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Transforming Business Models 
“A” and “B”

Chris Lee
President

Deseret Digital Media

• Introduction of “Transformation A and B”
T f i  t t & l

Agenda

• Transforming content & examples
• Transforming revenue & examples
• Q&A

The Trusted Digital Voice

Transformation A&B: Rebuild Your Core While You Reinvent Your Business Model
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Disruptive Innovation and Disruptive Innovation and 
Transformation A and B

Page 4 Trusted voices of light and knowledge reaching 
hundreds of millions of people worldwide 

Our Mission

The Trusted Digital Voice

Transformation A&B: Rebuild Your Core While You Reinvent Your Business Model
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Disruption in Print Media
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The Trusted Digital Voice
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Disruptive Innovation

Source: The Innovator’s Dilemma

The Power of Autonomy

Benchmarking Local Media 
Online Market Share

Characteristics of High 
Market Share Sites

Separate Physical 
Location
Separate P&L
Separate Direct Sales
Separate Content, 

The Trusted Digital Voice

p
Product, and 
Technology Teams
Separate Management 
Structure

Souce:  Borrell and Associates

Transformation A&B: Rebuild Your Core While You Reinvent Your Business Model
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Net New
Growth

Displacement

"Overall, the newspaper industry's involvement with the Internet has been one 
where it had a lot to lose and it's been trying not to lose it, as opposed to starting 
from scratch and having a lot to win."

--President of Online Newspaper Division

Finding New Market Growth

Established
Business

Disruptive
Business

Growth

Starts Outside 
Established 
Business

A Rough Picture of the Lifecycle of 
Disruption

15000 First 
Sustained 
Revenue Lead

Minicomputers Disrupt Mainframes
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The Trusted Digital Voice
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Source: ITI, Industry Statistics Programs; U.S. Microcomputer 
Statistics Committee Forecast, Data Analysis Group

Phase I Phase II Phase III

Transformation A&B: Rebuild Your Core While You Reinvent Your Business Model
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Newspapers: Familiar Pattern of 
Disruption

The Trusted Digital Voice

AutoTrader Structure

Always 
Operated 

Independently 
from 

The Trusted Digital Voice

Transformation A&B: Rebuild Your Core While You Reinvent Your Business Model
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Dual Transformation

Legacy Separate 
Disruptive

Transformation A Transformation B

Organization Disruptive 
Organization

•Dramatically 
Lower Costs in 
the Core

•Create a Separate 
P&L 

•Separate 
“Capabilities 
Exchange”

The Trusted Digital Voice

•Reposition 
Core around a 
Post-disruption 
“Job-to-be-done”

p
Management 
Structure

•Hire Disruptive DNA

Exchange  
between Legacy 

Core and 
Disruptive New

1. Targeted for Specific Benefit with Measurable 
Outcome

Ground Rules for Exchange Teams

2. Limited in Duration
3. Limited in Number Involved—Typically senior
4. Output will not harm either Transformation A or B
5. Senior Leadership protects Disruptive Initiatives

The Trusted Digital Voice

Buyer Beware :  Failure to keep the Exchange Modular 
will result in killing the Disruptive Transformation

Transformation A&B: Rebuild Your Core While You Reinvent Your Business Model
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Where exchange teams didn’t work

Legacy 
Organization

Separate 
Disruptive 

Organization

Legacy 
selling 
digital

•Deep customer 
relationships with 
traditional display 
buyers

•Knowledge of local 
market and budgets

•New metrics for 
advertisers

•New kinds of display 
inventory

•Non-display 

gdigital

•Legacy sellers keep 
customer accounts

•Revenue growth, but 
below digital market 
growth rate

T l l

The Trusted Digital Voice

market and budgets

•Experience with 
legacy terminology

p y
“marketplace” or 
transaction revenue

•Mobile

Legacy Sales Mgmt Digital GMs 

•Two years later, nearly 
half of top legacy 
accounts still have zero 
digital spend with us

Deseret Digital Media

8M monthly Unique Users

The Trusted Digital Voice

30M social followers
300M+ monthly Page Views
Billion monthly Ad Impressions
40%+ Revenue CAGR 2009-2013

Transformation A&B: Rebuild Your Core While You Reinvent Your Business Model
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Capabilities Exchange: Digital Rubric

Legacy 
Organization

Separate 
Disruptive 

Organization

Digital     
Rubrics

•Editorial Voice

•Customer Research

•Cultivate a Beat

•Interview Skills

•Content Optimization

•UGC

•Remote Contributors

•Link-off Curation

•Editorial Voice

•Customer Research

•Rotator Frequency 
Ratios, Change Rules

g

The Trusted Digital Voice

•Deep Analysis and

Rigor

•Cross-Check 
Sources

•Lists Generation

•SEO, Social Optimization

•Core Navigation 
Decisions

•Editorial Constructs for 
UGC, Lists, Curation

Editor, Publisher  Digital GM, Online Editor, Social (CEO)

Transforming Content & Results 

Transformation A&B: Rebuild Your Core While You Reinvent Your Business Model
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Transformation A
• Step-change reduction in Content Costs

Content Ideas for Both Transformations

p g
• Differentiated Content:  Invest where you can be 

“the best in the world”

Transformation B
• Digital Only  not Digital First

The Trusted Digital Voice

Digital Only, not Digital First
• Hire Digital DNA 

1. Step-change Cost Reductions:
The Huffington Post vs. NYT

Unique Users Head Count
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The Trusted Digital Voice

0
New York Times Huffington Post

New York 
Times

Huffington 
Post

Transformation A&B: Rebuild Your Core While You Reinvent Your Business Model
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“The web favors things that are narrowly 

comprehensive. That is everything about something. 

2. Differentiation:  Where can you be the 
'Best in the World'

p y g g

Newspapers, by contrast, are variety shows; 

something about everything.”

– Lisa Williams, founder, PlaceBlogger

The Trusted Digital Voice

• Strengthening the Family

• Faith in the Community

2. Differentiation: 
Deseret News Six Areas of Emphasis

• Faith in the Community

• Care for the Poor

• Values in the Media

• Excellence in Education

The Trusted Digital Voice

• Financial Responsibility  

Transformation A&B: Rebuild Your Core While You Reinvent Your Business Model
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Transformation A
• Step-change reduction in Content Costs

Content Ideas for Both Transformations

p g
• Differentiated Content:  Invest where you can be 

“the best in the world”

Transformation B
• Digital Only  not Digital First

The Trusted Digital Voice

Digital Only, not Digital First
• Hire Digital DNA 

1. Digital Only (Not Digital First)

120

Audience 
Penetration*

40
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100

The Trusted Digital Voice

Source: Harvard Business School Newspaper Study
*Unique Page Impressions/Circulation
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Percentage of Content 
NOT in Newspaper

Transformation A&B: Rebuild Your Core While You Reinvent Your Business Model
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1. Digital Only, Not Digital First
Betsy Morgan: New model for sourcing content 

The Trusted Digital Voice

1. Digital Only, Not Digital First

The Trusted Digital Voice

Transformation A&B: Rebuild Your Core While You Reinvent Your Business Model
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1. Digital Only, Not Digital First

The Trusted Digital Voice

1. Digital Only, Not Digital First

The Trusted Digital Voice

Transformation A&B: Rebuild Your Core While You Reinvent Your Business Model
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2. Hire Digital DNA:  DDM Team did not 
Come to Work for a Newspaper

The Trusted Digital Voice

Result? Growing Digital Reach and Impact

The Trusted Digital Voice

Transformation A&B: Rebuild Your Core While You Reinvent Your Business Model
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UGC example

The Trusted Digital Voice

UGC example

The Trusted Digital Voice

Transformation A&B: Rebuild Your Core While You Reinvent Your Business Model
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Newsroom example

The Trusted Digital Voice

O U R V O I C E

Newsroom example

Deseret News Service helps
y o u c o n n e c t w i t h y o u r
audience by offering news for

d i n n e r t a b l e
discussions. That is, news
on topics your audience deeply

O U O C

The Trusted Digital Voice

cares about. News that impacts
your aud ience and the i r
f a m i l i e s .

Transformation A&B: Rebuild Your Core While You Reinvent Your Business Model
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Newsroom example

The Trusted Digital Voice

Contributor example

The Trusted Digital Voice

Transformation A&B: Rebuild Your Core While You Reinvent Your Business Model
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Remote Contributors
3200+ contributors, 50 states, 20 countries, 70 million+ page views

Contributor example

The Trusted Digital Voice30000+ articles, 10000+ photos, 1000+ videos, 1000+ live events

Partners
Contributor example

The Trusted Digital Voice

Transformation A&B: Rebuild Your Core While You Reinvent Your Business Model
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Legacy Publications
Content Models We are Watching 

Digital Only Publications

The Trusted Digital Voice

1 2 3

Key Takeaways

1 2 3

Dual 
Transformation
• There are 2 

Transformations, 
not one

M d l  R l  

Transformation A 
Content

• Step-change 
cost reductions

• Invest where you 
 b  th  “b t 

Transformation B 
Content

•Digital Only, Not 
Digital First

•Build Digital DNA

The Trusted Digital Voice

•Modular Rules 
around Exchange 

Teams                      
(Buyer Beware)

can be the “best 
in the world”

Transformation A&B: Rebuild Your Core While You Reinvent Your Business Model
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The Anatomy of a Transformation:
i iBusiness Model Ideas that are Changing 

the Industry

1. Digital Revenue Should be >1/3 of your Business in 

2012 and it should be >1/2 of your Business by 2015

Five Business Model Ideas that are 
Changing the Industry

y y

2. A Digital Buyer Needs a Digital Seller

3. New Channels are the Difference between 

Transformation A and Transformation B

The Trusted Digital Voice

4. Digital Marketplaces (Not Digital Publishing) will win

5. Dual Transformation Requires New Organization

Transformation A&B: Rebuild Your Core While You Reinvent Your Business Model
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1. If you’re not growing over 30% YoY, You 
are losing market share

Total DDM Revenue
R

e
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n
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e
 

2009 Revenue

2010 Revenue

2011 Revenue

2012 Budget

The Trusted Digital Voice

Snapshot of Industry Participants:
Growth, but Low Percentage of Sales

The Trusted Digital Voice

Transformation A&B: Rebuild Your Core While You Reinvent Your Business Model
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2. A Digital Buyer Gets a Digital Seller

 39 New Franchises
 3 Used Car Stores
 5 Collision Repair Centers
 45 Locations Throughout Utah
 9 Locations outside of Utah, 

The Trusted Digital Voice

spreading to 4 other states

2. A Digital Buyer Gets a Digital Seller

The Trusted Digital Voice

Transformation A&B: Rebuild Your Core While You Reinvent Your Business Model
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3. New Channels are Driving Digital Growth

Legacy Media Sales Channel Revenue 
Has More Than Doubled Since 2009

Meanwhile, Dependence On Legacy 
Channels Has Been Cut By Half

100%

30%

40%

50%

60%

70%

80%

90%

$ UP
% DOWN

Total $*

90%

55%

45%

The Trusted Digital Voice

2009 2010 2011
0%

10%

20%

2009 2010 2011
*Actual Revenue Numbers Not Disclosed

3. Is your digital strategy locked in 
Transformation A or part of Transformation B?

The Trusted Digital Voice

Transformation A&B: Rebuild Your Core While You Reinvent Your Business Model
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4. Digital Services: Marketplace 
Companies, not Publishers are Winning

The Trusted Digital Voice

• Campaign management
• SEO services

Digital sales example

SEO services
• Google AdWords management
• Retargeting

The Trusted Digital Voice

Transformation A&B: Rebuild Your Core While You Reinvent Your Business Model
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Digital sales example

The Trusted Digital Voice

Legacy Publications

Business Models We are Watching 
Digital Only Companies

The Trusted Digital Voice

Transformation A&B: Rebuild Your Core While You Reinvent Your Business Model
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Net New
Growth

Displacement

5. Organize for Dual Transformation, Not 
Evolutionary Dead-ends

Established
Business

Disruptive
Business

Growth

Starts Outside 
Established 
Business

Transformation A&B: Rebuild Your Core While You Reinvent Your Business Model




