


EVERY YEAR SINCE  
1998, WE’VE GIVEN YOU 
INNOVATIONS THAT WILL 
MAKE A DIFFERENCE IN 

YOUR FUTURE 



THE MOST  
SUCCESSFUL  
MEDIA  
INNOVATIONS  
IN THE WORLD 



BASED ON 12 MONTHS OF 
RESEARCH AND OUR 

GLOBAL MEDIA 
CONSULTING EXPERIENCE 



WHO ARE WE? 



INNOVATION MEDIA  
GLOBAL CONSULTING 



YOU KNOW YOUR COMPANY  
WE KNOW THE INDUSTRY 



WE DISRUPT DISRUPTION 



WE ORGANISE CHAOS 



WE RELAUNCH LEGACIES 







 

INNOVATION IN BUSINESS MODELS 
 

INNOVATION IN STORYTELLING 
 

INNOVATION IN HOW TO INNOVATE 



THIS YEAR, WE DECIDED TO  
FOCUS ON THE  

MEDIA SINE QUA NON 



SHOW OF HANDS:  
WHO HAS TOO  
MUCH OF THIS? 



 

THE PURSUIT OF REVENUE  
HAS BEEN DISRUPTED  



WE’VE BEEN 
ON THE 
DEFENSIVE 
FOR YEARS  



 

BUT WE’RE HERE  
TODAY TO TELL YOU:  



YOU NOW HAVE 12 PROVEN  
BUSINESS MODELS THAT PACK A  PUNCH 



1.  READER REVENUE 
2.  PAID CONTENT 
3.  AD-SUPPORTED 
4.  PHILANTHROPY SUPPORTED 
5.  RETAILER 
6.  EVENTS PURVEYOR 



7.  MEMBERSHIP ORGANISATION 
8.  IT PROVIDERS 
9.  AGENCIES 
10.  DATA BROKER 
11.  LICENSING & BRAND EXTENSIONS 
12.  INVESTORS 



READ THE BOOK: 
ALL 12 BUSINESS 

MODELS ARE 
THERE WITH 

EXAMPLES, PLUS 
MEDIA TECH, 
BLOCKCHAIN 

OUR ADVICE: 



BUT TODAY WE’VE ONLY GOT 30 
MINUTES, SO WE’LL JUST  

LOOK AT 2 MODELS, YOU CAN  
GET THE REST IN THE BOOK 





 
WHAT IS THE  
SINGLE MOST  
IMPORTANT INNOVATION  
TO SUCCEED IN THE 
DIGITAL AGE TODAY? 



 
YOU MUST MIGRATE 
FROM AD 
REVENUE TO 
READER REVENUE 



 
IF IN 2019 YOU ARE NOT  
CHARGING FOR DIGITAL 
CONTENT, YOU SHOULD NOT BE 
IN PUBLISHING, LET ALONE 
JOURNALISM 
 



IF IN 2019 YOU ARE NOT ASKING 
READERS FOR THEIR  

DATA OR THEIR DOLLARS,  
 
IT’S GAME OVER 



 
NEWS MEDIA MEDIA BUILT AND  
DEPENDANT ON A DISPLAY AD 
MODEL ARE IN SERIOUS TROUBLE 
AND VULNERABLE 



MASHABLE LAYOFFS 
 
BUZZFEED PROFIT WARNINGS 
 
SALON BELLY UP  
 
HUFFINGTON POST VALUATION? 



 
EVERYTHING THAT 
GENERATES VALUE  
SHOULD GENERATE REVENUE 



“ACTUALLY I THINK WE 
ARE AT THE CORNER 
OF PEOPLE REALISING 
THAT IF YOU WANT 
QUALITY JOURNALISM, 
YOU HAVE TO PAY FOR 
IT AND YOU HAVE TO 
SEEK IT OUT.” 

— GQ EDITOR DYLAN JONES 



“50% OF ADULTS IN 
DEVELOPED 
COUNTRIES WILL 
HAVE AT LEAST TWO 
ONLINE-ONLY MEDIA 
SUBSCRIPTIONS BY 
THE END OF 2018” 

— A 2017 DELOITTE STUDY 



BY THE END OF 
2020, THAT 
NUMBER WILL 
DOUBLE TO FOUR 
SUBSCRIPTIONS. 

 

— A 2017 DELOITTE STUDY 



 
READER REVENUE SHOULD BE AT 
LEAST 40 PERCENT OF YOUR DIGITAL 
REVENUE MODEL 



WHY IS IT 
WORKING 
NOW? 



“THERE IS SO MUCH BAD CONTENT THAT IT 
IS  WORTH PAYING TO CUT THE CRAP” 

 

—  PETER HOUSTON, PUBLISHING EXECUTIVE 



 
CLICK COCAINE  

 
IS KILLING EVERYONE 



 
AND THEN THERE IS  

PROBLEMATIC  
ADS  

 
 



 
AND THEN THERE IS  

PROBLEMATIC  
(PROGRAMMATIC)  

ADS  
 
 



2. CONFIDENCE 



“PUBLISHERS ARE FINALLY 
BECOMING MORE CONFIDENT 
ABOUT RESTRICTING FREE 
ACCESS AS THEY WATCH 
DIGITAL ADVERTISING SHRINK 
AND WITNESS OTHER MEDIA 
COMPANIES FINDING 
SUCCESS WITH PAYWALLS.” 

 

—  PETER HOUSTON, 
PUBLISHING EXECUTIVE 



3. NICHES & HABITS 



THE NYT DISCOVERED ITS AUDIENCE HAS A 
“CONSTANT THIRST FOR SELF-IMPROVEMENT”  



DECLARING 2018 THE“YEAR OF LIVING BETTER”, THEY 
CREATED GUIDES FOR IMPROVING ASPECTS OF 

READERS’ LIVES, WITH A NEW GUIDE EVERY MONTH.  



“WE KNOW 
PEOPLE PAY FOR 
HABITS. SO WE 
WANT TO FOCUS 
ON HABITS. 

 
— FINANCIAL TIMES HEAD OF 

PRODUCT GADI LAHAV  



THE CHERRY ON TOP: 

“THE GROWTH IN SUBSCRIBERS 
HAS ALSO DRIVEN NEW AD 

REVENUE. THE GROWTH IN PAID 
CIRCULATION HAS BECOME A HUGE 

SELLING POINT WITH 
ADVERTISERS.” 

— CONDÉ NAST CHIEF BUSINESS OFFICER CHRIS 
MITCHELL 



THE CHERRY ON TOP: 

“CIRCULATION WAS ALWAYS 
THE MOST BORING SLIDE IN 
YOUR DECK, AND NOW IT’S 

THE THING YOU LEAD WITH” 
— CONDÉ NAST CHIEF BUSINESS 

OFFICER CHRIS MITCHELL 



BUT MANY PAYWALLS  
ARE ALREADY ANTIQUATED 



BUT MANY PAYWALLS  
HIT A WALL 



FLEXIBLE 
PAYWALLS 



ONE-SIZE-
FITS-ALL?! 
PERSONALISATION 
IS EVERYWHERE, 
BUT NOT IN 
PAYWALLS! 



“THE PROBLEM WITH THE 
ONE-SIZE-FITS-ALL 
PAYWALL MODELS IS 
THEY ASSUME THAT 
EVERY BUYER HAS THE 
SAME TIPPING POINT FOR 
SUBSCRIBING.” 

 

— WSJ ANALYTICS MANAGER 
JOHN WILEY 



NEUE ZÜRCHER 
ZEITUNG (NZZ) IN 
SWITZERLAND 
CREATED A 
PERSONALISED 
PAYWALL,  
USING 100-150  
DATA POINTS 



IT REQUIRES 
REGISTRATION 
AND, 
EVENTUALLY, 
PAYMENT. 



BUT THE FIRST 
PAYMENT 
MESSAGES AND 
THE LOOK OF 
THOSE 
MESSAGES 
VARIES 



THE MESSAGES 
ARE BASED ON:  



• MACHINE LEARNING 
•  FREQUENCY 
•  # OF NEWSLETTERS 

THEY GET 
•  THEIR DEVICE 
•  THE TIME OF DAY 

THEY VISIT 

•  DOZENS OF A/B TESTS 



NZZ HAS NEARLY 600,000 
REGISTERED USERS, AN 
INCREASE OF MORE THAN 
40% FROM 2017, AND IS 
ADDING BETWEEN 10,000 
AND 12,000 PER MONTH 



THE PAYWALL HAS 
CONTRIBUTED TO THE 
DOUBLING OF READER 
REVENUE AS A PERCENT OF 
TOTAL REVENUE (FROM 30 
TO 60%) IN TEN YEARS. 



 

•  NEVER SELL ANYTHING ON A SAT. 
• MOST USERS ONLY BUY A 

SUBSCRIPTION IN THE MORNING IF 
A PREVIOUS OFFER IS REDUCED 

•  CONTENT ABOUT LOCAL NEWS AND 
FINANCIAL TOPICS ENGAGES 
BETTER OVER LUNCHTIME 

NZZ’S LEARNINGS: 



 

•  USERS WHO REGISTERED WITH THE 
SITE BETWEEN ONE AND TWO-AND-
HALF YEARS PREVIOUSLY HAVE THE 
HIGHEST LIKELIHOOD TO CONVERT 

 

•  HIGHER-PRICED OFFERS 
CONVERTED BETTER THAN LOW-
PRICED OFFERS 

NZZ’S LEARNINGS: 



HEARST  



HEARST REPLACED AN EDITOR-DRIVEN  
PAYWALL WITH ONE WHERE READERS, BY 
THEIR PREFERENCES AND HISTORY, 
DETERMINE WHAT CONTENT GOES BEHIND 
THEIR PERSONAL PAYWALL 



NEW READERS CAN READ AS 
MUCH AS THEY WANT. AS THE 
SYSTEM DETECTS THEIR 
INTERESTS, THOSE TYPES OF 
STORIES GO BEHIND THE 
PAYWALL 



THOSE INTERESTS 
BECOME THE FOCUS 
OF THEIR 
SUBSCRIPTION 
OFFERS 



AT HEARST’S ALBANY (NY) PAPER, TOTAL 
DIGITAL SUBSCRIBERS HAVE DOUBLED 

SINCE WALL STARTED IN SEPT. 2018 



SUBSCRIPTION 
BOXES 



IN 2 YEARS, BRAZILIAN 
JIU-JITSU MAGAZINE 
HAS GROWN ITS 
SUBSCRIPTION BOX 
REVENUE TO WHERE IT 
DELIVERS MORE 
REVENUE AND PROFIT 
THAN THE MAGAZINE. 



“HAVING A SUBSCRIPTION 
BOX HELPS ME SELL A 
LOT OF ADS. WRITING A 
CHECK TO AN ADVERTISER 
WHO’S PROVIDING GREAT 
VALUE STRENGTHENS THE 
FACT THAT WE’RE 
PARTNERS.” 
 

— Brazilian Jiu-Jitsu Publisher Mike Velez  



BRANDED 
CONTENT 
STUDIO 
BUSINESS  
MODEL 



THIS IS A HORSE 
YOU COULD RIDE 
FOR SOME TIME, 
WITH HEALTHY 
BRANDED 
CONTENT GROWTH 
PROJECTED UNTIL 
AT LEAST 2021, 
AND BEYOND. 



IT ALSO IS THE 
ONLY HORSE 
STILL IN A RACE 
WHERE EVERY 
OTHER PONY HAS 
PULLED UP LAME. 
ALL OTHER FORMS 
OF ADVERTISING 
ARE SHRINKING. 



GLOBAL CONTENT 
MARKETING WILL GROW AT 
AN ANNUAL RATE OF  
16% PER YEAR  
THROUGH 2021,  
REACHING US$412B 



NATIVE WILL MAKE 
UP 76% OF DIGITAL 
SPEND BY 2021. 



•  86% OF BUSINESS-TO-
CONSUMER (B2C) BRANDS NOW 
EMPLOY CONTENT MARKETING 

•  PUBLISHER BRANDED 
CONTENT REVENUE IS 
ALSO GROWING, UP 
40% YEAR-ON-YEAR 
FROM 2017 TO 2018 



•  70% OF ADVERTISERS ARE 
SHIFTING TO CONTENT 
MARKETING 

•  35% OF PUBLISHERS 
IN 2017 ALREADY 
HAD A BRAND 
STUDIO 



CONTENT 
MARKETING IS 
“THE ONLY 
MARKETING 
LEFT” 
 
DIGITAL 
MARKETING  
PIONEER SETH 
GODIN 



REVENUE FROM 
GUARDIAN’S CONTENT 
STUDIO, GUARDIAN 
LABS, ROSE 66% IN 
THE FIRST HALF 2018 



THE AVERAGE 
READER SPENT 2.3 
MINUTES WITH LABS 
CONTENT, IN SOME 
CASES, IT WAS AS 
HIGH AS SIX MINUTES 



BRANDED CONTENT 
SOUNDS LIKE THE EASIEST 
WAY TO MAKE MONEY.  
 
BUT IT AIN’T. IT’S A LOT 
HARDER AND MORE 
EXPENSIVE THAN IT LOOKS. 

 BUT IT’S 
HARDER 
THAN IT 
LOOKS 



MEDIA COMPANIES WITH BRANDED CONTENT 
STUDIOS EXPLODED FROM 15 IN 2013 TO 218 
IN 2015,TO 600 IN 2017, & OVER 1,000 IN 2018 

1. COMPETITION 



BRANDS STILL 
WANT TO SELL 
PRODUCTS INSTEAD 
OF TELLING A 
COMPELLING 
STORY THAT’S 
USEFUL FOR THE 
READER  

2. FIGHTING BAD IDEAS 



“WE GET BRANDS COMING 
TO US SAYING, ‘WE HAVE 
THIS VIDEO OF OUR CEO. 
HE’S VERY ENGAGING. 
IT’S 32-MINUTES LONG. 
JUST PUT IT OUT THERE, 
& PEOPLE WILL LOVE IT.’” 

 

 — T BRAND STUDIO CREATIVE  
DIRECTOR GRAHAM MCDONNELL 

2. FIGHTING BAD IDEAS 



3. HIGH COST OF DOING BUSINESS 



3. HIGH COST OF DOING BUSINESS 

IT TAKES EXPENSIVE STAFF AND 
EQUIPMENT TO CREATE BRANDED 
CONTENT THAT LOOKS AND FEELS LIKE 
REAL JOURNALISM AND MANAGE THE 
CAMPAIGNS THROUGH THE MULTIPLE 
STEPS OF APPROVALS REQUIRED. 



3. HIGH COST OF DOING BUSINESS 
PUBLISHERS OFTEN CAN’T GET 
ENOUGH SCALE FOR A CAMPAIGN ON 
THEIR OWN PROPERTIES, SO THEY 
MUST BUY DISTRIBUTION OFF-SITE, 
THAT ERODES MARGINS QUICKLY. 



3. HIGH COST OF DOING BUSINESS 

“PROFIT MARGINS ON NATIVE AD 
PROGRAMS RAN ANYWHERE FROM 
5% ALL THE WAY UP TO 80%.” 

— MELANIE DEZIEL, WHO USED TO WORK FOR THE NEW 
YORK TIMES’ T BRAND STUDIO 



THE REST OF THE BOOK  



AD-SUPPORTED 
MODEL 



“2017 WAS  
THE YEAR OF 
INNOVATION 

FOR 
FRAUDSTERS” 

 
ANDREAS NAUMANN,  

HEAD OF FRAUD ADJUST 



#1 ILLICIT DRUGS       US$300BN 
#2 COUNTERFEITING   US$250BN 
#3 AD FRAUD             US$44BN 
#4 CIGARETTES          US$30BN 
 

SOURCES; JUNIPER, UN 0FFICE ON DRUGS AND CRIME, OECD 

 



“[AD FRAUD] IS THE 
#1 HIGH-PROFILE 

TOPIC IN THE 
INDUSTRY” 

 
MAOR SADRA 
CEO APPLIFT 



“IF I WERE AN  
AAA BRAND,  
I’D HESITATE 

ABOUT MOBILE 
ADVERTISING” 

 

MAOR SADRA 
CEO APPLIFT 



1. INVEST IN AN ANTI-FRAUD DEPT. 
2. EMPLOY AN EXTERNAL AGENCY 
3. REMOVE ANTI-FRAUD EXPENSES 
 

ANDREY GOLOMOZ, HEAD OF TRAFFIC QUALITY, AMITAD 



PHILANTHROPY  
MODEL 







FROM 15,000  
TO 570,000 PAYING SUPPORTERS  
IN 3 YEARS 



RETAILER 
MODEL 



EVENTS 
MODEL 



MEMBERSHIP 
MODEL 



MEMBERSHIP =  SUBSCRIPTION 



N0 MORE                 TOTE BAGS 



“WE WANTED A 
DEEPER, MORE 

INTIMATE 
RELATIONSHIPS 
WITH OUR MOST 

LOYAL READERS” 
 

HEATHER DIETRICK, CEO DAILY BEAST 





“LESS ABOUT GROWING 
REVENUE THAN 

OFFERING UNIQUE 
CONTENT AND 

EXPERIENCES THAT 
HELP RETENTION” 

 
ANDY YOST, CMO USA TODAY 







“WE CHOSE THE WORD 
MEMBERSHIP DELIBERATELY. 
IN ADDITION TO CONTENT IT’S A 
RELATIONSHIP WITH QUARTZ” 
 
ZACH SEWARD, CHIEF PRODUCT OFFICER, QUARTZ 







1. ASK PEOPLE TO SUPPORT YOU 
2. GET YOUR PITCH RIGHT 
3. FIND THE RIGHT PLACE FOR YOUR APPEAL 
4. MAKE IT EASY 
5. ONE CORE TEAM 
 
AMANDA MICHEL, THE GUARDIAN 



IT PROVIDER 
MODEL 



AGENCY 
MODEL 



DATA  
PROVIDER 

MODEL 



LICENSING & 
BRAND 

EXTENSIONS 
MODEL 



INVESTOR 
MODEL 





 
SOCIAL HAS STOPPED BEING THE 
GIFT THAT KEEPS ON GIVING  
 



 
PRODUCT MANAGER IS THE NEW 
PIVOTAL ROLE AT PUBLISHERS 
 
 



 
TOP PUBLISHERS ARE INVESTING 
IN ‘LOW-TECH’ PRODUCTS  
 



 
AUDIO CAN OFFER A MORE 
INTIMATE AND PERSONAL 
EXPERIENCE  
 



 
DAILY NEWS PODCASTS AREN’T 
THE ONLY OPTION    
  
 



 
PODCASTS CAN DEVELOP NEW 
AUDIENCES  
 



 
PODCASTS CAN DEVELOP NEW 
AUDIENCES  
 



 
NEWSLETTERS ALLOW A DIRECT 
CONNECTION WITH THE AUDIENCE 
 
 



 
DIRECT MONETISATION ISN’T 
ALWAYS THE GOAL 
 



 
NEWSLETTERS PLAY A KEY ROLE 
IN SUBSCRIBER CONVERSION 
 
 





 
PUBLISHERS NEED TO STRIKE A 
BALANCE 
 
 



 
JOURNALISTS UNDERSTAND THEY 
WON’T BE REPLACED BY ROBOTS 
 
 



 
AI CAN TAKE DATA JOURNALISM 
TO THE NEXT LEVEL 
 
 



 
AI CAN ELIMINATE ROUTINE WORK 



 
THE IMPLICATIONS OF BLOCKCHAIN 
ARE STILL FAR FROM CLEAR 
 
 



 
VOICE-ACTIVATED SMART 
SPEAKERS: IS THIS THE NEW VR? 
 
 



 
VOICE-ACTIVATED SMART 
SPEAKERS: IS THIS THE NEW VR? 
 
 



























 
CLEARLY IDENTIFY AND DEFINE 
THE REASONS FOR CHANGE 
 



 
TELL A COMPELLING STORY: 
THE WHY AND HOW OF CHANGE  
 



 
DEFINE AND SHARE WHAT 
SUCCESS LOOKS LIKE  
 



 
ENGAGE AS MANY AND AS EARLY 
AS POSSIBLE  
 



 
COMMUNICATE OFTEN AND WELL  
 



 
BUILD A COHERENT AND 
COMPREHENSIVE CHANGE PLAN 
 



 
TRAIN YOUR TEAM 
 



 
DON’T FORGET THE SILENT ONES 
 



 
BE HONEST, WARTS AND ALL   
 



 
REACH OUT TO ALL 
STAKEHOLDERS 
 



 
MANAGE THE PROCESS 
EFFICIENTLY 
 



 
DON’T LET TECHNOLOGY HIJACK 
YOUR PLANS   
 



 
GET YOUR ‘GO LIVE’ PLANS RIGHT 
 



 
CELEBRATE THE OUTCOMES  
 



 
BE ADAPTABLE 
 



 
DO NOT STOP COMMUNICATING 
 



 
JOB DONE? CONGRATULATIONS 
TIME TO GO BACK TO STEP 1… 
 



CONCLUSIONS 
  

& WHERE TO BEGIN 



YOU MUST AGGRESSIVELY 
EXPAND OR ADOPT  

AT LEAST 3-4 OF THE 12 
PROVEN MEDIA BUSINESS 

MODELS. 



THERE ARE NO 
DIGITAL MIRACLES 



UNLESS YOU  
GET PEOPLE TO PAY YOU 

FOR YOUR CONTENT, YOUR 
SERVICES, YOUR 
PRODUCTS … 



YOU HAVE  
NO FUTURE  
IN MEDIA.  



BUT YOU CANNOT PURSUE NEW OR 
ENHANCED BUSINESS MODELS 
WITHOUT TRANSFORMING YOUR 

EDITORIAL & SALES TEAMS. 



IT’S SIMPLY  
IMPOSSIBLE. 



YOU NEED AN EDITORIAL 
DEPARTMENT THAT WILL 

DELIVER CONTENT 
WORTH PAYING FOR. 



YOU NEED SALES, MARKETING,  
& IT TEAMS WHO CAN  

SELL & CREATE NEW ADS, EVENTS, 
ECOMMERCE, MEMBERSHIPS, 

BRAND EXTENSIONS… 



CHANGE YOUR ORGANISATION, 
CHANGE YOUR FORTUNES. 



ACTIONABLE CHANGE IS WHAT 
WE DO AT INNOVATION. 

WE ARE ENABLERS  
OF CHANGE. 

NATIVE AD 



REMEMBER  
HOW YOU’VE FELT  

OVER THE LAST  
DECADE OR TWO? 



REMEMBER  
HOW YOU’VE FELT  

OVER THE LAST  
DECADE OR TWO 

Howard Beale’s Oscar-winning “Network” (1976) soliloquy !



Howard Beale’s Oscar-winning “Network” (1976) soliloquy !



YOU DON’T HAVE TO 
GET MAD AS HELL 

ANYMORE. 



YOU CAN GET EVEN. 



YOU DON’T HAVE TO 
TAKE IT ANYMORE. 



YOU CAN START 
DISHING IT OUT. 



HOW? 



GET REALLY SERIOUS ABOUT  
AT LEAST 3-4  

OF THE 12 MEDIA  
BUSINESS MODELS. 



WE MEAN GET REALLY SERIOUS. 
 

 STOP DOING LOW R.O.I THINGS. 



CHARGE. 
 

BUILD TEAMS TO EXECUTE.  



CHANGE. 
 

BUILD TEAMS TO EXECUTE.  



FOCUS. 
 

YOU HAVE THE TOOLS. 



WE LEAVE YOU WITH THIS THOUGHT:  
 

ONLY JOURNALISM WILL SAVE 
JOURNALISM… 



WE LEAVE YOU WITH THIS THOUGHT:  
 

IT’S TIME TO MAKE YOUR JOURNALISM 
MAKE YOU SOME SERIOUS… 






