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Executive Summary

This deliverable presents the first INJECT ecosystetwas set up and tested in the Norwegian
newspaper market in the summer of 2017. The first ecosystem was established successfully with the
three consortium partners Hordaland, Hallingd¢ len and Sunnhordland as initial newspaper clients. All
three are independent local newspapers (SMES) in rural gfdorway. During thigirst ecosystem

phase we conducted a number of tests and evaluations of the INJECT toolkit. We have identified
journalistictasks that participants wish to carry out in the ecosystem, and suggestions for
improvement that would be beneficial for growing the ecosystem. We have gained insight from senior
staff in each local newspaper on the willingness to invest in new solutiossfinwedre to support

journalistsO work.

The business model for INJECT Norway is an important part of this deliverable, and it consists of
three license packages; Creative, Connected and Prime INJECT. The business will be run by the
commercial partnevOLabs, with support from innovation and evaluation partners in the INJECT

consortium.

As of September 2017 the INJECT tool is being used in the Norwegian newsrooms, support to the
newspapers is being provided by UNIB and MOLabs through the tutoring service, and strategic
planning of future contracts is ongoinchig is the first version of an ecosystem for INJEAZIT as a
resultit will necessarilype generasiedin order to beadapted to other national or international

markets. The validated learning from the establishment of INJECT Norway will inform the design of

futurerelated INJECT ecosystems.



1 Introduction

Norwayis anidealmarketfor theroll-out of the firstiINJECT ecosystemln Norwaythereare WK U H H
GRLQDQW QHZV SSbHbstéd JRJIRXISY DQG 3RODULY 7KHHVH WKUHH JUR
QHZVSDSHUV DS R RLPW WRACEDHF F X P XQ 1D ZWH®LSIHRUX O @ R/ R\
Amediaaloneowns62 local nevspapers acreNorwaywhile Schibsted ownisothnationaland
localnewspapers7 KH UHVW RI WKH PDUNHW FRQVLVWY RI D ODUJH QXPE
WLWOHY DQG VRPH VP Bots@algioZaVrewsSdpdrs isnRpxreénto focus on
localjournalismto provide hecontentthat heirreades demandTime is akey factorfor journaligs
working in alocal newspapernewsstoriesoftenrequirethejournalist toundertakea lot of travel
backand forthto conducinterviewsto inform the stories INJECT cansupportournaliststo find
creative anglesonarecurringeventor to undertakean interview.

Deliverable2.1 definesthe first Norwegianecosystemthe roles, activities, groupprocesses
and businessiodelsthatareestablishedTheintroduction @scribesmportantinitial requirements
and presumptionfsom the INJECT GrantAgreementind previousleliverables.

This deliverable cabe considered validatedrersionof the planfor the first INJECT
ecosystenas formulatedn Deliverable3.2: OFrst INJECT ecosystenbusinesst exploitation planO.
It is important tonotethat several othe presumptios listed belowweremodifiedduringthe
validationprocessandthatsection3: OThdirst INJECT ecosystem@bntainsarealistic versiorof
the ecaystem.

To make INJECT availableto localnewspaperi Norwaysignificantdevelopmenti the
tool tackledboth thelanguagéarrieralongwith integration ofexistingtoolsin July2017. INJECT
operates welln local journalismofficesin localcommunitiesn Western Norwaynd hisis
demonstrateth theresuls obtainedandmeasuredby metrics.Theseoperativeinsightshave been

usefulin therevision of theinitial specificationfor thetoolkit.

1.1 Initial specificationdor Deliverable2.1

The GrantAgreementescribes D2.1Initial versionof the first INJECT ecosystenas follows:
Orhe first ecosysim will be called INJECTION, and will be a kickf virtual community of
practice in which all INJECT project partners will collaborate online, based on documented

descriptions of its activities, technologies, group processes and roles [month M9]O.

The swecess criteria for setting up the first ecosystem are defined in general terms in the grant

agreement:



OINJECT will seed, establish and grow the first INJECT ecosystem that will be composed of
the consortiumOs partners, and this ecosystem will undertake dissemination and exploitation
activities during the INJECT project, both to elicit feedback on theatligérvices and to

attract the first new members to the ecosystemO.

INJECT Norway has been oriented to this goal during the phase June 2017 until present (September
2017).The basis of this work ige weltresearched plans formulated in D3.2: OFirsEDD
ecosystem business and exploitation planO, submitted 30 Jun@@8Ifan governs thidorwegian

endeavour therefonge will first reconnect to central aspects of this plan

1.1.1 What is an ecosystem?

The structure of the media markets within thiéedént member countries of the European Union and

its partners (in this case Norway) is highly diverse. It would be highly complex toostgrbne
business vehicle for INJECT that covers the whole market planeterms of linguistic, legal,
financial and OmeduulturalO aspects. Therefore, INJECT follows the OecosystemO approach. As
mentioned in the project proposal OINJECT will develop and wgreiwological ecosystems that will

be run to meet the specific needs of European news and journalism SMEs, in order to improve the
creativity and productivity of journalistsho work for these news SMEsO.

If you buy a car which is produced in a different country, you usually donOt buy it from the car
companyOs website but via licensed dealers in your country. In many countries there is a vital
ecosystem of car sellers, garages and supply companies around a car braindthe/INMJECT
ecosystenwe follow a similar approach. For each country or groups of countries (like the DACH
region Germany, Austria and Switzerland) INJECT seeks to build up and maintain a new ecosystem.

For INJECT an ecosystem is a complex system of contractual bindings plus sofhwasenaces
provided to clients, itonsists of (a) a core development group, (b) commercial partners )and (c
INJECT clients and customers.

1.1.2 The INJECT toolkit

The technology described in Deliverable 3.2 is still valid, and the version of the creatoreteeh
descibed in the plan has been reatisin almost exactly this way:

ONewspaper client partners in the INJECT ecosystem will be able to use the INJECT tool to
write a new news story using the text editor, they can enter keywords directly intoTXd E@iate
creative searches, or they can select text from the evolving story, to initiate creative searches. INJECT
does not impose any restrictions on how and when the journalist can use it, so that it is open to the

widest range of ecosystem jourisati work practices.

Creativity search: INJECT supports the following search anglasireenrichnent of the

prompts will follow from thecareful evaluation ahe gathered data arehablesuggestions for new



creativity prompts.

1. Backing & Evidencésearch for news articles that report on quantitative evidence ¢hat ar
associated with the requested information.

2. Individuals, the key playersdgarch for news articles that identify individuals whe ar
associated with the requested information.

3. Causal, the background and back stdgearch for news articles that report on the causal
back story associated with the requested information.

4. Quirky and satir®search for digital cartoons that are associated with the requested
information.

5. Ramifications and #hfuturebsearch for news articles that report on the future implications
that are associated with the requested information.

6. Data visualisations, charts and infograpidsearch for news articles that include different

forms of visual representationsattare associated with the requested information.

Ease of accessnia timepressured environment likenewsroom, it is vital that the tool is
easy to acces3 herefore INJECT should temsilyaccessible from within any journalistOs workflow.
To this engdthe INJECT standlone tool, accessible from any Web browser, provides an easy entry to
the INJECT badlend functionality. e INJECT plugn to the popular TinyMCE edita@lsoallows
easy integration with popular CMSs such as Wordpress.

News sources: journalists will be able to access established Norwegian and other relevant
sources available online in addition to the sources that are already available in INJECT.

Custom archives: A special set of sources are the Norwegiananewsedia archives already
used by many Norwegian journalists. These archives are Opingyadd indexed by INJECT.

Language support: There are two langueedated provisions that INJECT makes to support
INJECT journalists that are not native English spealkérst,the front-end of the INJECT tool is
provided in Norwegian, the language of the local ecosystem. Second, crawling, translation and
indexing of nonEnglish content such as archives of the three Norwegian newspapers is supported.

Support / Budixing: To betterserve the INJECT journalists, we have set up a sedésk to

track problems and bugs found by journalists.

1.1.3 The initial business model

The business model was specified in some detaibgeg20-21 in deliverable D3.Herewe
highlight aspectthat aresignificance for the work reported in this deliverable:

OThe initial setup will come in the form of a fitishe payment, outside the recurring license
fees. Costs will include CMS integration, how much it costs to crawl search spaces, setting up

INJECT for the first time, provide INJECT tutoring, and finally how much it costs to translate news



stories to the usersO native language.O

OThe INJECT ecosystem aims to provide two types of packages to the client: basic and
integrated (full) INJECT. Thedsic INJECT will be available directly from the INJECT spffy and
the integrated (full) INJECT will be available through commercial parthers

Basic INJECT

This package will provide limited search spaces, such as international news sourcesoaald nat
news sources in the clientOs supported country. This version of INJECT will give the client access to
the core tools. If the client requires more, such as an archive or CMS integration, they will have to
buy an Integrated (full) INJECT license fronc@mmercial partner. The licence is paid directly to the
INJECT spinoff through the website, http://injectproject.eu. The licence will be less than the
Integrated (full) INJECT package, which is 19,900 yearly. The licence cost for the client needs to be
defined based on what is reasonable. Renewal of the licence will be yearly. The pricing model for
Basic INJECT aims to reach two marke38/E licensing, and individual freelance licensing. The
business model targeting SMEs will follow the same structwtenature as Integrated INJECT,

though without any setup and integration offering from a local commercial partner. The business
model targeting freelancers aims to sell the toolkit, not the integration, at at@mistitive
subscription pricing suited for an independent client.

Integrated (full) INJECT

This package will provide all available search spaces supported in the clientOs country. This version
will provide the integrated INJECHJigned tathe clientOs needs, integrated in existing supported

CMS and tools, and search spaces provided by the commercial patigration in existing

supported CMS and tools, and workshops to get the most out of INJECT is a part of an initial setup
provided by the commercial partner. Support will be provided &yxtimmercial parthemd this is
included in the licence fee. The licence is paid directly to the INJECTo$fpifihe licence costs

9.900 Euro yearly and will be a renewal licence. Integrated (full) INJECT will cost 1825 every month,
and 127 daily.

1.2 Parnhers involved in Norwegian ecosystem

The Norwegiarecosystem is being conceptuatisand constructed by a number of consortium
partnersunder the Grant Agreement. They function in a number of different roles, notably as
newspaper clients, commercial partners, innovation partners and evaluation partners.

There appears to ba averlap with section 3.8f this documents, tite®The Norwegian



ecosystem roles and membets@yever, here we pose thhere is a difference. While the initial
ecosystem is built on the effort of the specific partners below, the ecosystem roles are general and can
be taken up by any relevant organization. Section 3.2 describes the functional roles of the INJECT

Norway ecosystem as they stand after the validation process has been completed.

Norwegian newspaper partners HALL, HORD, SUNN

Three consortium partners have journalists testing INJECT oityebdais, applyng the tool irreal
world news journalism, and reporting to the evaluation partner on a regular basis. Thee three
newspapers have strong internal communicdinis due to theicontinuedoint efforts in the HSH
LAb, a hub for collaboration in journalismnovation.The initial setup for the newspaper client
partners includes:

" CMS and toolkit integration. For the Norwegian SMEs, this includes integration with
Newscycle Contentand potentially DM.Polypoly (their website CMS), and internal
archives.

Archive integration, and archive crawling to index its contents.

Workshops on how to use INJECT and how to get the most out of the product.

Thethree partners are:
Hallingd¢ len(HALL) isthelocalnewspaper of thealley of Hallingdal n the mountainos
regionof Norway. Itis owned bylocal familiesand was establishaad 1936. Hallingd¢ len publishes
three printed editionsachweek,ard L adby 1 ,000 readersglaily, this includesthe online editions
which @nbe accessedia hallingdolen.noThe nevspapehas acirculation o0f8,855 and coverthe
areaof FIE, Gol, Hemsedal, ¢I, Nesbyen and Hol. Hallingd gleploysa saff of 37 peopleanda
revenueof 42 billion NOK.
Hordaland(HORD) is a local newspapein the Westerrd mountain parbf Norway:. It is
family owned and wasstablishé in theyear1883.The newspapeicovers thanunicipalitiesof Voss,
Ulvik, Granvin, Vaksdabnd ModalenHordaland BladdrifiAS publishes 3 printeéditionseach
week. Hordaland circulates 8,100 newspagieeedays per week. Their daily online nevs senice
canbe accessedia www.avisahordaland.no.7 KH QXPEHU RI GDLO\ UHDGHUV RI WKH
HGLWLRQ LV
SunnhordlandSUNN) is alocal newspapem the Westerrmpar of Norway. It is family
owned and wasstablishedn 1902. Itpublishedive printededtions each weekard has acirculation
of 6,218. It covers the areadf five municipalitiesStord, Fitjar, B¢ mlo, Tysnes and Kvinnherad
coveringanareaof approximatelyl,900m". Abou60,000 peopléve in thisarea.lt has anonline
news servethat can be accessedt sunnhordland.no7 KH QXPEHU RI GDLO\ UHDGHUYV RI
SULQWHG HGLWLRQ LV

Norwegiancommercial partner - MLABS
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Since MOLabs foundation, its award winning Mobile Publishing platform has helped various
businesses to engagith mobile customers in a quick, simple to deploy and cost effective way.
Throughout the years, and due to the nature of their business, media companies have grown to
represent a very important customer group for Mobiletech. MOLabs have worked together with both
SMEs and highly recognizable brandsludingWashington Post, Time Warner, Voice of America,
Independent, Aftonbladet and Schibsted. MOLabs established healthy and streemgriong-
relationshipswvith these organisations

MOLab has a crosiinctional desigriecmologybusiness/media team fully focusing its
product development efforts in theediaindustry. Their mission is to @m new revenue streams for
our media partners by connecting with consumers in innovative, sustainable and engaging ways

through technology.

Norwegian evaluation partner- UNIB

The University of BergenUNIB) leads and coordinates the design and prototyping of the first

INJECT ecosystem, setting up the structures, activities and roles necessary to manage the ecosystem
alongwith MOLabsUNIBOs min task is to suport the uptake and contextualisation of the INJECT

toolkit in the newsrooms of Hordaland, Hallingd¢ len and Sunnhordland. UNIB will conduct ongoing
evaluation with a variety of methods, all seeking to learn what works and what doesn't work. Beyond
supporting the Norwegian local newspapers, UNIB will communicate with MOLabs and City,
University of Londonto maximise technical improvements.

The University of Bergen is the sewblargest university in Norway anldetDepartment of
Information Science and Media Studid® largest department at the Faculty of Social Sciences, is a
rich pool of methodical and theoretical resources for INJECT. Research staff and students from
Information Science hawanestablishedrad broad expertise in user testing, interaction design,
programming, semantic information systems, and sod@mation systems. The Media Studies
branch of the department has a long tradition in research on journalism, the consequences of
digitisation n newvs media, visual communication, audience studies, media policy, public sphere

theory, and media and democracy.

Innovation partners- CITY, ICCS
Two technology partners deliver the INJECT Toolltiey have adaptetto Norwegian user
requiremerd, updating and improving the interface regularly, and introducing new functionality after
a careful validation process with newspapers and evaluation partners.

City, Universityof London(CITY) was founded in 1894 and is based close to the City of
London, where it contributes significantly to the capital's academic, cultural and business life. It has

almost 22,000 students from 153 countries and about 2,000 academic, technical and administration
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staff. INJECT at City will be based in i@entre forCreativity in Professional Practice in the Cass
Business School, and its Department of Journalism in the School of Arts and Social Science.
ICCSis a nonprofit private law body associated with the School of Electrical and Computer
Engineering of the National Technical University of Athens. ICCS was established in 1989 by the
Ministry of Education of Greece in order to promote research and development activity in all diverse

aspects of computer and telecommunications systems and their applications.

2 Validating ecosystem features

In this section we present and discuss findings from the validation work that took place in Norway in
the summer of 201Thesenform the ongoing satp of the initial Norwegian ecosystem. While such
interviews and testdo not directly forma projectdeliverable, we aim to show how this data gathering
hasresulted in valuable insights that inform the figation of the design of the toolkit and ecosystem,
i.e. the design of functionality for journalists, as well as raesvities and online community as

mandated in the Grant Agreement.

The contextual inquiries and qualitative interviews have resulted in the toolkit becoming better
integrated into the newspaper partnersO journalistic working process, and the pdeingecmming

fair and reasonable for the particularities of the Norwegian newspaper market. The concrete
implications of these empirical insights, in the form of a fully formulated and operational Norwegian

ecosystem are presented in section 3: OThéNFECT ecosystemO.

2.1 Qualitative methods

Methods used in the data collection are as following: qualitative interviews with senior personnel
validating the business model, and how the contextual inquiry was set up followed by qualitative
interviews with jounalists. All informants was anonymized, and we used a standard consent form.

We also suppress which newspapers they work for, in order to make the anonymization stronger. A
sound recording was sap- to collect the data and all recordings was transcritieciidocument. The
transcribed data was then used in a workshop with four persons to identify insights, requirements and

patterns by collaboratively structuring pdtshotes into categories.

Qualitative interviews with senior personnel

12



Semi-structurednterviews were usetb collect evidencéo discovehow new investments are made
in the newspaperand to engagia a discussion of the financial aspects of the INJECT product.
Intervieweegrovided feedback on the plans for the initial ecosysterfinaak opinionsvere sought

from decision makers in the local newspapers, managers, editors ahaithersonf the board.

Our aimwas to investigatevhat is the useralue and the codienefit analysi®f each newspaper
from using INJECT. During theuglitative intervieve UNIB asked hovinvestment decisions are
madewithin the newspaper They sought views dhe initial INJECT licence packages by showing
examples of initial licence packages dmv they will be set up by a commiigpartner in an
efficient way. Finally thg asked about the economic state, currentffaiuae of each of the
newspapers. Intervieswere jointlyconducted by UNIB and MOLabih the interview lasted

approximately one houaking placen theinterviewees®atural environment.

Insights from the interviews with the senior staff are reported in detskcition2.3.

Contextual inquiry with journalists

The goalin the contextual inquiry was to collect evidence of use, evaluation, and experience of the
INJECT toolkit to inform and aid in developirgpecifications on new roles, specified design of the
INJECT toolkit, activities and group processes. During the contextual inquiry, the journalists took part
in activitiesthat includedwriting acurrent news storwith INJECT andperforming creativity

searclesto find new angles and similar activities. The jouistalalso took an active part in
explainingtheir user experience of tiienctionality to the interviewer to uncover assumptions and
possible misunderstandings. At the end of the contextual inquiry, the interviewer swdrtiais

interview and data collected to help extend or correct collected data with the journalists. Each

contextual inquiry was conducted with one journalist and two interviewers.

Qualitative interviews with journalists

During the semstructured interviews witfjournalistsUNIB asked questions generally on how the
INJECT toolkit was perceived in the newsroom, and how the toolkit can be tailored into their working
day. The contextual inquiry took place at jbernalistOworkspace, and a sound recording along with
written notes with consent was assessed from each journalist. The contextual inquiry and qualitative
interview lasted approximately four to five hours with each journalist, and the interview was
conducted by UNB.

13



2.2 Journalistic input to the design of the ecosystem

This section reports findings from journalists testing INJECT in the summer of 2017. This section is
not a validation of the INJECT toolkit in the strict senBeese tests took place with a currestsion
of INJECTthat will be developed upon as the project progressseRers will be able teead about

and sed¢hese developmeniis the summative evaluation to be delivered in the winter of 2018.

We dscovered some issues that should be dealtseitially, meaning that thegelate more to the

way journalists should collaborate and work to get the most out of INJECT, and less about technical
issues such dsug fixes. Alongsideve noted thathere are important roles to be shaped and filled in
thenewsroom. The commercial company teapports théechnical integratiomto the newsroom

will also need to have a thougtmrough social integration of the toolkit. Here we present insights on
how to tailor roles, activities and the toolkit into the jalistic work process in the three newspapers

Hordaland, Sunnhordland and Hallingd¢ len.

2.2.1 Examples of valuable use

INJECT is valuable for journalists their research to find new angles and planning new stories, but
in the now, not planning too far ahead. Usually, journalists have a busy working day, and might not
prioritise planning for new stories too far ahead. INJECT wanrdd$ with short termplanning for

news storiesor example one week ahead it can support a jourtiligting of their big feature each
Saturday. Furthermor#je data gathered from tfaurnalists foundhat they can uste tool within

three minutes or more to find an idea or new angle in the planning phase.

INJECT searches over 100 news sourvdeide for the Norwegian partnetkere was a tailored
integration oftheir owninternal archivento the tool. Research found that this helped journilist
expand their horizon. Mixing theews sources with internal archives hehesjournalists to get out of

their local Ofilter bubblesO, and see the bigger picture.

INJECT isa helpful tool when the journalist is seekiogextend a storythis comes through the
provision of background formation, usually from internal archives but also external news sources.
All journalists foundt valuable to be able tase their own digital archive through INJECT by either

referring to a story, or provide reusable facts from a previous story.

News gories from newspapersO own digital archive is a powerful source made available through
INJECT. When journalists searched for a company name or an actor in their local community,

14



INJECT provided aged news stories that the journalist might have forgotten, or had no knowledge of.

This helped journalists look into facts, background and evidence to generate a new news story.

INJECT does well with feature stories and longer investigating stories. Feature stories have greater
potential scope focreativity, and require the journalist to find creative and smart angles on how to
approach for example the interviewee. Longer investigating stories usually require information such

as evidence, numbers, and facts.

Journalists said that they are notssif they used INJECT as intended, but it was working. One of the
journalists said Ol havenOt reflected on how INJECT search through search spaces and filter them, |
just know that INJECTHave me something elseO, and another said Oresearching one news story leads
to another interesting angle that could be used to produce yet another storyO. This insight is interesting

with regards to the extent of INJECT delivering creativity support to journalists.

2.2.2 Stimulating the INJECT mind-set

A solution to maxinise the creativity support ie seek to stimulatehangen the journalists@ind-
set Moreover, journalists need to think of how INJECT can support them by extending a story with

facts, find inspiration for stories, and discover new angles in a mattgnotes.

Concrete facts such as age of a person, telephone number, and similar facts cannot really be found
with INJECT.It is important to understand and work with joernalists@ind-setto avoid undesired
frustration if INJECT does not provideach resultghat thejournalistwas expectinglf the

journalists require specific facts, they need to use other sources to find that information. While a
Google search can give journalists facts and quick information, INJEGTotsagearch enginin

this sense, insteadseekdnformation a layer down to search for the more interesting facts and

angles, and present thasethe journalist.

Journalists found it challenging to remember what each search strategy represented, and requested a
clarification on how the algorithms behind each search strategy worked. During the contextual

inquiry, journalists had some difficulties to explain what type of news they would expect in each
search strategy. We solved this challenge by adding a-beeesentence explanation to each search
strategy. As aexample of tts hoverever-explanation the following would be revealed

ORamification where a user cdind articles based on future implications on the national railway

based on 2017 election in NorwayO

Being reminded of the fundamental journalistic dimensions of a new angle was something journalists

15



found interesting. One journalist said that being reminded of the different dimensions would help

them towrite better news stories. Recurring events wasobtlge examples used by the journalists

one stated: Othis summer, the state broadcaster travelled with a train called the summer train to visit
small towns, and is was a big celebration for the local community, so there was many people gathered
at the tain station that day. | could have checked out the economy dimension by interviewing shops

nearby with an angle on how much they have set budget with regards to the summer train arriving O.

Stimulating interest in the INJECT tool in the newsroom

During qualitative interviews, journalists said they felt alone in using INJECT within their newsroom.
We solved this by extending the use of INJECT to approximatéljo8rnalists within the

newsrooms téorm a small community of users ikeepthem engagedWe have found thathtese

groups of journalists using INJECT now share best practices with each other within their newsroom.
As a resullUNIB has designed a prototype of the online user community to support journalists in

sharing best practice, see section Bl about the first ecosystem.

When introducing INJECT to a journalist, we found a need to be considerate and caretu with
wording used in the presentation. Using words such as productivity, measuring, efficiency was
perceived as negative from tjmairnalists®@iewpoint, they explained that this suggested fheus

would beon the journalisthemselvesind not the toolkit. We solved this by shifting the focus from

the journalist over to the toolkit by saying Oeasy useO over Obecoming more e¥fieidwa@

shifted the focus from journalists being more productive and efficient to the toolkit being easy to use
to change the perception of INJECT.

2.2.3 Two new roles

We frame the journalistsO feedback in the context of design guidelines for the IIBESFork, i.e.
what it means for the design of the INJECT ecosystem. Concretely, it means that the ecosystem

should prioritize two particular sociabmmunicative roles.

OrutorO at the commercial partner

A tutor is a person from a commercial partner wiilbbe the main contact to a client using/going to
useIlNJECT. This roles is important to create a positive expeeidéor journalists using INJECT. It

may lead to more journalists using INJECT within the newsroom as a result of the positive
experience. Dring summer 2017, KiLabsnd UNIB travelled to each local newspaper to follow up
with an individual journalist in each newspaper and teach them how to use INJECT. UNIB sat in with
the journalistfor one working day to follow-up and discuss how to get the most out of INJECT.

Initially, the INJECT toolkit was explained in detaillow to fit INJECT into their working day,
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while focusing orhow to change themind-set It was deemedmportant to show how INJECT could

use news from the locabmmunity and how INJECT could enhance the journalistsO articles.

MAgent of changeO at the newspaper

An agent of change is a person/early adopter in the newsroom who finds the INJECT search engine
genuinely useful and recommends it to fellow journalis¢gdie and outside his own media enterprise.
The a@ent of change is a new rolgth the aimthatthis will lead to more use of the INJECT toolkit.

An agent of change is a person who is either a edlitgr or the editor in chief thigads the morning
editaial meetingsasthey are thepersons who should be encouragimgre creativity and new ways

to approach the work in their respective newsrooms. This person supports the growth of the
ecosystem by incorporating INJECT authoritatively in the journalistsOdangs. A first it was a
challenge tainderstand how to ensure there were gamubrtunities for journalists tcse INJECT in
their work process. Tbawe a persa within the newsroom to fulfihe role as Oagent of changeO
assisted thisVe appreciatethathierarchical structures could be different from local newspapers in
Norway to local newspapers in the Netherlands, but our findings indicate that persons in charge
should have this role to encourage more creativity and use of INJECT in their newsroom.

2.3 Adapting the business model

In this section insights from the interviews with the senior staff, described in the methods section
above, are reported as part of a lean-staliusiness modelling process.

The empirical study of INJECT as a service for local newspapers in Nbiglaightednew
possibilities for pricing that we have analysed and considered carefully. Findings from the data
collection from local newspapers in Norway showed ithtgigration to internal archives and other
services is crucialor them while a progressive pricing model that can grow alongside INJECTOs
usage and adoptionfavouredas opposed to the original fixed-license pricing model. In this section
we explain how we approach the business model design for the Norwegian ecosystem, our main
findings, and finally how these have been incorporated into the current business model.

2.3.1 Lean start-up methodology

17



As we developed the ecosystem, we used the StanpOmind-setand methodology to identify

riskiest assumptianof the model, validate these and update the model accordingly. To visually
communicate and discuss the model overall, we made use of the Lean Canvas: a visual tool created by
Ash Maurya based on the popular Business Model Canvas created by Alexandeal@steThe

lean canvas adaptation, provides a stronger view and insights into finding praatiet-fit for a new
businessit considersexplidtly the problem/solution/keynetrics columns) while retaining all core

aspects of the origingahnvas.

"#$%&'()*+&',&-."/-.0-1' 2'&3456'15-5&7

PROBLEM SOLUTION UNIQUE VALUEPROPOSITION UNFAIR ADVANTAGE CUSTOMER SEGMENTS
KEY METRICS CHANNELS
EXISTING ALTERNATIVES HIGH-LEVEL CONCEPT EARLY ADOPTERS
COSTSTRUCTURE REVENUE STREAMS
Lean Canvas

Problam

Solution or
. A Soution | Unique Value | Unfair
Proposition | Advantage 3
Koy Metrics Channels 1
any N Key Metrics Channels @ @

&) @ )

K_/
Systematically test

your plan

\ g

Identify the riskiest parts

Document your Plan A
of your plan

I"#$%8&'8)'9"34:";"&<'3&5+=<=:=#6'=0&%0"&>7
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2.3.2 Business model starting point and initial validation

PROBLEM SOLUTION UNIQUE VALUEPROPOSITION | UNFAIR ADVANTAGE CUSTOMER SEGMENTS
local
Norwegian Journalists
Working in local newspapers
1
1
i
KEYMETRICS CHANNELS |
Increase the average time that
the reader. on the {
EXISTING ALTERNATIVES newspapers website with 20 %. MIGH-LEVEL CINCEPT EARLY ADOPTERS !
Reduction of 20% mean time ’
for journalists to produce fact Future jeumalism now !
boxes in the articles |
S Tjordaland ||
|
1
|
COST STRUCTURE REVENUE STREAMS INJECT License price per €9900,00 :
Cost 1 day per month for a €3388,24 year ! ’l
Other indirect costs €1016,47 License fee revenue share €2970,00 |
Business development € 2500,00 from INJECT spin off ‘ ‘
Basic support estimated 1 1
day per month for a year k)Y |
|
iz} BT TL total €9903,33 ;

"#$%&'?)*+&"."B@ABC/*'A=%>-6'D$1".&11'3=<&:7

We started our business model design journefillmg out the lean canvas with all the assumptions
as described in the original INJECT proposal regarding the Norwegian ecosystem (see section 1
above). At the core of this model is the customer/problem/solution triangle.

Customer segment

Norwegian journalists working in
local newspapers

Top 3 problers/needs

needto produce more original
stories

Top 3 INJECT solutions

Search engine that quickly finds
you unexpected/original angles f
story building

need to produce these stories
without usingadditional time

Seamless integrated in your
current workflow (favourite editor
CMS, etc.)

need to assure stories quality do
not decrease in the process (e.g.
that facts and sources are verifie

Connected to your trusted data
sources (e.g. internatchives,
Hyalidated partners, etc.)

*-D:&'()*+&'E$15=3&%F'4%=D:&3F'1=:$5"=."5%"-.#:&7
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Starting from these assumptions, we moved to verify how well our current solution solves the
problems. All the findings from this pemsgtive are shared in detailfunrther sectiors of this
deliverable.

From a business model perspective, it became clear that for our customer segment INJECT must be
integrated with internal archives and wiltecurrenty used editorial systems.

PROBLEM SOLUTION UNIQUE VALUEPROPOSITION | UNFA

inCopy and newscycle
Adger Media VMs

Visiolink for Internal archives
Other sources for local content - e.g. facebook
local events; people; etc.

KEYMETRICS CHA?

EXISTINGALTERNATIVES HIGH-LEVEL CONCEPT

I"#$%&'G)'H==3&<""'E-.0-1'=."l%=D:83.$5"=.";"57

Integration with internal archives was successfully executed during the swin2@dr7 for our early
adopters (the three Norwegian local newspapers), thefiaéd a common archiving system:

VisioLink.

Our experience with the integration, combined with the importance of this for our customer segment
creates an impact in the initial cost structure prediction. At the same time, our early adopters also
pointed out issues with the initial revenue structure and pricing model, namely thatdfivetfee
installation based license would not suit their needs due to the wide varied newsroom size across
different newspape (a newspaper with five journalists canafford topay the same as a newspaper
employingfifty journalists).
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COSTSTRUCTURE REVENUE STREAMS Too Expensive!

INJECT License price pe
Cost 1 day per month for a €3388,24 year N €9900
Other Indirect costs €1016,47

Business development € 2500,00 License fee revenue ‘share from €2970,00
INJECT soin off (30%)

Basic support estimated 1 day €6933,33
per month for a year ;

total €9903,33

Total €6904,71

"#$%&'K)1=E$1'=."E=15"15%$ES$%&-.<'%&0&.$&'15%&-3'E-.DOL 1&B5 A T'+=>"-'3"13-5E+'
D&5>8&&.'=$%"."5"-:'-11$345"=.1"-.<'%&-:"56'=.'D=5+'5+&'E=15"-.<'%&0&.$&'1"<&17

In practice, we realised our costs assumptions were too low (we must account for integrations cost)
and our revenue assumptions too simplified (different newspapers must pay different overall amounts
for INJECT Noreg). This led us to adapt both of these sections in our business model, by digging
deeper into pricing expectations, resistaevels and corresponding pricing models.

2.3.3 Cost Structure and Revenue Streams adaptation

Full integration with the CMS and existing tools is a requirement for investasestated by
journalists in all three newspapevgithout this featurehey would hesitate to recomend INJECT to
their colleagues as a restlie grassroots recommendation will falter. In the Norwegian context at
least, a fully integrated INJECT is the most relevantlel This includes integration with internal
archives as well astiegration with their text editor within their CMS; Adobe InCopy. The toolkit is

now integrated into their text editor within their CMS to allow easy access to the toolkit.

Full integration with the newsroomOs CMS and existing tools creates valuerfewreoms and its
journalists. Internal archives are more useful now than befaraparable studies lYRK Beta
show thatan increase insinginternal archives implemented with algorithms leadgréateruse of
the data among journalists (NRK Beta, 2Dimilarly, INJECT uses algorithms to collect older
news stories and present them in new light for journalists. This supports the argument that full

integration with editorial tools is important to make the ecosystem grow.
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During thequalitativeinterviews withseniorstaff we foundou thatthe price ofanewsottware

servicemustbe lowerfor smallerorganisationshanfor largerones.Informantssaid thatthe licensing

modelmustbe scalal# to fit both smallard large media manisationsand differentiate ina fair

way.Smallermedia F R S D Chiav¢ Wghteibudges thanlargermedia organisatios and oftenfeel

theycanOtfford featuesthatlarger media enterprises caRurthermoresmaller mediaorganisatios

are facimg a financialchallengeOLNH PRVW QHZVSDSHUWBRLGHY RM\B® WWHHHWW L \
I[URP SWVEHRRM. QRH DGYHEWEVQQAN DR QQRW PDNH XS IRU WKH GURS
IRUHVHHDE®DM WKWMXWIHPH WLPH WKH JHQHUDO FRVWV RI WKH QHZ

Although therds a motivation forchangeamongseniorsiaff in all three newspaperthe

newsppers@conomyconstraingheirincentivefor investingin technologicalnnovations.

Thes growingexpensesnd tightoudgetamply thatthe cod of licenceis crucia to their willingness
to purchase it, morso thann otherperiodswheretheir economicakircumstancesvere more
favourable If the gice of an investments as large awhe estimatein DeliverableD3.2(! 9, 00 or
NOK 100 000), thdoardwould haveto beconsulted, if thgroposition wast all considered
seriously. Therés animportant nuance hetbatif theinvestmenin INJECT canreplacean existing
expensenddoesa similar job better, then ivould bepossibleto payfor an on-#e licence of
19,900. But sofar INJECTis notsypposedo redace anysewices,it is meantas anoriginal ard
innovaive addition to theportfolio of softwaretoolsin anewspaper.

2.3.3 Revenue streams

It is important tohavea licensingmodel thatscales withthe organiation. Thelicencecost must
dependn the size ofagivennewspagr client. SeveralCEOs toldus thatby introducingan
expensiveon-gte licenae with same-farefor-all, INJECTwould exclude smalbnd medium
enterprisesor at leastmake them lesinclinedto invest. Thigs theoppositeof INJECTOsdesired
goal to make SMEs more congitive. Localnewspapesin Norway have a wlatile financial
situationbecause¢heir expensesregrowing, even though theiincomemayhavestabilisal ata

sustainable level.

CEOsrecommend thdNJECT bebased on éexible pricing model, nota site-icense but a licerce
peruser. If themodelcouldbebuilt on an initialinvestment codbllowed byalow licencefee per
journalist,it is more likely that SMEswill investin newtechnologic&innovationslike INJECT.

Furthermore, thisould also helpheadoption oiINJECTin thenewsroom. Theenseagarneredsthat
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individual journalists could decide that they wish to start using it instead of the CEOs imposing it on

the entire newsroom, because of the high initial investment.

To cover for the initial cost necessaoyintegrate INJECT with internal archives, an initial investment
cost of estimated2,000 was indicated as affordalflg the CEOs. This cost would a one-offst,

independent of the license cost.

Regarding the licensing itself, we realised we needawgressive license model. We introduced two
axis of pricing variation:

" variation per number of users by introducing a dxered license

" variation per INJECT features by providing distinct plans, corresponding to distinct user-

license prices

By having stuctured conversations with the newspaper CE@dearned that we could structure
price resistance per user per year in the following way:

" up to 50 Eros per user per year: very low resistance

" up to 150 Euros per user per year: medium resistance

" up to 300 Eros per user per year: strong resistance

2.4 Decision making hierarchy in local newspapers

Our validations gave us valuable insights about how decisions are made about buying new services
and/or equipment in local Norwegian newspapers. Depending @nitlee high level decision makers

may be involved in the process of investment. The board is involved if the investment is over the
annual budget. The higher the investment cost is, the better documentation is needed for the board to
make a decision. Doaeentation such as backing and evidence to show how the SME could benefit

from the investment may become crucial is the price is set at a high rate.

If the investment is below whatalannual budget can accommodighte editor in chief together with

finance manager and ICT manager will conduct a cost benefit analysis. To coingremditor in chief

a strong case would nesthff enthusiasmas a core componerif journalists are enthusiastic about a

new software they have to convince their editor in chief and then the editor in chief has to consult the
CEO/board. If the request comes from the administration, then the CEO is consulted and then together
with the board.
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CEO/

Journalists - Editor in chief - Board

1 2 3

"#3%&'M7'@.08&153&.5'+"&%-%E+6".".=E-:".&>14-4&%17()'N=$%.-:"151'8)' B3O UIEF"&;'?

Let us expand on the point about enthusiasm. Purchase of editorial tools is starts on the basis of staff
enthusiasm, anurnalistOseeds. This usually starts with journalists finding the editorial tool useful
and presents it for the editor-chief. If INJECT could create enthusiasm amongst journalists, it is

more likely for investment in INJECT.

Toolsthat makes things simpler for journalists amenot too expensive igtal to senior staff. If the
software can make the journalists working day easier, then it is more likely for them to recommend it

to their CEOs, and consequently make the media enterprise invest in the software.

On an individual level, it will be very importafor INJECT to have a version that journalists can try
with very low (or zero) cost and make use of individually. These journalists, if working within a
newsroom (or becoming later on part of a newsroom), will serve as INJECT ambassadors, and can

become grime sales channel for newsroom plans.

In sum, we identified a bottom-up innovation diffusion approach where staff enthusiasm goes hand in

hand with functionality, and is a key enabler for triggering an investment.
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3 The first INJECT ecosystem

The ecosystem is being designed with a schedule for events, a timeline for its development towards

June 2018, and a directory structure for organizing discussions, documents, and resources. We present
the INJECT online community, adjusting the ecosystesnking model, ecosystem roles, andlic
relations PR) for the Norwegian ecosystem. Each will be elaborated in detail.

3.1 The Norwegian ecosystem business model

Through the process of ecosystem validationseudion 2.3 Adapting the business model,have
evolved our business model overall, with a noticeable impact on the revenue streams strBgturing.
combining the axis of variation with the price resistance points, vaesigned a revenue stream and
licensing model with our early adopte¥se nav havethreedifferent types of plans all with a Oene
offO initial seup costanda license per user per year income.

The Creative Newsroopackage includes the creative search tool integrated with standard editorial
toolsandintegration with clientOscal archive.

The Connected Newsrograckage includes the creative pkard acreative search on additional pre

selected public databases such as the Norwegian national statistics database, and the Norwegian traffic
authority database (searchable databases set will grow oveatichepssibility to search other

newsroom archivesnaler agreement with these (e.g. Sunnhordaland and Hordaland can share

archives).

The Prime Newsroomackage includes the connected creative;@acess to the INJECT interactive
factbox engine and community (curated fact boxes shared amongst INJEQ¥eragandaccess to
INJECT premium creative data engagement widgets (e.g. customisable interactive data visualisation
widgets designed to increase user engagement asitedime).

The tablegives a more comprehensive explanation of each package.

PlanName Description Sales pitch Client testimonial example Initial Pricing
setup cost per user

per year

Creative Includes the creative Write original stories| OWith INJECT creative search| 2000! 50!
newsroom | search tool integrated with more effectively by | we are able to bring new, fresh
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PlanName

Description

Sales pitch Client testimonial example Initial Pricing
setup cost per user

per year

standard editorial tools +
integration with clientOs
local archive.

creatively combining
content from your
local archive content
and the freshest stor
sources.

angles into otherwise
predictable stories. Every year
we wiite about NorwayOs

ynational day: 17 of Mai. By
combining our archives with thg
latest news sources, we are ab
to bring our readers original
takes on this important day, like
last yearOs piece where we
shared historical events that
happened on the sameydall
over the world, plus pictures of
our own archive from all past 1
of Mai coverage.O

14

e

~

Connected | Creative plan + creative | Uncover new and OBy seamlessly connecting wif 2000! 150!
newsroom | search on additional pre- | surprising story the national statistics database
selected public databaseq 2n9les by seamlessly 5nq peing able to search that
such as the Norwegian combining s_earch and out internal archive
. - across publicelevant -
national statlstlgs datapas data sources, your togejther, we extract new insigh
andthe Norwegian traffic | o\wn internal archive | @nd ideas that allows us to
authority database and even partnerQOs | quickly find new interesting
(searchable databases sg archives. Use and | story angles and execute on
will grow over time) + | share preauthorised | them.O
possibility to search other] Media content while
newsroom archives unde i;g,{'g% c:)?%'lr;al’ [ OINJECTconnected newsroom
agreement with these (e.g production cost. enables us to easily share
Sunnhordaland and archive content with our
Hordaland can share partners, and rapidly include
archives). pre-authorized media content i
our stories (e.g. pictures) for
fraction of the production cost.(
Prime Connected creative plan | Bring your stories to| OBy using INJECTOs factbox| >=2000 | 250!
newsroom [ +access to the INJECT | the next level by engine, we are able to smartly | (budget
interactive fag-ibox engine| presenting your re-use previously verified facts | O
and community (curate | readers _novel from ourselves and our trusted demand)
fact boxes shared amonggsinformation
INJECT members) + interaction network, and have reduce
access to INJECT experiences. Increagdactbox production and checking

premium creative data
engagement widgets (e.g
customisable interactv
daa visualisation widgst

reader engagement
up until 20% with
INJECTOs interactiv
fact boxes and readd

designed to increase use

time by 20%0

E OINJECT creative engagemer
linspire our purnalists to go

enga@iement widgets.
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PlanName Description Sales pitch Client testimonial example Initial Pricing
setup cost per user

per year

engagement and esite further in digital interaction with
time) our readers, while providing
templates that are easy to
configure and resse across
storiesO

*-D:&'8)*+&'5+%1&&065'D$1".&11'3=<&:7

Note that the above plans structure is based on the INJECT Norway point of view. As other
ecosystems develop there will need to be some level of consistency across these. For example, we
envision that there will be some separation between INJECT for indilfiéxedtance journalists and
newsrooms. The plans above are designed for newsrooms, so all are paid for. There will be no free
versions for newsrooms. We offer a three months trial. So the newspaper client pay8dbédde,

initial setupplus !50 per user per year, but they can quit @fteeemonths if they want (by default
contracts are renewed yearly). What we will give away for free, is the entry point plan for
freelance/individual journalists. So if you are a journalist working for Romsdals Budstikke and you
hearabout INJECT and want to try itpu can tial it. If you like it and would like to bring it into the
newsroom then you will sebdthere are newsroopricing plansin essence this means theg do

not give away anything for free to other companies, only individual users.

As we articulate between different INJECT ecosystems, here should be a plan to qualify and convert
users from individual users to newsroom users whenever that makes sense. This is relevant because
we have learned that jowalists themselves, on an individual level, can highly influence newsroom

buying decisions. We explore more on this on the next point.

3.1.1 Financial projections revised

Assumptions
Total newspapers 250 Plans distribution Price per user per year Average number of users
Penetration rate 10 % Basic 30% 50 12
Connected 60 % 150 12
Prime 10% 250 25

We keep the same expected penetration rate of 10% as originally (starting from a 250 universe of
local Norwegiannewspapers) and distribute plans according to our expectation that most clients will
choose the connected plan. The average number of users per client per plan is based on insights from
our early adopters.
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Financial projections

Per plan Number newspapers Number users Revenue per year

Basic 7,5 90 4500

Connected 15 180 27000

Prime 2,5 62,5 15625
Total gross revenue € 47 125,00
Cost of license current model € 32 987,50
Indirect costs (20% rev) € 9 425,00
Profit € 4 712,50

We have revised revenueopections considering installation costs break-even so we do not consider
these in our calculations.

As we can see above, the financial projections for the commercial partner show a significant reduction
in relation to the original model. For example, maav expect adtal gross yearly revenue of 425

Euros, incontrast with the original 24583. Although this isive times less and indisputably shows

that expectations regarding the market size need todl@yred, costs also reduce significantly, since

a big slice of revenue on the previous model was based on ongoing maintenance and support to the
system (where archive integration was included previously). As a more significant metric, we
calculate an effective profit reduction from 30% to 10% forctvamercial partner in this new model.

We can sum up the biggest changes in regard to our original model as:

based on our market study and validations of the Norwegian ecosystem, the local newspaper
purchasing power is significantly reduced in relatiowkat was intially predicted:;

based on our predictions in face of this info and the structuring of plans and licensing per
user, we anticipate a reduction from 30% to 10% in terms of potential profit for the
commercial partner

we encourage revisiting tlogiginal 30%/70% license fee distribution between the

commercial partner and the INJECT spiifi to make up for this OlossO

Originally, the INJECT sphoff would receive70% of the licensing value since the commercial

partner was expected to gather the gross of its revenue from yearly support and customization in a
time and materials way. Although this can still happen, especially with prime customers, it is clear in
thisnew revised model that licensing revenue per user per year will be the primary revenue source.
Therefore, licensing revenue sharing needs to be revisited so that commercial partners have a better
incentive to execute on the business model locally. In other words, commercial partners should
receive at least the percentage of licensing value as the INJEGatsgivaring 50/50 and not 70/30.

This would bring the profit back to 30% overall for the commercial partner, so even though the gross
revenue is smadl than anticipated, the commercial partner could still count on around 30% profit per
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customer.

These and other internal nuances are being currently discussed and will be taken into a higher level,
overall vision, as other ecosystems develop and drawadivei conclusions. In the end, the goal is to

find the best fit between each individual ecosystem business model and the INJECT spin-off business
model, in order to guarantee that both the local ecosystem can function and the INJECT spin-off can
continue 6 develop the INJECT core product.

3.2 The Norwegian ecosystem roles and partners

To manage the ecosystem, different facilitator roles were defined in Deliverable D3.2 OFirst INJECT
ecosystem business and exploitation planO. We repeat them here, intehetimgthe Norwegian

context, and introducing two new roles.

The Norwegian INJECT ecosystem

The newspaper client pays directly to INJECT spin-off

Commercial
partner

MLabs i
Ecosystem 1 Creative
newsroom

coordinator Tutor
(SPIN-OFF)

M’Labs Connected
newsroom

Newspaper
clients

Role
Agent of change

Innovation
partners

Prime
CITY, EXPL, ICCS

- newsroom N
Maintain INJECT tools ewspaper
and services client partners

HALL, SUNN, HORD

Role
Agent of change

"#$%&'P)'-.'=0&%0"&>'=;'5+& A=%>&#"-.'&E=1615&3'4-%5.&%1"-.<'%=:&17

Ecosystem coordinato®MOLabs

At the heart of thé&lorwegian INJECT product and brand the INJECT commercial partner acts as the
key coordinator of the ecosystem. For the launch of INJECT as a commercial product, gfé spin-
business will maintain and undertake responsibilities as agsteas coordinator. The legal form and
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the placeof incorporationwill be ddfined at alater gageof the project.

For activities andechnologésthe ecosystentoordinata is handlig payments fromclients,
invoicesfromclients, paymentto conmercialandinnovation partnerselling INJECT. They male the
INJECTtoolkit availableassoftwareasa-servie through he INJECT online communiy website.
MOLabs wilkell product andseavices onbehalf of INJECT,such a&integration, tutoring and etrics.
Thecommercialpatnerprovides the differentersions o NJECTandhandesfirst-time setugdor
clients Thetutor will beamain contatto a cliett usng/going o use INJECT.As statedoreviously
thisrolesis important tofulfil , to create a positive expenee for journaliss usng INJECT, and could
leadto morepromotion ofINJECT as aresultof the positive experience.

7TKARPPHBEHUWDEZQBDOWRD[LPLYQARPRWKH- (& ¥HUYLFH RITHULQJ
7KLV EBD\FK L NWKHIGGX URHDFUWN HRW L, Q-J( VIR IOHH 2.0 G XVMER X U QDO LV W

FRQVXPWHIR P BRH SMUDOQHHILWY P S R U WIIRQWW\DR/RW B D B M IF®KU V
EHFRWPHO OHQW HRIUOWH B8 ZH YWKAR/X B i D/QK 3L V V R HMRMR O DIWAGK H
SURY ZKRKXOWGE BMHUGWW AIGQID QREDN DU RILW

Newspaper clientpartners B HALL, SUNN,HORD

Newspaper clierpartnersarepartnersusingINJECT within their newsorganisation antestng new
functionalitiesof the toolkit. Dueto this role of using and testingewfunctionalitiesPrimeINJECT
will be dferedata low costto thesepartnes of INJECT. Newspaper partnesso contribte with
domain knowledgéo technicabartnerdn developingnewfeaturesof thetoolkit. Newspartners wl

preseniNJECT in mediaconferences, and shagperienceavith future clientof INJECT.

Newspapeclients

It is importanto naote thatthe currentnewspapepartners ag consortiumpartners and therefore act
as testasesfor newspapeclientsthatwould pay full price. Thereforewe specifythe gereral
elements ofswch arole. Newspapeclients are the customerssing INJECT. Theyhave three options
if theywantto purchase dicence touse INJECT namelyBasic NewsroomConnectedNewsroom
and Prime NewsroomTogethemwith the commercialpartner(ecosystentoordinator),clients will

find oneor morepersondo fulfil the rok as Oagertf-changeOThis persomwill collaborate witha

OtutorG&rém the commerciabartner.

Innovation partners B ATY, EXPL, ICCS

Innovation partnerprovidedevelopmenand maintenancef the INJECTtoolkit. Theirmain roleis
to ewlve andmaintainthe INJECT digital servieesandtoadls, by developingnew technology, and
maintainestablishedechnology. Thénnovation parers willdeliver newreleasesof each existing

digital seviceandtools, aswell as newserviesthatwill emerge tomeetmarketopportunities
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Evaluation partner BUNIB

An evaluation of the process of setting up the first ecosystem needs to be thoroughly documented, it
should consider the support required to set-up the first ecosystem, and perform validated learning.
UNIB has, in collaboration with K)Labsconducted extensive monitoring of the innovation

endeavour in Norway in 2016-2017.

Validated leaning needs to be provided to innovation partners and commercial partners to
further innovate the ecosystem, licensing, and identify potential inputs into the INJECT toolkit. This
will help the ecosystem incrementally adapt to client needs, in the fitahie this will be oriented to
the INJECT Norway ecosystem, but will also be adapted to the situation in other countries for future

ecosystems.

3.3 The Norwegian INJECT online community

An online community is important to share knowledge among users of INJECT. This section contains
a short descriptions of a number of features that will be available in the INJECT Norway online user
community. It is avirtual community of practice in whichll INJECT project partners collaborate

online, based on documented descriptions of its activities, technology, group processes, and roles.
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from journalists

Forum

Forum best

Forum popular gquestions

INJECT user community
Welcome to INJECT resources forum!

Discover best practices

Resources

INJECT how-to-videos
INJECT demo

INJECT support

Documentation
Getting started
COS).'SIC'WW coordinator

Commercial partner

Community events

Showcases Innovation partner
Evaluation partner
News partners

Clients

I"#3%&'P)*+&'$1&%'E=33%."56'=.@ABC/*'>&D1"5& 7"
Documentation

Getting started
Documentation explaining the user how to start to use INJECT with guidelines, tips and requirements
on how to set up INJECT within the newsroom.

Ecosystem coordinator
A definition of an ecosystem coordinattivities and roles. There will also be aplaxation of how
the spin-off should handle responsibilities.

Commercial partner

A definition of commercial partner, activities and roles a commercial partner has. There will also be
an explanation of thele of OtutorO and responsibilitaghatrole. A list of partners in each
country/region will also be provided.

Innovation partner

A definition of what an innovation partnis; their activities and roles. There will also be an
explanation of responsibilitighatthis type of partner musulfil . A list of partners in each
country/region will also be provided.

32



Evaluation partner
A definition of an evaluation partner, activities and rdlesy have There will also be an explanation
of responsibilities this partner is expected to follow through.

Newspaper client partners

A definition of news partneractivities and rolethe news partner has. There will also be an

explanation of the new role, Oagent-of-changeO and responsibilities having the role. List of partners in
each country/region will alse provided.

Clientsbfuture clients

A future client will find information on how to prepare the newsroom to start use INJECT, and the
process of installing INJECT. If the client purchatesOintegrated full INJECTO there willdieps

on how a commercial partner implements the toolkit into the newsroom. If the client purchases Obasic
INJECTO stepsill also beprovided.
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Home - FAQ vemts Team /,swﬁéﬂ

s

FUTUBE’ :
~JOURNALISM,
Y | Now.

Pricing
INJECT is available in three packages. “Creative newsroom”,
“Connected newsroom"”, and “Prime newsroom”.

Prime
newsroom

Creative Connected
newsroom newsroom

Connected creative
newsroom with access to
INJECT interactive
factbox engine and
community.

Creative newsroom with
creative search on
additional pre-selected
public databases».

Creative search integrated
with standard editorial
tools

Integration with your

i : Search other newsrooms'
newsrooms' local archive 5 e S

archive under agree- Ac to INJECT
premium creative data,
such as customisable

interactive data»

Discover new angles in a
matter of minutes

€ 250 per user
€ 2000 initial set-up costx

Get access now

€ 50 per user € 150 per user
€ 2000 initial set-up cost € 2000 initial set-up cost

Get access now Get access now

"#$%& BU%&1&.5-5"=;"+=>'5+&'5+%&&""E& B EHS-#&1Y&'4%&1& .58 $53%&'E:"&.517

Forum

The forumwill contain questions fromsersand journaliss anshae theirexperience red best
practicewith eachother. It will highlight community eventgournalists can participata, and have
showcaseshowinghow INJECTworksin differentnews organisationsA shat descriptionof each
headlinefrom figure 2.

Forumpopularqguestions

This headline represesfrequentlyasted questionswhere users oiNJECTcanfind information
about the toolkiand ecosystentf thereis a questiorthat isnotansweredusers have the abilityp
askby sending an e-ail to INJECT.

Forumbestpractices
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Best practices to start use INJECT, best practices on how to prepare a learning session with a tutor
from a commercial partner, and overall usage of the tomi@itided with tips.

Community events
Events such as presentations of INJECT on media festivals, conferences to share experiences with
each other, and to future clients.

Showecases
Sharing experiences from use of INJECT, such as success stories to share experiences to future clients
and partners.

Resources
A short description of each headline from figure 2. Resources will represenbivideos, INJECT
demo and INJECT support for end users.

INJECT howto-videos
Videos provided to the end user willMeaa focus on how to use INJECT, made by an

INJECT demo
Showing a demo with new functionalities, and giving future clients the opportunity to test INJECT,
see figure 3.

INJECT support
Contact information to a commercial partner within a region is peavid give clients support when
needed.

"Give us three minutes, and we'll give you a better story.”
Interested? Contact our partner available in your region.

Ca—
Title
|
-} —
O @B KECT
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4 Growing the INJECT Norway ecosystem

The consortium has established the Norwegian ecosystem as thegasgstem with a selected
group of key participants to gain commitment, test assumptions, refine the strategy, and establish
success stories. Progressing from the experience in Norway, the consortium will roll out and adapt the

ecosystem with INJECT partrsefrom other countries.

4.1 Promoting the first Norwegian ecosystem

The INJECT projectteamwill implementthe ecsystemprototype andjive access tthe INJECT
participants withthe firstsoftware services angowel informationsouces tobetargetedo

newspapergxsting media ecosystemsy freelancers.

Success story

Onejournalistfrom Hordaland $vis saidthatINJECT helped to gathefactsfor anewsstoryfrom
theirinternalarchives. It was a stoy abouta lawsuitbetweertwo local comparies. Olstould have
known that the storwasin ourarchive, but didnOt. lvasperfectsincethe storycame up in the
INJECT seach resultOthey siated This is atypical scenaridfor journalistsmissirg a storybecause
of anabsence due taoliday o scknessduringthe dayswhenthe storywaswritten. And whileit may
beanidealexpectation thgburndists knoward searchtheir own archive, this maynot be the caein

reality.

OAlot is usd from thestory | found through INJECT.felt that| savedtime usingINJECT,because
it wasa complicatal lawsuitformulatedn a 57 pagelocument, and usinthe story from our archive
through INJECTmademe undeastand how th@revious journalist formulatechd understood the

caseandhelpedme towrite my storyO.

Branding INJECT in the Norwegian market DNews partners

To establisha wordof mouth siwccess storand show hoWwNJECT is usedandwhereit is usedwill
help INJECTgain agoodreputation. Newsgartnerswill brand their newsstories generated with
INJECT to be useds a showcase/exangdbr future clients,ard to shae bestpractices orthe
INJECT webste.
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endringar i sortiment og innforinga av appen /.
Halvtirstala frd analysebyrdet Nielsen viser at f
Rema 1000 sin marknadsandel har gitt ned med

1,2 prosentpoeng til 23,7 prosent. Kiwi, som er h\

det storste butikkonseptet { NorgesGruppen, :f:fmg&z:fsﬁmmwww’g's”mhwu"e (Fot: OLE
haler innpd med ein vekst pd eitt prosentpoeng,

og ligg no berre 2,6 prosentpoeng bak Rema.

|

Dette er bakteppet ndr adm.dir. i Rema 1000, Ole Robert Reitan reiser rundt til
distrikta. I forre veke stod Sunnhordland for tur. Ifelgje Arild Remme, sjef for
Rema region Vest, hadde Rema i var region ein auke pd rundt ti prosent si langt i
ar. Rekneskapstala for 2016 viste at av dei lokale Rema-butikkane, var det berre
Rema 1000 pa Fitjar og pd Husnes som hadde omsetningsauke i forhold til 2015.
Det kan skuldast auka konkurranse, men truleg ogsd ldgare lokal aktivitet.

m Ole Robert Reitan sin strategi er d satse

1 offensivt. I ar skal butikkjeda opna 40 nye
g Satsar g butikkar. Blant desse ny butikk i Sagvig. Det
3, Sunnhordland e 36 Ty QULIKK S SagVag.
er me glad for. ! tillegg har fleirtalet av dei
lokale butikkane fatt anten nybygg eller eit
betydeleg loft. For kundane er den tilspissa
situasjonen i matvarebransjen positivt, s&
lenge kjedene ikkje blir freista til 3 ta snarvegar som gdr utover kvalitet og ein
ikkje onskt einsarting av utvalet. Til sist er det forbrukarane som avgjer kven
som skal ha vinnarttroya i bransjen. Det har utan tvil blitt tydelegare siste halve

dret.
Klikk for & sj& kommentarar (0)
Ansvarieg redakter: Besoksadresse: Fakturaadresse:
Sunnljnth[unh Magne Kydland Borggata 15 Sunnhordland
Stord Postboics 100

"#$%&'(U)'-.'&V-34:&'=."+=>'5+&' @ABC/*:=#="E-.'D&'1+=>.".".&>1'15=%"&1'>%"55&.">"5+' @ABC/* 7'

Denne saka er
skriven med
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Word of mouth BNews partners, commercial partners

The project tearwill consider promotion ofNJECT through newspaper organisations, trade
conferences, and membership organizations. For example, NxtMedia conference is a good conference
to create this word of mouth reputation, MBL.no, a membership organization for embeliprises

thatcovers 97% of NorwayOs news marktt:/lla.nq an organisation for local newspapers in

Norway, and NCE Mediwhich is the support organization for Media City Bergen.

Being present in these organisations, a local newspaper in consortium and a commercial partner

would produce a word of mouth by voluntarily sharing experience with other potential clients.

For future clients, news partners along with commercial partners can present a case study on how
INJECT can support journalism and how it can positively support journalists in creating better news

stories- preferably with a testimonial from one of more joursiali
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4.2 Recruiting new partners in tidorwegianecosystem

Themain goa for INJECT isto increasthe number of patnersin the ecosysten beyond he original
consortiummembersandtherebyexpandtheimpactof the creative enginas wellas generating
revenueandpossible financiafucess.

Here we presera listdl the pssible newspapersthertechpartners torecruitfor the Norwegian
ecosystemWe wantto shav thatthereis real paentialto reachoutandgrow theincome tothe levels
that our businessplan indicates.

Future innovation partners B Agder Oedia, Volda University College

$JGHU OHGLD LV D SRWHQWLDO QHZ LQQRYDWLRQ SDUWQHU ZLW
EDVLF ,7 LQIUDVWUXFWXUH DQG VRIWZDUH WKDW LV XVHG LQ W}
SXEOLVKLQJ RI WKH WKUHH FRQVRUWLXP SDUWQHUV +DOOLQJGF
OHGLD KDV VWURQJ NQRZOHGJH DERXW WKH RSHUDWLRQDO DQG
WKLUG SDUW\ QHZVSDSHU VRIZDUH V\VWHPV $JGHU OHGLD DOVR
QXPEHU RI RWKHU 1RUZHJLDQ QHZVSDSHUV 7KH FRPSDQ\ FRXOC
ZRXOG JLYH XV DFFHVV WR D ODUJHU QXPEHU RI QHZVSDSHUV D
LQFUHDVHG QHZ UHYHQXH

Volda UniversityCollegeis a potentialnewinnovationpartner, withthe same functiorasthe
Universityof Bergen. Incollaborationwith UNIB, associatg@rofessorAnalLawsfromVolda
University llegewill, deliver aprototypetool for visualisationof information forjournalists.This
canbecalled arinfographicstool andthe designwork canpotentiallybe coordinatedvith thesearch
strategyOvsualisatio®in the INJECTsearchtool. Volda UniversityCollege alongwvith UNIB can
explore the possibilityfor educationalicenses withthe VVolda journalismschool as a testase.

Future newspaperclients

Sunnhordland owna smallernewspaper B¢mlonytb QG LV VKDUHKROGHU LQ 2V DQG )>
Hordalandalso ownsa smallernewspapecalled Vaksdalposters O O \dbKldbddeamenew FO LHQ W V

$JGHUSRWGUSBYDP H G L\KIP] HREU Z H QIHYZY SDRSAHSIIMKRDZQALD R F D O
QHZVSDORYWKRUDDK HDU$UGHUS BB WEIP®R Q ANVGIBOWELP VWD G
$GUHVVH W IOOHY®) B ¥ ESARR/NUHIRVQIQHH Z V' S D SBHRIW HFRQOA HIAV V

Thecollaboratiorwith Volda UniversityCollegecanpotentiallyopen upalargenewregion of
Norway for INJECT.Thereis alargenumberof local newspapersr the Q R U W K ZISHDWMAWH U Q

1 R U ZantlVolda UniversityCollegeis well connected due tiheir journalismeducatiorandlong-
termcontactwith newspapers7 Kéwspaprs Y D U Y L PHOSSXEL R @WRLIU L QMGHILGV LR Q
HDEKHNKBRHZVSHOVBFLUFXBBEWWRHQ@ QG SHOULMPHWHGBELRQ

If collaborationwith theconsortiumnewspapers, Agderposten Medie$ andVolda University
Collegeis fruitful, the NorwegianINJECT ecosystentould haveapproximatelgix to Q L@ir%s



newspaperlents.

Convincing newspapers to become clients

In Norway there will be a launch and growth process that builds on direct relationships being made
with newspapers and journalists over an extended period. It seems that the best way for journalists to
startusing INJECT will be if there is sincere praise for INJECT from other journalists. So we should
put an effort into continue creating higher use value, and supply with word of mouth, approaching
possible customers, etc.

The Norwegian ecosystem have ongoing promotion plans (see section 3.4 above). In addition to
official promotion campaigns, we believe that word of mouth will help to spread the initial success
stories of INJECT, anih this way trigger other players in the Norwegian journalism market to
consider participating in the first INJECT ecosystem.

4.3 PR plan for the Norwegian ecosystem

MOLabs together with UNIB and collaboration with SUNRRD, and HALL will participate in
promoting INJECT to future newspaper clients. The official launch of the Norwegian ecosystem will
find place in Media City Bergen in November 2017. Firstly we present the PR plan for autumn/winter
2017.

Early November: Launch event
The launch of INJECT Navray will be a soft launch in the new facilities of Media City Bergen
around the first of November 2017.

15. November: NxtMedia Trondheim

Furthermore, presenting INJECT Norway at the NxtMedia conference in Trondheim on 15 November
2017, will increase theisibility of INJECT in another geographical area of Norway, potentially
reaching future Norwegian partners that have not heard of INJECT yet.

17. November: Western Norway editor association event

One agent of change from one newspaper, one chief editor/CEO together with MOLabs will present
INJECT to editors in local newspapers on this event 17 November 2017. The goal is to present
INJECT to future clients of INJECT, and to get journalists to join the workshop November 29th.

29.November: workshop with journalists

Agents of change from SUNMORD, and HALL together with interested journalists and editors
hosted by MOLabs and UNIB in Media City Bergen 29 November 2017. The goal is to give the
interested journalists a hands experience using INJECT.
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Early December: meeting with interested chief editors and CEOs

INJECT will be presented in detail to interested chief editors and CEOs. One journalist and one editor
in chief from the Norwegian newspaper partners will join the meeting and present theierecgeri
using INJECT. The goal is to offer a licence of INJECT to the interested newspapers.

PR plan 2018-2019

- Early 2018: NODA- Nordic conference on data journalism, in Stockholm.
- April: The annual conference of the Association for Norwegian local newspap

- May: Nordic media festival, Bergen.

NODA - Nordic conference on data journalism

NODA is a data conference on data journalism where journalists from different media houses in
Norway, Sweden, Denmark, UK, USA and Germany sends in their projectslAmba Awards will

be awarded to three data journalism projects in the categories OFeatureO, OApplicationO and
OlnvestigativeO. The goal is to present INJECT to future clients and journalists. The next conference
will find place in Stockholm, Sweden early 2018.

The annual conference of the Association for Norwegian local newspapers

The association for Norwegian local newspagetsh) have over 100 members across Norway. LLA
has a goal to strengthen local newspapers and facilitate local newspapers totberfeusth state
power, and stimulate the democracy, culture and businesses in their local community. Every year
LLA hosts an annual conference for its members. In 2018, the conference will be in Bod¢,, Norway
April 13th.

Nordic media festival

Nordic meda festival is the largest media conference in the Nordic region. The festival has over 1800
delegates representing the full spectrum of the industry. There is a diverse representation of media
heavyweights, creative visionaries and upcoming talents. Tt festival will be in Bergen,

Norway May 2th - 4th 2019.
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