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Medienindustrie neu interpretiert

Viele Branchen beschéftigen sich aktuell erst-
mals ernsthaft mit der digitalen Transformation
—und sind nicht selten iiberrascht. Fiir die Me-
dienbranche ist das Thema der digitalen Trans-
formation keinesfalls neu. Schon vor zwanzig
Jahren waren erste Vorboten zu erkennen, vor
flinfzehn Jahren war Napster in aller Munde
und vor zehn Jahren begann eine breit ange-
legte Diskussion iiber die Implementierung
von Cross-Media-Konzepten. Keinesfalls sind
die mit diesen Stichworten verbundenen The-
men schon geklart. Gleichwohl kommen immer
neue Themen im Rahmen der digitalen Trans-
formation dazu. Insbesondere diesen neuen
Themen hat sich ein vom Miinchner Kreis und
dem Internet Business Cluster gemeinsam
veranstalteter Kongress am 12. Mai gewidmet.

Nachfolgend finden Sie die Zusammenfas-
sung zweier Keynotes dieser Tagung. Sarah
Cohen und Christian Wegner beschreiben die
sehr unterschiedlichen, aber in beiden Féllen
sehr erfolgreichen Wege der New York Times
bzw. der ProSiebenSat.1-Gruppe in die digitale
Welt. Beide adressieren auch zwei neue The-
men. Sarah Cohen beschreibt zusétzlich die
Bedeutung und die Ausgestaltung eines stark
durch IT-Systeme unterstiitzten Journalismus.
Christian Wegner geht zusétzlich auf den Auf-
bau eines E-Commerce-Geschafts im Kontext
eines Medienunternehmens ein. Weiterfiih-
rende Informationen zur Veranstaltung vom 12.
Mai finden Sie unter http://www.muenchner-
kreis.de.

Computation and Innovation in Journalism:
A View from The New York Times

By way of introduction, I'm an American journalist, not a me-
dia executive or a digital expert. I've worked as a reporter co-
vering health care and labor in Florida; I've trained reporters
around the world on data journalism techniques; I've worked
on data journalism projects at two news organizations: the
Washington Post, and now the New York Times. And | served
for several years as a professor of so-called ,,computational
journalism”, inventing and adapting techniques used in aca-
demic disciplines to the practice of investigative reporting. |
now lead one of four data journalism teams at the New York
Times, a news organization that is changing rapidly to adapt
to the new world of media.

The Times for years has been a leader in showing new ways
of storytelling in all kinds of forms. For some, our ,Snowfall”
series has become a verb — others want to ,snowfall” their
stories into multimedia experiences, filled with animations,
3D recreations and compelling narrative. Snowfall, the story
of an avalanche and the people caught in it, was among the
first to have as rich a mobile experience as that on a full size
screen.

In another example, back in 2010, Amanda Cox, one of our
most talented graphic statisticians — yes, we have professio-
nal statisticians on staff as graphic artists — came up with a
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brilliant way to present the results of a ski event— by showing
the difference between the first and 10th place finishers in
sound rather than sight. We've also had games (including a
machine-learning example of rock-paper-scissors) and even
graphic novels as ways of presenting our journalism.

Many of you have heard of the ,,innovation report”, a months-
long effort by a group of newsroom leaders headed by the
son of our publisher, who is an accomplished reporter and
editor in his own right.

Our editors had been working to change the culture at The
Times for quite some time. Our executive editor at the time,
Jill Abramson, had ,,embedded” in the digital departments
before ascending to her job. Aron Pilhofer created a news
application team and with it our first efforts at social media.

That report, though, was meant as a wakeup call to the
newsroom leadership. It did not address the journalistic con-
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tent of the paper. Instead, it had to force us to understand
that we had a particular conceit that couldn’t be sustained:
we expected readers to come to us, not meet them where
they were. We expected people to buy our newspaper or visit
our website in order to consume our journalism.

We needed to find a way to go to them. We had to find a way
to make the journalism we publish as tempting on our own
platforms as on the Huffington Post or Buzzfeed or Vice.

The result is a profound difference in just a year in the way
we produce and distribute our journalism.

Gone is the twice-daily ,Page One” conference of top edi-
tors to choose which stories will appear on the front page of
the New York Times print editions. In their place are twice-
daily meetings to plan our digital distribution and priorities,
with the Page One decisions being made separately in a
smaller group. We now have top editors with responsibili-
ties for audience engagement on the latest platforms. This
team launched our Instagram pages, is engaged in Reddit,
and has now hosted Snapchat stories. We will soon have
newsroom access to analytics about our journalism to help
reporters understand what does, and what doesn't, attract
our audiences.

The Times has no plans to let clicks drive our journalism. Top
newsroom leaders all have a solid stake in making sure that
our journalism remains the top priority. Even our business
leaders are as protective of our journalism as our reporters
and editors — they know that we need to produce top-notch
journalism —arguably the bestin the world —to keep our mar-
ket value. We will never top Vice on attracting clicks.

But for too long, we ignored little changes, from simple
search engine optimization of headlines and keywords to the
use of new distribution channels that could engage our au-
dience even more.

One of our finest graphics editors was recently promoted to
lead the effort that will assure our presentation on mobile is
as good as on the higger screens.

Some of you may think what my students sometimes say when
they hear about these changes: well, duh, of course we need
to reach our readers in these new platforms. But we have to fi-
gure out how to do this in our own way, not copy the Guardian,
or Der Spiegel, or Vice or Yahoo! or the Daily Beast.

One early success that came in the wake of the innovation
report seems quite simple, but was emblematic:

As the Winter Olympics began in Sochi in 2014, the data scien-
tistin a newly created job of newsroom analytics noticed that
The Times' site was failing to appear in top search results on
Google. The answer was simple: we had created a website
address that hid our page from Google. A simple change to
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that URL raised our results to the top few on Google and other
search engines. He also noticed that, while algorithms do well
to suggest related stories on traditional stories, our interactive
graphics had no links to related stories. Changing those two
things meant that more people were finding our journalism.

At other times ,being found” means trying new storytelling
methods that we'd never thought possible in the past. One
example is a recent documentary series called ,,Our man in
Tehran,” a journal of our reporter in Iran. It ran as a series of
videos, but is also a Spotify playlist.

| did some work on a story that ran last week that shows all
of the ways we are now interacting with our audience. The
story, called ,The Price of Nails”, is about exploitation of
mainly Asian immigrants in some New York City nail salons.
Sarah Maslin Nir spent a year interviewing subjects to get to
this story — there was very little done here that involved new
techniques.

We had to find a way to make the journa-
lism we publish as tempting on our own
platforms as on the Huffington Post or
Buzzfeed or Vice.

When we publish a big story now, there are more moving pie-
cesinthe process than ever. You may notice that in this story,
there are versions in Korean, Chinese and Spanish —the lan-
guages most commonly spoken by nail specialists. Transla-
ting an investigative piece is difficult — the nuance required
to get the right tone and the exact wording takes expert jour-
nalists fluent in both languages. It took about a week just to
translate the final copy.

Distribution sometimes begins before ,publication.” First
there was an email alert sent to our subscribers, something
that happens with most major exclusive reports. Reporters
and editors review Twitter cards to make sure that the main
points are accurately and engagingly displayed. Our au-
dience development team helps us write tweets and messa-
ges that will pull out the most interesting 140 characters wi-
thout misleading our followers, and helps us find the images
to attach to them.

On Instagram, our photographers can highlight some of the
images that didn’t make it into the main page, and help us in-
teract with readers there on the story. Yesterday, Sarah held
a Facebook chat with readers to help them understand the
problem.

All of these things may have happened before the Innovation
report, but they were not as well organized nor institutiona-
lized.
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Behind the curtain, we're also making changes in the way
that we report and research our stories. | have always been
involved in what is called ,computer-assisted reporting”, the
old term for a branch of what has become known as ,data
journalism” in recent years.

I'll warn you — much of the information that I'm about to show
would be impossible to obtain in Germany. Your privacy laws
are so much stricter than almost any other country’s, that
much in-depth journalism — including journalism that would
hold government accountable — is simply impossible.

Our job is to make sense of the mess of information that is
available, and put it into some kind of perspective. Qur sour-
ces have become so varied, that we no longer can assume
it will come through documents obtained through govern-
ment, or even ,open” datasets — which, in the States, are
largely useless for meaningful reporting. They appear to be
more useful for propaganda or to support businesses hoping
to make money on ,big data”. The anonymous, self-serving
statistics can be used as background to other, more serious,
stories. But we still must fight for inside information.

I’'m going to give you, though, a few examples of using the ne-
wer techniques to find and assess stories around the count-
ry, not just from the New York Times.

A story | did a couple of years ago on ,officer-involved dome-
stic violence” was virtually impossible to prove using traditio-
nal sources. Women don’t complain, and when they do, they
are putting their husbhands’ livelihood at risk, while the officer
who comes to the scene is likely a colleague. So no amount of
data work would tell us how common the problem is.

Some of the material used in this set of stories were the hard
drives obtained from the author of ,behind the blue wall”
website; procedures collected from dozens of departments;
disciplinary records from a handful of cities; emergency call
recordings and recordings of police interrogations.

Some methods we're beginning to use were invented in aca-
demia and are used in other industries, but are new to news
reporting: categorization of stories collected by our activist
using a standard form of machine learning. Voice and video
recognition is getting better (more on that later); we even
conducted an old-fashioned survey of departments. All of
these methods helped tell a story bigger than one case or
any series of interviews can.

Sometimes we have to invent new ways to collect data. After
a massacre at a school in Connecticut, we were interested
in how people can amass collections of guns without being
caught by the authorities. We decided to use the site called
LArmslist”. The problem was, only current ads could be
linked to a seller, who was usually anonymous. Griff Palmer
of my staff collected copies of the site every night, and was
eventually able to use natural language processing tech-

niques to identify hidden addresses and phone numbers in
the ads, helping us find people who were trying to sell and
buy guns, possibly illegally.

In another story, our staff was interested in Chinese art forge-
ries, particularly of the famous artist named Qi Baishi. We used
algorithms that compare images of different sizes and shapes
to identify hundreds of copies of the same paintings sold on
auction sites simultaneously —a good sign of forgeries.

More news organizations are also using social media — the
digital fingerprints we all leave behind (except in Germany!).
A Reuters story in 2013 investigated the practice of abando-
ning babies adopted from overseas after the children turn
out to be troubled or imperfect in some way. Part of the way
the reporters found their subjects was by collecting the pu-
blic postings of a few listservs. They never lied, and never
hacked into anything that wasn’t public. But they were able
to contact people who agreed to talk with them.

In another story, two staffers at The Times helped identify where
Marco Rubio was on certain days using his penchant for posting
frequently on Instagram and Facebook. (Another congressman
recently resigned after reporters from the associated press
questioned his expensive tastes, as shown in his Instagram
feed). Rubio, who is a presidential candidate, was riding on a
billionaire’s jet to some of his events, and repaid him at com-
mercial rates — something that is allowed but often questioned.

Last, | want to talk a little about what we're beginning to call
~Streaming news”, something that the Los Angeles Times
has become quite adept at. There, they were able to send
alerts to readers’ phones at the beginning of an earthquake
because they constantly monitor government sites that mea-
sure the activity. Ben Welsh, has invented algorithms for the
Los Angeles Times, for what he calls ,reporter-assisted re-
porting”, in which he sends alerts to reporters when famous
people are arrested, and sends alerts to the crime reporters
when government data suggest a changing pattern of crime.

These are the kinds of things that we will become better at
in the future — using data, often streaming data, to suggest
stories for people to investigate, or to take away the drudge-
ry of reporting on sports scores. We're almost there in some
industries (business and sports in particular).

So digitization and computation takes a lot of forms at the
New York Times and across the country in the U.S. It's mo-
ving in that direction around the world, with some remarkable
work being done in the UK, in Spain and Scandinavia - places
with fairly modern open records laws.

For me, | am quite excited about some of the new techniques
being mastered in the academy for digital humanities, law,
medicine and other disciplines that we can apply to our re-
search methods. I'm also excited that we can now decide the
right medium for the right people for our stories.
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Digitalisierung im Mediengeschift:
Mit geloster Handbremse

Keine andere technologische Entwicklung hat unsere Welt
und unser Leben bislang so stark getrieben und verandert
wie die Digitalisierung. Die Entwicklung verlief bislang in vier
Wellen: Dem Informations-Internet folgte die Entstehung des
E-Commerce. Fiir den néchsten Schub sorgte das Mobile In-
ternet und aktuell erleben wir die Digitalisierung der Indus-
trien. Dem Transformationsdruck ist die gesamte Wirtschaft
ausgesetzt, so gut wie alle Branchen und ganz besonders
auch das Fernsehgeschéft. Und dies gilt im globalen Ge-
schéft ebenso wie in den einzelnen Landern.

Allerdings zahlt Europa nicht gerade zu den Vorreitern der
Digitalisierung. Hier haben die US-amerikanischen ,Big
Four” Apple, Google, Amazon und Facebook bereits in den
Anfangsjahren erfolgreich die Expansionsweichen gestellt
und galoppieren heute in Sachen Innovationsfreude und Ka-
pitalkraft dem restlichen Feld davon. Das Ergebnis: Die Wert-
steigerung der vier Internetfirmen hat in den vergangenen
fiinf Jahren stetig zugenommen und ist mittlerweile doppelt
so hoch wie die aller DAX-30-Unternehmen zusammen im
gleichen Zeitraum (siehe Abbildung 1). Aber wir hinken nicht
nur Google & Co. hinterher. Auch der Blick auf die weltweit
grofRten Internetfirmen ergibt eine erniichternde Bilanz: Kein
europdischer Player findet sich unter den 20 gréBten Unter-
nehmen.

Mit dieser Entwicklung miissen und wollen wir uns nicht
zufrieden geben. Um die digitale Aufholjagd erfolgreich ein-
zuleiten, miissen wir vor allem unsere Kompetenzen in den
Bereichen Technologie und Daten forciert ausbhauen, in der
Konkurrenz mit globalen Playern unsere lokalen Starken ge-
zielt ausspielen, intelligente Partnerschaften eingehen und
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— als wichtigsten Faktor — offen mit Fehlern umgehen. Uber-
triebene Vorsicht und Risikoscheu zdhlen gerade in diesem
extrem dynamischen Bereich zu den gréf3ten Innovations-
hemmern. Digitale Transformation mit angezogener Hand-
bremse? Das kdnnen wir uns hier in Europa langst nicht mehr
erlauben. Zu den wenigen Branchen, die dabei aufs Tempo
driicken, zahlen vor allem die Medienunternehmen.

Treiber des Digitalisierungsgeschéftes

Welche Faktoren beeinflussen die digitale Entwicklung der
Medienunternehmen im Moment am stérksten? Die Bildung
von weltumspannenden Okosystemen durch die Big Four
sorgt fiir einen extrem hohen Wetthewerbsdruck im hochex-
pansiven Markt der Online-Videos.

ProSiebenSat.1 hat sich bereits sehr friih dieser Herausfor-
derung gestellt und entlang der gesamten Wertschdpfungs-
kette im Videogeschéft ein durchsetzungsstarkes deutsches
Okosystem etabliert (siehe Abbildung 2). Mit der Plattform
maxdome gehdrt ein fiilhrendes Video-on-Demand Angebot
zur Gruppe.

Zu den wichtigsten Transformationsthemen des Fernseh-
und Werbemarktes zahlen die Interaktivitdt und die damit

Abb. 1: Wertsteigerung im Vergleich: ,,Big Four” und DAX-30-Unternehmen

Quelle: Bloomberg; market cap as of 06.05.2015 vs 31.12.2009
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Abb. 2: Wertschdopfungskette fiir Video - das digitale Ecosystem von ProSiebenSat.1

einhergehende datengetriebene Zielgruppenansprache (Tar-
geting). Mit dem Technologiestandard HbbTV vereinen wir
bereits TV- und Onlinefunktionalitdten in einem Gerat. HbbTV
bringt das Beste aus zwei Welten zusammen: Die emotionale
Kraft des Fernsehers und die digitalen Interaktionsmdglich-
keiten. Mit unserem neuen Targeting-Ansatz iibertragen wir
eine weitere Online-Stérke, die der Zielgruppenansprache,
auf den Fernseher. SevenOne Media, die Vermarktungstoch-
ter der ProSiebenSat.1 Gruppe, investiert intensiv in die Wer-
bewirkungsforschung, um die Kampagnenansprache der
Kunden noch effektiver und wirkungsvoller zu gestalten.

HbbTV bringt das Beste aus zwei Wel-
ten zusammen: Die emotionale Kraft des
Fernsehers und die digitalen Interakti-
onsmaglichkeiten.

Ebenso wegweisend: Geo-Targeting {iber den RedButton:
Gerade erst hat SevenOne Media fiir den Pilot-Kunden Opel
eine neue Briicke vom linearen Fernsehen ins Internet ge-
schlagen. Der Werbetreibende setzte auf die RedButton-
Technologie, um bereits im Werbeblock zusétzliche regio-
nale Informationen auszusenden. Das hei3t: Die Zuschauer
erhalten bereits im TV-Werbeblock Informationen zum Opel-
Héndler in ihrer N&he. Das Besondere: Hierbei wurde erst-
mals die komplette RedButton-Einblendung {iber den TV-
Spot und nicht nur iiber die Microsite regionalisiert. Das
Targeting griff deshalb im Falle von ProSieben auf die volle
Connected TV-Reichweite von mehr als 10 Millionen Geréten
im Monat. Damit iberschreitet die Reichweite endgiiltig die

© ProSiebenSat.1 Media AG

kritische Masse, ab der Geo-Targeting auch fiir unsere TV-
Kunden relevant wird.

Ein weiterer wesentlicher Treiber ist Mobile: So werden di-
gitale Inhalte — ob bewegt als Video oder als Lesecontent
— zunehmend zeit- und ortsunabh&ngig abgerufen und kon-
sumiert. Auch ProSiebenSat.1 hat sich auf dieses Segment
fokussiert und im Juni 2014 mit 7TV eine Plattform fiir das
neue Fernsehen iiber mobile Endgerate entwickelt, die alle
TV-Inhalte auch als Live-Stream zur Verfligung stellt. Seit
dem Start konnte die App bereits liber drei Millionen Down-
loads verzeichnen.

ProSiebenSat.1: Fiihrend im digitalen
Beteiligungsgeschaft

Hinter all diesen Erfolgen steht eine konsequente Digitali-
sierungsstrategie der ProSiebenSat.1 Gruppe. Das solide
Fundament bildet die Marktstérke des klassischen, linearen
Fernsehgeschéftes. Darauf aufsetzend wurde und wird ge-
zielt analysiert, wie das Kerngeschift in digitale Segmente
expandiert werden kann: vom Aufbau der digitalen Werbe-
vermarktung inklusive eines konsequenten Mandantenge-
schiftes, liber Beteiligungen an digitalen Start-ups bis hin
zur Etablierung des eigenen Multi-Channel-Netzwerks Stu-
dio71, das innerhalb eines Jahres an die Spitze der beliebtes-
ten Online-Video-Netzwerke in Deutschland geschossen ist.

Damit hat sich das ehedem klassische TV-Unternehmen in-
nerhalb weniger Jahre zu einem digitalen Powerhouse wei-
terentwickelt, das den ,Big Four” nicht nur im heimischen
Markt Paroli bietet. So streckt das deutsche Medienunter-
nehmen nun selbst die Fiihler aus und schiirft in San Fran-
cisco, New York, London, Tel Aviv, Shanghai und Seoul nach
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Abb. 3: Das digitale Beteiligungs-Portfolio von ProSiebenSat.1

Note: Investments based on straight equity or equity-like components by entire D&A segment, incl. Accelerator; “other investments” by Digital Entertainment and Adjacent not shown.
' On a non-diluted basis (warrants and convertibles included in <10%). 2 Majority acquisitions in Flaconi and Amorelie signed in Q1 2015 with envisaged closing in Q2 2015.

erfolgversprechenden Geschaftsideen, um ihnen den Weg
nach Deutschland oder Europa zu weisen — statt es zunachst
einmal in China oder Siidkorea zu probieren. Im Gegenzug
werden deutsche Start-ups beim Sprung iiber die Grenze
beispielsweise nach Frankreich oder GroRbritannien unter-
stiitzt.

Als eines der ersten deutschen Medienunternehmen hat Pro-
SiebenSat.1 ein eigenes Accelerator-Programm aufgelegt,
um nun bereits im dritten Jahr junge Griinder mit Know-how
und Startkapital zu fordern. Im Rahmen des Projektes ,Media
for Equity” profitieren junge Firmen von der Marketingpower
der hauseigenen Kanale. So stellt das Unternehmen gegen
Beteiligungen ungenutzte Werbekapazitaten im Wert von
rund einer Milliarde jahrlich zur Verfiigung, um jungen Di-
gital-Firmen wie beispielsweise MyDays, Gymondo, weg.de
oder Flaconi (siehe Abbildung 3) mit wirkungsvoller TV- und
Online-Werbung zum Durchbruch zu verhelfen — oder um
ausléandischen Unternehmen den Eintritt in den deutschen
Markt zu ermdglichen. Damit ist ProSiebenSat.1 unter deut-
schen Medienunternehmen nicht nur der grofRte Investor im
Digitalgeschéft, sondern auch ein ,Beschleuniger” des digi-
talen Transformationsprozesses unserer Wirtschaft.
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.Eswird gezielt analysiert, wie das Kern-
geschéft in digitale Segmente expan-
diert werden kann: vom Aufbau der digi-
talen Werbevermarktung inklusive eines
konsequenten Mandantengeschiftes,
liber Beteiligungen an digitalen Start-
ups bis hin zur Etablierung des eigenen
Multi-Channel-Netzwerks Studio71.”
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