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ine years ago WAN-IFRA brought out a
special report on the separation of publishing and printing. It was based on the growing
trend among publishers to identify their core competence, and separate print production from the publishing business. It aimed to identify the distinctive
features of the then current best performing printing
strategies and also help newspaper publishers in developing effective business printing strategies that were
best suited to their specific needs and markets.
Coming a decade later, this study continues from
where the 2006 research left off. It examines the main
options chosen by newspaper printers in the light of
developments that have taken place – how the change
benefitted the publishers and printers, the hurdles and
pitfalls they had to contend with, and how they see the
way forward.
Since “full color” 4c printing based on high-quality
standards (ISO 12647-3) became the norm in newspaper production the ownership of the print plant is not a
means to distinguish from competition for publishers
any more. An example is Switzerland, where a number
of print plants have been shut down in recent years to
reduce over-capacity. Due to standardized production conditions in terms of color printing and common
product size (“Swiss Format”) print plants of other
publishers could easily take over the print jobs of those
who terminated printing. The general trend of outsourcing print fully or partly is not limited to the West,
but can also be observed in India.

usually based on more than just printing the publication of one publisher who – in most cases – is also the
owner of the printing plant. In times where publishers look for optimizing production costs printers are
developing optimized business models to secure their
survival.
This process is in full swing in many countries around
the globe. It has not yet come to an end. Many different concepts and print strategies are developing and
there is no one and only business model that fits all
needs. Most probably there will never be one master
plan for newspaper printers in future, but a variety of
different solutions that fit the market requirements
and capabilities of printers in different geographic
regions.
Some printers turn their business into a publisher
owned profit centre, others are based on joint
ventures of different owners, there are also large and
independent newspaper printers in North America
and in Northern Europe. A step in between profit
centre and independent printer marks the use of an
external operation service within their own print
plant. Newspaper printers are boosting productivity
and extending their markets into commercial printing
with the help of retrofits and new technology, new organizational concepts and new skill sets, which include
the concept of providing an “Online Printing Service”.
This new report does not intend to provide a complete
overview of New and Emerging Business Models in
the Newspaper Printing Industry. Instead we present a
number of interesting international cases that illustrate the development from different points of view.
We hope to stimulate a discussion among the print
community and we invite all those who are interested
to give us their feedback and comments.
I thank all participants of the working group for their
engagement and contribution. I thank Susan Philip,
the author of the report, for her dedication and professionalism. I thank my colleague Anand Srinivasan for
coordinating the project.

It becomes very obvious that not only publishers are
actively looking for new business models of news
publishing in the digital age of the 21st century but
also newspaper printers strongly feel the need to look
ahead and plan their future strategies. These are
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ABOUT THE WORLD
PRINTERS FORUM
T

he World Printers Forum within WAN-IFRA
aims to be the central point of the international
news media print community, including printers, materials suppliers and equipment manufacturers
for the print production value chain from prepress to
press and to product finishing and delivery.
It addresses all print related questions. Its objective
is to encourage innovation and productivity as well
as product development that can be instrumental for
publishers to exploit future oriented news media products. It promotes the power of print and the sustainability of print production.
The World Printers Forum has also launched an online
forum, an exchange platform for discussing, informing
and debating all topics related to newspaper production. The Forum is open to everyone and is free to use.
The online forum is an ideal exchange platform for
newspaper production experts to voice their opinion, share technical knowledge and learn from other
experts.
To join our network go to
www.wan-ifra.org/wpf
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Jan Kasten, Managing Director, CTO, ppi Media
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INTRODUCTION

T

he innovative business mind sees
shifting consumer preferences,
advances in technology, changes in
laws and even downturns in economies not
as discouragement but as challenges. All over
the world the publishing and printing industry is rising to meet the challenges posed by
the exacting demands of customers, shaped
by the rapidly transforming technological
scenario, coupled with diminishing revenue
from traditional sources. They have come up
with creative business models which have
enabled them to offer products and services
that satisfy the customer while simultaneously helping them not merely to safeguard
their profits but often even to produce
healthier bottom lines. This report presents a
study of inspiring success stories.

Objectives
The aim of this study is to create an overview
about new and emerging business models of
newspaper publishers and printers who are
either extending their reach into new areas
or are changing their strategies to become
more independent. The ultimate goal is to
enable informed decisions to be made by
players in this sector, both big and small, in
the context of the changing business scenario in the newspaper and publishing industry
brought about chiefly by advancements in
technology and consequent change in the
consumption patterns for news.
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Methodology
Industry representatives from across the
globe responded to questions on how the
situation has changed in the last five to ten
years, and talked about their own chosen
diversification options. Using the case study
format, the various models under review
were considered from the points of view of
the rationale for change, the working process, achievements, constraints and the way
forward. Through the insights provided by
the members of the working group, including
tips on best practices and caution on possible pitfalls, we present a broad outline of
the various avenues printers are branching
off into.

The story so far
Content and advertisements. These were
the revenue spinners for newspapers in the
past. If the content was good, the circulation
was good, and consequently, advertisements
poured in, funding good content. It was a
profitable cycle until recently. But things
have changed, mainly because of changing
patterns of news consumption, with the
mounting popularity of digital technology
and the Internet.
The main cause of the constraints facing the
newspaper industry is the decline in advertising revenues. Print advertising declined
six per cent worldwide in 2013.

IF YOU THINK ABOUT NEWSPAPER PRINTING, DON’T FORGET
THE BIG MARKET OUTSIDE OF THE DAILY PUBLISHERS. AT THE
MOMENT A LOT OF OTHER CUSTOMERS DON’T THINK ABOUT
PRINTING THEIR MAGAZINES, BUSINESS REPORTS, ETC. ON A
NEWSPAPER PRESS. BUT IT’S SURELY AN OPTION, AS SOME
HAVE FOUND OUT.
- STEPHAN BÜHLER, DIEROTATIONSDRUCKER.DE
Compared to the figures a year earlier, the
global print advertising revenue fell by as
much as 17.5 per cent in the last five years
(2010 to 2014), according to the WANIFRA World Press Trends report. Please find
more information on WAN-IFRA’s World
Press Trends here: www.wan-ifra.org/wpt.
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Sources: Zenith Optimedia, PwC Global Entertainment & Media Outlook

World Press Trends 2015. Source: Zenith Optimedia
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There were hours when expensive equipment was
lying idle, and the similarity of the magazine and the
newspaper, for one, offered a way to capitalize on this
downtime. More and more publishers began to search
for unconventional ways of boosting their falling
revenues.
WAN-IFRA’s World Press Trends report says: The new
metrics show that while the old business models have,
and will continue to be challenged, the newspaper
industry has stabilized and evolved over the last few
years into a more robust, valuable creative and innovative industry. Economic challenges for some are still
a reality, some challenges are yet to come in different
regions, but today’s new landscape and the decline of
old business models have provided the foundation for
a new era of experimentation, innovation and evolution.

The changing scenario
Hitherto, the printing plant was part of a publishing
house and got printing jobs from the publisher. Wages
were paid as per a collective agreement negotiated between employer and trade unions. The agreement usually included the number of workers to be employed.
As revenue from advertising and subscriptions began
falling, production costs began going up.

550

400

Simultaneously, technology made great strides. Machinery and production systems acquired a new flexibility. As media houses began to take a fresh look at
their bottom lines, it also dawned on them that it was
no longer necessary for publishing houses to do their
own printing, or only their own printing.

2013

2014

Source: World Press Trends database and World Press Trends analysis

Global daily print newspaper circulation in millions, WANIFRA World Press Trends 2015.
Source: World Press Trends database and WPT analysis

The number of printed copies and the page counts
decreased significantly. Machines are not being used
to capacity, which leads to higher costs per piece. However, the existing high wages and inflexible working
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INTRODUCTION
hours in many countries date back to times in which
the printing industry still reached high profits.

Better business sense
The typical publisher printing plant with the focus
on home products is undergoing a review, points out
Heiko Schröder, CEO of TMI Services in Germany. At
one time, newspaper management took high printing
costs (because there was no external competition) in
stride. But the declining economic health of publishing
companies themselves has prompted them to take a
closer look at the financial end of their business.
The reduced production of newspapers has led to a
proportionate reduction in advertisements and the
same for page counts. The fall in revenue has brought
into focus the profitability of printing plants. This
development has spawned new business models.
Many printing factories installed faster and highly
automated machines and controlling systems. For
instance, Mittelrhein-Verlag in Koblenz, Germany,
only prints in full colour. Now they work with fewer
machines and a lot less staff.
The consensus of opinion among participants across
continents was that big print runs are getting smaller
and smaller, the relevance of daily national newspapers as a provider of news, facts and figures is decreasing, in terms of the audience’s perception. The focus of
the printed newspaper is more and more on regional
and local news.
Both page counts and copies have fallen dramatically
over recent years. High fixed costs, high production
costs, and a market rich in technological alternatives
have changed the face of the game. All over the world,
publishers and newspaper printers are discovering
that the conventional business model doesn’t work
anymore because it is too static.
If the opportunity presented itself, then some locations

would expand their printing to bring in some commercial work. However, the primary purpose of the press
and associated equipment was to produce their own
product. The declining financial positions have forced
a change. An idle press doesn’t make any money and it
still costs to staff it, maintain it, and absorb the capital
investment. This scenario presents two different options – to outsource the printing and eliminate all of
the associated costs with a fixed or controlled outsource expense or to take on the challenge of utilizing
the press(es) for other publications work. The latter
obviously has other challenges but the understanding
is that the iron is for producing and not producing just
one’s own product (essentially, you as the newspaper,
are just another customer).
In Europe, particularly in Germany, tough labour
laws make it difficult to adopt new technology which
requires fewer staff to handle it. Prior wage agreements have to be honoured, impacting the profitability
of transitioning.
In India, the newspaper industry saw its best growth
rates from 1995 to 2010, the 15 years post-liberalization. This period was marked by all-round expansion
in English- and Indian-language papers. The growth
covered the areas of circulation, advertising, colour
pages and new market penetration, among others.
Of late, however, progress has been more sedate with
advertising growth tapering off as the result of the
impact of television and digital media, and circulation
evening out.

Avenues of diversification
When winds of change sweep across a system, the
worst affected, as always, are the small players. While
the major newspapers and printing houses across the
globe are managing to survive, one way or another,
more and more small-scale printing and media houses
are finding it difficult to stay afloat. Many are being
forced to close shop. And with entry barriers set so
high, new players are few and far between. But is there

THE COLLECTIVE AGREEMENT WITH HIGH WAGES, ONLY 35
WORKING HOURS PER WEEK, INFLEXIBLE WORKING TIME AND
A FIXED NUMBER OF PERSONS PER PRINTING UNIT GOT TOO
EXPENSIVE AND STATIC FOR US TO FACE THE FUTURE.
- MARTIN KÜMMERLING AND MICHAEL RETTIG, DRUCKZENTRUM RHEIN MAIN
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THE IMPACT OF THE INTERNET IS THE MAIN REASON FOR THE
CHANGE IN OUR BUSINESS. THE CONSEQUENCE OF THIS, A
DECLINE OF PRINT VOLUMES (PAGES AND PRINTED COPIES), IS
PROJECTED TO HIT ROCK BOTTOM IN THE MIDDLE OF THE 2020S.
THIS CHANGE AFFECTS ALL PRINT PRODUCT AREAS AS WELL AS
THE PRODUCTS THAT ARE PROMOTED AS “SEMI-COMMERCIALS”.
- M. TIETZ, RHEINISCH-BERGISCHE DRUCKEREI

an option?
Yes. In fact, there are several.
The printing department of publishing houses can
be converted into profit centres. Different publishers
could create joint venture companies for print pro-

duction. Publishers could outsource printing or print
plants could spin off from publishing houses and
offer their service on the market. Newspaper printers
could convert themselves into commercial printers
by employing dryers, UV curing, waterless printing,
and extensive mailroom systems to create new kinds
of products. All these experiments have been tried

FORCES OF CHANGE
•

Decrease in profitability
The need to create new business
models in keeping with changing goals and needs

•

Under-used equipment / personnel

The need to find new avenues of utilization

VIABLE OPTIONS

•

Establishment of a profit centre owned by the publisher and acting on his behalf

•

Engaging an external operator to run the printing arm of the business

•

Outsourcing the printing to an independent printer who
undertakes printing of various publications

•

Outsourcing printing of certain editions to other publishers

•

Creating a joint venture production company

•

Using an online service provider

New and Emerging Business Models
of Newspaper Printing Companies
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Participants in the study
Name

Company

Position

Country

Model

Description

Matthias Tietz

RheinischBergische Druckerei
GmbH (RBD)

CEO

Germany

Profit
Centre

Owned by the
publisher

Assaf Avrahami Yedioth Group

CEO, VP Technology
& Operation Yedioth
Group at YIT –
Yedioth Information
Technology

Israel

Profit
Centre

Owned by the
publisher

Armin Elm

Mittelrhein-Verlag
GmbH

Technical Director,
Germany
Mittelrhein-Verlag and
CEO Presse
Zustelldienst

Operator
Model

Uses an external
operator to run his
print shop

Heiko Schröder

TMI Services

CEO

Germany

Operating
Service

Production
operating service
company

M. Kümmerling Druckzentrum Rhein
&M Rettig
Main (DRM)

Managers of DRM

Germany

Joint
Venture

Joint venture of
two publishing
units

Gary Hughes

Transcontinental,
Toronto

Senior Director,
Canada
Manufacturing
Operation, Newspaper
Group & General
Manager, Vaughan
Plant

Independent
Printer

Outsourced
printer for multiple daily newspapers in North
America as well as
commercial/retail
printing

K Balaji

Kasturi and Sons Ltd.

Director

India

Remote
Printing

Outsources
printing of some
editions to other
newspaper publishers / printers

Stephan Bühler

dierotationsdrucker.de

Sales Manager

Germany

Online
Printer

Sells newspaper
printing in all
sizes from an
online-portal

WHEN HIGH DOUBLE-DIGIT PROFIT MARGINS WERE THE NORM,
IT WAS OKAY TO HAVE IRON THAT ONLY PRINTED NEWSPAPER
PRODUCTS. BUT THE BUSINESS CHANGED TO WHERE A
NEWSPAPER CAN’T AFFORD TO HAVE THE IRON SIT IDLE.
- GARY HUGHES, TRANSCONTINENTAL, TORONTO
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BUSINESS MODEL I

PROFIT CENTRES OWNED
BY PUBLISHERS

IF YOU HAVEN’T YET STARTED TO CONSTRUCT AND DISCUSS A
NEW MODEL WITH YOUR SHAREHOLDERS, THEN IT IS HIGH TIME
YOU BEGAN TO DO SO.
- M. TIETZ, RHEINISCH-BERGISCHE DRUCKEREI
New and Emerging Business Models
of Newspaper Printing Companies
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PROFIT CENTRES OWNED
BY PUBLISHERS
CASE 1: THE RHEINISCH-BERGISCHE
DRUCKEREI GMBH (RBD), GERMANY
Website: www.rheinisch-bergische-druckerei.de

Source: Matthias Tietz, CEO

Organisational setup
The Rheinische Post daily newspaper is a 100
percent shareholder of the Rheinisch-Bergische
Druckerei GmbH (RBD).
RBD is a self-sufficient company with its own
plants, buildings and customer base. RBD has
separate departments to control sales, admin, job
processing, job planning, CTP, print and finishing.
The storage area (paper, supplements), the management of it, and supporting labour have been
awarded to an external service provider. Private
employment service company STS Media (in
which TMI Services – see Business Model III –
holds shares) and RBZV, a newspaper distribution
company, are both shareholders of this service
provider.
RBD provides a five-year business plan to the
Rheinische Post and works independently after it
is approved. The CEO of RBD reports regularly to
shareholders.

The driving forces
The original focus on the mass product “newspaper
and advertising papers” did not utilize existing capacities. To stay viable, this capacity utilisation had
to grow. Change is inevitable. For Rheinische Post,
the process started as long ago as in 2003. The key
phrase was “full capacity”!
Since 2008 RBD’s focus has been on commercial
markets.
From the economic standpoint, the guideline
used was the EBIT margin – a measurement of a
company’s earnings before interest, taxes, depreciation and amortization, as a percentage of its total
revenue. The EBIT return on sales is 8-10 percent.
Further, the personnel costs are restricted to the
collective agreement reached on a lean personnel
structure. A savings of 15 percent was on the cards
in this department. Hence the profit centre model
made good sense.
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NOTE THIS!
The newspaper print format is an obstacle for marketing.
The possibility (or not) of using the Rheinisch format as
a multiple of A4 is the basic question determining the
operational use of newspaper printing presses or commercial presses for newspaper production. The economy
also plays an important role in the decision to transition
from the traditional business model to a new one.

The output
The profit centre produces broadsheets, tabloids, magazines, and
prints in large format. The client
list includes newspaper publishers,
free sheet publishers, several ethnic newspapers or free sheet titles
in Germany, publishers of special
interest topics such as art, fashion,
agencies, firms and companies
both private and public, as well as
individuals.
RBD prints inserts, leaflets,
brochures and much more, in six
different formats, on nine types of
papers, and in volumes even of 64
pages and beyond. It is capable of
producing from 10,000 copies up to
six-figure numbers on request.
Star Fact: There is no conflict
between the work RBD does for
Rheinische Post and what is done
for ‘external’ customers. RBD
prints every order it is able to
get from the market. This is fully
supported by the shareholders,
who are sure that the Post will be
Efficiency Meter

printed, whatever happens, and
are therefore happy to avail of the
additional financial benefits that
come through RBD.

The setting-up process
It took two years of intensive
dialogue with the shareholder and
several consultants before a strategic decision on the new business
profile was reached. Finally, the
projected economic model convinced the shareholder not to close
the printing plant but to invest in
the future of RBD.
It takes approximately five years
before everything falls into place.
Success revolves around quality
and price. High quality, competitive prices, best services around
data streams, production and
distribution are non-negotiable
requirements. Conventional Commander Print and Cortina Print
were two options for RBD. As far as
RBD is concerned, Cortina waterless offset printing opens all doors.
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u

u

u
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u

u

u

u
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u

u

u

u
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u

u

u

u

Long term prospects

u

u

u

u

On the investment front, outlay
had to be made for training, for
sales and customer service, and for
special workflows to optimize the
Cortina print data.

Learnings
• It takes a lot of time to prepare
the management (both first and
second level) for the change.
• The threat that the core business
is under must be clearly communicated to existing staff to get
buy-in, as well as a willingness
to work more and contribute to
saving the company.
• Time is of importance. There
must be time to change the
processes and the quality of the
products.

Going forward
The printing plant has to be adjusted to meet the requirements of the
newspaper/semi commercial-market in 2020 (-1/3 capacity). RBD
has projected 95 percent utilisation
for itself in 2016. Sales, customer service and marketing will be
reinforced to secure the actual
utilization against competition.
During the first half of the 2020s
RBD plans to invest in technology
and equipment that can be utilised
until 2035.

A CUSTOMER
SURVEY ONCE
EVERY TWO
YEARS WILL SHOW
WHETHER THE
BUSINESS MODEL
IS ON THE RIGHT
TRACK OR NOT.

New and Emerging Business Models
of Newspaper Printing Companies
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PROFIT CENTRES OWNED BY
PUBLISHERS

CASE 2: YEDIOTH AHRONOTH, ISRAEL

The driving forces

Website: www.yit.co.il/eng/

This particular model was chosen because it held the
capacity for generating quick profits using existing
means of production, the possibility of exploiting the
economies of scale of existing systems, and the opportunity to diversify the company’s revenue streams.

Source: Assaf Avrahami, CEO

Organisational setup
Yedioth Ahronoth is a leading media group, a privately-owned company that was established in 1939. Its
major interests are creating and distributing content,
sale of newspapers and magazines, and selling subscriptions and advertising. The portfolio includes magazines, a daily financial newspaper, a daily newspaper,
a Russian-language daily, websites, classifieds, local
newspapers, network technologies, software development and two major printing houses. The printing is
carried out in two locations: Rishon Le’zion printing
facility and the Bar-Lev printing facility.
The new business model opted for was to develop a
market of private newspapers, which the profit centre
can tap. The profit centre is also developing a variety
of complementary products which integrate the use of
existing production methods, while also introducing
new means of production.

The profit centre has created a range of complementary products, both in production methods and
production technologies, in the fields of graphics, ads,
marketing, sales, etc.
A sales and distribution marketing services portfolio
has been developed that is offered to the local and
national market. The clientele is drawn from a variety
of areas, including newspapers in different formats,
different languages, weeklies, dailies and monthlies,
as well as local and national, small and medium enterprises.
Yedioth tries to adjust its capacity to almost any type
of paper, paper size and format. The staff have been
trained to service customers with more variety and
adaptability to the changing needs of individual clients.

FOR ULTIMATE SUCCESS, THERE NEEDS TO BE A CHANGE
IN PERCEPTION OF IDENTITY. THE PROFIT CENTRE MUST BE
THOUGHT OF AS A PRINTING PLANT WHICH ALSO PRINTS
NEWSPAPERS. ONLY THEN WILL IT BE POSSIBLE TO FIND A
LONG-TERM AND SUCCESSFUL POSITION IN THE PRINTING
MARKET AND OVERCOME COMPETITION.
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THE CHOICE IS BETWEEN RUNNING A PROFIT CENTRE OWNED
BY THE PUBLISHER AND ACTING ON HIS BEHALF, OR EXITING
THE PRINTING BUSINESS ENTIRELY TO OUTSOURCE THAT
PART OF THE PROCESS. THE PROS AND CONS OF THE PROFIT
CENTRE AS A BUSINESS MODEL CAN BE MEASURED IN THE
MEDIUM TERM BY COMPARING ITS PROFITABILITY AGAINST
THAT OF OUTSOURCING PRODUCTION.
What it takes

The setting-up process

The basic requirements are availability of production means, taking
advantage of the existing production organisation as much as possible, and the ability to prioritise the
production of external customers
before internal customers.

The model started as a result of the
need to increase the profitability of
printing presses. The implementation was a process of learning
and applying “on the go”, and then
expanding the successful elements.
It was first tried out eight years
ago in one of the printing presses.
Once that proved successful, it was
extended to the other big printing
plant. It took six to nine months to
establish capabilities and acquire
the first customer.

The new products that the profit
centre is now required to produce
necessitate the use of more varied
types of paper than those that are
used in conventional newspaper
printing, a variety of finishing options, and more paper sizes. There
is also the need to develop coloured
paper types tailored to customer
requirements. In addition, the
prepress system has been adapted
to a variety of programmes and
requirements for different newspapers, and new processes have been
developed to receive information
(files) from external customers and
adapting the internal production
system to suit them.

Efficiency Meter

The profit centre model is convenient and effective for Yedioth. For
now, it provides a stable source of
income and a range of opportunities. It didn’t require major change
and has brought extra income that
was previously unavailable.

Challenges
The downside is that the small
customer printing market in Israel
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is predicted to lose volume; so very
likely, it will not be a long-term
solution. There is massive pressure towards the end of each week
from the simultaneous printing of
papers and other bigger titles (more
pages and copies). One of the steps
taken to alleviate the situation was
to ask for publications which focus
less on news to be printed earlier in
the week. Another move was to try
to reduce the duration of printing products in order to free time
on the presses. Simultaneously,
management is working to bring
in external newspapers to fill press
downtimes, such as early mornings
and weekends.
As far as personnel goes, it’s
basically the same job just for a
different variety of products. And
more importantly, the diversity of
products means that the job holds
more interest for workers. Existing
employees are utilized in order to
increase revenues, and they understand that the additional products
are important to the company’s
continued success.

Learnings
The new model both extends and
changes the existing model, while
remaining compatible with existing
capabilities. It requires the various
teams to be flexible, so that even
if a product requires changes in
the production process, or special
skills, it can still be implemented
very quickly.

New and Emerging Business Models
of Newspaper Printing Companies
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PROFIT CENTRES OWNED BY
PUBLISHERS
Going forward
It is difficult to predict the long-term future of this
model assuming the printing market continues to
shrink. Large publishing houses may disappear and
Yedioth printing will have to address a wider array of
products, in different sizes, for different audiences.
A rapid response capability, and the ability to serve a
variety of clients who would not previously have chosen to work with a larger publisher, are keys to success.

18
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BUSINESS MODEL - II

USING EXTERNAL
OPERATORS TO RUN
PRINT SHOPS

New and Emerging Business Models
of Newspaper Printing Companies
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EXTERNAL OPERATORS
TO RUN PRINT SHOPS

Mittelrhein-Verlag GmbH,
Germany
Website: www.rhein-zeitung.de

Source: Armin Elm, Technical
Director
Organisational setup
Mittelrhein-Verlag, the newspaper publishing
house in Koblenz, Germany, decided to build
a new greenfield printing plant to use all
technological advantages. The printing house
is part of Mittelrhein-Verlag, but located separately in the city. The new business model
incorporates using an external operator.
The publishing house has a planning department that plans the whole printing production in coordination with the external
operator. The department communicates

with internal and external customers, submits offers and orders paper. The external
company operates the printing house except
for planning and maintenance.
As Technical Director, Mr Elm is, among
other things, head of the planning and the
maintenance department in the printing
house. He also is responsible for closely monitoring the operator.
The external operator has a flat hierarchy
and flexible working hours. It can react
quickly to changing requirements and works
very cost-efficiently. The external operator
receives all orders, and the printing house
provides the materials such as paper and ink.
It works very well. The external employees
are motivated and deliver good quality. The
costs for the printing plant can be calculated
without problems.

HOW IT HAPPENED
•
•
•
•

A concept was developed
A service company offering comprehensive services was identified
A new plant was built
The identified service provider gained local know-how as a service
provider
• A new plant was started with the identified service provider as the
external operator
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COMPARE YOUR INTERNAL COSTS TO THOSE YOU WILL
ACCRUE IF USING AN EXTERNAL OPERATOR. IDENTIFY
POSSIBILITIES TO TIGHTEN YOUR PROCESSES. IF THIS
EXERCISE TOO DOESN’T WORK OUT TO BE COST-EFFECTIVE,
USING AN EXTERNAL OPERATOR TO RUN YOUR PRINTING
FACTORY IS AN OPTION WELL WORTH CONSIDERING.
What it takes

The setting-up process

The printing facility was set up
to get more full-colour pages,
extending the colour printing of
the presses and to reach higher
productivity. Its launch made it
easier to implement the new business model at the same time. The
company’s own staff were given the
necessary training for the new machines in the printing house. The
technology has appreciably lowered
the staff strength and guarantees
faster production. Of course, the
new printing house was expensive
to construct, but the decision to
shift to an external operator did
not entail additional investments
or training. If the new business
model not been adopted, similar investments and training would have
been necessary.

The preparation of the new business model took about three years,
whereas actual implementation
was completed in only a few weeks
during the launch of the new printing plant. In 2007, the printing of
external products was outsourced
to TMI (service group, specialising in newspapers). In 2012 TMI
began operating the new greenfield
printing plant.

Star Fact: The newspaper planning department is constantly in
control of the external operator’s
work. The operator’s capacities
are booked ahead for fixed times.
During these times, the newspaper determines the production.
The operator has great interest in
finishing the newspaper’s orders
on time to save costs. Should further capacity become necessary,
the operator provides them upon
consultation and with additional
payment of course. Further, the
external operator does not print
orders from own/other customers
at the facility, therefore there is no
clash of interests.

Mittelrhein-Verlag has been using
this model for more than three
years now.
The investment in the new printing
plant will only amortize through
the new business model within 10
to 15 years.

Challenges
The most important factor during
this process was the preparation
for the change. After it became obvious that no sustainable solution
could be found with the union and
the workers’ council, this planning
began. From a legal point of view, it
was necessary to build a new printing house and not to take along any

machines or tools, and no employees, either.
First, one of four printing machines
was outsourced to an external
operator. There, the whole daily
production and a small part of the
nightly production were printed.
The external operator brought in
their own staff and trained them.
The employees got to know the
procedures and specific features
of the newspaper. A few months
before the new printing house was
brought into service, they informed
the staff at the old printing house
about the shutdown. They negotiated a social compensation plan with
the workers’ council. It envisaged
a compensation for all employees,
depending on their social status.
The owner of the printing house
offered a large bonus sum if problem-free operation was assured
until the last day of printing.
The new printing house was then
put into operation. Some issues
of the newspaper were printed. A
backup machine was on stand-by
in the old printing house every
night, but was only used two or
three times.

NOTE THIS!
Existing laws are a possible stumbling block.
Addressing judicial questions appropriately is crucial for
success. Some legal processes take a very long time,
but are an essential requirement.

New and Emerging Business Models
of Newspaper Printing Companies
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EXTERNAL OPERATORS
TO RUN PRINT SHOPS
After six weeks, the second new
machine was added; two weeks
later the old printing house was
shut down.
Negotiations with the workers’
council were handled efficiently.
Because of excellent preparations
and the owner’s offer, there were no
complications. A consulting firm
was hired, which helped employees to search for new jobs if they
wished to do so. This helped the
easing out process.
The union did ask the workers’
council’s lawyer about the negotiations once, but did not take any
action on the matter. Essentially,
management was able to negotiate
exclusively with the affected employees in the printing house and
reach a satisfying result.

The demands on the operator, such
as quality standards, have to be defined precisely beforehand. Only in
this way can costs stay within the
determined limits. Every customer
knows that additional demands
will lead to increased costs.
The pros are low costs and high
flexibility. The newspaper house
is able to take on additional large
printing orders at short notice
because of the service provided by
the external operator.
The measure of their success lies
in the on-time production, good
quality and decreased costs of production. Mitterlrhein-Verlag saved
more than €3 million per annum
by appointing TMI Services as its
external operator.

Apart from personnel issues, it was
not easy to shut down the old printing plant completely. All processes
and communication channels between the publishing house and the
printing factory had to be checked
and reproduced. On the upside,
the new staff became acquainted
quickly and reliably with the new
requirements.

Mittelrhein-Verlag is well satisfied
with the model, and does not want
to change anything.

The way forward
Low costs and high flexibility will
both be top priorities for the future
of publishing. This business model
provides both, and that is why it is
an important development.

Learnings
For this model of an external
operator, it is important to start
planning early. A thorough preparation, including consideration of
all processes, is most important.

Efficiency Meter
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ADVANTAGES OF
USING AN EXTERNAL
OPERATOR
• Increased flexibility
and reliability
• Reduced external
influences
• Huge savings

BUSINESS MODEL - III

OPERATING PRINTING
SHOPS FOR VARIOUS
PUBLISHERS

THE OLD MODEL WILL NOT WORK ANY MORE. EVERYONE IS
LOOKING IN NEW DIRECTIONS. UNFORTUNATELY, SOME ARE
LEAVING IT TOO LATE TO IDENTIFY SUSTAINABLE NEW MODELS.
A STUDY, EITHER INTERNAL OR OUTSOURCED, IS MANDATORY
TO CHART OUT THE FUTURE PATH.
- HEIKO SCHRÖDER, TMI SERVICES
New and Emerging Business Models
of Newspaper Printing Companies

23

OPERATING PRINTING SHOPS
FOR VARIOUS PUBLISHERS

TMI Services - Production
operating service company
Website: www.tmi-service.eu.

Source: Heiko Schröder, CEO,
(pictured with Ms. Ulrike
Schröder, Attorney of TMI)
Organisational setup
With the challenging business climate
surrounding newspapers and printers, there
is an existing demand in the market for a
service provider. This, coupled with its own
potential for growth, prompted the birth of
TMI Services.
Publishers find it cost-effective to outsource
either the entire or part of operations of the
printing house to the company. They value
the flexibility which the company brings, as
well as its expertise, owing to the variety of
services it offers in a number of areas.
TMI Services is a specialist in newspaper
production. It operates parts of as well as
the complete printing plant in several places
within Germany. As a service provider, it
offers printing houses a full spectrum of
services. It is a shareholder in both RBD and
DRM.
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The working process
TMI Services takes over the running of the
printing house and supervises standard
tasks like regular newspaper printing and
use of materials, besides bringing a new
flexibility into the process.

The driving forces
Reinvestment into new printing technology
(which can be a cost saver because they need
less manpower and deliver higher productivity) is hard to justify for some printing
houses (especially for small ones) from a
commercial angle. The other factor is that
the printing time can be so short that it is
hard to find educated employees (as they are
deterred by the insufficient income due to
short working hours).
To overcome the declining utilisation, some
printing houses (if not all) have developed
into some kind of commercial printer (printing own newspapers, but also others as well
as job printing). But competition is fierce.

What it takes
TMI Services has been functioning since
2002. Each project is different and needs a
special plan to execute. This plan is devel-

external operators brought into the
picture. In some projects where
this happens, the most important
changes that need to be implemented are not legally possible anymore.

NOTE THIS!
With the help of establishments such as TMI, printing
houses can ride the competitive market, and offer
their existing capacity to secure new print contracts
and even develop new business models with extended
services.

oped by the company in consultation with the client.
To set up as an external operator,
considerable experience in the
field and knowledge of the whole
production process in print (from
CTP, paper/reels, print, mailroom,
loading/distribution), and familiarity with all the different aspects of
various products like newspapers,
weeklies, advertising prints and
other print jobs is essential.
An understanding of all the different machinery and the automation
systems is required. Also, knowledge about materials (plates, paper,
ink) and quality aspects is a must.
Further, the service provider should
keep himself abreast of short- and
long-term changes and trends in
the industry. It must have experts,
as well as managers who are able to
lead and control these experts.
In this business model, investments depend on the project
situation. Normally, only small
investments need to be made by
the external operator, in auxiliary
machines like forklifts, trolleys,
weighing machines etc., to optimize production. For its part,
TMI Services is in discussion with
potential clients about investing in
machinery for the whole printing

plant. Ultimately, the issue will be
decided by the question of price,
the contract terms, and the risks
involved.
Although an external operator has
to handle multiple projects, in general there is no problem if each case
is well planned and correctly managed. The machinery, the capacities
and structures and timelines of
products need to be evaluated and
understood in advance. Also, getting staff acclimatized to the new
model is usually not a big problem.
Depending on the job and the
model, the waiting period could
vary between a few months and a
couple of years.

Challenges
Time is an important factor. Sometimes it takes years to develop and
establish a new business model.
Again, planning is crucial.
As far as this particular model is
concerned, one challenge is that
often, publishers leave it too late to
avail of the services of an external
operator. They tend to first try and
execute projects on their own, and
discover that the estimated cost
savings and increased flexibility
cannot be achieved. Only then are

Often, the publisher puts money
into a new printing plant, into new
presses, into a new mailroom etc.,
based on his own internal calculations about estimated cost savings.
But in practice, these cost savings
often do not materialize as envisaged, and then the possibility of
outsourcing is considered.
The problem here is that, under
law, especially German labour law,
once a new piece of machinery has
been operated by the publisher’s
own staff, there is no legal way
for cost-optimised outsourcing.
Because, having operated the machinery, every member of the staff
has the right to claim the jobs (for
the same salary) at the outsourcing
company. In effect, there is no cost
saving.
This brings up another constraint –
laws. In Germany, the labour laws
could act as a speed breaker. This
happens especially in cases where
reinvestment (after the publisher
has already made an investment) is
necessary.
The law depends on several different “general aspects”. Of course,
sometimes it is possible to find a
way around the hurdle, but mostly
not with the same level of savings
as originally envisaged.
Printing houses suffering from
outdated union rules are not able to
be competitive.

THE FACILITIES AVAILABLE AND THE SERVICES AND
PRODUCTS THAT WILL BE CREATED USING THEM WILL NEED
TO BE WORKED INTO THE CONTRACT, SO THAT EVERYONE
KNOWS THE RULES, AND IS ON THE SAME PAGE.
New and Emerging Business Models
of Newspaper Printing Companies
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OPERATING PRINTING SHOPS
FOR VARIOUS PUBLISHERS
MANPOWER IS SCARCE EVEN NOW, AND IS SET TO BECOME A
MUCH BIGGER PROBLEM. PRINTING IS NO LONGER A DREAM
JOB FOR SPECIALISTS, THEREFORE THERE ARE FEWER
PRINTERS AND WELL-TRAINED AND EXPERIENCED MANAGERS
(EXPERTS) AVAILABLE.
Learnings
It can be hard for individual (small
and medium sized) publishers to
make new investments in print.
They may feel they have to invest
in digital processes because print
is possibly no more a core business
or, in the worst-case scenario, will
not be required in the future. Also,
smaller publishers find it harder to
get a real ROI. Naturally, this has
an impact as well on the vendor
community.
Before any additional investments
are made, check alternatives like
outsourcing. Information should
be sought from specialists. Very
often the people checking out the
outsourcing option try to find arguments against the move because of
the fear of losing their own jobs.
Also, company lawyers could lack
experience in interpreting the law
in practice. Ensure that outsourcing specialists and lawyers they
recommend are consulted before
taking a decision on investing in
machinery and other equipment.

Efficiency Meter
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TMI Services has created a new
approach (in Germany) to the
manpower issue. It has changed
traditional job descriptions to acquire and attract the right staff and
to optimise cost and flexibility. (In
other countries which do not offer
classical vocational education, it is
normal to train unqualified people). TMI is already training staff
(for its own use and for customers)
to build up a forward-thinking
cadre which is more efficient, more
flexible and capable of delivering
a wider variety of services. Such
a move can be incorporated into
emerging business models to add
an extra layer of certainty.

fice) and only one shift leader (part
of the operating crew) responsible
for paper, plates, CTP, print and
mailroom. The rest are only operating crew.

Traditional printing plants, for example, have an expanded organisation usually comprising a General
Manager, Technical Manager,
Production Manager, Area Managers, Shift Leaders, etc. TMI has
put in place a lean management
and a lean organisation concept. It
operates a complete printing plant
with a shared general management
(drawn from TMI Services) and
only one technical/production
manager (no secretary, no print of-

In the end, there is cost savings
and more flexibility. Clients are
satisfied, and it appears to be a
successful new model.

In another model, it uses only one
staff pool for material handling
(reels, plates, inserts), only one
staff pool to operate the CTP, help
set up the press and operate the
mailroom, deploy at machines and
for technical jobs, as required. By
doing this, it circumvents labour
agreements which stipulate a set
number of staff, which is realistically often greater than the
requirement.

During its years of operations, TMI
has learnt to establish new projects
fast and successfully. But each
project is unique, and a learning
experience in itself. Unlike publishers, who undertake only one project in a span of many years, TMI
Services has been implementing
four to five projects a year. This has
helped it to develop processes and
strategies, which gives it an edge
over traditional publishing houses
in implementing any new project.
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Functioning as an external operator has proved a successful model.
There is cost saving and increased
flexibility. Clients are satisfied. It
seems set to sustain as a viable
option.
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BUSINESS MODEL - IV

INDEPENDENT PRINTER
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INDEPENDENT PRINTER
capabilities needed for commercial work that
can be applied to newspapers (if they want
them). These include plough folding, gate
folding, gluing, stitching, trimming, etc., all
done on-line.
The commercial operations can offer the
above capabilities but Transcontinental can
also offer heatset options and the ability of
printing on a variety of paper stocks. The
Toronto Globe and Mail is the best example.
Transcontinental prints cold-set ink on standard newsprint and heatset ink on premium
paper at the same time every night (it has
been christened hybrid printing).

Transcontinental, Canada
Website: www.tctranscontinental.com

Source: Gary Hughes, Senior
Director
Organisational setup
Transcontinental is an outsourced printing
option for newspapers in North America. It
runs plants throughout Canada and the United States. Transcontinental has been an independent printer for many years. It recently
expanded its customer base in some other
plants (commercial plants adding newspaper
titles) in response to an increased demand
from publication newspapers, as it already
had the infrastructure in place.

The driving force
Transcontinental already had a printing
presence (a number of plants) in Canada and
it has expanded its printing operations to accommodate newspaper printing needs as well
as take advantage of the commercial printing
capabilities.

The working process
Most of the larger plants are capable of
printing both newspapers and commercial
work. Because most plants of this type were
initially commercial printing plants, Transcontinental had all of the creative printing
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The press and associated equipment are large
investments which is why you need to have
more than a single daily newspaper being
printed on this equipment. However, this
equipment is state of the art, which requires
substantially less manpower than the older
“legacy” type of equipment. As an example
– you need to take advantage of closed loop
systems – for registration, web alignment,
cut-off and color density. Robotics and/
or ASRS (Automatic Storage and Retrieval
System) systems are additional examples.
This state of the art type of equipment reduces labour costs but also ensures consistent
quality.
Star fact: Transcontinental was already established as an independent printer offering
outsourced printing, and just needed to expand its customer base and of course, teach
the required skills sets on new equipment.

Challenges
As the printer, the biggest benefit is tapping
into a new customer base, creating new jobs
and, naturally, more revenue. For publishers,
the biggest plus is having more fixed costs or
more controlled costs of printing, improved
product options, consistent quality as well as
the elimination of dealing with equipment
and personnel.
On the flip side, as a printer, there is indeed a
challenge to manage all the different demands. From the publisher’s point of view,
the downside is losing control of the printing
process. However, this can be worked out
on the basis of a good relationship with the
printer to ensure sufficient flexibility.

IN MOST CASES, THE PUBLISHER HAS TO BE WILLING TO
CONSIDER LONGER TERM CONTRACTS TO HELP CONTROL
CONTRACTUAL COSTS.

Learnings
The biggest learning curve in the Transcontinental operations is that the skill sets from running a commercial job versus a newspaper on press are significantly
different. It is important to take into consideration the
need to have or teach the different skill sets if this is
the avenue you are pursuing – keep in mind that this
opinion is from an outsourced printer perspective and
not a newspaper publisher.

Going forward
From the printer’s point of view, the outsourcing
model seems a great solution, and a viable business
model in the emerging scenario.

New and Emerging Business Models
of Newspaper Printing Companies
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BUSINESS MODEL - V

OUTSOURCING TO
REMOTE PRINTERS /
PUBLISHERS
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OUTSOURCING TO REMOTE
PRINTERS / PUBLISHERS
products. Therefore under-utilisation of capacity is quite normal in many plants owned
by publishing companies.
Traditionally in India, publishing companies
such as KSL owned all their printing facilities, and still could set up own plants as long
as the pace of expansion was rather slow.
But rapid expansion required the setting
up of print sites very quickly and in greater
numbers. So, a combination of own plants
and outsourced printing was a good option
for publishing companies. Lending further
strength to the concept of outsourced printing were the following factors:
• Publishing companies were testing the
waters in new markets and were not sure
about committing capital investments (in
land, plant and machinery)
• Initial print runs could be quite small and
could not justify the investment
• Capital expenditure had to be prioritised

Kasturi and Sons Ltd., India.
Website: www.thehindu.com

Source: K Balaji, Director

K

asturi & Sons Ltd. (KSL), publishers
of ‘The Hindu’, a national daily of India headquartered in Chennai (south
India), started using contract printers in the
1980s with the commencement of an edition
of The Hindu in New Delhi in the north.
Today KSL uses contract printing in Kolkatta (East), Mumbai (West), Hubli (South),
Ahmedabad (North-west), Delhi/Noida,
Allahabad and Mohali (in the North).

Background
It is well known that newspaper printing is
a capital-intensive operation. Newspaper
presses are very efficient machines but are
good only for producing newspaper-like

• Wage costs in publishing companies was
much higher than in other printing companies
KSL has its own plants, and uses both
independent printers and other newspaper
publishers. Context and circumstances play
a major role in determining which option is
selected.

Organisational setup
There are different ways to set up outsourced
printing:
• Handing over the printing and packaging
work to an existing printing company,
whether a newspaper or a commercial
printer who has the requisite infrastructure
• Helping a printer set up the facility that
can print newspapers; the printer then
looks for other customers to optimize
capacity utilization

WORK AT RELATIONSHIPS AND MAKE SURE BOTH BENEFIT.
MUTUAL BENEFIT RELATIONSHIP IS KEY.
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MOST MORNING NEWSPAPERS ARE PRINTED IN THE TIME
WINDOW 10.30 PM TO 4.00 AM. IF PAGE RELEASE TIMES ARE
NOT ADHERED TO, OTHER NEWSPAPER TITLES PRINTED
AT THE CONTRACT SITE ARE BOUND TO BE ADVERSELY
AFFECTED. CO-OPERATION FROM EDITORIAL IS EXTREMELY
IMPORTANT. SUDDEN REQUESTS FOR ADDITIONAL SECTIONS/
SUPPLEMENTS SHOULD ALSO BE AVOIDED.

• Handing over older press(es) to a
printer that can be dedicated to
print the publishing company’s
titles.
The financial/contractual arrangements can be appropriately worked
out in each case.
In the first option, when you hand
over a job, you are charged per page
/ copy.
In the second alternative, assuming a publisher helps to finance
the setting up of the facility, there
should be an open discussion about
how best to recover that investment
to the mutual satisfaction of both
parties.
In the third option, a value is
assigned to the equipment handed
over. You get to keep ownership
of the equipment at least initially.
Later, it could be sold, perhaps at a
written-down price.
KSL has used all three. Circumstances prevailing at that time will
dictate different choices for different options.
In Hubli, KSL handed over the
press to a printer with a value attached. In Delhi in the mid-eighties, KSL helped someone to set up
a facility. Now in Delhi/ Noida,
Kolkata, Mumbai, Mohali, Ahmedabad and Allahabad, KSL just pays
contract charges.

There is always the option of using an independent printer, but
the factors at play in preferring to
use another newspaper publisher
instead are:
• What equipment (e.g., a newspaper press) and capacities the
facilities can offer and deliver
• The quality level it produces
• The fact that a newspaper printer
generally knows what is expected
of him whereas an independent
printer may need to be educated.

The work process
This involves detailing of the contractual terms, agreeing upon page
release times, sequencing, etc.

Challenges
In general, the concept of outsourcing of remote printing runs
smoothly. But there are operational
problems and challenges.
One issue is certainly quality. With
the coldset printing standard ISO
12647-3 having been around for
several years, newspaper printing
may be said to have reached a certain level of predictability and consistency. However, in practice there
are still variables that can cause
issues. For example, the standard
earlier specified only the shade
of newsprint and not its other
properties like absorption, rough-

ness, opacity etc. This has changed
partly with the latest update of ISO
12647-3:2013.
Meanwhile, some additional parameters are specified, like massper area, brightness and gloss.
However, an international standard
that defines all important properties of graphic paper, including ink
absorption and tensile strength,
is still missing. Inks used by a
contract printer might be suitable
for some varieties of newsprint but
not for others. Typically it is the
publishing company that supplies
the newsprint to the printer; and a
less-than-optimum match is quite
common.
Another issue could be screen
ruling, whether AM or FM. The
point, in short, is that the publishing company has to be rather more
vigilant in monitoring the quality
of printing at the contract printer.
This task is made more difficult by
the fact that one may not be aware
of (or have any say in) any changes
in materials/procedure, that are
made by the printer.
The issue of the client having complete control over the production
and cost, when he outsources to another news publisher is yet another
question that comes up. Generally,
this is not such a big problem if the
deliverables - quality, time, etc. are clearly understood. However,
in the daily lifecycle of newspaper
production, operational problems

New and Emerging Business Models
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OUTSOURCING TO REMOTE
PRINTERS / PUBLISHERS
can and do arise. Even so, there is nothing that cannot
be dealt with through constant interaction.
Some quarters hesitate to take this step of outsourcing to another news publisher, fearing that the other
publisher might get to know what his news exclusives
are, etc. This fear seems to be exaggerated. By the time
your pages are seen at the printing end, it is perhaps
too late for anyone to act on the information. Maybe
the only real concern could be that the other newspaper would give preference to its own titles if there
are sudden problems with capacities, e.g., machine
breakdown. But such issues can always be discussed
and somewhat settled at the time of entering into the
contract.

Efficiency Meter
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IT IS IMPORTANT TO ENTRUST SPECIFIC INDIVIDUALS ON
BOTH SIDES WITH THE RESPONSIBILITY OF MAKING THE
“CONTRACT” WORK.
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BUSINESS MODEL - VI

JOINT VENTURES

OUR PROFITS SHOW HOW SUCCESSFUL WE ARE.
– M. KÜMMERLING AND M. RETTIG, MANAGERS, DRUCKZENTRUM RHEIN MAIN

New and Emerging Business Models
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JOINT VENTURES

Druckzentrum Rhein Main (DRM)
Website: www.dz-rm.de

Source: M. Kümmerling (above
left) and M. Rettig (Managers)

D

ruckzentrum Rhein Main is an
independent company and sells its
services not only to its shareholders but to the whole regional market. This
joint venture was initiated by two adjacent
regional news publishers in the Rhein-Main
Region, Medienhaus Südhessen (Darmstadt)
and Verlagsgruppe Rhein Main (Mainz).
Both planned to reinvest into new production and printing plants at the same time
and agreed that a joint venture would be the
preferable solution.
For Druckzentrum Rhein Main, auxiliary
work is done by other companies which are
given work contracts. The TMI Group - see
Business Model III - is a shareholder of one
such company. It also has technical add-ons
like stitching modules, super-panorama
pages and postcard gluing, which are wellappreciated by customers.
According to the company, so far the joint
venture works quite well. It has resulted in
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a lot of new customers with very different
backgrounds.
The new production company allowed to
lower the common investment considerably
and also improved the efficiency of print production. The number of press towers needed
could be limited and also the joint operation
could be streamlined in terms of production
control, use of materials and general operating costs. After a number of years, today the
joint venture has developed into a profitable
business that contributes to the economic
results of the owners of the joint venture.

The working process
Many measures are taken to increase income
and decrease costs.
Druckzentrum Rhein Main is not part of
a collective agreement with any union. It
has designed its own model for wages. The
company pays 12 monthly wages, half-wage
for holidays, half-wage at the end of the year
and up to one extra wage depending on the
corporate earnings and the performance of
the staff. The wage per hour is on par with
the rate for skilled workers in the region.
The number of working hours varies accord-

YOU NEED GOOD SKILLED AND MOTIVATED STAFF, A GOOD
CONCEPT, COURAGE AND STAYING POWER.

ing to the department. A flexible working time account
is in force.
The number of workers per press or mailroom section
is determined by the company according to its policy.
This works out to only around half the workforce that
was employed in the earlier days.

• Stitching and trimming in mailroom
• Satellite 6/2 printing presses with 8 towers and 5
folders
• Four mailroom lines with buffering and/or online
mode

As a result of all these measures, costs were greatly
reduced. Transparency is high. So are reliability and
quality.

• Up to 14 inserts in one product

The setting-up process

• Two lines for addressing single copies

It took about half a year of hard work and some challenges before things were up and running.

• Standard paper with 42,5 gr/sqm / 52 and 57 gr/sqm
improved paper

Druckzentrum Rhein Main started production at its
new site in the autumn of 2010. It had started recruiting the staff about one year earlier. The training of
workers started in June 2009 and lasted for about one
year. So the training ran side-by-side with the first
half-year of production.

The investment

The equipment
• Stitching modules in press and mailroom
• Super-panorama, flying page, half-cover, postcard
clueing

• Online bundle topsheets

The two partners together invested about €96 million in the project. An 8- to 10-year wait is estimated
before returns on investments can be realised.

Challenges
There aren’t any worth mentioning. Druckzentrum
Rhein Main has a motivated, highly skilled staff and
a good working atmosphere. Its profit line is nearly as
much as was envisaged when the project was planned
eight years ago!

• Memostick
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RESEARCH AND MATERIAL TESTING CENTRE

The One-stop Centre for Material Testing and
Pressmen Training

Standardise your Newsprint and Newsink
 Newsprinttesting
 Printabilitytesting
 ISO2846-2conformancestudyofnewsink

Simulated Press Training
 Trainyourstaffinthestate-of-the-artpresssimulator
 2x1,4x1and4x2pressconfigurations
 Customisedmodulesforbeginners,intermediateand
advancedusers

Quality Evaluation Service
 Independentandregularassessmentofyourprint
quality
 Detailedqualityevaluationreporttostudytheprogress

Training and Consulting Solutions







EnvironmentalManagement
Buildingnewprintingplants
Pressacceptancetesting
ISO12647-3standardisation
Densitometry
3Dprinting

Contact:Anand Srinivasan.Tel:+91.44.42110640.Fax:+91.44.22542323.E-mail:rmtc@wan-ifra.org

www.wan-ifra.org/rmtc

BUSINESS MODEL - VII

ONLINE PRINTERS
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ONLINE PRINTERS
Organisational process
The new model is just a brand inside of the existing
company. It works with existing resources. It has a
team of six people (sales, calculation, marketing).
Before becoming a part of the team, each member
was made aware of the need to work with enthusiasm for the brand and the team. So it is a highly
motivated team.
Newspapers are looking for companies to print
their products, and want an easy way to order.
They also want someone to clarify doubts and sort
out issues. dierotationsdrucker.de sets out to cater
to these needs.
Apart from newspapers, the team has brought in
a whole range of new customers. These include
political parties, clubs, retailers, small publishers,
advertising agencies and other printing companies
(mostly sheet-fed).

dierotationsdrucker.de
Website: www.dierotationsdrucker.de

Source: Stephan Bühler

T

he online shop “dierotationsdrucker.de” was
started by the parent company, BechtleVerlag & Druck in 2009 to facilitate the ordering of print products printed on web-fed machines,
both heatset and coldset. The original aim in starting such a venture was to find out whether it was
possible to run a profitable outfit like United Print
and Flyeralarm, not for flyers but for brochures,
magazines and newspapers with higher print runs.
dierotationsdrucker.de offers business customers
full-service benefits in print production. That includes producing web offset brochures, catalogues,
inserts, brochures and newspapers.

Especially in newspaper printing, it was realised
that the customers want smaller and smaller print
runs (< 5,000 copies). So a decision was taken to
make it possible to order 1,000 copies, for example,
and the digital printed newspaper was added as
another option.
dierotationsdrucker.de also decided to offer the
Berliner Format (with a partner) – this makes it
the only print-online shop which provides all three
basic newspaper formates that are common in
Germany (Nordic, Rheinisch, Berliner).
The company says the shop runs really well and it
has been an absolutely satisfying experience thus
far.

What it takes
The planning period lasted for about 12 months.
Issues covered included shop software, range of
products, financial calculation, shop design, online
marketing, coding and payment.

IF YOU HAVE AN IDEA, ASK THREE PEOPLE AND IF ALL THREE
ARE THINKING THE IDEA COULD WORK – DON’T HESITATE
AND START AFTER A PREFERABLY SHORT PERIOD. DO NOT
HESITATE TO WORK TOGETHER WITH A PARTNER.
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THE NEGATIVE TREND PLAGUING THE NEWSPAPER PRINTER
IS A CONSEQUENCE OF PROBLEMS IN SELLING NEWSPAPERS.
PUBLISHERS SHOULD LOOK TO RAISE THE ATTRACTIVENESS
OF NEWSPAPERS, AND PRINTING COMPANIES SHOULD LOOK
FOR NEW JOBS NOT ASSOCIATED WITH THE PUBLISHER.
The initial investment was less than
€5000. One additional person had
to be employed for online marketing (SEO, SEA [search engine
advertising], Social Media etc.).
It takes roughly a year to see the
return on investment.
Star Fact: From the beginning the
existing technology was used. For
the new products like digital printing or the Berliner Format, the
work is done in collaboration with
partners. dierotationsdrucker.de
offers the material it has in stock
(paper and ink) used for its periodicals (both heat- and cold-set).

Challenges
It must be ensured that the model
at least breaks even after the defined starting period.
E-commerce is now governed by a
lot of new laws. It is a challenge to
understand and follow them.
On the whole, the model has
proved absolutely satisfactory.

Learnings
Online shopping doesn’t only mean
“cheap”. The customer expects
at least the same service as he
gets while shopping offline. If the
customer is satisfied and service
is good, he will pay the advertised
price.
Weekly operating figures need to
be even more closely monitored.
And in the online environment,
changes need to be identified and

fixed quickly.

of the jobs with machine-setting
on the same paper or at least the
same reel-width, it would be much
more efficient for them and they
could offer better prices. They tried
to tell the customers to go for the
offered paginations to get an attractive price. But they received a
huge amount of requests for other
paginations. To reduce the cost and
work within budget, they decided
to expand the paginations in the
online shop.

Corrections by
trial and error
Case Study 1: Online marketing:
The company tried banner advertising on several special interest
websites for several months. After
evaluation of target values, it was
decided to change the marketing.
The banner advertising account
was moved to Google, which gave
better access rates and conversion
rates.
Case Study 2: Facebook marketing: Initially, a target audience was
selected which had interests in, for
example, “offset printing,” “online
printing,” “brochures,” “catalogues,” etc., in Germany, Austria
and Switzerland. This resulted in
a lot of fans – but unfortunately
most of them had no interest in the
brand. Now, Facebook advertising
is done exclusively with existing clients and their friends. And it really
works better.
Case Study 3: Pagination Problems: If it is possible, to print most

Efficiency Meter

Case Study 4: User-friendliness
of the online shop: If the same
question repeatedly comes up via
mail or phone (for example: Where
can I start my registration? Where
can I download the PDF settings?),
it is understood that there is a need
to optimise the positioning or visualisation of a button or a link.

Going forward
The dierotationsdrucker.de model
is a way to get additional printing
jobs, and not a stand-alone solution
to the problems of publishing.
At dierotationsdrucker.de, efforts
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are on to increase the performance and usability of the
shop.
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CONCLUSION

THE WAY FORWARD
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CONCLUSION

O

n an examination of the various
ways in which newspapers around
the world are evolving, some things
have become clear – the printed newspaper
is far from being a spent force. It still wields
considerable influence in society. However,
changing preferences and demands from
the audience have stimulated an evolutionary process that has prompted shifts from
models which were hitherto tried and tested.
That in itself is an indication that the print
industry is alive and hopeful.
Looking at the new models that are being
tried out in various corners of the world, it
is evident that an adaptation process is underway. The printing industry is innovating
and experimenting to come up with solutions
best suited to specific challenges.
Some issues are universal. Everywhere, publishers are having to contend with diminishing revenues due to reduced advertising, and
circulation because of competition from the
digital market. This has changed the income profile of the typical publishing house.
Therefore the cost of printing is coming more
and more into focus. Publishing houses,
especially small ones with between 60,000
to 100,000 daily circulation, are facing
problems in achieving efficient printing,
providing quality products at viable cost. The
current trend seems likely to continue. The
writing on the wall is clear – those who don’t
adapt will lose their market position.
Coupled with this are region-specific challenges and issues. In Europe, especially in
Central Europe, including Germany, there
are stringent labour laws to contend with.
Expanding printing facilities and operating
it with existing staff, or recruiting more
staff for the purpose, is sometimes fraught
with problems. Increasingly, companies
are adopting strategies that are less bound
to union issues. The models that have been
found to work best are turning printing facilities into profit centres which function autonomously and take on external work besides
the printing of the paper itself, and engaging
an external operator with his own staff and
expertise to run the print facility, thus circumventing cumbersome union issues.
In Asia, the situation is slightly different –the
challenges that face the West have not spread
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to the East in the same measure. Circulation is still on the rise. Circulation rose +9.8
per cent in Asia in 2014 from a year earlier.
Print readership is stable, according to the
WAN-IFRA World Press Trends report.
But this situation brings its own challenges.
The market is as demanding as it is in the
West. Readers are accustomed to high-quality print products these days, and newspaper
houses have to keep up with the competition
if they have to stay in the race. Quality is
key. And quality costs money. On the other
hand, pricing has to be kept way below cost
to ensure sales. In Asia too, advertisements
can no longer be relied on as the sole revenue source. In India, particularly, as media
houses expand their reach, bringing out new
editions across the vast sub-continent, starting printing facilities at each new location is
not a feasible option. Rather than Europe’s
profit centre model, the outsourcing model
seems to be the most viable solution to date.
National dailies outsource their printing
process either to an independent printer, or
to the printing facilities of other newspapers which already have a base in the new
locations that are on their expansion agenda.
Mutual understanding and work ethics hold
the key to this business model, which has
proved quite successful.
In North America, media houses are finding that handing over their printing jobs to
experienced printers, with state-of-the-art
technology and know-how, capable of handling large print jobs, is the most efficient
way forward.
From a purely business point of view, joint
ventures make economic sense, as the financial outlay (and consequently the risks) can
be shared. While online handling of printing
demands is certainly a model to watch in the
West, it hasn’t yet made an appreciable impact on countries like India, which are more
conservative while simultaneously being as
ambitious and demanding as the West.
Some respondents to this report feel there
will be fewer but more efficient printing
plants for newspapers in the future. These
print centres will bring out more than one
title and handle multiple print jobs. They will
be mostly operated by printing specialists
rather than by publishers.

DESIGN YOUR PROCESSES FOR COST-OPTIMIZED
PRODUCTION. EVERY PROCESS AND STEP COMES WITH
A PRICE ATTACHED.

The printing plants will increase their output and
offer additional services. This process has already
started. Other respondents believe that some printing
machines for the newspaper issues of the future will
be digital machines because of the smaller print runs
required, as well as personalisation. On the other
hand, they feel there will be printing plants with offset
machines to print newspapers for different publishers.
Taken all around, being a service provider for the print
media is the most favoured new ‘tried-and-tested’
model across the globe. The provider can be a big
publisher-owned printing house or printing houses
operated by service providers. Or even a competitor’s
printing facility.
Though opinions may vary on the intricacies of the
possible future scenario, the unanimous view is that
the future is now – it begins every day with a new idea
designed by someone. And the future is with newspapers focusing on what they do best – providing news
and information and disseminating it in many different avenues, print being one of them.
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International Newspaper Color
Quality Club 2016 - 2018
Benchmark your newspaper color quality
 Onlyglobalcompetitionthatjudgesnewspaper
colorquality
 Winnersgettwoyearsmembershiptothisexclusive
club

Sponsors

Registrationopen

www.colorqualityclub.org

The World Association of Newspapers and News Publishers
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