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The decline in print newspapers, the increasingly digital nature of news consumption, and             
the disruption of digital advertising business amid the advent of social media have all been               
widely documented in the media industry. A pan-European research project carried out            
recently at the London School of Economics and Political Science (LSE) on the future              
of national news agencies in Europe analysed the challenges that news agencies face in the              
current rapidly changing news environment. Fresh findings from this research project invite            
us to analyse more deeply how these national agencies have responded to these challenges.  

Atte Jääskeläinen and myself researched business-model innovation in media-owned         
national news agencies and found that the agencies’ role in the value and supply chain of the                 
news industry has changed. The internet ended the era of agencies’ monopoly over the              
real-time supply of news information. News agencies now have to compete, in a completely              
different environment, with new competitors and services that diminish the value once            
offered by newswire services, and to defend themselves against the declining exchange            
value of their service in the outsourcing market of news.  

Recent technological developments, and in particular the internet, have created new           
opportunities for the creation on digital platforms of new organizational forms in different             
sectors and industries including the media. While there has been increasing interest in digital              
platform business models, the question of how traditional news media can develop this             
concept to adapt their own business models has largely been neglected. The case of Austria               
Presse Agentur (APA) in Austria is a unique example in the context of platform business               
models, since the news agency has successfully transformed its business and created a             
platform that brings together its corporate, institutional and news-media customers. Taking           
as a case study the creation over 30 years of APA’s platform business model, we               
(Jääskeläinen, Yanatma and Paavo Ritala) analysed the potential for creating platform           
business models in the European news media.  

Our main research question was how and why an incumbent and traditional company has              
been able to transform part of its business into a platform business model. We also               
specifically aimed to address how a media-owned news agency achieved, in a rapidly             
changing news ecosystem, the transformation of its business into a platform. We conducted             
semi-structured interviews with senior executives of APA as well as with newspaper            
publishers using the platform and with clients receiving the media content through APA’s             
media database and media monitoring services. We also used annual reports, financial data             
and presentation documents from APA. 

As early as 30 years ago, APA began to build a business model that today would be defined 
as a platform, operating in a multi-faceted market. The agency launched and now runs two 
platforms, one providing a media database and media monitoring, and the other distributing 
press releases. In the late 1980s, APA began to offer media archive services to publishers. 
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The media monitoring service followed in the 1990s, since the content was available almost 
in real-time in the media database. We explored how this business model was invented 
before there was large-scale usage of the world wide web, and considered what were the 
foundations and fundamentals of this success.  
 
Austria Presse Agentur (APA) was founded in 1849 and nationalized in 1859. It was 
re-established after the Second World War and is now owned by the Austrian public 
broadcaster ORF and 12 Austrian daily newspapers, and the group operates as a 
co-operative. 

As a leading supplier of information services, the APA Group provides the domestic media – 
in particular daily newspapers, radio and television, but also online services and magazines, 
as well as information managers in companies, politics, associations and institutions, with 
news information for their daily work. The Group operates in three business areas: as a news 
agency, an information agency and a technology agency. It acts as a digital “nation's 
memory”, providing more than 165 million documents from around 360 sources. 

 

The agency had severe financial difficulties in the 1980s as a result of the specific 
circumstances it faced in a small media market. After holding a series of company 
workshops, the then-CEO Wolfgang Vyslozil created a vision of a diversified business model 
for the agency. This evolved towards both new added-value services for media clients and a 
broadening of the customer base to institutional and corporate markets outside the news 
media. 

The integrated information and database system implemented in 1984 was a significant tool 
in this diversification process as APA “discovered high development of potential for itself 
with the convergence of real-time and archival information on the basis of high-tech 
solutions, rendering a new quality of information marketable a good decade before the 
introduction of the internet” (Vyslozil, 2014: 269). At the request of the national newspaper 
Der Standard in 1988, the agency started to establish a media database, and this paved the 
way for a media monitoring service based on a platform business model.  

After successfully offering this to Der Standard in 1991, APA started to involve more 
newspapers in its archive service. While most publishers on the platform were shareholders 
of APA from the start, the model was attractive to other newspaper publishers and the 
number of newspapers collaborating in the archive increased, with clients able to access and 
search newspaper content in the format of PDF pages, and the media monitoring service 
also emerged. As APA achieved full coverage of almost all media in the country, customers 
subscribed to this service in order both to save money and to benefit from professionally 
provided services rather than their own staff having to work manually.  

Through our research, we found that APA’s platform exemplifies a combination of deliberate 
and emerging strategy where a traditional company partly transformed itself into a platform 
business model. The agency launched this platform-based model to complement traditional 
news products by creating a totally new value proposition. 

APA had an understanding of the transverse network effects required to build an excellent 
value proposition both for newspaper publishers and for customers receiving the content 
service on the platform. While some of the main principles of the business model were 
already in place in the 1990s, most evolved over time, depending on the new technologies 



and on the needs of customers. While launching a platform business model was not an 
accident, it was not completely intentional either. The platform theory did not even exist 
when APA launched its service, and the agency was not aware that it was launching a 
platform. This was all the result of an emerging element of the strategy implemented in 
order to save the agency and diversify its business in the face of challenging news-industry 
disruption. 

We found that longstanding trust in the news agency and its existing connections with 
news-media outlets,  together with entrepreneurial leadership at APA, were all key to  the 
development of a successful diversified business model including a well-run platform. The 
Austrian news agency evidently made use of its position as an incumbent – media-owned 
but perceived as a national institution. 

In terms of the news industry in Europe, one of the main contributions of this research is to 
show a successful example of a solution to a strategic problem that news agencies face in 
this era: the value of traditional newswire services has dramatically declined because news 
information is no longer exclusive, and the agencies can no longer monetize the information. 
In the context of business diversification, launching a platform can be a very helpful strategy 
for re-valuing existing capabilities and products.  
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