
www.tasakadigital.com

Get ready for

2024 NYPA/NENPA 
Publishers’ Conference

Christian S Scherbel
cs@smartico.one

Guy T Tasaka
guy@tasakadigital.com



www.tasakadigital.com

Background Guy
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Media Technology

Newsstand/LibreDigital
Calkins Digital (CTV)
WideOrbit (Local TV)

Responsibilities

Research/Analytics
Strategic Planning
Subscriber Acquisition
Marketing
Business Development
Product Management
Tech Evangelist

Media

Macworld Magazine
Ziff-Davis Publishing
The New York Times
Calkins Media
Gatehouse (Gannett)
Editor and Publisher
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“Gretzky” Metaphor for Innovation
3 Steps to Innovation
• Pattern recognition
• Determining the probability of 

outcomes
• Execution
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Evolution of Local Media

Local Media 1.0

Before 2005

§ Enormous revenue and 
audience growth

§ Infrastructure moats

§ Unfragmented, loyal 
audience reach

Local Media 2.0

2005 - 2020

§ Freefall in audience and 
revenue

§ Audience fragmentation 
and new consumer 
behaviors

§ “Bad” business models 
and KPIs

Local Media 3.0

Now

§ No moats or swim lanes

§ AI reduces expenses 
and talent gaps

§ The pandemic changed 
all the rules

§ New value creation 
models – new moats
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Local Media 1.0
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Source: Pew Research Center
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Why was 1.0 successful? What we learned!
Super-served small loyal audiences

Trusted source of local news and 
information

Syndicated
● International/National/Regional News
● Comics/TV/Stocks/Weather/Scores/Movies/Horoscopes
User Generated

● Classifieds/Marketplaces/Obituaries /Events Listings
Original

● Local News/Opinions
● Restaurant Reviews

Value exchange for readers and local 
businesses
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Questions for the 1.0 publisher?
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What is your product? 
The Newspaper?

Who is your customer? 
The Reader?
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Local Media 2.0
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Source: Pew Research Center

Year
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Why was/is 2.0 unsuccessful? What we learned!
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Fragmentation of media consumption

Strategy to chase scale - PVs at any cost

Media companies engage with <1% of 
local businesses

Emergence of digital platforms

Digital supply went to infinite
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Digital Platforms/2.0 Media Company Comparison

Digital Platform 2.0 Media Company

1st party data

Addressability

Content Strategy

Monetization
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All users known Small percentage of 
users known

All users addressable/ 
Audience segments created 
from behavioral data

Few users easily 
addressable

User/System generated 
content at little/no cost

Original/Syndicated 
content at high cost

Low-friction/Self-service ad
portals/Agency resellers

High-friction/Direct 
sellers/Rep firms
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Question for the 2.0 publisher?
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What is your product?
The Audience!

Who is your customer?
The Advertiser!
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Local Media 3.0
Super-serve communities – Be the community nexus

Data is the new oil

Trust is the new gold

Your audience is the product!

Understand, embrace and adopt AI – your new competitor is!
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Principles of 3.0
Content
● Curation over creation
● Aggregate community data
● Localpedia – people, places, things in your community
● User generated content – free events, jobs and marketplace listings
● Omnichannel publishing – publish to multiple platforms

Advertising
● Solutions for as many local businesses as possible, beyond an ad
● Low friction sales process
● Omnichannel selling
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Community Data Examples
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■ Local Events
■ Local Restaurants
■ Community Profile Data
■ New Business Starts
■ Births
■ Deaths
■ School Comparisons
■ Voting Records
■ Political Candidates
■ Roadwork

■ Public Auctions
■ Emergency Services Information
■ Public Offices and 

Locations/Contact Information
■ Amber Alert
■ Crime/Arrests
■ Sex Offender Registry
■ Public Safety Events
■ Business Directories
■ Real Estate Records
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Principles of 3.0
Audience
● All users (known and unknown) managed
● Segmentable by behavior
● Addressable
● 1st party data strategy

Infrastructure/Operations
● Automate
● AI Agents
● Use modern technology stack
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Case Study (I): Advertising + Content
Iliffe Media – 4th largest regional media group in the UK

Metrics: 1.5 million social media followers, 650,000 newspaper 
readers, 6,000,000 website visitors across 37 titles.

Core Principle: total media reach – no “cherry picking” of 
“print-only”

Revenue model: High Quality Bundles + Ads as Local Content
○ Monetize the existing 10% local advertisers from print

○ Reach Out to the “lost” 90% via tech + AI + lead nurturing

○ Build the best local company profiles on the web to rank in SEO
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Case Study (I): Advertising + Content
Monetize the loyal 
10% from print
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Case Study (I): Advertising + Content
Reach Out to the “lost” 90% 
via tech + AI 

+ professional lead
nurturing
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Case Study (I): Advertising + Content
Build the best local
company profiles
on the web 
to rank in SEO
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Case Study (I):
Advertising + 
Content
Build the best local
company profiles
on the web 
to rank in SEO
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Case Study (II): Lean Publishing 3.0
Podnews.net – Podcasting industry B2B, single-page media 
company

Metrics: 32,312 newsletter subscribers, 1.6 million page views 
and 77,235 podcast downloads past 30 days

Content model: 100% curated, no original content

Revenue model: Advertising and sponsorships
○ Premier sponsorship, 2 secondary positions (Direct sold)

○ Classified – Self-service

○ Sponsored content, custom campaigns
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Case Study: Publishing 3.0
Trusted Source of Community Data

○ Free events and jobs listings

○ Business directory/indexed archives

○ Press releases
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Case Study: Publishing 3.0
Low-friction Sales Processes

○ Self-service classified ads

○ Patreon-sourced sponsorship tiles

○ Self-service free events and jobs listings
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Take Action - Execution
Business Transformation Effort – AND Strategy

Create New Moats!

Works at Media Companies of Any Size

Understand, Embrace and Adopt AI!

All Technology is Affordable and Accessible!
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1st Party Data Strategies
● What is 1st party data?

○ Data captured directly from customer/audience

● Examples of 1st party data:

○ Web analytics – pageviews, time spent, CTR

○ User registration information – email, social media handles, demographics 

○ Behavioral data – articles read, videos watched, interaction patterns

○ Preference and settings – watchlists, customized user options, notification settings
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1st Party Data Use Cases
● Attribution

● Addressable Advertising/Messaging

● User Profile Information/Audience Segmentation

● Unified Audience View
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Technology Required
Customer Data Platform or CDP

● Manages all users - known and unknown, print and digital

● Creates user segments/audiences based on behavior

● Allows targeting of messaging/advertising by segment

● Identifies and targets “look-a-like” audiences
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Data Monetization using CDPs
• CDP creates a publisher database of 

known and unknown users with 
behavioral data for audience building

• 2-4x premium on O&O ads due to 
advanced targeting capabilities

• Create high-value, advertiser audience 
intelligence based on publisher profile 
data

• Build and target look-a-like audiences 
based on advertisers’ customer data

• Target audiences and look-a-like 
audiences across all O&O and 3rd 
party (audience extension) marketing 
channels - true omnichannel selling
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Publisher’s Website

Customer Data Platform

Newsletter Print & Digital 
Subscribers

Audio
Video
Mobile

Advertiser/ 
Sponsors

Social Media

Streaming 
Audio/Video

Digital 
Display/ 
Search
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“Data is the new oil”

“Trust is the new gold”

“Your audience is the 
product!”
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