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3.	Opportunities and hazards
Representatives from commercial companies whom we interviewed told us that they believe there 
are significant opportunities for well trafficked noncommercial institutions to pursue in this area: 
as a Guardian advertising director told us, ‘We’ve been monetizing against fairly intelligent content 
for years!’ Several interviewees offered their hand as potential advisors and partners should this 
conversation move forward. All helped us to explore potential pitfalls for this type of work.

Finding 1
The first finding we made is that commercial enterprises – like noncommercial institutions – are 
concerned with advertising encroaching upon their editorial independence and take great pains to 
guard against such encroachment. One advertising director told us that there are contracts explicit 
and implicit with his readers and viewers built upon trust, and that the company he works for is 
vigilant about editorial integrity. ‘We’ve been allowing partners [advertisers] to associate themselves 
with our brand for two decades,’ he said; ‘but there are places where we let them in and places 
where we don’t.’ Policies are in place that prohibit advertising from appearing on the homepage of 
his newspaper’s website in the UK, for example, and in certain areas of the publication to insure that 
the integrity of that brand is never compromised – and this from a company that is founded upon 
advertiser support as a business model for its sustenance!

Finding 2
The second finding is from the cultural and educational institutions themselves – few if any collect 
user demographics in a form as substantial as the commercial organisations whose representatives 
we interviewed. Cultural and educational institutions collect traffic information – the British Library’s 
director of web services told us that the library website has ‘9.72 million unique visitors’ and ‘69.8 
million page hits’ per annum – but traffic data itself is insufficient. Who are these visitors? One 
interview we conducted with a university monitoring unit tasked with tracking usage of JISC-supported 
resources had little if any idea of who these users are – expressing frustration at being unable to 
collect data ‘first-hand.’ At Ithaka, JSTOR conducts user surveys approximately once every three 
years, collecting more advanced data including such specifics as academic discipline; academic title; 
teacher/researcher; age; gender – but fuller profiles of the user base are still some way off in the 
future.9 Of course, the longstanding policies of cultural and educational institutions have never called 
for marketing information to be culled; and in their formative 20th-century years (that is, before the 
web), capturing such marketing information would have required procedures that might have brought 
to mind the image of Madison Avenue-type marketing focus groups, observation tanks, two-way 
mirrors, and social scientists in white laboratory coats.

9	 See, for example, www.icpsr.umich.edu/cocoon/ICPSR/STUDY/22700.xml and www.ithaka.org/strategic-services/discipline-studies 
However, JISC’s leadership work with audience research through the Strategic Content Alliance is bringing that future closer. See, for example: 
http://sca.jiscinvolve.org/category/audience/

http://www.icpsr.umich.edu/cocoon/ICPSR/STUDY/22700.xml
http://www.ithaka.org/strategic-services/discipline-studies
http://sca.jiscinvolve.org/category/audience/
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Today, however, the opportunities for cultural and educational institutions to know the user are 
essentially democratised. Available tools such as Google analytics and Alexa, and social networking 
such as Facebook and MySpace facilitate, render portraits of web users, members, friends, and fans 
easy to visualise. One interviewee told us that his Twitter group provides him with more detailed 
information about his web audience than he could have ever imagined receiving. 

Finding 3 
The third finding comes from commercial sources, and involves making the right match between 
the editorial content and the advertisers who are being offered inventory to buy. As one digital 
production manager put it, his publication selects its advertisers based on their fit; otherwise his 
publication would ‘look like Ladies Home Journal’ (a publication where editorial text and photos are 
often smothered by advertising). The intelligence and education of his readership (more below) is his 
marketing advantage. ‘We sell our audience [to Mercedes, for example] as influential, affluent, and 
well-educated,’ he said. There is a ying-yang effect to ensure that the right kind of advertising keeps 
the right kind of reader, and vice versa. 

Finding 4
Fourth: the brand is key. As one longstanding advisor to online startups told us, the brand is a leading 
asset of many of the noncommercial institutions that JISC supports. As noncommercial institutions 
start to experiment with product offerings that might appeal to advertisers, and then with creating 
entirely new products that advertisers might support, their advertising directors told us that they 
are reminded to stay ‘on brand’ or ‘within the brand’ and to develop proposals that are ‘within the 
wheelhouse’ of the institution’s original mission. To date, of course, part of the brand of culture and 
education has involved staying outside or even above commercial markets. But engaging with the web 
has become very much a part of the missions and even the brands of 21st-century education, as ‘open 
educational resources’ and ‘open courseware’ projects from MIT to JISC itself now demonstrate.10 

Finding 5 
The fifth finding centres upon the particulars of the advertising sales process. As one commercial 
interviewee put it, media companies such as Viacom, the Guardian, and Condé Nast are ‘hard-wired’ to 
work with marketing companies. But the publishers within these enterprises who are the most ‘truly 
gifted’ work closely with marketers to fashion ‘a living ecosystem’ of mutual support. The most fertile 
crescent of that ecosystem is the place where the marketer sees that he has some role, together with 
the publication, site, channel, or network, in the creation of new value – but that is also where things 
can ‘get tricky.’ 

Finding 6
The sixth finding relates to methods of raising corporate support. In the United States the Public 
Broadcasting Service established a PBS Sponsorship Group tasked with raising corporate support for 
public broadcasting programming (two case studies are attached as Appendix II). These initiatives met 
with significant challenges – including the centripetal forces of a decentralised system battling against 
a centralised sponsorship sales unit – but the most significant involved the personnel at the selling 
end. Public broadcasting producers have long maintained that connections with advertisers need to 
be direct – handled by producers with a passion for the their programs and subject matter and not 

10	 See, for example, MIT Open CourseWare, online at: http://ocw.mit.edu/OcwWeb/web/home/home/index.htm (note the corporate sponsor); 
JISC’s initiatives, at: http://elearning.jiscinvolve.org/2009/02/17/open-educational-resources-whats-going-on/ ; and the Open CourseWare 
Consortium’s work at http://conferences.ocwconsortium.org/index.php/ocwcglobal/monterrey2009

http://ocw.mit.edu/OcwWeb/web/home/home/index.htm
http://elearning.jiscinvolve.org/2009/02/17/open-educational-resources-whats-going-on/
http://conferences.ocwconsortium.org/index.php/ocwcglobal/monterrey2009


On Building a New Market for Culture
Virtue and necessity in a screen-based economy

3. Opportunities and hazards	 PAGE 13

by salaried network executives who may be disconnected from that passion. The lessons for cultural 
and educational institutions are clear – involve curators, professors, librarians and others who know 
material in institutional contacts with corporate sponsors. 

Finding 7 
Seventh and relatedly, a number of interviewees, in thinking about a new type of ‘ecosystem’ for 
nonprofits, indicated that parent institutions as a whole will need to commit to a new advertising 
campaign – even if they are experimental ones. When people at the institution think a new initiative 
belongs only to the marketing department and not to the institution as a whole, the initiative is unlikely 
to succeed.
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4.	Recommendations
Our interviewees from commercial enterprises agreed that the types of institutions involved in JISC-
supported programs and receiving support from agencies like JISC – innovative institutions in the arts 
and culture, for example – will not have trouble ‘getting meetings’ with corporate advertisers directly 
or with their advertising buyers. In order for experiments in this field to meet with success, however, 
there needs to be some dedicated planning to develop the equivalent of advertising media sales 
kits for the online real estate that each of these institutions (or several together) represent. At the 
Guardian, for example, there is an entire group of people called the ‘Commercial Development Team,’ 
which is ‘responsible for discovering, evaluating, and incubating new, innovative, and sustainable 
revenue streams.’ A number of interviewees from commercial enterprises expressed an interest in 
helping cultural and educational institutions think through these issues.

1.	 The formation of a public-private sponsorship task force or working group to regularly discuss 
these issues could be of great benefit to the community. Given that the Guardian publishes special 
issues for the education community (see: www.adinfo-guardian.co.uk/guardian-professional/gp-
educguardian.shtml), it might have commercial incentives as well to provide thought-leadership 
support. Commercial institutions and their marketing vendors would likely have an interest in 
joining a public-private working group as well. They would likely find new partnership and business 
opportunities in such a forum. Noncommercial institutions might find revenue, distribution, and 
marketing opportunities and a collection of savvy, market-oriented advisors.

2.	 In order for cultural and educational institutions to be able to experiment in these areas, they could 
well gain a better grasp of the demographics of their audience in ways that Web 2.0 technologies 
can help them to do. Today, cultural and educational institutions have begun to engage in new ways 
with their audiences and marketplaces – sometimes in experiments that are more far-reaching 
than those of many in the commercial sector. The Library of Congress has put some of its image 
content out to the web in a partnership with Yahoo-owned photo-sharing site Flickr: 
 
www.flickr.com/photos/library_of_congress
 
and the Smithsonian Institution has opened its doors in late 2008 to exploring a host of new 
relationships with Web 2.0 partners: 
 
www.smithsonian20.si.edu
 
The data – and search enhancements – that these initiatives will return to their institutions will be 
significant. For example, in its first hour after launch, the Library of Congress reported 1.1 million 
views on its Flickr account – and soon afterwards passed the 10 million mark.11

3.	 For the traffic and data to matter more to advertisers, institutions will need to assemble some of 
the following information about their viewers and users, much as the media kits for major thinking-
people’s publications do today:

11	 See Michelle Springer et al., ‘For the Common Good: The Library of Congress Flickr Project,’ October 30, 2008, online at: www.loc.gov/rr/
print/flickr_report_final.pdf 

http://www.adinfo-guardian.co.uk/guardian-professional/gp-educguardian.shtml
http://www.adinfo-guardian.co.uk/guardian-professional/gp-educguardian.shtml
http://www.flickr.com/photos/library_of_congress/
http://www.smithsonian20.si.edu/
http://www.loc.gov/rr/print/flickr_report_final.pdf
http://www.loc.gov/rr/print/flickr_report_final.pdf
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�� Age 

�� Gender

�� Education 

�� Children

�� Occupation

�� Household income 

A lack of knowledge about their own markets is not, it should be said, a hallmark of noncommercial 
institutions alone. The book publishing industry for years never knew, or even (for the most part) 
cared to know, the true demographics of its book-buyers in ways that newspaper and magazine 
publishers and television networks collected that information. Nor is the knowledge divide about 
markets purely one where advertising-supported enterprises sit on one side and other kinds of 
institutions sit on the other – witness the systematic collection of filmgoer demographics by film 
studios, where advertising provides minimal revenue. Rather, the absence of knowledge results 
from old habits and the longstanding lack of a need to know. As communication shifts to an online 
environment, the need to know will only get stronger.12 And it is likely that the online environments 
created and published by leading noncommercial institutions may become more useful to their 
users if and when the producers know who these users are. That is, cultural and educational 
institutions stand to improve their online media by becoming more familiar with their audiences – 
even if they do not sell advertising as a result.

4.	 The task ahead may involve institutions asking their audiences if they would accept advertising. 
Cultural and educational institutions should bear in mind that, as one television/new media 
advertising director told us, commercial enterprises ‘do that all the time’ – deploying a mix of focus 
groups, polls, internet polls, and phone studies to explore customer preferences. The intelligence 
of their audiences, according to our interviewees, is always a marketing advantage for these 
enterprises, who hire research corporations such as Comscore, Forrester, Nielsen, and Quadcast 
to measure educational levels and comprehension also all the time.

12	 All media is shifting this way. Films will meet advertising in a big way, for example, as Sony and YouTube discuss releasing full-length films 
together. See Greg Sandoval, ‘YouTube, Sony Pictures in Talks over Feature Films,’ CNET, April 6, 2009, online at: http://news.cnet.com/8301-
1023_3-10212585-93.html 

http://news.cnet.com/8301-1023_3-10212585-93.html
http://news.cnet.com/8301-1023_3-10212585-93.html
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5.	Conclusions
This report suggests that cultural and educational institutions should engage their audiences and with 
them the major players that are active in determining the future of the internet. JISC’s published work 
on new business models, the Library of Congress’s report on Flickr, and the Smithsonian’s conference 
on Web 2.0 technologies all signal a desire to explore and experiment with modern online initiatives. 
New opportunities may soon emerge for doing more, such as working more systematically with 
Wikipedia.13

At the same time, the public demand for quality content from educational and cultural institutions 
is high – even as it gets partially satisfied by content that these institutions post on iTunes U, 
YouTube.com/edu, Flickr Commons, and elsewhere. A number of JISC-supported organisations are 
experimenting with such distribution and marketing engagements, as is JISC itself. Satisfying this 
demand brings what the Library of Congress Flickr report calls ‘extra weight’ to the online presences 
of these institutions, which in turn makes their sites more popular, which in turn stimulates more 
demand for their assets – a virtuous circle.

In an online environment where Oxford University ranks higher in popularity than the advertising-
supported Atlantic Magazine and the Library of Congress ranks close to advertising-supported Wired 
Magazine, cultural and educational institutions have the opportunity to explore in concrete terms 
securing support from corporations who are stakeholders in the great online conversation between 
intelligent people, and yet may be benign influences on that conversation even as they attempt to 
promote their brands within it. Revenue generation through advertising sales may be a way to make 
up for downturns in public and charitable program support.

For key institutions to be able to make headway in such an endeavour, they will need to assemble 
marketing material and specifically media kits that carry informative and attractive data about their 
audiences without compromising anything of their own integrity or commitment to privacy. Audience 
data of interest to advertising buyers includes information on user age; gender; education; occupation; 
and household income, for example. 

Cultural and educational institutions also will be well served to consider establishing an advertising 
agency or advertising network. Such advertising networks – also called ‘audience networks’ – group 
together related or like-minded ‘ad properties’ and institutions and serve as vehicles through which 
advertising inventory across all of their media can be sold together to commercial media buyers. Such 
advertising networks already represent pieces of the field – selling advertising inventory collectively 
for associated college newspapers, for example, and college alumni magazines. Imagine an audience 
network like that grouped in Viacom’s CBS Audience Network:

13	 See, for example, Peter B. Kaufman, ‘On the Utility and Uses of Video in Higher Education,’ online at: www.intelligenttelevision.com/
thinkpieces/article/on-the-utility-and-uses-of-video-in-higher-education

http://www.intelligenttelevision.com/thinkpieces/article/on-the-utility-and-uses-of-video-in-higher-education/
http://www.intelligenttelevision.com/thinkpieces/article/on-the-utility-and-uses-of-video-in-higher-education/
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but representing instead the entertainment content at many of the great cultural and educational 
institutions and collections supported by JISC. There may also be – thinking outside the box – an 
opportunity to create a new type of advertising agency for leading nonprofits. Whatever happens, 
actions taken on the part of cultural and educational institutions need to be proactive rather than, 
as in the Google Book Search example, reactive.14 They need to be affirmative, rather than negative, 
and their work and search for funding needs to be marked by an open-mindedness that hard times 
require.

14	 See: See Peter B. Kaufman and Jeff Ubois, ‘Good Terms: Improving Commercial-Noncommercial Partnerships for Mass Digitization,’ D-Lib 
Magazine 13, No. 11/12 (November/December 2007), online at: www.dlib.org/dlib/november07/kaufman/11kaufman.html

http://www.dlib.org/dlib/november07/kaufman/11kaufman.html
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Interviewees
Adrian Arthur, Head of Web Services, British Library 

John Battelle, Founder and President, Federated Media

Ben Bradley, Manager, Digital Production, The Atlantic 

Peter Cohl, Worldwide Director of Education, Siegel + Gale

Dan Colman, Director and Associate Dean of Continuing Studies, Stanford University

Victoria Cook, Partner, Frankfurt Kurnit Klein & Selz

Ian Cooper, Manager, JISC Monitoring Unit, University of Kent 

David Fisher, Head, Guardian Plus, Guardian Media Group

John M. Frankfurt, Producer, Digital Media, Cablevision 

Philip Gourevitch, Editor, Paris Review and staff writer, The New Yorker

Jim Hoos, Vice President, Ad Sales, Digital Media, National Geographic

Stan Katz, Director, Center for Arts and Cultural Policy Studies, Princeton University

Kevin Kelly, Senior Maverick and Founding Editor, Wired Magazine

Alex Kroll, Senior Copywriter, Siegel + Gale

Andrew Law, Open University 

Frank Moretti, Director, Center New Media Teaching & Learning, Columbia University 

Troy K. Schneider, Director of Media and Communications, New America Foundation

Roger Schonfeld, Director of Research, Ithaka

Barak Zimmerman, Web Consultant, Disney/ABC Family
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Appendix 2

PBS Sponsorship Group – case studies 

Liberty Mutual    www.sgptv.org/sponsors/browse

C A S E  S T U DY

www.sgptv.org1

Liberty Mutual 
and Antiques Roadshow:

A Multi-Faceted Partnership to Generate 
Awareness and Qualified Leads
In 2004, a priceless partnership was born when Liberty Mutual signed on as national corporate 
sponsor of PBS’s most popular primetime series, Antiques Roadshow. In addition to receiving 
valuable on-air exposure through its on-air spots, Liberty Mutual maximized the value of its 
sponsorship through a myriad of off-air promotional events and opportunities that increased 
its visibility and generated thousands of qualified leads for local Liberty Mutual offices.

Boston-based Liberty Mutual Group is a leading global multi-line 
group of insurance companies whose largest line of business is 
personal automobile insurance. Liberty Mutual’s personal lines 
operation sells full lines of insurance coverage through its own sales 
force, two direct call centers, Prudential agents and the Internet. It 
also offers a wide range of traditional and variable life insurance 
and annuity products. Liberty Mutual is an industry leader in group-
sponsored voluntary auto and homeowners insurance programs, 
offering these products through payroll deduction and direct billing 
to employees and members of more than 7,500 companies, credit 
unions, professional associations, and alumni groups.

http://www.sgptv.org/sponsors/browse
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Volkswagen    www.sgptv.org/sponsors/browse

C A S E  S T U DY

www.sgptv.org1

Volkswagen and The Blues:
The most successful integrated marketing  
sponsorship in PBS history
As the fourth leading automobile manufacturer in the world, Volkswagen has a well-earned  
reputation for reaching its target audience through innovative, memorable marketing campaigns 
that capture its unique brand essence. So, when the company was preparing to launch several  
new models in 2003, it began looking for a multi-tiered, fully integrated marketing opportunity 
that would reinforce this brand essence while reaching millions of potential customers through a 
highly visible, ongoing campaign. It chose exclusive corporate sponsorship of PBS’s The Blues.

The resulting partnership would not only be one of the largest corporate sponsorships ever under-
taken by Volkswagen, but also the most fully integrated sponsorship in PBS history—delivering 
more than half a billion impressions and giving 
the Volkswagen brand unprecedented exposure 
through on-air spots, live events, advertising and 
promotion as well as a host of books, CDs, DVDs 
and more.

“We were looking for a highly integrated marketing 
opportunity that would provide Volkswagen with 
maximum long-term exposure and strengthen our 
brand essence,” says Karen Marderosian, Director 
of Marketing and Advertising. “When we found 
The Blues, we knew we’d found the right vehicle.”

National print advertising

http://www.sgptv.org/sponsors/browse
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