobs cuts to come at the Journal—as well as at the Times, most probably—it’s all pretty depressing.
Well, perhaps not quite all. The age of newspapers as cheap, mass-market goods—the throbbing pulse of any
city worth the name—is fast disappearing. But that doesn’t mean that there’s no future for upscale publications
like the Times and the Journal—or the Financial Times, or any other publishing entity that can engage the
attention of people with plenty of disposable income. Once they get through a wrenching transition, such titles
could well enjoy a prosperous future, but it will be a somewhat smaller and, for some, less uplifting future: the
newspaper (in print, tablet, or online form) as a luxury good.

JOHN CASSIDY COlumNIST, ThE NEw YORkER

“As the Italian writer and philosopher
Umberto Eco notes in This is Not the End
of the Book, his recently published booklength conversation with the screenwriter
Jean-Claude Carrière: ‘The book is like the
spoon, scissors, the hammer, the wheel. Once
invented, it cannot be improved.’ You could
say the same about the newspaper, which
can be carried around, read at will, scrunched
up to put in your pocket, resuscitated and
reread, and ultimately recycled to carry
tomorrow’s ephemera of the common mind.”

“I really believe
if you do
enough digging
and enough
reporting you
can find the
truth in most
things.”

JOHN WATERS

ExECuTIVE EdITOR,
ThE NEw YORk TImES

COlumNIST, ThE IRISh TImES
INNOVATIONS IN NEWSPAPERS 2013
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A

s the leading global service organization for the
world’s newspapers and news publishers on all
platforms, WAN-IFRA has become an agent of
media transformation, be it business models, strategic
organization or technology.
The organization represents 78 national newspaper
associations, more than 18,000 publications, 15,000
online sites and over 3,000 companies in more than
120 countries. The organization is headquartered in Paris and in Darmstadt, near Frankfurt, in Germany, and
has regional offices in Singapore and India.
Our mission is to defend and promote press freedom,
provide knowledge and strategic advice to help members and the industry understand and manage structural and cyclical changes, conduct relevant industry research with academic and media partners, and provide
leadership in matters of common interest.
learn more at www.wan-ifra.org

PRESS FREEDOM
The vast majority of the world’s population does not
enjoy the basic human right of freedom of expression.
WAN-IFRA campaigns for press freedom world-wide,
through protest campaigns against violations, through
initiatives to eliminate repressive laws and practices,
and through engagement with governments and intergovernmental organizations. WAN-IFRA has formal
consultative status to represent the newspaper industry at UNESCO, the United Nations, and the Council of
Europe.
www.wan-ifra.org/microsites/press-freedom

MEDIA DEVELOPMENT
WAN-IFRA’s media development activities, funded by
major international donors, focus on creating viable,
sustainable media enterprises. Projects include Mobile News for Africa, Women in News, a Vietnam media
partnership, a variety of research projects and more.
www.wan-ifra.org/microsites/media-development

LEADING CONFERENCES
AND EVENTS
WAN-IFRA is the leading global organizer of conferences and events for the worldwide newspaper and media
industry, covering all aspects of the industry. Its events
include the World Publishing Expo (IFRA Expo), the
world’s largest global trade exhibition for the industry,
and the World Newspaper Congress, World Editors Forum, World Advertising Forum and Info Services Expo,
the global summit meetings of the world’s press. A full
calendar of conferences and events can be found at:
www.wan-ifra.org/events

PRESS ACADEMY
The Academy offers more than 40 different training
courses annually at training centers in Germany, the
United States and Singapore, and directly on-site at publishing houses. These range from “working in multimedia newsrooms” to “infographics” to “advertising
sales professional media skills qualification” and much
more.

WAN-IFRA CONSULTING
WAN-IFRA offers consulting services from some of the
industry’s top strategic- and technology-minded professionals who have been helping publishers improve
their operations all over the world.
WAN-IFRA’s Frenemies Consulting offers access to
some of the news media industry’s most experienced
and successful brains who can provide hands-on guidance on a comprehensive spectrum of strategic business and technology topics.
WAN-IFRA’s production specialists can help your
company in many areas of operations, from quality improvement initiatives to reorganization, training or material and equipment testing.
WAN-IFRA’s Newsplex consulting services concentrate on systematically supporting newspaper management in the development and implementation of a
newsroom strategy that follows a media-convergent
publishing approach.
www.wan-ifra.org/microsites/consulting
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Press freedom advocates make their impassioned pleas at the annual World Newspaper Congress.

the Golden Pen of Freedom for Mexican
journalist anabel Hernández.

the World Publishing Expo brings together the top
technology players in the industry.

WAN-IFRA’s SoMoNews Executive Program was set
up in response to the emerging mobile media market.
Member publishers and technology developers are able
to build their understanding of the new and changing
needs of consumers, to create and sustain business,
take control and adapt to new technology.

ExECUTIVE PROGRAMS

YOUNG READER DEVELOPMENT
To help create the next generation of newspaper readers – on all platforms, WAN-IFRA organizes international co-operation to encourage the culture of reading
newspapers through the establishment and development of Newspapers In Education activity world-wide
and other initiatives designed to help newspaper companies attract younger readers.
www.wan-ifra.org/microsites/young-readers

The eRev Executive Program is an initiative set up by
WAN-IFRA in response to the growing digital media
market and the increasing focus on the digital business side. WAN-IFRA partners with publishing houses
to help them create and sustain business and to identify emerging trends.
www.wan-ifra.org/wan-ifra-executive-programmes

WORLD EDITORS FORUM
The World Editors Forum provides opportunities for senior news executives to exchange ideas and information about the business of editing newspapers. In addition to its annual conference, the WEF publishes Trends
in Newsrooms and runs the premier blog for global editors, the Editors Weblog.
www.wan-ifra.org/microsites/world-editors-forum

ContACtS
world Association of
newspapers and news
publishers (wAn-iFrA)
Washingtonplatz 1
64287 Darmstadt. Germany
Tel. +49.6151.733-6
Fax +49.6151.733-800
7 Rue Geoffroy Saint Hilaire
75005 Paris. France
Tel. +33.1.47428500
Fax +33.1.47424948
info@wan-ifra.org
www.wan-ifra.org
PRESIDENT
Jacob mathew
Executive Editor and Publisher
Malayala Manorama Group,
India
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FIRST VICE PRESIDENT
tomas Brunegård
Chief Executive Officer
Stampen Group, Sweden
TREASURER
tore Stangbye
Chief Executive Officer
Berner Gruppen, Norway
vincent peyrègne
Chief Executive Officer
thomas Jacob
Chief Operating Officer
For all questions:
larry kilman
Deputy CEO. Executive Director
of Communications
& Public Affairs
larry.kilman@wan-ifra.org
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“From Media Companies
To Information Engines”

I

NNOVATION is a leading global
media consulting company
with a network of more than 90
multimedia professionals based
around the world, and able to
operate in 24 languages, which:
• Develops and implements
strategic plans for diversification,
convergence and full multimedia
integration.
• Plans, directs and implements
high quality editorial projects
for the modernization of
newsroom management, graphic
presentation, tablet applications,
mobile media, and editorial
content to drive greater advertising
revenues and increased circulation.
• Produces detailed and unique
editorial multimedia integration
models and news operations
manuals, including news workflows
for INNOVATION’s state-of-the-art
open-space newsrooms.
• Organizes tailored in-house
training programs for journalists
and publishing executives.
• Works with family-owned
media companies to successfully
navigate generational changes.
• Publishes reports and
newsletters on global media trends,
including a quarterly Confidential
Newsletter in English and Spanish.
• Produces an annual report on
Innovations in Newspapers for the
World Association of Newspapers
and News Publishers (WAN-IFRA).

Published since 1999, the report
appears in English, and several
other languages including Arabic
and Chinese.
• Publishes (since 2010) an
annual report on trends in the
magazine industry for the Londonbased International Federation of
the Periodical Press (FIPP); the
report is published in English and
Chinese.

OUR VISION

INNOVATION believes that old style
media companies must convert
themselves into “multimedia
information engines.TM”
We firmly believe that good
journalism is good business, and
we believe that an information
company’s first responsibility
is to be profitable because
without profitability there is
no independence, and without
independence there is no credibility.
Without credibility there is no
audience, and without an audience
there is no advertising.
These new “multimedia
information engines.TM” must lead
from Readers to Audiences, and
from Audiences to Communities.

HOW WE OPERATE

We believe that change should not
be imposed, but negotiated and
based on consensus.
We do not believe in magic
formulas. Every project is
INNOVaTIONS IN NEwSPaPERS 2013

unique. Every market is different.
Every company has its own
characteristics. Every newsroom
has its own culture and personality.
We are not a general
management consulting company.
Journalism is in our DNA. We come
from the industry, and speak its
language.
Although all our projects are
tailored to the client’s specific
requirements, they always
include three key steps: analysis,
implementation and follow-up. All
three are critical elements in any
consulting project.

THE CHANGE PROCESS

Analysis, implementation and
follow-up are the three main
phases of INNOVATION’s editorial,
graphic, technical, management,
and business change processes.
We do not believe in cosmetic
changes or miracles. Every serious
project requires time and reflection.
Improvisation only leads to failure.
We work closely with our clients’
executives and professional staffs.
INNOVATION projects build on
close creative interaction between
our clients and our consultants.
Success is heavily dependent
on follow-up, training and
implementation.

Future new building
for Grupo Nacion
Media operations
in San Jose, Costa
Rica (top) and
Karlin Hall, the new
integrated newsroom
of the Economia
Group in Prague (left).

INNOVATION WORK

a prototype of VEStI, the new
quality free daily in Kiev, ukraine.

NEW CONSULTANTS

Our fast growing international
consulting team added several
first class professionals last
year, including Arno Leaven
(Amsterdam), Ana Molina (Madrid)
and Manuel Moncada (Pamplona)

INNOVATION
CLIENT’S CLUB

Our clients meet periodically at
the Harvard University Faculty
Club (USA) and Oxford University
Reuters Institute (UK) for private
Newspaper and Magazine Club
meetings, sharing and exchanging
experiences on best practices:
upcoming sessions will be
devoted to multimedia newsroom
integration trends, and the future of
newsmagazines.

Our services were engaged in the
last few months by companies and
institutions including: Axel Springer
Verlag (Germany), The Wall Street
Journal (USA), Le Monde (France),
El Comercio (Perú), Grupo Nación
(Costa Rica), Eurosport (France),
Le Nouvelle Observateur (France),
Al Día (Costa Rica), Hockey TV
Channel (Ukraine), Cadena Capriles
(Venezuela), Grupo Zeta (Spain),
Economia Group (Czech Republic),
Grupo de Diarios América (USA), Il
Secolo XIX (Italy), RCS Group (Italy),
DiarioCubaLibre.com (Cuba), La
Gazzetta dello Sport (Italy), Vesti
(Ukraine), Media Development
Program (Egypt), Johann Oberauer
GmbH (Germany), THX Medios
SA (Argentina), Korea Magazine
Association (Korea), Asociación de
Revistas de Información (Spain),
Slovak Association of Printed Media
(Slovakia), WAN-IFRA (Germany),
China Periodical Association
(China), Sveriges Tidskrifter AB
(Sweden), Canadian Newspaper
Association (Canada), Østlandets
Blad Media Group (Norway), and
Wegener Group (The Netherlands).
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INNOVatION team with Gustavo
Jiménez (center) the editor of al Día,
in San José, Costa Rica.

COMING SOON

INNOVATION consultants have been
working for several months on a
pro bono basis to prepare for the
launch of a free and independent
daily newspaper in Cuba to be
puiblished by Yoani Sánchez. The
DiarioCubaLibre.com domain has
already been registered, and the
launch is expected to take place
before the end of this year.
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We Consult. We Learn.
We Publish

INNOVATION IN
MAGAZINES
WORLD REPORT

INNOVATION IN
NEWSPAPERS
WORLD REPORT

An Annual Report for the
International Federation of
Periodical Press (FIPP). A look at the
top magazines and publishers, and
what they’re doing to innovate and
stay ahead of the curve. Featuring
new marketing strategies, new
technologies, and emerging forms
of journalism and content. But most
of all, you’ll see where the magazine
industry is headed.

An annual examination of
innovations in newspapers,
distributed at the general meeting
of the World Association of
Newspapers, now WAN-IFRA.
The Report features richly
illustrated articles with insights
by INNOVATION consultants on
the latest editorial, marketing and
other developments and trends in
newspapers around the world.

CONFIDENTIAL
NEWSLETTER.
NEW TRENDS &
SUCCESSFUL CASES
A quarterly review of the
technological changes, journalistic
innovations and commercial
challenges of the new Information
Society, written by experts sensitive
to the needs of the professional
market. It is aimed at senior
executives with an international
perspective and a creative mentality.
It is published in English and Spanish.

We hope you will become a part of our readership

For subscriptions and to obtain copies visit:
www.innovation-mediaconsulting.com/what-we-publish

THE CHALLENGE

NEWSROOM MANAGEMENT
+ DESIGN
+ ARCHITECTURE

MEDIA HUBS

CREATION

TM
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Two -Rhythm
Newsrooms
Speed
& Depth

CONTEMPLATION

THE SOLUTION

CONCENTRATION

THE SOLUTION

CONNECTING
PEOPLE AROUND
COMMON INTERESTS

FREE & OPEN

A BUILDING WITH
OPEN SPACE IS
A METAPHOR FOR
HOW THE WEB
WORKS:

COLLABORATION

COMMUNICATION

THE RESULT

SUPERDESK
OMNIDESIGN

THE RESULT

INTAKE
OUTPUT
SYSTEM

WORKFLOWS

RADAR &
ECHO DESKS

VIDEOWALL

headquarters@innovation-mediaconsulting.com
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INNOVATION

DREAM
FACTORY
IDEAS
INNOVATION
CAPITAL

You have fantastic ideas.
We have great media clients.
You are looking for smart investors.
Our clients are looking for creative people like you.
Let’s meet, talk and dream, not with memos but with demos.

Interested? Contact us at:
DreamFactory@innovation-mediaconsulting.com

INNOVATION DREAM FACTORY
An INNOVATION Media Consulting New Business Investment Unit

