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SUGGESTIONS 
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Los Angeles Times-2008 
Marshall International Case Competition Case Study 

 
The case study which you are about to read is true.  The saga is ongoing today.  The Los Angeles Times 
was once one of the top 5 newspapers in the United States.  In 2000 the Times Mirror Corporation 
(includes the Los Angeles Times, and other newspapers in Miami Florida, Hartford Connecticut, and New 
York) was acquired by the Tribune Company of Chicago.  The intention of the Tribune Company at that 
time was to 1) acquire media properties in multiple markets as well as 2) multiple channels (television 
and a newspaper) in each of those markets.  Either of these methods allows the Tribune to achieve 
significant reductions in costs by re-processing the news developed by one of the other channels.  The 
result for the community is a serious reduction in the quality of the reporting provided through the local 
news sources in that market. Thus, the only news that is available to the citizen in that location is 
controlled by one firm.  The second concept –multiple channels in one market--is generally referred to as 
“cross ownership.”  Persuaded by several big media corporations that their stock value and profitability 
will decline if they are not allowed to own multiple channels in a single market, the FCC Chairman is 
currently in favor of allowing cross-ownership.  This issue is currently being debated by the Federal 
Communications Commission (FCC) and the U.S. Congress.  
 
On a global level, the role of print media as a source of news is declining for several reasons: changing 
economic conditions, the increasing number of choices now available in how we access news and 
information with the availability through the Internet, cable television, radio, podcasts, blogs, etc.   These 
factors are global in their reach.  With today’s technology an individual can access news and other 
information from almost any corner of the planet.  We need to distinguish content from the delivery of 
that content.  Is new technology a complement or a substitute for the traditional print media? 
 
Please look at this case as an example of changes which are impacting print journalism on a global basis.  
Due to the availability of the new technology and also the acquisitions of smaller, locally operated 
newspapers by large media corporations print journalism’s market share, profitability, and significance 
are declining around the globe.  These forces are challenging the freedom of information and news in all 
countries.   
 
Therefore, while the case presents the difficulties arising with the acquisition of the Times Mirror (and the 
Los Angeles Times) in Los Angeles, the issue is much broader than Los Angeles.  Please feel free to take 
an industry stance as you read this case.  How can print journalism –in any country--succeed in the new 
high technology environment? 
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THE LOS ANGELES TIMES: 2008 

 
 Newspapers…have a special public trust, a responsibility to serve the community while making a reasonable profit. 

 Letter to Tribune Company by Los Angeles civic leaders, September12, 2006. 

 

It is a sunny Los Angeles afternoon in January 2008.  David Hiller, publisher of the Los 

Angeles Times newspaper, reflects on the day’s events as he looks out the window at the city.  

He has just returned from a lunch meeting at Union Station with James O’Shea, the editor of the 

paper.  During lunch Mr. Hiller told Mr. O’Shea that his employment at the Times was being 

terminated for his failure to significantly reduce costs at the paper.  Mr. O’Shea was in the 

position only fourteen months and was the fourth senior executive to depart in less than three 

years for resisting budget restrictions.  Most metropolitan newspapers in the United States were 

experiencing a reduction in revenues due to a steady decline in circulation subscriptions.  

Revenue from advertising was also on the decline.  Mr. Hiller wondered aloud how he could 

maintain the financial performance of the Los Angeles Times, fourth largest newspaper in the 

United States, while maintaining the journalistic quality of the reporting.  What is the future 

business model for print news?   And how can he encourage professional journalists to reduce 

their commitment to world class reporting? 

 

The Role of Newspapers in Society 

Gutenberg’s invention of the printing press in the mid 1400’s made it possible to share 

information among a large number of people in a community with others of similar interests.  

Over time the number of printed works expanded to include books, as well as newspapers. 

America's first continuously-published newspaper, the Boston News Letter published its 

first issue on April 24, 1704.  John Campbell, a bookseller and postmaster of Boston, was its first 

editor, printing the newspaper on what was then referred to as a half-sheet.  It originally appeared 

on a single page, printed on both sides and issued weekly.   In the early years of its publication 

the News Letter was filled mostly with news from London journals detailing the intrigues of 

English politics and a variety of events concerning the European wars. The rest of the newspaper 
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was filled with items listing ship arrivals, deaths, sermons, political appointments, fires, 

accidents and the like.  

One of the most sensational stories published when the News Letter was the only 

newspaper in the colonies was the account of how Blackbeard the pirate was killed in hand-to-

hand combat on the deck of a sloop that had engaged his ship in battle.  

Campbell relinquished his stewardship of the paper in 1722 to Bartholomew Green, its 

printer. As editor, Green devoted less space to overseas events and more to domestic news. 

When Green died after a decade as its editor, the News Letter was inherited by his son John 

Draper, also a printer. Draper proved to be a better editor and publisher than his predecessors. He 

enlarged the paper to four good-sized pages, filling it with news from Boston, other towns 

throughout the colonies, and from abroad.  

The May 14, 1761 issue of the News Letter is presented in Exhibit 1. The front page is 

displayed in its entirety. Notice the credit line Printed by J. Draper appearing under the 

masthead. As was the custom then, the front page was devoted to events overseas. This issue 

contains news from London, a speech by the King to the House of Commons, and various 

accounts from Westminster and Whitehall.  

Also displayed from this issue is an ad from the back page for a Scheme of a Lottery. The 

lottery was created to sell 6000 tickets at $2 each to raise funds to pave the highway in 

Charlestown from the Ferry to the Neck. Of the $12,000 to be raised, according to the ad, 

$10,800 is earmarked for prizes and $1200 for paving the highway (Exhibit 1). 1 

A few years later, one of America’s founding fathers recognized that to make democracy 

work people need information.  “Knowledge will forever govern ignorance and a people who 

mean to be their own governors must arm themselves with the power which knowledge gives.” 2  

Furthermore, the Founding Fathers underscored the value of information for a democracy when 

they included the freedom of the press to print its opinion without reprisal from the government 

in the First Amendment to the U.S. Constitution: 
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“Congress shall make no law respecting an establishment of religion, or prohibiting the 

free exercise thereof; or abridging the freedom of speech, or of the press, or the right of 

the people peaceably to assemble, and to petition the Government for a redress of 

grievances.” 3 

America’s First Newspaper (Exhibit 1) reflects attributes common to newspapers today: 

news from abroad, local news, and miscellaneous information.  However, “the glory of the 

newspaper business in the United States used to be its ability to match its success as a business 

with self-conscious attention to its social service mission.  Both functions are threatened today.  

Measured by household penetration (average daily circulation as a percent of households), this 

mature industry peaked in early 1920s…By 2001, newspaper household penetration was down to 

54 percent.  But while household penetration declined, newspaper influence and profitability 

remained robust.  Now both are in peril.” 4  Newspapers are necessary for self-governance.  

Democratic societies could not survive without the kinds of reporting which newspapers provide.  

Newspapers publish exponentially more news and information than TV or radio newscasts, 

providing greater quantity, diversity, and depth of coverage with more human resources for 

proactive reporting and a broad range of local beats. 5  Recent information indicates there has 

been a steady decline in readership over the last decade. 6  For this and other reasons the Tribune 

Company, parent of the Los Angeles Times, has required periodic budget cuts which have had a 

significant impact upon the journalistic quality of the Los Angeles Times and resulted in constant 

changes in leadership (Exhibit 2).  On September 12, 2006 civic leaders sent a letter to the 

Tribune Company asking the Tribune Company to maintain the maintain the public trust while 

seeking to make a reasonable profit (Exhibit 3).7  As Chairman, President, and CEO of the 

Tribune Company, Dennis J. FitzSimons spelled out Tribune’s position (Exhibit 4)8.  We will 

explore the causes of this decline a little later. 
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The Business Model of the Newspaper Industry 

A question frequently asked of businesses seeking financial support is: “What is your 

business model?”  In short, what need will you satisfy and how will you get paid for doing that.  

Newspapers are often seen from two different and distinct perspectives.  Professionals in the 

newspaper business would like to be evaluated on the quality of the work they produce.  

Reporters out in the field; whether local reporting or in international bureaus are able to provide 

first hand reporting of events.  Indeed many news organizations measure themselves by the 

number of reporters on staff, or by their ability to be “first on the scene” when a newsworthy 

story first breaks.  Some newspapers measure their quality by the number of Pulitzer Prizes the 

paper has won.  Pulitzer Prizes may be coveted by news organizations, but apparently Wall 

Street analysts may look at this negatively.  Frank Hawkins was the Director of Corporate 

Relations for Knight Ridder newspapers in 1986, a year when that group won seven Pulitzer 

Prizes.  On the day of the announcement the value of the company’s shares fell.  Hawkins called 

one of the analysts who followed the company and asked him why.  “Because you win too many 

Pulitzer Prizes,” he was told.  The analyst’s feeling was that the money spent on those projects 

should be left to fall to the bottom line instead of funding better quality reporting.  Everything 

not directly related to that is unrecovered cost. 9  In addition to evaluating newspaper 

management’s ability to improve the investors return on investment Wall Street analysts often 

think of newspapers in the business of delivering eyeballs to advertisers.  Indeed advertisers have 

been a large source of revenue for newspapers over the years.  In this manner, retailers pay for 

advertisements in newspapers which are expected to reach the target audience.   

This dichotomy: quality reporting versus return on investment, is also reflected in the key 

roles of management in the newspaper industry.  Most metropolitan papers have a publisher—the 

individual responsible for the business aspects of the paper, and also an editor—the individual 

responsible for maintaining the journalistic quality of the paper.  In general, these two competing 

perspectives should be mutually supportive.  If the newspaper loses its quality, presumably fewer 

people will purchase the paper, which then results in fewer eyeballs for the advertisers.  This is 

also a one-sided relationship since on a daily basis consumers do not purchase the paper for the 
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classified or retail ads, except when they are shopping for a new car, house or a job.  Most of the 

time, the advertising rides to the reader on the back of the news itself. 

The Influence Model 

Hal Jurgensmeyer, a business side vice president of Knight Rider presented it differently 

to new reporters at the paper.  “We are not in the news business, not even in the information 

business.  We are “in the influence business.”  In this view there were two kinds of influence: (1) 

societal influence, which is not for sale; and (2) commercial influence, or influence on the 

consumer’s decision to buy, which is for sale (Exhibit 5).  In this model a newspaper’s societal 

influence can enhance its commercial influence.  If the model works, an influential newspaper 

will have readers who trust it, and therefore it will be worth more to advertisers. 10  This model 

has worked for Knight Ridder for many years (Exhibit 6).  More recently innovations in 

technology have allowed the newspapers to produce more efficiently.  Other savings may have 

been obtained by making the editorial product cheaper.  And even though market share has been 

declining most traditional newspapers were able to maintain profitability by raising advertising 

rates and subscription prices on cheaper products. 

For most of the twentieth century newspapers were family businesses, run for the long 

term, attending to market share, more than profitability.  As families sold to bigger organizations, 

the economics of publishing weeded out the weaker operations and built the eventual 

monopolies.  Market share was no longer an issue. 11  This was true of the Los Angeles Times. 

Changes in Newspaper Ownership 

Until the 1960’s newspaper ownership in the United States was dominated by closely-

held family firms.  In addition to the hundreds of small town newspapers, a few of the largest 

dailies such as the New York Times, the Washington Post, the Chicago Tribune, and the Los 

Angeles Times were actively managed by succeeding generations of the founding families.  In 

the early days, printing technology was labor intensive and required skilled typesetters to print 

the paper.  There was no advantage to large papers due to the diseconomies of scale.   
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In addition to changes in technology, the United States government through Internal 

Revenue Service changed the way it appraised newspaper company assets for gift and tax 

purposes.  Estate and gift taxes averaged 70 percent and sometimes rose to 90 percent.  This 

made it nearly impossible to pass on the family business to the next generation.  In the 1970s and 

1980s newspaper owners faced a serious dilemma: whether to sell out to a large newspaper 

chain, or to go public and pursue a growth strategy that would weaken the role of family 

managers.  Many owners chose to sell out which led to a significant consolidation of newspaper 

ownership in the United States.12 

The History of the Los Angeles Times 

Similarly, ownership and control of the Los Angeles Times was passed from generation 

to generation.  In 1960, Otis Chandler took over as publisher of the Times at the age of thirty 

two.  He transformed the Times from a politically partisan, locally-oriented paper into a highly 

respected regional newspaper with a national and an international focus.  The Times Mirror 

Corporation was formed to contain a variety of newspaper, magazine, and book publishing.  

Chandler family trusts continued to hold 62 percent of Times Mirror stock into 1996.  Times 

Mirror was the fifth largest newspaper chain in the United States, behind Gannett, Knight-

Ridder, Newhouse Newspapers, and Dow Jones & Co., publisher of the Wall Street Journal. 

A New Business Model: Convergence 

For more than 10 years the newspaper industry has stated that circulation and advertising 

revenues were declining.  A variety of reasons were offered for this slide from the declining 

number of older adults—the strongest newspaper reading group, to the availability of news from 

an increasing number of new information channels.  Just as plausible was the economic recession 

at the turn of the century and the consolidation of many industries which had been large 

advertising customers, such as department stores and auto dealers. 13  In response to these 

sources of declining revenues, newspapers across the country tried different remedies.  Some cut 

staff—often from the newsroom as well as administration.  Others reduced the size of the paper 

by removing several pages from each edition.  The Orange County Register, which serves a 

market one hour south of Los Angeles, recently decided to eliminate the daily business section.  

Most newspapers eliminated stock and mutual fund listings.  It is presumed that individuals who 
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use this information are obtaining it from other online sources.  In response to the growing 

attraction of the Internet, some print newspapers established websites of their own.  Most of 

these sites were simply re-processing the same stories that appeared in their print newspaper.  As 

time passed some of these websites evolved to contain different information than was found in 

the print newspaper.  The Register publisher, Terry Horne said the cutbacks were “driven by a 

need to be more efficient in the type of news we publish in our newspaper versus online.” 14 

 

Increased consolidation in the newspaper industry motivated some larger news 

organizations to increase margins by reducing the duplication of activities in several acquired 

newspapers.  In this new business model a news corporation could print the work of one reporter 

in more than one newspaper.  Some news organizations also acquired other media businesses, 

such as: radio and television stations.  Now the reporters work could be sent over the air as well 

as in print.  Not far behind was the movement onto the internet as a new channel for news 

 

By owning all the news outlets in a single geographical area, publishers could maximize 

their production from a limited staff.  Reduction of staff is one of the surest ways to reduce costs.  

Through the 1990s, Media General, the Virginia-based independent communications 

conglomerate, underwent a massive transformation, shedding old businesses and acquiring others 

that fit the company’s new regionally focused strategy.  Competitive pressures and technological 

changes in the media business demanded rapid revenue growth and greater synergy among its 

disparate media businesses.  “Our mission is to be the Southeast’s leading provider of 

information, news, and entertainment,” says J. Stewart Bryan, CEO of Media General.  “By 

bringing together the unique strengths of our newspapers, television, and Internet media, we are 

giving our customers a much richer and higher-quality product through what I call 

‘convergence.”  And by combining that richness of content with our multimedia advertising 

packages, we generate new revenues,” he said. 15 

 

One observer who spent a week at Media General in 2001 described their Superdesk as 

one of the most technologically advanced and managerially innovative complexes in the world, 

and media executives regularly visit this site to observe what might happen to local journalism if 

the cross-ownership ban is repealed.  Separate editorial staffs are responsible for the different 



The Los Angeles Times  2008 
 

Marshall School of Business, University of Southern California, 2008                                         9 | P a g e  
 

platforms: print, radio, TV, and Internet.  Although not all stories produced at the News Center 

are made to cross platforms, editors and reporters try to maximize newsroom productivity by 

remaining vigilant for convergence possibilities.  Every day editors from each of the platforms 

have a fifteen minute “convergence meeting” to discuss shared projects for the day.  A sports 

editor explained that convergence affects the way he makes story assignments and the techniques 

reporters use to produce stories for each of these media platforms. 

 

“When you cover something now, the first thing you do is write a small TBO.com piece, 

then you do a TV spot, and then, finally you do a newspaper story.  You have to do 

something for each medium—but also by the time you get to the paper, you have to do 

something different—figure out what you can add with a newspaper story.” 16 

 

Eric Klinenberg, author and journalist spoke with one of Media General’s print based 

reporters who was pulled away from her desk to do a short television spot or longer stories for 

television.  One day he observed: 

 

After writing her report, Mary comes down to the second floor studio around 3:45.  She 

has to wait for Graham, the convergence manager, to get ready, and she spends a lot of 

time standing around chatting.  By 4:10 they are ready to shoot.  Graham runs the 

teleprompter while Mary does her one minute report.  Afterward they go to the control 

room and watch the tape.  Graham calls Mary the “one take wonder” because usually she 

can get the take right on the first try.  But this time there is a problem with the 

background noise in the newsroom, and they have to shoot it again.  Mary returns, waits a 

few minutes for everyone to get set, then goes again.  This time it works, but she still has 

to wait for everyone to listen to the tape and watch the video.  At 4:20 she returns upstairs 

to take off her makeup and resume her reporting. 17 

 

Mary indicated that this TV spot consumes about 2 hours of her work day, including writing the 

script, putting on makeup, shooting the spot, taking off makeup, etc.   This is a significant 

reduction in the time she has for reporting.  Managers and editors recognize that convergence 
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journalism inevitably leaves journalists less time to report, reflect, and produce stories.   It also 

requires different skills from reporters, different equipment, and different time allocations.   

 

The Tribune Company in Chicago was one of the first to publish the news through a 

variety of media.  The Company acquired radio and television stations within the Chicago area.  

A broadcast booth for radio is located within the company headquarters in Chicago and visible 

from the sidewalk as people pass by.  For television they built a platform within the news room 

editorial space, near the reporters desks, from which breaking news can be broadcast quickly.  In 

Chicago, critics say the convergence model has Chicagoans seeing, hearing, and reading the 

same stories, in various forms, over and over during the course of a day.  They are also subject to 

“cross-promotional plugs” for Tribune’s other media products. 

 

Cross ownership 

In 1975 the Federal Communications Commission (FCC) established regulations to 

prohibit one corporation from controlling a newspaper and a broadcast station in the same 

market—unless the arrangement is “grandfathered” into law because of arrangements that 

predate the restriction, or permitted through a special federal waiver.  The Tribune Company 

waged its future on repealing the cross-ownership ban and led the fight in lobbing against the 

ban.  Dennis FitzSimons, who was President and CEO at the time, later boasted: “Tribune 

anticipated deregulation.  We acquired Renaissance Communications [which owned six 

television stations, including WBZL in Miami] in 1997 [for $1 billion], giving us a cross-

ownership situation in South Florida.  We acquired Times Mirror [whose properties include the 

Los Angeles Times] in 2000, giving us cross-ownership situations in Los Angeles, New York, 

and Hartford, Connecticut.  We now have five markets where we own both a newspaper and a 

television station.” 18  Thus the Tribune Company became the only corporation to own and 

operate a major newspaper and broadcast television station in each of the top three markets and 

which had 16 percent of the total U.S. population and 25 percent of households with income of 

more than $150,000.  “Advertisers have to be there,” he said. 19 
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If a newspaper company also owns television and radio stations, it can easily use its 

stronghold on local journalism to promote its own vested corporate interests rather than acting 

like a news organization, particularly the kind that covers the dangerous consequences of vested 

interests dictating the news.  Locally owned and operated newspapers are all but obsolete in the 

contemporary media market—even in major cities such as Los Angeles, Houston, and Miami, 

whose wealth and sophistication suggest they could support one.  Frank Blethen, publisher of the 

Seattle Times said: “Only about 250 of the nation’s 1500 newspapers are independently owned 

and operated….our nation’s newspapers and media are now mostly controlled by a small group 

of corporations whose only value is more wealth and unbridled control.” 20 

 

Institutional Investors as Owners 

The Sulzberger family has been able to maintain majority ownership of the New York 

Times newspaper through the use of two classes of stock.  Members of the family hold the 

largest number of shares and through a family trust prohibit the heirs of the family from selling 

their shares without approval of the other family members.  The public has access only to the 

minority shares of stock.  This has made it very difficult for non-family members to wrest 

control of the paper from the current Board of Directors.  Recently, Scott Galloway, a marketing 

professor at New York University who runs investment firm Firebrand Partners on the side has a 

new formula for shareholder activism.  He has partnered with hedge fund Harbinger Capital 

Partners Funds in an attempt to obtain seats on the board of the New York Times.  Between them 

they own 4.9 % of the stock.  Instead of being hostile, he wrote the following to the New York 

Times board: “There is nothing wrong with the New York Times Company that cannot be fixed 

with what is right with the New York Times.”  Mr. Galloway told the Times executives that 

investors do not want to change the dual-class voting structure that allow the Sulzberger family 

to maintain control.  They are more focused on how the New York Times allocates capital, in 

particular whether it should hold on to the Boston Globe, which has been badly hit by falling ad 

revenue. 21 

 

A Smart Money magazine article titled “Patience for Profits” profiles Ariel Capital 

Management, a Chicago Mutual Fund organization and its founder John Rogers, Jr.  Mr. Rogers 
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says he follows a disciplined investment strategy.  When he finds a stock he likes he will stick 

with it for years.  His flagship Ariel Fund has returned an average of 10 percent a year over the 

last decade.  This is four percentage points better than the Standard & Poor 500 stock index. 22  

Ariel has taken a liking to the newspaper industry.  “We’ve gotten lots of criticism over it, but 

we are sticking with newspapers and magazines, because we believe in small and midsize 

companies like McClatchy, Lee Enterprises, and Gannett.  We think the bad news is overblown 

and 2008 is going to be a turnaround year” says Mr. Rogers.  Ariel also has a significant position 

in the Chicago based Tribune Company.  Is it possible that Tribune shareholders are seeking 

returns in the 30% range as attained by other large media firms such as Gannett?  While this is a 

very appealing goal, returns in this range are considerably larger than the returns obtained by 

most large U.S. corporations (Exhibits 7 and 8).  Instead of placing its investments on a different 

enterprise which is more likely to return the desired returns, executives at Ariel are expressing 

their discontent at the returns being generated by management at the Tribune Company.  With 

increasing pressure from shareholder groups, Tribune management does whatever it can to 

increase the stock price year over year. 

 

When asked to evaluate the Tribune Company’s acquisition of the Times Mirror 

Company in 2000, Mr. Charlie Bobrinskoy, Ariel’s Director of Research, said: “It was a terrible 

deal.  The stock price of the Tribune Company dropped significantly on the day the deal was 

announced.” 23  This is not surprising.  His opinion is consistent with a very large research study 

published in 2002 by BusinessWeek magazine.  They looked at $4 trillion worth of mergers 

conducted in the United States from 1998 to 2000.  One of the main conclusions of the study 

showed that “Fully 61 % of buyers (acquiring companies) destroyed their own shareholders’ 

wealth.  A year after their deals, the losers average return was 25 percentage points below their 

industry peers….The average return for all buyers was 4.3 % below their peers and 9.2 % below 

the Standard & Poor 500.” 24  Nevertheless, Mr. Bobrinskoy expressed displeasure at the Los 

Angeles Times reporting efforts which earned the west coast newspaper several Pulitzer Prizes 

for outstanding journalism in recent years.  “We only need three national newspapers: the New 

York Times, the Wall Street Journal, and USA Today,” he said.  “All other papers should be 

local.”  He is referring to the period when John Carroll and Dean Baquet led the Los Angeles 



The Los Angeles Times  2008 
 

Marshall School of Business, University of Southern California, 2008                                         13 | 
P a g e  
 

Times as editors.  Apparently the feeling in the business side of the newspaper industry is that 

local papers can satisfy the need for local and regional news with much smaller staffs and 

budgets than papers which pursue national and international stories.  This approach is expected 

to significantly reduce company costs. 

 

Circulation and Advertising Revenues Decline 

Traditionally, newspapers earn revenue from two main sources: circulation subscriptions 

and secondly, advertising sales.  The most prominent source of ad revenue for most papers has 

been the classified ads for real estate, autos and jobs.  A reasonable, but smaller source of 

revenue is commercial ads placed by retail establishments such as department stores.  Significant 

consolidation in auto dealerships and department stores results in fewer retail outlets competing 

for attention through increased advertising.  Most print newspapers have experienced a decline in 

revenue from both these sources, but most notably from the loss of classified ads to the Internet 

on such sites as Monster.com, Craigslist, and Autotrader.com.  In an effort to retain this revenue 

some newspapers began their own internet site for jobs and other classifieds.  At present Tribune 

shares ownership of the Career Builder.com job website with two other news companies. 

 

Decline in circulation sales has been attributed to the increasing number of other sources 

available today for news: internet, radio, television, blogs, podcasts, etc.  It is generally felt that 

most people get their news today from television.  However, newspapers publish exponentially 

more news and information than TV or radio newscasts, providing greater quantity, diversity, 

and depth of coverage, with more human resources for proactive reporting and a broad range of 

local beats.  A large metropolitan daily will often run between 80,000 and 100,000 words per 

issue, whereas a typical thirty minute local television news broadcast contains between 3,000 and 

3,600 words. 25  This dilution of the news and information into smaller sound bites has led Mr. 

Moore at Yahoo News to refer to this as “Info snacking.” 26  Online news programs are 

especially growing in popularity among the younger adults.  Blogs are rapidly increasing in 

number.  However, some of these newer forms of citizen journalism force us to ask if this new 

information is journalism or entertainment.  Rather than provide the same information through a 
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different channel, these new efforts have broadened the choice from which to receive the news.  

Are these sources a complement or a substitute? 

 

As David Hiller reflects on the dismissal of yet another editor he recalls the words of 

former publisher Jeffrey Johnson who was dismissed in October 2006: “You can’t cut your way 

into the future.” 27  He also recalls the statement made by Mr. Zell, the new owner of The 

Tribune Company and its related media properties.  “I’ve said loud and clear that I am returning 

control of our businesses to the people who run them….That means David Hiller has my full 

support.  He carries direct responsibility for the staffing and financial success of the L.A. 

Times,” he said. 28  Mr. Hiller wonders aloud:  What else can we do so that print media can 

survive in the digital era?”  How can we gain the cooperation of the news side of the firm in the 

process?  For additional insights he invites a team from a media consulting organization to chart 

a course for the newsprint industry.  As preparation for the meeting the consultant team asked 

Mr. Hiller to review the attached document (Appendix 1) and consider the strategic questions 

presented under each of the sections.  Mr. Hiller has asked your group to recommend a way in 

which the Los Angeles Times can maintain its high profits and also maintain quality journalistic 

reporting for the citizens of Los Angeles. 
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Exhibit 2 

Recent Publishers and Editors at the Los Angeles Times  

July 2000 Tribune Company buys the Times Mirror Corporation.  John Carroll is 
asked to become the Editor of the Los Angeles Times.  He invites Dean 
Baquet to leave the New York Times and join him as editor of the Los 
Angeles paper. 

 
July 2005 John Carroll resigns after five years from being repeatedly pressured to cut 

newsroom budget.  Dean Baquet is promoted from Managing Editor to 
Editor. 

 
September 2006 Scott Smith (President of Tribune Publishing Division) calls for additional 

cuts. 
 
September 12, 2006 Los Angeles city leaders send a letter to the Tribune executives in Chicago 

decrying the ongoing reductions in reporting at the Los Angeles Times. 
 
September 15, 2006 Jeffrey Johnson (Publisher) and Dean Baquet (Editor) of the Los Angeles 

Times resist paring staff further. 
 
September 19, 2006 Mr. Dennis J. FitzSimons: Chairman, President, and CEO of the Tribune, 

responds to the letter Los Angeles city leaders.  Both letters are published 
in the Los Angeles Times.  

 
October 2006 Jeffrey Johnson is dismissed as Publisher of the Los Angeles Times. 
 
November 2006 David Hiller is sent from Chicago as Publisher of the Los Angeles Times.  

Mr. Hiller is one of the architects of the acquisition of the Times Mirror 
organization by Tribune Company.  Paid circulation drops 8% over 6 
months. Advertising revenues drop 2%. 

 
November 8, 2006 Dean Baquet is dismissed as Editor after 18 months with the Los Angeles 

Times. 
 
November 2006 James O’Shea, former managing Editor at the Tribune is sent from 

Chicago to be Editor of the Times.  Mr. Hiller remains as publisher of the 
Times. 

 
December 2007 Sam Zell, a Chicago billionaire, closes his purchase of the Tribune 

Company. 
 
January 21, 2008 James O’Shea is dismissed by David Hiller for refusing to shrink 

newsroom budget.  Mr. Zell is quoted as supporting Mr. Hiller in this 
action. 
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Exhibit 3. 
 
http://www.latimes.com/news/opinion/la-oe-letterb19sep19,0,3580451.story?page=1&coll=la-
opinion-center 
From the Los Angeles Times 

‘Cuts Would Harm the Paper and Our Region’ 
Local community leaders urge the Tribune Company to refrain from cutting back on L.A. Times staff. 
 
September 12, 2006 
 
Dear Mr. FitzSimons and Members of the Board of Directors: 
 
We are writing to urge the Tribune Company to continue to keep the Los Angeles Times a 
vibrant paper of local, state, national and international importance, and to resist economic 
pressures to make additional cuts which could remove it from the top ranks of American 
journalism. As civic leaders in Los Angeles, we are particularly concerned about the effect that 
such cuts could have on our community. 
 
During the second half of the 20th century, the Times lifted itself to become a paper of national 
and even global stature. Many observers consider it one of the five most important daily papers 
in the country. To some extent, that record of success has continued under Tribune ownership, as 
evidenced by the numerous Pulitzer Prizes it has earned during the past few years. We hope -- 
but we are concerned -- that the paper will continue to improve and to build on that record. 
 
We are keenly aware that the newspaper business is going through a difficult period, and we 
don't want to be unrealistic. Nevertheless, we have watched with concern as our newspaper has 
repeatedly reduced the size of its staff, cut the space given to news and declined in circulation. It 
puts matters into perspective, but is of little comfort, to know that such cuts are taking place 
elsewhere as well. 
 
Of course, we expect nothing less than tight cost management from any company, but only up to 
a point. Newspapers, in our view, have a special public trust, a responsibility to serve the 
community while making a reasonable profit. Since it was acquired by the Tribune Company in 
2000, the Times newsroom staff has been cut by at least 200 journalists; the amount of space 
devoted to news has been substantially reduced by over 70 pages per week, and the business side 
has been cut dramatically. A couple of years ago, the company reported that it had cut 
$130.million out of yearly operating costs at the paper -- and there have been additional cuts 
since then. 
 
Recently, we have read that Tribune plans to cut $200.million more from its newspapers. We 
fear that the Times may be in the process of making additional cuts -- which will make the paper 
markedly less valuable to its readers, its advertisers and our community. 
 
All newspapers serve an important civic role, but as a community voice in the metropolitan 
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region, the Los Angeles Times is irreplaceable. We are not quite sure this is fully understood by 
those outside our community. The Los Angeles Times has a unique ability and responsibility to 
unify as well as educate what is a very geographically fractured and otherwise extraordinarily 
diverse community. 
 
At various times many of us have met with Los Angeles Times representatives to urge more 
thorough and consistent coverage of the Greater Los Angeles community. We have been assured 
that the Times was most committed in this regard, as well as committed to remaining one of the 
nation's great newspapers. But we remain concerned. 
 
What is required here for our region to function well is more -- not less -- news coverage, 
particularly of the civic, political and cultural life of the region. The Los Angeles Times simply 
cannot be allowed to shrink to the point that it becomes just another newspaper. We are not 
structured like many traditional cities where influence may be more centralized, but rather 
operate within a complex network of business, government, community and philanthropic 
organizations and individuals. The civic education of this unusually diverse community is every 
bit as important as the traditional K-12 and higher education of our children in fostering the 
health and welfare of the region. 
 
For all of these reasons, we strongly urge the Tribune Company to make an even larger 
investment in the Times and to resist the financial pressures to make cuts that would harm the 
paper and, in the process, harm our region. If, on the other hand, the Tribune Company believes 
this is not economically feasible given its own financial goals, perhaps a different mode of 
ownership would better serve Los Angeles. 
 
Many of us would be pleased to meet with you to discuss these concerns more directly if you 
believe that would be helpful. 
 
All organizations listed below are for identification purposes only. 
 
Edward J. Avila  
President, Alliance For A Better Community 
 
Elise Buik  
President and CEO, United Way of Greater Los Angeles 
 
Warren Christopher 
 
Geoffrey Cowan  
Dean, Annenberg School for Communication, USC 
 
Maria Elena Durazo  
Executive Secretary-Treasurer, L.A. County Federation of Labor, AFL-CIO 
 
David Fleming  
Past Chair, L.A. County Economic Development Corp. 
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Ronald Gastelum  
Past CEO, Metropolitan Water District of Southern California 
 
Antonia Hernandez  
President and CEO, California Community Foundation 
 
Irene Hirano  
President, Japanese American National Museum 
 
Brendan Huffman  
President, Valley Industry and Commerce Association 
 
George Kieffer  
Chair, Civic Alliance  
Past Chair, City of L.A. Charter Reform Commission  
Partner: Manatt, Phelps & Phillips, LLP 
 
Stewart Kwoh  
President and Executive Director, Asian Pacific American Legal Center 
 
John Mack  
Chair, L.A. Police Commission  
Past President, L.A. Urban League 
 
Robert K. Ross, M.D.  
President and CEO, The California Endowment 
 
Robert Simonds  
Film Producer 
 
Steven L. Soboroff  
President, Playa Vista 
 
Blair H. Taylor  
President and CEO, L.A. Urban League 
 
Gary Toebben  
President and CEO, L.A. Area Chamber of Commerce 
 
Liza White  
President, League of Women Voters of Los Angeles 
 
Matt Toledo  
President and Publisher, Los Angeles Business Journal  
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Exhibit 4. 
http://www.latimes.com/news/opinion/la-oe-
fitzsimons19sep19,0,2826356.story?page=1&coll=la-opinion-center 
From the Los Angeles Times 

'Great Newspapers Must Constantly Evolve' 
Tribune Co. Chairman, President and Chief Executive Dennis J. FitzSimons responds to community leaders 
about issues at the L.A. Times. 
 
September 18, 2006 
 
Ladies and Gentlemen, 
 
Thank you for your letter of September 12 regarding the Los Angeles Times. We appreciate your 
deep interest in the Times, and are in total agreement with your view of the vital role it plays in 
serving Southern California. We also absolutely agree that the Times is a great newspaper and 
that it is important it remain so. We are also confident you understand that in order to continue 
succeeding, great newspapers must constantly evolve based on changes in the media 
environment and the communities they serve. 
 
Tribune's own evolution in the newspaper industry began in 1847, when the first 400 copies of 
the Chicago Tribune were printed on a hand press in a one-room plant. 
 
Joseph Medill, the legendary publisher, shaped the newspaper in its early years and instilled a 
sense of journalistic integrity that remains intact today. We feel strongly that great journalism is 
the foundation for everything that we do -- it has been for 160 years. And, during its history, 
Tribune newspapers frequently have been honored with journalism's highest recognition -- 
winning the Pulitzer Prize 100 times. The Times itself has won 13 Pulitzers since being acquired 
by Tribune in 2000 -- five more than it won in the 10 years prior to our ownership. 
 
Importantly, we also believe that outstanding journalism is vital to our business success. 
 
Your letter addresses staffing and the management of financial resources necessary to make a 
reasonable profit at the Los Angeles Times. To provide context, the Times' revenues today are 
actually below where they were at the time of our acquisition in 2000, due to structural changes 
in the media industry, as well as the industries of our largest advertiser categories -- automotive, 
movies and retailing. 
 
In terms of editorial expense, the portion of the Times' total revenues dedicated to news coverage 
is currently almost double what it was during what many refer to as the "golden age" of the 
newspaper, under Publisher Otis Chandler. It is also higher than in 1999, prior to our acquisition 
of Times Mirror. In fact, the Los Angeles Times has the largest editorial staff and budget of any 
metropolitan newspaper in America without nationwide circulation. 
 
Over the past six years, the Times' leadership team, with Tribune's encouragement and support, 
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has taken a number of significant steps to improve the newspaper, placing more emphasis on 
coverage of Southern California news, outstanding investigative reporting and expanded 
coverage of the entertainment industry. We expect additional emphasis on Southern California 
news in the future. 
 
To cite just a few improvements: 
 
- Many reader-focused section improvements have been completed. These include Calendar, 
California, Food, Health, Home and West magazine. 
 
- In 2003, the Times launched its fifth regional edition, The Inland Empire, featuring expanded 
coverage of local and regional news/issues in Riverside and San Bernardino counties. 
 
- There has been significant expansion of the staff of latimes.com. Research shows that% 
latimes.com traffic is growing, and we expect further growth from this talented team that has 
been supported with significant budget increases. 
 
Tribune has also made over $250.million in capital investments in the Times, designed to further 
improve the quality of the newspaper, enhance revenue growth needed to finance great 
journalism and improve efficiency through upgraded technology. 
 
Some examples: 
 
- Increased color printing capacity at the Times by 33% to give readers and advertisers a more 
engaging newspaper. 
 
- A new production facility in Irwindale to automate insertion of preprinted advertising. 
 
- State-of-the-art technology to enhance advertising, circulation and editorial efficiency. 
 
- State-of-the-art space for the Times in Tribune's Washington, D.C., multimedia news bureau. 
 
We will continue to make major investments to better and more efficiently serve customers of 
the Times and all our other newspapers. We believe the collective scale of our company and the 
ability to collaborate across markets enhances our ability to do so. 
 
Tribune and the Times are deeply committed to effectively serving our communities, readers, 
advertisers and shareholders in this rapidly changing media environment. This requires that 
decisions at the newspaper be made on a dynamic, forward-looking basis to deploy our very 
talented people and other resources to where they are most needed to achieve these goals. 
 
We are committed to a companywide expense control program to offset inflationary cost 
increases and better deploy our resources to where they create the most value for customers. As 
our largest business unit, the Times will participate appropriately in these initiatives, all in the 
context of our customer and community focus. 
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The issue of local versus corporate ownership has received much attention in recent months. 
Neither is inherently better, but one only needs to look east to Dallas, New York or Washington 
to realize that outstanding, locally controlled newspapers are not insulated from the competitive 
realities of today's media marketplace. And looking north to Santa Barbara highlights other 
issues that can develop under local ownership. 
 
We would ask you to remember the L.A. Times as it was prior to being acquired by Tribune. 
Ownership was local, but as you may recall, the newsroom was in an uproar over a breach of 
journalistic ethics related to publication of a special advertising section. The publisher and editor 
were under fire from the newsroom, as was Times Mirror's chief executive officer. The editorial 
integrity of the newspaper was in question. 
 
Tribune changed that by returning the newspaper's focus to the practice of great journalism. We 
appointed a talented publisher and editor, set parameters, and then stepped aside and let them do 
their jobs. The new team improved the quality of the paper, and we have been very proud of the 
many journalistic achievements and awards earned by the Times during our ownership. 
 
In summary, we hope you will evaluate the Los Angeles Times and its related websites, not on 
the ownership structure or the size of their editorial staff or budget, but on how well they serve 
the community's needs. We're confident that by that measure -- or any other -- the Times is, and 
under Tribune ownership will continue to be, a truly great newspaper. 
 
Thank you again for your letter. I hope to be seeing many of you in Los Angeles soon. 
 
Sincerely,  
Dennis J. FitzSimons  
Chairman, President and CEO,  
Tribune Company  
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Exhibit 5. 
Influence Models, Meyer, Philip, The Vanishing Newspaper, 2004. 

 
Exhibit 6. 
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Exhibit 7 & 8. 
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