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Foreword
Foreword
Jan Schaffer


The Case for Learning about Media Entrepreneurship: An Important Gateway to Your Future
 If you are enrolled in a journalism or communications program, you should shudder if your school never teaches you how to post stories to a content management system.
 You should flinch if you hear the word “convergence“[1] dominating course offerings but never hear about design thinking or audience-engagement strategies.
 And while you should pursue grammar literacy, be wary if you are not learning how to parse the language and patterns of disruptive innovation, particularly the media disruption happening in front of you daily.
 As U.S. journalism and mass communications programs revamp to prepare you to succeed in today’s rapidly evolving media landscape, there is—bar none—no better place to embrace and refine nearly every skill you will need to know than learning about media entrepreneurship and innovation.
 In the course of envisioning, prototyping and launching, you will integrate multimedia production, social media distribution, design thinking,[2] data collection and analysis, and audience engagement strategies.
 As added benefits, you will develop business skills, begin to understand how to develop a product, how to discover customers, and how to manage all these activities so that you can deliver a new entrepreneurial startup. Or you may go the intrapreneurial route and spearhead a new venture inside your existing media organization.
 The Time Is Now
 Face it: You will be stepping into a world where media entrepreneurship is at an all-time high.
 Hundreds of downsized journalists are watering community media deserts by launching hyperlocal news startups. Scores of statewide nonprofit news ventures are bringing back accountability journalism to state capitals. Startup founders are embracing single-topic niche sites, doing deep dives into climate change, health care, arts and culture, public education, and more. And, of course, venture capitalists have turned the likes of Vice, Vox and BuzzFeed into $1 billion-plus unicorns,
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Preface from the Editors
Michelle Ferrier and Elizabeth Mays

Web phenomenons such as Google and Facebook were started by student entrepreneurs. Google began in March 1996 as a research project by Larry Page and Sergey Brin, both Ph.D. students at Stanford University. No one could have ever guessed that the algorithm-powered Google search engine, invented for a university library, would become the world’s most powerful search engine. Facebook was created in February 2004 by Mark Zuckerberg, a psychology major at Harvard University, who simply wanted to create a way for upperclassmen to check out incoming classmates on the Web. Now this once-modest social network made $9.1 billion dollars in the second quarter of 2017 in advertising revenue alone.[1]
 In 2000, Michelle Ferrier taught her first multimedia journalism course at a small, liberal arts college. The course required students to create an online business, then use their multimedia skill sets to develop a prototype and win their first customer. Students developed solo business ideas like a regional bride guide, a boy scout online education site for earning merit badges, or a takeout taxi service. Students learned HTML, web marketing, and usability testing skills. They figured out how to generate revenue with their businesses. And they learned to think like innovators, solving problems and creating solutions that worked for their customers.
 As the Internet disrupted the business of journalism, an entrepreneurial mindset emerged as the must-have job skill for recent journalism graduates to help reshape the journalism and mass communication industries. In response, forward-thinking journalism and mass communications programs sought to cultivate this entrepreneurial mindset by making entrepreneurship a staple of their curricula. Today, many faculty in media, communication and journalism programs have been tasked with teaching entrepreneurial journalism, media innovation labs, business of journalism, or media entrepreneurship.[2] In some degree programs, this manifests as a full class. In others, it surfaces as a module or modules within existing course topics–reporting, media management, audience engagement, student media, and others. Educators have also created graduate programs, competitions, and other structures to advance media entrepreneurship within the curriculum.
 In her foreword, Jan Schaffer mentions a spring 2016 survey that revealed educators teaching media entrepreneurship courses defined media entrepreneurship quite differently. “Some respondents saw media entrepreneurship as starting a project that can be monetized. Others saw it as using multimedia tools to tell stories. Still others defined it as building a freelance business,” Schaffer writes.
 But as educators who’ve been tasked with teaching entrepreneurship, we wanted a textbook that explained entrepreneurship in the context of the disruptions and opportunities in media and journalism. There was no one seminal text that covers the key concepts of media innovation and entrepreneurship that media, communication, or journalism students need, especially as the development of content and technology businesses is very different than traditional brick-and-mortar entrepreneurship.
 When we embarked on this project, it was our aim to build the resource we ourselves needed, and make it freely available for use to others teaching media innovation and entrepreneurial journalism courses across the globe. While the original text was built with the needs of such courses front of mind, we have intentionally made the book modular, and open, so that parts of it can serve related courses, and be built upon.
 The Rebus Community, a Canada-based publishing company, allowed us to experiment with an open textbook format, meaning the textbook would be created collaboratively and live as a dynamic document for others to share, remix, and reuse. Published under the Creative Commons CC BY[3] license, this text will be remixable, expandable, and easily updated, with attribution to original authors and contributors.
 The first version–itself a “minimal viable product or MVP,”–was available to instructors for beta testing in their classrooms in Fall 2017. Students and educators were (and will continue to be) able to send feedback to the authors and editors. This input was incorporated into the “official” Version 1.0 release of the book in December 2017.
 For now, Version 1.0 is envisioned to include a dozen chapters. The text is structured to move students from ideation to securing funding. The work can be used as a whole or in standalone modules. Version 2.0 (spring 2018) will build on this and add a chapter on Project Management and Team Leadership, as well as new sidebars. It will also incorporate feedback that didn’t make the deadline to get Version 1.0 into print-on-demand in time for spring. (These changes will be added into the online version sooner, as they come in.) With Version 3.0, we will include instructor resources such as activities, ancillary materials, case studies, and more.
 We’d like to thank our collaborators from across the globe, to the educators, students, and entrepreneurs who engaged with us on Facebook groups, in private conversations, or on our webinars. This textbook is much richer because of the diversity of ideas and experiences you contributed.
 And because we believe in eating our own medicine, we will continue to listen to you, adapt, and add to this textbook, ever ensuring that we are meeting your needs as media innovators and entrepreneurs.
 
  Dr. Michelle Ferrier, associate professor, E.W. Scripps School of Journalism, 
  Ohio University

 Elizabeth Mays, adjunct faculty, ASU; operations manager, Rebus Community
 _______
 What is CC BY?
 For educators and for students, the CC BY license has many benefits we think you’ll appreciate, a few of which we’ll highlight here:
 
  	It observes the 5Rs.[4] You won’t have any license limitations or restrictions in allowing students to do what you want them to do with the text. They can read it, they can download it, you can have your bookstore print it, all without fear of legal repercussions. It’s also not gated behind an email opt-in or an expensive access code that students need to purchase. And it won’t suddenly become unavailable based on the publisher’s whims.

  	No barriers to access. The textbook will be freely available in the numerous formats students ask for–publicly on the web, downloadable as an ebook, printable as a PDF. And we’ll be taking care to make the textbook accessible, not only for those with disabilities, but also taking into account the multiple modalities (mobile, offline, etc.) through which students desire to study.

  	It won’t make your students #textbookbroke. It will be available free (though we will also make a print version available at a price not much above cost for those who prefer not to print at home).

  	You can adapt this resource. You can continue to build upon this collaboratively created work as an instructor (in fact, it’s our goal that you will want to do so!). You can use just the chapters you like, and add more of your own (send them back to the repository we will create so others can also utilize these additions). You can produce your own version tailored to the modules and progression of your own class. You can translate it into your language. You can pull just the resources you need. You can even do an open pedagogy project with your class to expand it.

  	This book is a two-way, iterative product. Meaning you can interact with it in never-imagined-before ways. Found a typo? Please let us know. Found something confusing or feel something has gone out of date or could be improved? We the authors and editors want to hear from you. And we’ll push out updates to the book as it evolves.


 A final note: This book is produced with the support of the Rebus Community,[5]  whose mission is to build a new, collaborative process for open textbook publishing. Rebus Community is funded by the William + Flora Hewlett Foundation, and the folks there are building a cadre of resources and technology to help connect global collaborators wanting to do similar open textbook projects. If you share that desire, you can connect with them in the Rebus Community Forum.[6]
 

  
    	Marty Swant, "Facebook Raked in $9.16 Billion in Ad Revenue in the Second Quarter of 2017," Adweek, July 26, 2017, http://www.adweek.com/digital/facebook-raked-in-9-16-billion-in-ad-revenue-in-the-second-quarter-of-2017/. ↵


    	James Breiner, "How J-schools Are Helping Students Develop Entrepreneurial Journalism Skills," Poynter.org, May 17, 2013, https://www.poynter.org/2013/how-j-schools-are-helping-students-develop-entrepreneurial-journalism-skills/213701/. ↵


    	"Licensing," Rebus Community, https://about.rebus.community/licensing/. ↵


    	"Defining the Open in Open Content and Open Educational Resources," Opencontent.org, http://opencontent.org/definition/. ↵


    	The Rebus Community, https://about.rebus.community/. ↵


    	Rebus Community Forum, https://forum.rebus.community/. ↵
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Praise for Media Innovation and Entrepreneurship


  “So as I use the text, each week I’m more enamored with how it is EXACTLY WHAT I NEED — this is the first time I’ve had such a cohesive, insightful and spot-on set of relevant readings, with just the right links and context setting that weave together this very particular journalism-based mindset. Every other semester I’ve had to cobble together from business sources, from entrepreneurship sources, from technology industry, then trying to make it make sense for students and tie it all to what’s happening for journalism right now. And the intrapreneur/entrepreneur aspects makes room for a diverse class — who care deeply about the fate of the industry, but aren’t necessarily trying to launch a product. I already loved the project abstractly, but in weekly use, I really really love it. It’s all the things. Great vision and nuance and context on this. There is nothing like this text anywhere else.” — Dana Coester, Associate Professor, West Virginia University  Reed College of Media

  “I just really get it … because we could rearrange our curriculum and just focus on 4-5 chapters per course, depending on how it makes sense to break up the coursework but then courses could be built to the prof’s expertise…or to resource availability. You’re making the IKEA of information.” – Mark Poepsel, Assistant Professor, Southern Illinois University

  “Congratulations on delivering a book I’ve been thrilled to use in class.” – Amy Eisman, Director of the Journalism Division, American University.

  “This is an excellent resource for journalism educators who strive to give their students a broad understanding of the new ecosystem of the profession, or who want to encourage students to pioneer new forms of journalism for the 21st century. This book fills an enormous void and will be snapped up by many instructors. The open-source format is particularly useful. Students will be able to access this important material without paying a fortune and editors will be able to easily update the text to incorporate new knowledge as it emerges in this quickly evolving discipline.” – Kelly Toughill, Associate Professor, University of King’s College

  Read a full book review from honors student Kyle Kercheval,[1] who beta-tested the book in Fall 2017.

  You can read more reviews from faculty in the Open Textbook Network library.[2]


 

  
    	Kyle Kercheval, "Honors Book Review," https://about.rebus.community/wp-content/uploads/2017/12/Media-Innovation-Entrepreneurship-Book-Review-Kyle-Kercheval.pdf. ↵


    	Media Innovation & Entrepreneurship, Open Textbook Network Library,https://open.umn.edu/opentextbooks/BookDetail.aspx?bookId=507. ↵
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New Additions for Fall 2018

This book is a living, dynamic resource, and we plan to improve and build upon it every semester.
 Here’s what’s new to the book as of fall 2018.
 
  	We fixed a handful of minor typos that were reported and gave the text a second proofread.
 We incorporated comments from multiple additional full-book peer reviewers.
 We added a chapter on product management for media professionals.

  	We added sidebars on: 	Process engineering in the journalism space
	Student media and innovating within structures
	Entrepreneurship abroad in China and Ethiopia




 These changes are not yet reflected in the printed edition. We will incorporate any feedback on these new items in their first semester of use into a new printed edition. Please let us know if you have any suggestions we should incorporate into these new components.
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Acknowledgements

Share
 If you adopt this book, as a core or supplemental resource, please report your adoption in order for us to celebrate your support of students’ savings. Report your commitment at www.openlibrary.ecampusontario.ca.
 We invite you to adapt this book further to meet your and your students’ needs. Please let us know if you do! If you would like to use Pressbooks, the platform used to make this book, contact eCampusOntario for an account using open@ecampusontario.ca.
 If this text does not meet your needs, please check out our full library at www.openlibrary.ecampusontario.ca. If you still cannot find what you are looking for, connect with colleagues and eCampusOntario to explore creating your own open education resource (OER).
 About eCampusOntario
 eCampusOntario is a not-for-profit corporation funded by the Government of Ontario. It serves as a centre of excellence in online and technology-enabled learning for all publicly funded colleges and universities in Ontario and has embarked on a bold mission to widen access to post-secondary education and training in Ontario. This textbook is part of eCampusOntario’s open textbook library, which provides free learning resources in a wide range of subject areas. These open textbooks can be assigned by instructors for their classes and can be downloaded by learners to electronic devices or printed for a low cost by our printing partner, The University of Waterloo. These free and open educational resources are customizable to meet a wide range of learning needs, and we invite instructors to review and adopt the resources for use in their courses.
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Developing the Entrepreneurial Mindset

by Mike Green
 Summary
 The U.S. media industry has been experiencing major disruption. Learn how the media landscape is evolving and why an entrepreneurial mindset and intrapreneurial skills are in demand.
 
  Learning Objectives

  
    	Learn how the evolution of the U.S. economy has impacted the journalism industry.

    	Understand what is meant by the “innovation economy” and how media are affected by it.

    	Differentiate between “intrapreneurs” and “entrepreneurs” and discover which you might be.

    	Grasp the entrepreneurial ecosystem and why journalists need to understand it.

    	Learn about some of the personal attributes–such as resilience–that are essential to innovation.

  


 Inside this Chapter
 
  	
    Developing the Entrepreneurial Mindset
  

  	From the Field: Taking Risks and Building Resilience on the Path to Innovation, by Dana Coester

  	From the Field: Q&A With a Young Innovator, by Dana Coester

  	What’s an Intrapreneur? And How Do I Become One? Interview with Ebony Reed


 
  Mike Green 
  is a New York Times Leadership Academy Fellow and award-winning journalist with 20 years’ experience. He is co-founder of ScaleUp Partners, a national consultancy specializing in economic inclusion and competitiveness strategies, plans, and policy. Reach him on Twitter at @amikegreen2.
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Developing the Entrepreneurial Mindset
Mike Green


The twenty-first century ushered in an era of rapidly evolving new technologies and disruptions of consumer behavior across all industries. New entrepreneurial opportunities were born amid the chaos of industry responses. Barriers to entry were lowered or obliterated. New, fast, and nimble competitors entered the markets. And a new economic paradigm was introduced to media companies that would leave many print news organizations struggling.
 
  
    View data and charts
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Taking Risks and Building Resilience on the Path to Innovation
Dana Coester


Finding Joy in Taking Risks
 “We don’t know what will happen, but let’s try this!”
 Resiliency—the ability to weather change and bounce back from failure—is an essential mindset for entrepreneurs. In innumerable blog posts and articles, industry leaders describe resilience as a cornerstone to innovation, frequently citing Thomas Edison’s famous quote: “I have not failed. I have just found ten thousand ways that won’t work.”
 Resilience is more than a buzzword; it’s a survival skill. And it’s a skill that you will need to develop to become successful at navigating today’s dynamic business environment. With predictions suggesting that today’s worker may hold more than twelve jobs in their lifetime, you will need to build your capacity for resilience for the future. Sometimes you are forced to be resilient when dealing with an uncertain or difficult situation, such as losing your job or having to relocate. But while life experiences lay the groundwork, here are a few additional perspectives you can explore to build on your core of resiliency.
 “The future is on top of us.”
 One of the first steps in building resiliency is to fully appreciate the magnitude and pace of change that technology drives across almost all fields. This insight will even give you an edge over entrenched leaders, who continue to underestimate the pace of change
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From the Field: Q&A With a Young Innovator
Dana Coester



  From the Field

  “Fail fast.” “Fail often.” “Reward failure.” It’s easy to evangelize a fast-fail philosophy in spirit, but it may be especially difficult in the classroom—after all, an F in college is not exactly a badge of honor. Add to this millennials’ oft-cited propensity for perfection, desire to please and conform, and you don’t exactly have a recipe for high-risk innovation. Although some studies have painted a portrait of this generation as risk averse,

	What’s an Intrapreneur? And How Do I Become One? -- Media Innovation and Entrepreneurship
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What’s an Intrapreneur? And How Do I Become One?
Interview with Ebony Reed


  
     In this interview, Elizabeth Mays interviews intrapreneur Ebony Reed for a class on Business & Future of Journalism. 
    
      Ebony Reed
    
    is director of innovation and the RJI Futures Lab at the Reynolds Journalism Institute and an associate professor at University of Missouri-Columbia. Previously she was director of business development for U.S. (local) markets at the Associated Press. Reach her on Twitter at 
    
      @EbonyReed
    
    . 
  

  Q: Can you give our readers some ideas of the types of projects or initiatives or interesting things that you’ve done as an intrapreneur in news organizations?

  ER: Sure. About three years ago I was working as a regional sales manager for the Associated Press, and we started to place more emphasis in the local markets on selling to nontraditional news customers, which were startups and also companies that aren’t even in the news business. That included some companies that were doing things with artificial intelligence and needed news to put the metadata that’s on it, maybe companies that wanted to use news for competitive intelligence, just a variety of use cases. And so my job at that time was to drive that new business and to look for those new markets and to grow that revenue, which grew about a million dollars year over year in that time that I was in that role. I worked with 24 sales representatives across the U.S. that were working in their local markets driving the initiatives that I was identifying.

  Q: How did you get tapped as an entrepreneur to begin with? You have a series of intrapreneurial roles on your career path, but you didn’t walk into a newsroom as an intrapreneur, did you?

  ER: Right. Part of it was luck. Part of it was fate. I was working for the Associated Press as a deputy bureau chief. That’s how I was recruited into the AP in June 2010 from the Detroit News.

  I was 90 days into my job and the AP went through a re-organization and said, “Hello all of you bureau chiefs. We’re now changing your jobs, and you now have a complete focus on revenue and we’re removing you from being involved with the news report and the news operation. You’ll come into headquarters in October. You’ll get trained from the Harvard Business School, and that’ll be your new job.”

  So I was asked at that time whether or not I wanted to continue down that path, or whether I wanted them to find me [another] place. I just sort of embraced the opportunity that had been placed in front of me and I just said, “You know what? I’ve got a master’s in media management, I have a father that was a longtime advertising executive on the buy side, I’ve got an uncle that is a VP of operations for one of the largest urban radio station chains in the U.S.,” and I just said, “I’m just going to go with this and see what happens.” And so to my surprise, I actually was pretty good at sales and then that opened the door to people listening to me about new products and services.

  The other thing that I did was that I wasn’t quiet about my ideas. The AP had a business plan competition. I had an idea for a mobile political product. At the time it was something that AP wasn’t doing and I put forth my idea and I was one of the top 12 global finalists in that competition. So that really got the attention of senior management within the organization to want to hear my ideas and listen to them, even though the AP didn’t make the product.

  Q: From your perspective, what does it mean to be an intrapreneur in a news organization?

  ER: To me it means that you have new ideas about new ways to do things. It may be that you have new ideas about creating an experience for your digital clients or your digital users, or it may be that you have a new idea tied to a new product and service, and that you can say, “This is how this ties into our core mission. And it’s new and it’s different, and this is why we should do it.” I think being able to understand the revenue piece too is really key, because at the end of the day, all of these media companies really need to be able to make revenue.

  Q: How would you encourage young people who have great ideas and are afraid they won’t be listened to by others within the organization?

  ER: So I hate to link everything back to revenue, but that’s so much of the big piece. So right now, I’m doing advertising sales as a manager at the Boston Business Journal, which is part of American City Business Journals, and I would say while I’m not on the product team there, if I have an idea about something that’s new that we need to do in this market, I can move that idea forward by linking it to how much revenue potential I see. I know that my boss and her bosses want that from me, expect that from me, would be open to that. So what I would say is to anyone that’s considering a proposal for something that’s new, I would just say how solid is your business case? What is the value proposition? Why should this media company do what you’re proposing? Are you saving them time, are you saving them money, are you saving them both? There has to be an element to it that has a benefit that’s tied to financials and it’s not just cool and fun.

  One of the questions I would have, and that I think students should ask, is who else in the organization is doing this and why do we think that this will work inside of this organization? Because really what you’re doing is you’re almost building a business, building a product, building something that doesn’t exist anywhere else inside the organization and if you don’t have the support from the top down, you’re just kind of spinning your wheels.

  Q: Why do you enjoy this kind of a role? That sounds like hard work and a lot of numbers. What are the best and worst parts of being an intrapreneur in a media organization today?

  ER: So my work on the advertising side … technically I’m not in the newsroom, although I work for a news company. I would say that the best part is recognizing that the work that I’m doing to make things fiscally strong and financially strong is ensuring that great journalism gets to continue happening at the organization where I am and for the industry.

  I would say one of the hardest parts of this type of work is when you’re a reporter, when you’re an editor, everyone wants to talk to you. Everybody wants to tell their story. Everybody has something they want to say, but when you’re on the revenue side, it is hard. It is tough. We get a lot of no’s. I tell my team, “We need three times as much revenue in our pipeline to be able to hit our revenue goals.” What that means is, is if we’re doing outreach to 100 prospects, in the back of my mind I only think 25 to 30 of them are going to be warm towards us. That means we have a lot of people telling us no. That’s just a part of the job, but at the same time, when you come from a side of the house where everybody is warm and engaging and wants to talk and then you come over to this side, it’s a totally different experience. Totally.

  Q: Do you think hearing the word “no” is really unique to that advertising side or do you think that’s also part of just being in journalism? Shouldn’t my students be prepared to have some sort of a thick skin?

  ER: They will definitely hear “no” in other parts of their work, even if they’re not working full-time on the revenue side. What I would say to that is when people say no, what I say to my team is then your next question is why. If they said no, ask why. Is it because the idea isn’t realistic? Is it because the resources are not there? Is it because they don’t think the revenue would be there, and if so, why?

  Then when it’s even not clear after that, ask for an example. It’s another way of really getting down to the nitty gritty of what the issue and how you can make your proposal better so that maybe it could become a business plan that could be utilized.

  Q: What traits do you think would make someone a good fit for news organization intrapreneurship or media intrapreneurship? Or what traits would make them someone who’s a better fit not to do that and just to be a newsroom employee and what traits would make them better to be an entrepreneur than an intrapreneur?

  ER: Let me separate the two terms first. So, entrepreneur means of course, you’re starting your own company, you’re solely responsible, you’re going to employ yourself and other people, and it’s all on you. Intrapreneurial is you’re inside of a big organization. So to some extent you like working inside of a big company. Maybe you like the resources that it provides. Maybe you like having the amount of colleagues you can bounce ideas off of. Maybe you like having the credibility of the name of where you work, but you’re inside of a big organization. So to me, one of the first big differences is that the intrapreneur is very comfortable and okay with moving through that maze of that larger organization. The entrepreneur might like a much more flat organization to work within and might not want to deal with the level of bureaucracy to get decisions made.

  When you’re intrapreneur, you’ve got to not only put forth new and creative ideas, but you’ve got to also really, really understand the organization you are maneuvering within politically. You’ve got to understand it from a fiscal perspective. You’ve got to understand how it fits into the greater context of the industry as a whole, which an entrepreneur has to understand too.

  Q: Do you have any rules that have held true about pitching your ideas throughout organizations or are your pitches very specific to each organization?

  ER: I think it really depends on the organization, and I think it depends on the organization’s mission. I think it depends on who the players are within the organization. I think it depends on timetables, how long you would take to get something crafted that’s new. So I don’t have any set ground rules. What I would say is that I have never put forth an idea inside of an organization where someone did not ask me what is the timetable to get this off the ground, what are the resources that you need, and what is the revenue potential? That’s something that’s been part of every conversation.

  
    This interview has been edited for length.
  

  Leave feedback on this sidebar.
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  Looking Ahead

  You’ve read why entrepreneurship (and intrapreneurship) are important in Developing the Entrepreneurial Mindset, the Foreword and Preface. In order to better understand the entrepreneurial process, it’s time to come up with an entrepreneurial idea. Read on to learn about methods for Ideation.
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II
Ideation

by Michelle Ferrier
 Summary
 How do you come up with good ideas for a potentially viable  product that will meet a real need and find a market? What makes a business idea worth pursuing?
 
  Learning Objectives

  
    	Define innovation and entrepreneurship and how it has generated innovations in new, digital-only media entities, distribution, content, engagement, and other technologies.

    	Define ideation.

    	Examine creative processes for exploring possibilities.

    	Learn about human-centered design (HCD) and its use in problem solving, ideation, and design.

    	Acquire techniques for ideating within HCD.

    	Understand intellectual property and whether your idea can be protected.

    	Encourage students to look outside their own domain for ideas.

  


 Inside this Chapter
 
  	
    Ideation
  


 
  Michelle Ferrier is an associate professor in the E.W. Scripps School of Journalism at Ohio University. She is the founder of Troll-Busters.com, an online pest control service for women journalists. Reach her on Twitter at @mediaghosts.
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Ideation
Michelle Ferrier



  “Creativity, as has been said, consists largely of rearranging what we know in order to find out what we do not know. Hence, to think creatively, we must be able to look afresh at what we normally take for granted.”
 — George Kneller, author of The Art and Science of Creativity


 How do you know if your good idea is the next big thing? Whether you are an intrapreneur, working within an existing business, or an entrepreneur looking to create a business startup, or a student creating an idea for a class project, this question is the one that should drive you to find answers. Unfortunately, it is not a question that can be answered on its own. It takes answering a bunch of other questions of your potential customers, of your own motivations, and of your idea as well. Two key qualities required to begin this journey include curiosity and creativity. As a communicator or a student at a mass communication program, you should already possess an innate curiosity about people, storytelling, and problem solving. Creativity is a skill that can be cultivated as an individual or as part of group or team exercises, to develop unusual connections, breakthroughs in processes, or insights that lead to product development. Often, the journey to a good idea begins with asking “What if?”
 Ideation is the process of coming up with an idea. It is using creativity and questions like “What if?” to imagine ways something can be done differently. The ideation stage is critical to ensure that you are generating good ideas from the start. It involves seeing problems and opportunities, brainstorming around the problems you identify, and doing research to test your assumptions about the market, your customers, and your idea. Refining that initial idea involves assessing the market, looking at trends, and asking questions (and more questions)—and learning from potential customers, investors, and research whether your idea is a good one. The design process consists of a series of steps to test assumptions and ideas. Ideation falls within a larger design process that begins with understanding who you are serving; empathizing, understanding, and defining the needs of that target audience; then ideating around what is needed (Figure 1):
 In the Stanford School Design Thinking Process, there six stages to design[1]:
 
  	Empathizing

  	Defining

  	Ideating

  	Prototyping

  	Testing

  	Sharing


 
  
    [image: Represents six areas of design as defined by the Stanford School of Design Thinking Process. These include empathizing, defining, ideating, prototyping, testing, and sharing. This graphic is of six circles, from left to right, containing the words: Empathizing, Defining, Ideating, Prototyping, Testing, Sharing.]
  
  Figure 1. Represents six areas of design as defined by the Stanford School of Design Thinking Process.


 According to 2012 research by Harvard Business School instructor Shikhar Ghosh, 75% of venture-backed startups fail.
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  Looking Ahead

  You’ve come up with an entrepreneurial idea. Now, how do you identify and find customers for it? The next chapter, Customer Discovery, will help.
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Customer Discovery

by Ingrid Sturgis
 Summary
 This chapter focuses on a fundamental dilemma for entrepreneurs: How to identify your customer or market, or in this case, your readers, viewers or listeners. To develop a successful media company, entrepreneurs must know who the audience is and how to reach it. Making the exercise a bit more tricky today is that the customer for news and information is very different than in the past. Influenced by an ever-evolving media ecosystem, today’s audience or customers are not just in a single place. They hang out on social media, use smartphones or gaming devices, or even watch streamed programming on television, sometimes all at once. Understanding the new media ecosystem will help entrepreneurs to understand who they are trying to reach, the scope of their business venture, and how to best allocate financial and human resources.
 
  Learning Objectives

  
    	Understand the new media ecosystem and how disruption and convergence has reshaped the media marketplace.

    	Conduct effective audience research to define your customer and understand the differences between segments of the audience.

    	Develop a systematic approach to identify and understand the needs of your customer.

    	Identify and refine a target audience for a media product.

    	Develop skills to discover market demographics and build your customer’s psychographic profile.

  


 Inside this Chapter
 
  	
    Customer Discovery for Content and Tech Startups
  


 Ingrid Sturgis is an associate professor in the Cathy Hughes School of Communications at Howard University. She was a reporter and editor for The Philadelphia Inquirer, the Times-Herald Record, and The Poughkeepsie Journal as well as founding managing editor for magazine startups BET Weekend and Savoy. She has worked online as a senior programming manager for AOL’s Black Voices, and as editor-in-chief for Essence.com. Sturgis is the author of the anthology Are Traditional Media Dead: Can Journalism Survive in the Digital World, and co-editor of Social Media: Pedagogy and Practice. Reach her on Twitter at @isturgis.
 






	Customer Discovery for Content and Tech Startups -- Media Innovation and Entrepreneurship
	
	

		




8
Customer Discovery for Content and Tech Startups
Ingrid Sturgis


What Is a Media Ecosystem?
 Derived from the physical science term ecosystem, which describes the interdependence of organisms and their physical environment, a media ecosystem is the system of interdependency among media-related entities such as newspapers, magazines, radio, television, as well as the Internet, and user-generated content, including blogs, audio and video platforms, social networks, and communications devices such as tablets and smartphones.
 To define the new media ecosystem, you have to go back in time to understand what the media business was like before the Internet (Figure 1). Back then, the high costs of traditional publishing— paper, printing presses, newsroom personnel, unions, equipment, and distribution—ensured a high barrier to entry for would-be newspaper publishers. Scarce resources allowed publishers to control all levels of the news production process, including distribution and sales. They also created an environment that helped advertising agencies grow. Advertising became one of the primary revenue streams for publishers to offset the expensive production process. Reporters and editors were the gatekeepers who determined what stories and information would be covered and disseminated. Customers were observers. They consumed what they were given. Their input with the publishing process was typically as part of a community board, if a news organization had one, or as writers of letters to the editor to complain or praise the coverage of a news story. In the days of mass media, news and information content was designed to be delivered to the largest audiences, whose attention and engagement fueled the ecosystem.
 
  
    [image: The Journalism That Matters JTM value network map depicts the old news story—with reporters, sources, photographers, editors, teams of related staffers and a publisher in narrative sense-making, in a product that had advertisers and was distributed to an audience that includes community leaders and elected officials.]
  
  Figure 1. Old News Story Value Network Map image courtesy of Journalism That Matters, Seattle, Washington. www.journalismthatmatters.org.


 In the mid-1990s, the Internet began to upend the newspaper business. The digital, interactive technology spurred the convergence, or merging, of mass media including print, television, radio, the Internet, and telecommunications into a digital format. Barriers like million-dollar printing presses had kept competitors out of the marketplace for content and audiences. With digital products, the barriers to entry into the marketplace fell. Today, anyone can be a publisher, or as professor Jay Rosen
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  Looking Ahead

  You have an idea of what problem you’re solving and for whom. Now, whether you’re a nonprofit, for-profit or freelance professional, it’s time to think about your business model. What will you charge people for in order to make your business sustainable? Business Models for Content & Technology Ventures, Nonprofit Models and Freelancing & Consulting as Business Models will give you some ideas.
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Business Models for Content & Technology Ventures

by Geoffrey Graybeal
 Summary
 This chapter will provide an overview of business models, revenue models, and business plans, and how they are developed, including the use of the business model canvas and other ideation tools.  The chapter will discuss traditional media business models, some common forms of business models for content and technology plays, and some of the various legal and regulatory issues facing media startups and entrepreneurs. This chapter primarily focuses on for-profit businesses. The following chapter explores nonprofit business models more in-depth.
 
  Learning Objectives

  
    	Analyze the media environment to identify opportunities for media entrepreneurship.

    	Propose innovative solutions that capitalize on those opportunities.

    	Be able to identify and explain a business model.

    	Be able to identify and explain a revenue model.

    	Identify types of business models for content and technology plays.

    	Be able to identify and explain a business plan.

  


 Inside this Chapter
 
  	
    Business Models for Content & Technology Ventures
  

  	From the Field: Refining Our Business Plan Was the Key to Attracting Our First Investor, by Dalton Dellsperger

  	From the Field: Making Student Media Sustainable, by Gretchen Macchiarella

  	Writing a Business Plan & Budget, by John Dille


 
  Geoffrey Graybeal is a clinical assistant professor in the Entrepreneurship and Innovation Institute at Georgia State University. He is a media management scholar and entrepreneur who uses economic and management theory to explore issues of media sustainability. Graybeal teaches courses on media entrepreneurship, media management, media economics, and innovation. Reach him on Twitter at @graybs13. 
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Business Models for Content and Technology Plays
Geoffrey Graybeal


Dive In
 A business model helps to clarify a company’s main purpose, such as who they’re serving, how they help, and how the company can sustain its operations. A business model is distinctly different from an organization’s strategy, which typically addresses product, pricing, and marketing decisions. A formal business plan, however, may include some of these elements as part of the company’s long-term goals and objectives.
 
  [image: Graphic contains three definitions, as follows: Business model: A business model provides a rationale for how a business creates, delivers and captures value, and examines how the business operates, its underlying foundations, and the exchange activities and financial flows upon which it can be successful. Business plan: A business plan is a formal document that typically describes the business and industry, market strategies, sales potential, and competitive analysis as well as the company’s long-term goals and objectives. Revenue model : A revenue model outlines the ways in which your company will make money (e.g. revenue streams). Empathy map: A tool to identify your idealized target customer and develop a better understanding of his or her environment, behavior, concerns and aspirations.]
  Figure 1. Chart produced under CC BY license.


 Each business model is unique to a company. There is not an industry-wide business model per se although companies may coalesce around a dominant company’s successful business model and seek to emulate it.
 Business models provide a rationale for how a business creates, delivers, and captures value,[1] and examine how the business operates, its underlying foundations, and the exchange activities and financial flows upon which it can be successful.[2]
 A business model canvas is a tool to map out and plan the different components to a business model. The components vary based on the canvas tool you use, with the most widely used one developed by Osterwalder and Pigneur in the book Business Model Generation, or available online through a series of customizable tools and canvases available for a fee on strategyzer.com.
 
  
    [image: The Business Model Canvas tool helps you plan and map out different elements of a business model. This canvas contains the following elements: Key Partners, Key Activities, Key Resources, Value Propositions, Customer Relationships, Channels, Customer Segments, Cost Structure, and Revenue Streams. This image is linked to a video that fully explains how this particular canvas works. You can access the video to hear an audio description of the canvas at https://www.youtube.com/watch?time_continue=2&v=QoAOzMTLP5s]
  
  Figure 2. This image is licensed CC BY-SA 3.0. The Business Model Canvas is included here with permission from Strategyzer. Download the canvas at https://strategyzer.com/canvas/business-model-canvas.


 The Osterwalder and Pigneur canvas blocks[3] include revenue stream, customer segments, value proposition, cost structures, channels, key activities, key partners, key resources, and customer relationships.
 Early on, your greatest focus should be on the right side of the canvas because:
 
  	These are in many ways the most critical aspects of starting a new venture (customer segments, value proposition, channels, and revenue streams).

  	The most fluid (revenue streams, channels, and value propositions will likely differ for the differing customer segments and as you iterate and pivot throughout the customer discovery process could change).

  	It follows a logical temporal order (there’s no need to focus on the costs of building a company if you won’t have customers).


 In a follow up to Business Model Generation, the Strategyzer team created a second canvas, the Value Proposition Canvas. Value Proposition Canvas
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From the Field: Refining Our Business Plan Was the Key to Attracting Our First Investor
Dalton Dellsperger



  From the Field

  When I first had the idea of what would be our company, TownWave,[1]
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From the Field: Making Student Media Sustainable
Gretchen Macchiarella


  
    INSTRUCTOR NOTE: This sidebar was added for fall 2018, and is not yet reflected in the print edition.

  


 
  Unlike their industry counterparts, college media organizations don’t have investors to please or dozens of chain-owned properties to consider while dealing with the industry’s shared problems of how to monetize and become financially sustainable.[1] Most student media organizations are nonprofit corporations or divisions of the university directly. Their structures play a major part in the way that innovation plays out. For the sake of simplicity in describing some of the distinctions, we will focus on the student media organization that would have once been called the student newspaper but now might encompass many publications with little or no ink involved.In the first part of this decade the loss of advertising revenue at college newspapers was clear[2] but the only solid solution usually proposed was for universities to begin funding the operations. Next came a round of reducing print circulation and other general cost cutting. In 2014, the trickle of papers cutting their print publications became a deluge[3] and digital reliance has since become the norm. That put those papers on the same path of many industry organizations, unable to make up lost revenue from print editions with digital advertising.Innovation and an entrepreneurial focus has changed that at many student media groups. These organizations can’t count on what used to work, especially for independent publications.Duke Student Publishing Company, publisher of The Chronicle newspaper, made a standalone visitors guide website, created a housing database called NearDuke.com, and added sponsored social media advertising. This year, with buy-in from the board of directors and a sizable investment, The Chronicle launched an advertising agency within their organization. It will bring in close to $60,000 in new revenue, according to General Manager Chrissy Beck. She tells her students they have to keep trying, change the strategy along the way, and be ready to fail.

  “It helps us be super flexible, and I think that creates a sense of innovation and trying,” she said. “Because we have to.”

  Disrupting Student Media From Within

  Student media organizations are not immune from the disruptions faced by the larger journalism industry. When coffers got low, student media organizations got creative:

  	Do what you do, better 	Niche publications 	Find a new platform 	Think outside the newsroom 
 	Newspapers print Editor’s Picks for the calendars, but now they can build a recommendation engine specialized to the visitor’s taste. 	Find small audiences and speak to them directly with low-cost platforms like specialized social media or podcasts. Ethnic groups, sports junkies and fashion consumers have all been successful markets. 	A radio team can start an email newsletter or the print newsroom can try keeping it short and sassy on social media. 	Media organizations do much more than deliver news; they connect people. Host a live storytelling event, make shirts using the best quotes from the year or write a guide to your community. 
  

  Looking for Innovation in Student Media Looking for Innovation in Student Media

  Instead of shrinking, the Iowa State Daily Media Group has grown from 70 student employees to more than 200, and it now reaches more of the community. They recently considered starting a subscription box for alumni that would deliver local production, and of course, the newspaper.

  “If you want different results you have to do things differently,” General Manager Lawrence Cunningham said.

  At Cal Poly, the Mustang Media Group in San Luis Obispo, Calif. hosts an annual event with advertisers passing out food samples and coupons on campus. The Iowa State Daily Media Group created a dating contest that brought couples together and sent them on sponsored dates. Advertising agencies, social media management, sponsored podcasts –  these nimble media organizations are considering revenue options that once would have been far outside their scope.

  Paul Bittick, general manager at Mustang Media, has changed his entire focus in the past five years. He said at least 75 percent of the organization’s sales are not in the regular print product, but in coupon books, events, or sponsorships of live streams. This year he is making a calendar to send home with visiting parents sponsored by wineries and other attractions trying to entice the next extended family visit.

  “Our job is to train these students is to go into the media organization of today, not the ones I left,” Bittick said.

  In our examples so far, Mustang Media Group at Cal Poly is a division of the journalism department, while Duke Publishing and the Iowa State Daily are independent nonprofits. Other recognizable publications include the Daily Wildcat, which is part of the larger area of Student Media, a largely self-supporting campus auxiliary that is part of student affairs at the University of Arizona. The Missourian is the most well-known professional collaboration, with students coming from the School of Journalism at the University of Missouri.

  Beck says she wouldn’t trade Duke Student Publishing Company’s status as an independent newspaper for any amount of university funding or support. She feels she is running a business, with the autonomy to make big changes.

  “I can make a decision today and it happens tomorrow,” Beck said.

  Two major elements impact how innovation happens: where the bulk of the money comes from and who gets a say in new ventures or changes.

  If the majority of the funding for the basic needs of the organization are covered by the university, there is less perceived need for innovation. More important, the money coming in might be specifically earmarked or tied to legacy functions. For example, there may only be money for printing and not for developing an app.

  For those with close campus ties, the power structures can be complex. A campus club that produces student media cannot choose to start selling T-shirts if that isn’t part of its charter. But an auxiliary might be able to get the usual fees waived to allow it to use the campus mascot to promote a standalone sports website.

  In a recent analysis of a national survey of college newspaper advisers,[4]  Dr. David Bockino found that student media that displayed an entrepreneurial orientation and that a closer connection with the marketing and sales departments also tended to provide more journalistic autonomy. “This result perhaps suggests a greater flexibility within the papers’ infrastructure, that is, newspapers more concerned with economic fluctuations, such as changing media habits or increased competition, have more incentive to provide their students the leeway to solve such problems compared with newspapers less concerned with changes in the audience.”

  At Iowa State Daily Media Group, Cunningham said he has pushed to make innovation and “crazy thinking” part of every day. The student leadership group is often asked to assume there are no limits. The process is part of creating a learning environment as close as possible to the growing demands of the media industry.

  “We bridge the gap between what students learn in the classroom and what they will be expected to know in the marketplace,” he said.

  Overcoming the Challenges

  The level of work and focus can be hard to sustain. Cunningham said after four years of adding publications and trying new ideas, the team has slowed down. And, with new revenue sources coming in, the need to do something, anything, has decreased as well.

  The most common challenges to creating a culture of innovation were professional staff burnout, low tolerance for risk, a constantly changing student staff, and pressure from faculty members or alumni to stick with the traditional.

  “The students, who are well-intentioned, sometimes are the ones holding us back,” Beck said.

  Longstanding institutions like The Chronicle can feel like a heavy responsibility for students barely out of their teens. They don’t want to be the ones who let a venerable institution die. So Beck, and her counterparts, push many of the changes themselves and then let the students run with it. Over time, the student leaders loosen up and get more flexible.

  “I am still hopeful they are going to come up with the next cool great idea,” Beck said.

  
    Structures

    No two student media organizations are the same. Some have journalism department classes that feed them reporters while others are tiny student clubs that recruit from all comers. Many are nonprofit organizations that are independent from the universities they serve, but these may still get student fees or access to campus space and resources. Their advertisements might be sold by a full-time staff of professionals or only occasionally by a student volunteer. Each college student media organization has its own recipe, with a dash of this and a heap of something else.

    The following chart gives a very rough categorization of the types of student media organizations. Each lists characteristics like funding sources, oversight structures, and benefits.

    	Journalism department affiliated 	Club or student government subsidiary 	Campus auxiliary 	Independent nonprofit 	Professional collaboration 
 	$ – may be self-supporting through advertising or other revenue along with college funding 	$ – steady, but limited funding 	$ – student fees likely provide a steady stream of revenue, but they are reliant on outside revenue 	$ – must earn or fundraise; often produce events and publications such as housing or visitor guides 	$ – advertising supported with a professional business staff 
 	Used as a training tool, there is likely to be significant support and oversight by the faculty 	Student-driven, but may have advisers or supervisors without journalism background 	Students are likely to have significant freedom while maintaining official connections 	Staffed by students with a small professional staff that reports to a Board of Directors 	Students are an integrated part of the newsroom but work with professional journalists and sales reps 
 	Benefit: A trained and available workforce, often working for class credit 	Benefit: Likely little pressure to increase revenue or even cover expenses 	Benefit: Facilities and staff may be paid for by college 	Benefit: Few business restrictions 	Benefit: Usually serves the community at large, adding potential business opportunities 
  

     

  

  
    Gretchen Macchiarella is an assistant professor of journalism at California State University, Northridge, where she has also worked as the publisher and faculty adviser for the student newspaper. Prior to joining CSUN, she worked as an editor and journalist during the formative years of the digital transition. She earned a master’s degree in digital journalism and design from the University of South Florida, St. Petersburg, and a bachelor’s degree in communications from the University of California, Santa Barbara, where she spent most of her time working at the newspaper. Find her at  @collegejournos
  


 Editor’s Note: This sidebar is new and will undergo its first use and testing in Fall 2018. This sidebar is not yet available in the print edition. You can leave feedback using Hypothes.is annotations on the chapter, or contact us.
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From the Field: Writing a Business Plan & Budget
John Dille



  
    Build a Business Plan & Budget 
  

  
    
      “A goal without a plan is a wish-”–old management adage
    

  

  
    If the value proposition is the compass, the business plan is the roadmap, and the budget and the metrics used are the waypoints that guide the promised goals home.
  

  
    What’s in a Business Plan? 
  

  
    There is no one specific template every investor expects when they ask for a business plan. But usually, a business plan will include some combination of the following: 
  

  
    	
      What you want from investors (aka your “ask”) 
    

    	
      A clear summary of the business, its product and the market you will serve (key activities, value propositions and customer segments from the Business Model Canvas) 
    

    	
      Financial information about the business—pricing, revenue, P&L, cash flow, return on investment, and pro forma (three-year) budget (cost structure and revenue streams from the BMC)
    

    	
      Background about your company, its history and legal status, and the team
    

    	
      A bit on your “secret sauce” that will enable you to be competitive (key resources, channels, customer relationships, key partnerships from the BMC) 
    

    	
      The metrics by which you’ll measure success
    

    	
      Whether and why the business is worth doing or investing in financially
    

  

  
    Today’s media marketplace is an on-demand, platform-specific landscape with a myriad of options available to consumers. Anyone in the media business these days knows the chaos that surrounds it and the search for new and more creative methods to monetize its content. Planners must be responsive to these historically disruptive conditions. Whatever plan you start out with, you’ll probably iterate and maybe even pivot to respond to user and customer needs and changes in the marketplace. 
  

  
    That said, having a flexible business plan remains central to the success of any project.
  

  
    What follows is a look at the essential financial components of a basic business plan.
  

  
    Developing a Pro Forma Budget
  

  
    Assuming we have the other parts of the business plan in place, it is the budget process that can give the business plan the credibility and durability that both operators and investors seek.
  

  
    The pro forma budget for new content or product is usually on a three-year schedule. From start to some level of market acceptance or rejection, three years provides a reasonable look. 
    It is the last step in making the plan real. It is the quantification of the strategies and tactics included in the plan. Inasmuch it must ask, indeed force, the questions that engage the issues facing the enterprise. 
  

  
    The budget employs metrics that must be selected to accurately evaluate performance as well as offer tools that can guide actions that result in meeting desired goals.
  

  
    Media lives at the convergence of the organization’s ability to create compelling and relevant content and its skill at converting it to money. The organization must do this in a digitally created on-demand landscape and in a marketplace whose players are moving at an uneven pace.
  

  
    Still, fundamentals remain and the need to retain existing customers, upsell them where possible, and to constantly recruit new ones persists. The repeat customers are critical.
  

  
    
      
      There are four primary components to a pro forma budget. 
    
  

  
    REVENUE — For our purposes we should think of revenue, not as one big number, but as the sum of a collection of smaller numbers. Revenue is the result of two numbers, for example, number of units, broadcast spots or ads or whatever times the price per unit sold. That then holds true for every income stream the operation offers the market.
  

  
    A newspaper historically has had two primary sources of revenue: advertising and circulation sales or subscribers. In the digital space this converts to clicks and paywalls. 
  

  
    The real challenge facing media outlets and their revenue is monetizing smaller audiences in a way that remains of value to the advertiser.
  

  
    	
      All sources of revenue
      
        	
          These can be from third parties, such as advertisers, or directly from consumers. Go to the chapters on Business Models and Nonprofit Models for ideas on potential sources of revenue.
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Nonprofit Model Development

by Jake Batsell
 Summary
 This chapter will explore revenue strategies that have worked for nonprofit news outlets in the digital age. It begins with an in-depth look at The Texas Tribune, which over the past decade has gained a reputation as a national model for nonprofit news. The chapter also explores best practices in revenue strategies as pursued in recent years by the Tribune and many of its peers in nonprofit news.
 
  Learning Objectives

  
    	Understand how nonprofit news organizations are different and similar to for-profit news enterprises.

    	Through the lens of a case study on The Texas Tribune, familiarize yourself with some common ways nonprofit news venues generate and diversify their revenue streams.

    	Learn which of these strategies have led to success and sustainability for other nonprofit news organizations in the United States and abroad.

  


 Inside this Chapter
 
  	
    Nonprofit Model Development
  

  	From the Field: The Knoxville Experiment, by Coury Turczyn

  	
    Exercise: Being a Media Nonprofit
  


 Jake Batsell is an associate professor at Southern Methodist University’s Division of Journalism in Dallas, where he teaches digital journalism and media entrepreneurship. His book, “Engaged Journalism: Connecting with Digitally Empowered News Audiences” (Columbia University Press, 2015) was one of three national finalists for the Tankard Book Award administered by the Association for Education in Journalism and Mass Communication. Reach him on Twitter at  @jbatsell. 
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Nonprofit Model Development
Jake Batsell


An earlier version of this chapter was published as “Earning Their Keep: Revenue Strategies From The Texas Tribune and Other Nonprofit News Startups,”[1] Knight Foundation, April 2015. The author has updated the current version with new information while editing for content and focus. It is republished here with permission and gratitude to the Knight Foundation.
 The rise of digital media in the new millennium has triggered an irreversible plunge in print advertising revenues. Consequently, the newspaper industry is shedding jobs. By mid-2016, the American newspaper workforce alone had lost about 20,000 jobs
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From the Field: The Knoxville Experiment
Coury Turczyn



  The Knoxville Experiment: A Footnote to Nonprofit Journalism

  Attempting to launch a newspaper in the 21st century must be an awful lot like what entrepreneurs experienced starting up steam-powered-car companies[1] in the 20th—the product may still work, and even offer a few nice advantages, but it’s not what most customers want anymore. So, being at odds with consumer trends (and, ultimately, the course of history), you’re most likely doomed to failure. Why, then, did a small group of editors defy all logic with their 2015 launch of the Knoxville Mercury?

  Well, not unlike those belated pioneers, we had a lot of passion for a crazy idea: Let’s publish a newspaper owned by a 501(c)(3) nonprofit—that way, it would earn revenue with traditional advertising, but could also potentially benefit from tax-deductible donations to its parent organization. With two distinct revenue streams, we might just be able to pull off the anachronistic act of printing a weekly paper in the smartphone era.

  Why even bother, you ask? That requires a little background: When the E.W. Scripps Company planned its merger[2] with Journal Communications in 2014 (creating the Journal Media Group, a publisher of newspapers that would in turn be sold off to Gannett[3] two years later), it decided against including one of its smaller, meagerly profitable properties: Knoxville, Tenn.’s Metro Pulse. Acquired by Scripps in 2007, the previously independent alt weekly had a steady client base of local businesses, particularly in arts, entertainment, and dining (not to mention multiple national awards for its stories and design). But Scripps’ accountants did not deem the publication worth all the trouble of continuing under the new corporate scheme, so after 23 years Metro Pulse, along with its employees, suddenly got the ax.

  Yet the paper’s readers still existed, and they wanted it back. Furthermore, some of them were willing to pay to see a new publication launched—including a few large donors who specifically wanted it in print. So, the funds to start a newspaper were available—but how to sustain it once it was up and running? Everyone knows that print advertising is in a death spiral.[4] Meanwhile, the nonprofit models for journalism consist mostly of news-only websites—but our readers also wanted us to continue the alt-weekly staples of arts and entertainment coverage, plus opinion and comics and puzzles. Neither direction alone would appear likely to generate enough income to keep a weekly newspaper in business. But what if we combined them?

  Thus, three of us former Metro Pulse editors decided to take a crack at devising a hybrid nonprofit model:[5] a taxable, not-for-profit publication owned by a local 501(c)(3) educational nonprofit called the Knoxville History Project.[6] (Not having to report to a disinterested, out-of-state corporate manager would be an added bonus.)

  While unusual, this is not a completely unheard-of arrangement. Smithsonian magazine, for example, is part of Smithsonian Enterprises, which is a nonprofit division of the Smithsonian Institution. The nonprofit Poynter Institute, a journalism school, owns the Tampa Bay Times in Florida. However, those are both longstanding nonprofits that later started or acquired those subsidiaries; we were starting both entities at the same time, a more complicated process. Nevertheless, armed with an experienced tax lawyer and lots of paperwork, we were able to win the approval of the Internal Revenue Service.

  We began our endeavor with a Kickstarter campaign
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Exercise: Being a Media Nonprofit



  Exercises

  EXERCISE: BEING A MEDIA NONPROFIT

  Learn more about the real-life logistics of being a media nonprofit.

  One of the most common questions students have about nonprofit models is how they are different from a for-profit company. In both cases, an organization needs to make more in revenue than it spends. However, there are differences in that:

  
    	The organization’s mission and purpose are more important than profit.

    	Ownership and leadership are different. (Unlike a business, no private person can own a nonprofit–they are led by a board of trustees or board of directors.)

    	Any excess income at a nonprofit is not distributed to shareholders or owners, but rather reinvested in the organization’s operation.

    	When a nonprofit is a 501(c)(3), it may be exempt from certain taxes and it may also offer its donors the opportunity to make tax-deductible donations.

    	A 501(c)(3) can’t attempt to influence legislation or political campaigns.

  

  The Balance does a great job of answering the question “How Is a Nonprofit Different from a For-Profit Business?”[1]

  
    To learn more, read the IRS’ requirements[2] in order for an organization to be tax-exempt as a 501(c)(3).
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Freelancing as Entrepreneurship and Consulting as Business Models

by Elizabeth Mays
 Summary
 You don’t have to create your own media outlet or technology company to be an entrepreneur in the journalism or communications space. You may want to sell your own services on a contractual basis to companies who need them.
 Being a freelancer means you are responsible for marketing your services, finding clients, providing your services to them, billing them, and reporting on your activities to tax and governing bodies.
 This chapter will talk more about the ups and downs of life as a freelance journalist or content producer, and how to navigate them.
 
  Learning Objectives

  
    	Understand what it means to be a solopreneur-style consultant and how this is different from other models of entrepreneurship.

    	Know steps you will typically need to take to set up your own business.

    	Discover how to create value and exchange it for income.

    	Learn how to market, price, and sell your services.

    	Understand the downsides and risks to earning your income as a freelancer and learn ways to mitigate these, including bootstrapping a side hustle as a route to eventual full-time entrepreneurship.

    	Get a sense of the day-to-day freelance lifestyle in firsthand perspectives from freelancers in the media and communications industry.

  


 Inside this Chapter
 
  	
    Freelancing as Entrepreneurship and Consulting as Business Models
  

  	From the Field: How to Get and Keep Gigs as a Freelance Journalist, by Georgann Yara

  	From the Field: How I Ditched the 9 to 5 and Built a Business I Could Live With, by Lori Benjamin


 
  Elizabeth Mays’ clients include the Canadian nonprofit the Rebus Foundation, software company Pressbooks and others. She is also an adjunct professor at the Walter Cronkite School of Journalism and Mass Communication who has taught audience acquisition, business and future of journalism, and editing. Reach her on Twitter at @theeditress. 
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Freelancing as Entrepreneurship and Consulting as Business Models
Elizabeth Mays



  
    “You’re gonna have to serve somebody.” —Bob Dylan
  


 Introduction
 You don’t have to create your own media outlet or technology company to be an entrepreneur in the journalism or communications space. You may want to sell your services on a contractual basis to companies who need them. Freelancing is one valid means of entrepreneurship that is ideal for those who don’t want the commitment and rigidity of a full-time job, but want to work in the industry on their own terms.
 
  From the Field

  My Freelancing Story

  By Elizabeth Mays

  When I graduated from grad school, I started my career as a freelance writer and editor, and for three years I did nothing else. My ability to sustain this line of business didn’t just happen. I had laid the groundwork before graduating. While I was in grad school, in my spare time between work, school and homework, I sent lots of queries out to magazines (it was the 1990s). Occasionally, an editor would respond: “We’re going to use your article, and we’re going to pay you this much.” I was studying to be an actor, and I had a professor who used to say “If you’re working, you’re good.” I was working, I thought, so I must be good at this writing and editing thing.

  After graduation, I moved to New York. I was still straddling acting and publishing, until I was struck with a paralyzing health issue on the eve of an audition for “Rent.” I was temporarily debilitated. Then, just after I’d recovered, I got a phone call from a New York magazine publisher I had pitched a story to while I was in grad school. “We’re going to use your article, and we’ll pay you this much,” she said. “Oh, and can you do this other story for us too?” In that moment, I knew I was a writer, not an actor.

  I eventually found some more writing and editing gigs, most of them much less glamorous (including a stint as a certified professional resume writer). Magazine work wasn’t all that glamorous either–the jobs I got offered were sometimes 1- to 2-day turnarounds with a dozen interviews to coordinate. But for three years, I did nothing but freelance to earn my income as a sole proprietor.

  One of the many misconceptions I had about freelancing was the amount of control I would have have over my time. Yes, I got in my share of hikes in wine country. But ultimately, it was essential for me to be working on the client’s timeline, and the highest paid jobs went to the earliest bird on call, so I made sure to be the earliest bird on call.

  Eventually I burnt out and I took my first “real job” in journalism, then another, moving up the ladder until I once again couldn’t stand working for someone else anymore. I quit my job days after the crash in the late 2000s to do my own thing. I had once done an eloquent eulogy for a family cat that died, so at the time, I thought I would sell pet eulogies. As you can guess, that didn’t pan out. However, that business turned into a successful business that I still own today. Before leaving my job, I had made my preparations and formed the business (an LLC this time) before jumping ship. I easily found my niche in two areas: editing (where there was less competition than in writing) and resume writing (a position that thrives when the economy crashes).

  Freelancing was a flexible career as I went back to school and earned a second master’s degree, which added multimedia and digital media entrepreneurship to my skill set. I was offered a job before I graduated, and ended up in a stable education job for more than six years, during which I quickly realized that I wanted to work for myself again. Although I had a full-time job, I bootstrapped my business as a “side hustle,” working four freelance gigs on the side at any one time. I worked nights, weekends and holidays, squirreling away every dollar I could as a cushion to go back out on my own. Finally, one of those gigs turned into a part-time client, with the same client offering me a second gig at a second business. Together, it was enough to venture back on my own.

  I’ve gone from sole proprietor to small business corporation, but I’m still a consultant. My next focus will be to figure out a “scalable entrepreneurship” piece of my business: that is, a product that does not rely on me performing a service, but that can be sold without my interference in the transaction. Think classes or books. The goal will be to provide a passive stream of revenue alongside all the consulting I do.

  Rules of Freelancing

  I’m often asked how to keep a constant stream of incoming projects as a freelancer. The secret is delivering value. Put yourself in your client’s shoes. What do they need from you? In my experience, these are some rules to live by, whatever your niche:

  
    	Deliver reliably (do what you say you will) on your commitments.

    	Be on time.

    	Be thorough, not sloppy.

    	Communicate.

    	Don’t be a pain in the butt to work with.

    	Anticipate your client’s needs.

  


 Creating Value: What’s Your USP?
 When I was a resume writer, I used to ask people, “What’s your magic power?” By this, I meant the thing they did differently and better than everybody else who performed essentially the same work function. For a business, the term for this is “unique selling proposition.”[1]
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From the Field: How to Get and Keep Gigs as a Freelance Journalist
Georgann Yara



  From the Field

  My Story

  You can take the freelance plunge soon after tossing your cap in the air or envision it as a future turn in a semi-seasoned journalism career. My path was the latter.

  After 12 years in daily and weekly newspapers, I was looking for something new. I loved what I did and freelancing gave me the opportunity to continue doing that with the perks of flexibility with regard to the kind of writing I’d be doing and the topics I’d cover.

  By the time I went freelance, I had been in the Phoenix journalism market for 10 years. Word got out about my career decision quickly and I got offers immediately. That was in 2006, and I’ve been busy ever since. My experience covering just about every beat from movie and restaurant reviews to breaking news and courts came in handy and expanded my potential client pool, which includes newspapers, magazines, online publications, and special print projects, i.e. coffee table books and bios for award luncheon programs. None of this work, however, has been in public relations or marketing.

  First, the good stuff: I love calling the shots, from the hours I work and when I work them to the kind of jobs I take and leave on the table. The commute from my bedroom to the living room couch, patio, or wherever I want my headquarters to be can’t be beat.

  It feels good to skip the full makeup and hair routine every morning, and keep the grown-up clothes in the closet. My dry cleaning bills decreased immensely, as did stress amped up by occasional rush hour road rage. Running errands on a Tuesday mid-morning is definitely more relaxing than battling the crowds on a Saturday afternoon.

  Of course there are a few comforts I miss. A steady and predictable paycheck is one of them. Paid vacations are another. If I’m not working, essentially I’m not getting paid. In a newsroom, I was compensated for downtime spent chatting with co-workers, perusing the Internet, the cake celebrations for co-workers’ birthdays or last day at the office, and pretty much every non-work activity that consumed 15 minutes or less. That compensation no longer exists. I do budget time into my day for non-work tasks — checking my social media channels, dentist appointments, laundry — but I maintain an efficient schedule that allows me to complete all my assignments on deadline each week. Is this perfect? No. But it has worked just fine for me for more than a decade. Here are some tips to make freelancing work for you.

  Getting Gigs

  Look for new magazines or newspapers around town or in your neighborhood. Those stands outside of grocery stores and local magazines in the waiting room at medical offices are filled with potential clients. Also, search writing websites that offer jobs. The neat thing is that you can take work based in any city as long as the company will allow you to work remotely.

  Being new on the freelance scene, I felt the need to generate clips and credibility as a solo writer and get on people’s radars. Taking as many jobs as possible to get your name out there is key. I took pretty much any gig that was offered to me, regardless of the pay, for the first two years or so. Also, pitching ideas does the same. Often, one leads to another. And never underestimate the power of word-of-mouth. When you do good work, word travels. When you do bad work, word travels.

  Be open-minded. You may think you know exactly the kind of stories or projects to which you want to dedicate your career, but leave the door open to discovering something new. It may be a subset of a topic you initially don’t care for that you discover excites you. It could be something you never thought of that requires you to indulge a creative or pensive side. Being willing to do anything is an asset to any writer, especially at the start of a freelance career. Stretching your limits also keeps you learning, while keeping burnout at bay.

  Network with other freelancers in the industry — writers or PR people. Your peers are a great resource for jobs, support, and skills. They also know what you’re going through and, if need be, can commiserate with you about wacky editors or demanding clients. I can’t tell you how often a fellow freelancer has provided insight and talked me off the ledge.

  These connections also can create a positive job domino effect. An example: a fellow freelancer did occasional work for US Magazine. One day, an editor there needed a Phoenix-based writer for an assignment but she was unavailable. My colleague gave her my contact info and the next day I was scouring the Valley on a hunt for Tiger Woods. My searching came up empty, but I got paid well for my work and it led to more assignments chasing down leads and rumors involving celebs, which was a fun — although frustrating at times — new experience. When that editor left the magazine and took over at an online publication, she needed writers. She reached out to me and I was able to do more projects that paid equally well.

  Keeping Gigs

  There are two really important things you can do to please your editors.

  Deadlines — always, always meet them. I cannot stress this enough. About halfway through my freelance career, I was surprised to hear from editors that a significant number of freelancers did not meet their deadlines. I thought this would be the easiest requirement to meet since it is really the only factor completely within your control from the start. I believe that my ability to meet deadline — I only blew it once and it was by 30 minutes — has been a huge factor in keeping jobs and getting new ones. An editor can always clean up copy or ask you to tweak the project, but their hands are tied if they don’t have anything to work with.

  Deliver clean copy. If deadlines are the most important, this is second. Learn what style your publication wants — AP style or one developed just for the company, for example — and follow it to the T. If it’s their own style, take a good look at their published articles so you have an idea of what it entails. And this may sound like a given, but you’d be surprised at how many people overlook spelling (beware of auto-correct), punctuation, and basic grammar before hitting “send.”

  The Business Side

  OK, here’s the practical reality check.

  If your spouse has employer-provided benefits, then you can skip this paragraph. If not, employer-provided health insurance is one thing that freelancers miss. Quality healthcare is tough to get on your own without a steep price tag. If you’re healthy or have a hefty savings account that you can access if needed, you may be OK. If not, you may need to consider taking a job that offers benefits until your freelance business is up and running on all cylinders.

  Figuring out a monthly budget seems like a no-brainer, but having one that’s specific that you will stick to is crucial when you’re not guaranteed a paycheck. It also gives you an idea of what you’ll need to make each month and therefore a rate to offer potential clients. About half of my clients come to me with a rate, but the other half ask for one. Coming up with a standard rate that made me happy without scaring off potential clients was one of the most difficult aspects of settling into being my own boss.

  You may not be receiving a set amount every two weeks, but it’s possible to generate a base income. Try to get regular assignments that provide steady income that you can count on. If you know that you’ll be getting at least $800 a week for two or three assignments then it’ll be easier to craft a monthly budget and determine what other jobs you can and should ta