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PART ONE: PREAMBLE – SITUATION ANALYSIS 


I. Overall Recommendation for Mizzou/RJI/(JTA): ‘Declare a Stake-in-the-Ground’ with appropriate levels of commitment to ‘Revive the Historic Role of Journalism in American Society’. Rationale: Our ongoing Situation Assessment at RJI compels immediate action industry-wide:


A. Web 1.0 has obviated traditional business models and threatened the practice of professional journalism


1. Print advertising is in sustain retreat (60% of industry revenue)


2. Classified ad volumes are now shrinking as quickly (15% of industry revenue)


3. Subscription revenues are dropping along with readership (25% of industry revenue)


4. Journalism staffs across the country are being reduced and media outlets are disappearing or going 100% online 


B. The existing industry structure, traditional cost-bases and fee levels are not sustainable


C. Big, deep-pocketed players are co-opting our content and distributing it free-of-charge, diverting our readers/subscribers and taking our advertisers and ad revenues away


D. The industry’s initial response under Web 1.0 has been ineffective (to be kind), but innovators are on the move (albeit tentatively), and need help


E. The industry’s recent focus on finding ways to make readers pay for content misses the point and creates new risks for the business:


1. While this is a part of problem, most of what sustains and nurtures journalism comes from advertising (display and classified), which account for 70-80% of industry revenues


2. Forcing readers to pay for content without changing the value proposition for it poses a major risk of driving away readership (and residual advertising)


3. Thus, paying for content is a relatively small part of the eventual solution, which much emphasis getting readers back by providing superior value even


F. To fix the business model for housing and supporting the practice of professional journalism, the industry must either:


1. Re-invent the reader-advertiser relationship to drive greater effectiveness (and CPMs) online; or 


2. Downsize the scale and cost of content creation to conform to all-electronic provisioning

3. (Some significant downsizing will be required regardless, but the goal is to minimize this contraction and buy time for less cataclysmic transition to a rationalized, digital formulation, which will include incorporation of reader-provided content, known as citizen-journalism)


G. Web 1.5 innovations (paid search, AdSense, user-enrolled payments and IDs, etc.) are proliferating and helping external competitors mine our business and trust


H. Web 2.0 is commanding extreme conversion of reader time and attention to social networks, collaborative venues, blogs, etc.—which, if undirected, will future erode our business and profession as these electronic locales become drivers of content creation and buyer-seller interactions


I. The industry’s tentative embracing of Web 2.0 (incorporating citizen-journalism, facilitating two-way exchanges of information, leveraging hyper-local information, re-engineering internal content production and provision, etc.) appears very promising so far, and seems to have the potential to be transformative—if the industry can be repositioned to defend its ground before Facebook, Google, Yahoo! et al  take it away


J. Web 2.0 enabling technology is proliferating, is mostly free, and eminently usable by our industry on web services platforms using rapidly spreading widget technology, which offers great flexibility and scales easily


K. So there may be  no basis or time for creating a specific technology platform or even a technology business per se—vis-à-vis helping guide the industry to efficient and effective use of this technology ( InfoValet as a product or service per se might not address this situation in a meaningful way, though as a vision it is  extremely useful for bringing out ideas about what technology and value-added approaches would be necessary to foster industry survival)


L. The industry’s assets are its legacy trust and reliability, in addition to its currently proprietary claim on monopolizing local information; but those assets are not being exploiting yet due to industry weakness, inertia and nostalgia/faith in old ways of doing business


M. The path to a renaissance of the profession of journalism does exist if the industry can:


1. Harness the energy of its collective survival instinct (and commitment to the role of the journalism profession) to fund and share best practices


2. Develop the ability to collaborate and work together to master the challenges and opportunities of new technology by embracing it—rather than condemning it (and its defecting customers)


3. And remake itself to function naturally in the digital era


N. However, we must be aware that society does not necessarily share that vision for our role and purpose (and perhaps value), and there are powerful forces and players who have little regard for what we do other than to take our business away; therefore, we must resist the forces of commoditization by focusing on value that customers (readers and advertisers) both need and value, and together, find a way to monetize that value in a rational and orderly way—but as quickly as possible!

PART TWO: WHAT’S NEEDED 
II. Therefore, our collective purpose should be no less than to:


A. Help save journalism by saving media outlets that house and nurture it (and rationalizing cost and scope of role in digital era)


B. Help save the business of media outlets by reinventing reader-advertiser interactions with Web 2.0 technology


1. Offer better value propositions for repairing reader relationships:


a. Attract readers by providing custom content when, where and how they want it 
 

b. Solicit and enable citizen-journalism to capture ‘natural’ journalists’ energy, participation, and ability to draw their personal communities to websites of media outlets
 

c. Keep readers by enabling them to ‘earn’ their content and even profit from contributing to media outlet’s social network activities, as they choose


d. Upgrade readership by providing content and functions that appeal to Digital Savvy market-innovating customers


e. Leverage local content and community activities, interests and involvement as ultimate (final) barrier to Google et al (which are limited by privacy concerns)


f. Leverage readers’ trust in and reliability in local media to attract and retain mainstream customers (readers and advertisers) which can provide substantially profitable activities


g. Help Internet-shy readers find their way to online content


2. Offer much higher levels of effectiveness for advertisers to attract more business:


a. Demonstrate upgrade in readership—especially online


b. Demonstrate upgrade in usage habits (e.g., time online, ad views and click-throughs, etc.)


c. Demonstrate ability to relate content, interests and ads through better navigation and search (Web 1.0)


d. Provide reach and contact via mobile channel


e. Leverage Web 1.0 online ad networks (Google, Yahoo!) with facilitated search, rewards, etc.


f. Enable personalization with reader opt-in permissioning through secure enrollment and privacy settings (InfoCard)


g. Host two-way information exchanges between readers and advertisers to foster more intimate, 1:1 relationships


h. Enable consumers to benefit from targeted ad viewing (to benefit financially and get better product sourcing)


i. Create ‘Trusted Media’ ad network that rewards good performing advertisers and offers safe ad-surfing to readers


3. Return classified business to its natural roots, while leveraging industry-wide position 


a. Monetize equivalent of Craigslist and Angie’s List by enabling product/service requests and fulfillment ON the media outlet social network, where referrals can be by trusted colleagues/friends who can earn bounties or by in-network ‘trusted media’


b. Provide ‘earner’ incentives based on use


c. Create national classified fulfillment network (CarMax model) to supplement natural local models


d. Leverage partnerships? (e.g., eBay or—more likely—its rivals)


4. Replace at least some print subscription revenue by enabling content to be acquired on a cost-effective, value-added pay-as-you-go-basis for readers who might desire that    


a. Identify ways content can be customized to provide value-added that consumers might be willing to pay for (at least in significant volumes); e.g.,


· Redefine ‘premium’ content as substantive supporting reporting, art/graphics, analysis, verbatims, etc. in sufficient detail to command specialized access and fees


· Repackage content in a variety of forms and formats (with linkages to the various levels of detail) to enable right-sized ‘push’ (delivery) to anytime, anywhere preferences, which users are willing to pay for

· etc.


b.  Tailor for-pay marketing and pricing for specific value-added  usage


· Could be effective way for professions billing on time (e.g., lawyers, consultants, etc. to track the time and effort they expend doing searches-for-hire)


· Could develop barter arrangements with schools and universities, subsidizing searches and downloads in exchange for content or commissioned research for journalists?


· Could satisfy requirements/needs of ‘uninvolved’ readers


· Advertisers trolling for info/leads?  Profiles of who read what content? (InfoValet?)


· Access to premium content (with watermarks?)

c.   Develop cost-effective mechanisms for capturing and 
processing payments


· PayPal ($.10 for $1.00 content price), including InfoCard offering


· Non-bank offerings (RevolutionMoney, Gambit, FirstData/Visa Prepaid, et al, at about $.05 per dollar)


· Amazon.com log-in ($.07 per dollar if using debit account) 


· Bank payment credentials (e.g., BofA InfoCard)

· Merchant-based payment capabilities (e.g., Wal-Mart, ATT)


· Aggregated micropayments for end-of-month billing (InfoValet?)


d. Identify platforms and technology approaches that support incorporation of cost-effective payments capabilities and multi-party charging and fee-settlement


· Amazon Flexible Payments Services (with widget-based applications, web services development platform, access to cloud computing, etc.)


· WorkLight widgets for secure/private access from anywhere 


· Sam’s Club website platforms, payments, and web marketing assistance for small businesses etc.


C. Stave off further inroads by Google et al into media business


1. Create barrier at local levels


2. Provide alternative reach for national media and advertisers


3. Leverage syndicated content (e.g., AP) into higher-value usage and faster adoption


4. Enhance bargaining leverage if/when Google et al can find their way to partnership model

PART THREE:  HOW TO GET THERE 

III. To these purposes and ends, the following value enhancements are recommended:


A. Help industry master technology migration


1. Help improve Web 1.0 performance


a. Getting all content production available online for industry’s primary use (i.e., supporting website development—hosting? tools? components? local resources/partners? templates?)


b. Developing ways to encourage enrollment and registration (establish industry centralized host system for enrollment, vs. site-by-site InfoCard issuing model?)


c. Better research and explanation of unique visitorship (audience measurement)


d. Better metrics and tools for audience usage (InfoValet?) 


e. Better downstream analysis of ad-viewer follow-through


2. Intervene in industry practices to exploit Web 1.5 technology


a. Incorporation/re-selling of online surveying (e.g., eRewards)


b. Upsells for any facilitated transactions made on websites (e.g., WebLoyalty)


c. Optimization of paid searching/best practices


d. Rewards-based searches (e.g., infoCard)


e. Ad network usage optimization


f. Support for cross-industry promotions (e.g., Sam’s Club, ATT, local banks)


3. Put industry on the ‘offense’ by helping to re-engineer content creation and ad provision through Web 2.0 interactions


a. Support development of contextual/conceptual semantic-based searching/matching for content and products


b. Reviews of blogging sites and bloggers by peers and journalists


c. Copy-editing on an ASP/SaaS basis


d. Private (earned?) blogging ‘rooms’ for whistle-blowers (investigative journalism)


e. Reader ‘rake-offs’ from rival sites (e.g., CNN.com, ESPN.com) based on hyper-local, personalized suggestions (e.g., solicit reader opinions on NFL draft rankings, high-school basketball star ratings, etc., and compare them to Mel Kyper’s and Todd McShea’s)


f. Hyper-local spider tools to monetize local media 


g. Better, faster historically categorized database searches and retrievals to support both journalists and readers


h. Stylize content and reader device-synchronization for mobile device usage


i. More efficient advertising ‘content’ through more intelligent and reader-friendly survey qualification and navigation


j. Support location-based-services (with privacy protections) for serving on-the-go readers with coupons, discounts, directions, times of operation/opening hours, etc.


4. Explore extensions of model beyond print media


a. Audio and video content


b. Other, non-media digital content


c. Other social networks (mixing content and advertising)


d. Application of journalism-based skills to generic communications training in all professions etc.

PART FOUR:  ROLE FOR JOURNALISM TRUST INITIATIVE 

IV. Roles JTI could play in mobilizing the media industry to survive, then thrive, by embracing new technology

A. Creating and managing its own ‘social network’ specifically devoted for saving journalism  (leveraging BD network)


B. Creating and providing education efforts (webinars, industry workshops, university research/laboratories, etc.)


C. Performing business model examinations/developing business case ROIs on an outlet-by-outlet basis (on a consulting basis)


D. Seeding/communicating to industry case-studies, best practices


E. Identifying reference implementations in field


F. Designing technology deployment and migration paths


G. Identifying and vetting supporting technology components and platforms


H. Conducting ongoing exploration of entirely new business models
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