SMARTNEWSNETWORK

THE AI-NATIVE JOURNALISM PLATFORM

SmartNewsNetwork — Investor Business Plan
Company Overview & Vision

SmartNewsNetwork is a venture-scale, Al-native media platform designed to solve the
accelerating global “news desert” crisis.

SmartNewsNetwork replaces the high-overhead legacy newsroom with a Gemini-powered
Agentic Swarm—Al agents that function as reporters, researchers, editors, and multi-platform
producers—reducing operating costs by 90%+ while dramatically increasing content volume,
coverage completeness, and distribution reach.

The model pairs:

e A centralized Al newsroom infrastructure, and
e A decentralized network of Human City Leads (one per market)

This Human-in-the-Loop (HITL) architecture restores local trust, civic accountability, and
advertiser value—while transforming hyper-local journalism into a high-margin, repeatable,
venture-backable platform business.

SmartNewsNetwork is not a media company scaling content.
It is a media operating system scaling trust, coverage, and civic infrastructure.

1. Executive Summary — The Newsroom Reboot / Why Now

Local journalism is collapsing—not because demand disappeared, but because its cost
structure became unsustainable.

e Over 2,900 U.S. newspapers have closed since 2005
e Millions of Americans now live in news deserts
e Civic oversight has weakened as local reporting disappears



e Local advertising dollars have migrated to Meta and Google, bypassing local outlets that
failed to adapt digitally

At the same time, a critical inflection point has arrived:

e Agentic Al systems (Gemini-native) can now perform real newsroom workflows
e Large-context models can ingest and reason over massive public records

e Multi-platform content generation can be automated without sacrificing quality

e Human editorial oversight can be preserved at a fraction of legacy costs

SmartNewsNetwork exists because this is the first moment local journalism can be rebuilt
as scalable infrastructure instead of labor-heavy institutions.

2. The Problem — Collapse of Local News Economics
The failure of local news is structural, not cyclical.
Systemic Breakdown

e High labor costs (reporters, editors, copywriters)

e Inefficient newsroom hierarchies

e Print-first workflows incompatible with 2026 media consumption
e Inability to produce platform-native digital content at scale

Advertising Displacement

e Local SMBs still spend on advertising
e That spend now flows almost entirely to Meta and Google
e |Legacy outlets cannot offer targeting, analytics, or modern formats

Civic Consequences

Reduced government oversight

Lower voter engagement

Increased corruption risk

Communities operating without shared facts

This is a market failure, not a content problem.

3. The Solution — The Gemini-Native Newsroom

SmartNewsNetwork replaces a traditional 20-person local newsroom with:



e One local City Lead, and
e A Gemini-powered Agentic Swarm

The Agentic Swarm (Al Staff Roles)

The Investigator (Research Agent)
Ingests 1,000+ page city council agendas, court filings, zoning documents, budgets, and public
records—flagging anomalies and red-flag items for review.

The Beat Reporter (Writing Agent)
Produces real-time, structured, fact-grounded reporting based on verified data feeds, public
records, and local signals.

The Editor (Quality Agent)
Performs cross-verification, citation checks, style normalization, and legal/libel screening before
escalation.

The Multi-Channel Producer (Distribution Agent)
Automatically adapts each story into:

Long-form web articles

X/ Threads post chains

TikTok / Reels / Shorts scripts
Email newsletter summaries
Optional audio / podcast scripts

All content flows through a unified pipeline:
Research - Draft —» Verify - Distribute

4. Human-in-the-Loop (HITL) Trust Model
Trust is the product.
The Al does the heavy lifting; the City Lead (Human Editor-in-Chief) provides:

Final publish authority

Local nuance, historical context, and judgment
Community presence and relationship-building
Brand representation

High-value sponsorship sales

This model explicitly differentiates SmartNewsNetwork from:

e “Pink slime” Al content farms (no accountability)
e Legacy newsrooms (unsustainable costs)



SmartNewsNetwork preserves human accountability without human-scale cost.

5. Content & Coverage Strategy
SmartNewsNetwork delivers systematic, comprehensive civic coverage:

City councils, school boards, courts, planning commissions
County and state policy affecting local communities

Elections, ballot initiatives, public finance

Development, housing, infrastructure, local business

Translation of national and global events into local impact reporting

Automation enables coverage of meetings and documents that legacy newsrooms routinely skip
due to staffing constraints.

6. Omni-Channel Distribution Engine
SmartNewsNetwork treats content as a structured asset, not a single article.
The platform:

e Automatically generates platform-optimized formats
e Maximizes reach across web, social, email, and short-form video
e Turns distribution into a growth engine rather than a cost center

Every story is designed to travel.

7. Revenue Model & Unit Economics

SmartNewsNetwork decouples content production from headcount, enabling high-margin
scalability.

Revenue Streams

Automated Local Ad Portal — Self-serve SMB advertising

Local Sponsorships — Beat- and community-specific sponsorships
Premium Memberships — Ad-free experience, early access, City Lead Q&A
B2B Civic Data Services — Permits, zoning, filings, public finance data
White-Label / Licensing — Civic portals for municipalities and chambers




8. Market Opportunity — Every Community, One Platform

Based on 2025 U.S. Census estimates, there are 19,479 incorporated cities and towns in the
United States—most economically unreachable under legacy journalism models.

SmartNewsNetwork’s node-based architecture makes nearly all of them addressable.

9. Bottom-Up TAM
Conservative annual revenue assumptions:

e Large/ mid-sized node: ~$120k/year
e Small-town cluster: ~$80k/year
e Micro-town aggregation: ~$40k/year

Even modest penetration yields venture-scale outcomes:

e 10% penetration — $200M+ ARR
e 25% penetration — $500M+ ARR
e Long-term national coverage — Billion-dollar revenue class

10. Scalability & Unit Economics — Node-Based Expansion

Metric Traditional Local Paper SmartNewsNetwork
Monthly Cost  $80k—$120k $6k—$10k

Content 5-10/day 50-100/day

Output

Gross Margin  10-15% 75-85%

SmartNewsNetwork behaves like SaaS with local operators, not a media company.

11. Defensibility & Moat — Competition Integrated



SmartNewsNetwork operates in a fragmented landscape where competitors address pieces of
the problem—but none address the system.

Competitive Reality

e Aggregators distribute content but do not produce original reporting
e Legacy publishers use Al as tools, not infrastructure

e Al content tools lack civic legitimacy and trust

e Low-quality Al news invites regulation and backlash

SmartNewsNetwork’s Structural Advantage
SmartNewsNetwork is the only platform combining:
Original hyper-local civic reporting

Full agentic newsroom automation

Human-verified trust at the city level
SaaS-like scalability and economics

Why This Cannot Be Easily Copied
This is a systems-level moat, not a feature set:

Legacy media cannot cut costs by 90% without dismantling culture
Aggregators cannot add reporting without adding labor

Al tools lack trust, distribution, and accountability

Platforms lack incentive to assume civic responsibility

SmartNewsNetwork occupies the intersection of:
Al infrastructure + civic journalism + human trust + scalable economics

That intersection is currently unoccupied.

12. Risk Mitigation

e Al hallucinations — source grounding + human publish gate
e Legalllibel risk — verification, audit trails, corrections policy
e Election sensitivity — transparency, standards, and accountability

The Human-in-the-Loop model is the risk solution, not a liability.




13. Go-To-Market Strategy

Phase 1 (0—6 months)
Pilot city, agent refinement, trust calibration

Phase 2 (6—18 months)
Regional expansion (10+ cities)

Phase 3 (18+ months)
National platform with franchise-like deployment

14. The Investment Ask

$3M-$5M Seed Round to:

e Build the Gemini-native orchestration layer

e Fund the first 5 City Leads

e Prove sub-$10k/month city economics

e Launch the automated SMB ad platform
Closing

SmartNewsNetwork isn’t just a new way to write the news.

It is the operating system for the next generation of civic discourse—designed for trust,
built for scale, and structured to win.



ADDENDUM:

1. Concrete Pilot Case — Longmont, Colorado

Pilot City Profile

City: Longmont, CO
Population: ~100,000

Media Environment: One daily legacy paper with shrinking staff; fragmented social and
Facebook-group news; limited systematic civic coverage

Civic Complexity: Active city council, planning commission, utilities, water policy,
development pressure, school district activity, county/state overlap

Why Longmont:
o Large enough to stress-test complexity
o Small enough to control cost
o High civic engagement

o Representative of 1,000+ similar U.S. cities

Monthly Operating Costs (Target: <$10k/month)

Cost Category Monthly Cost (USD)

City Lead (stipend + incentives) $3,500-$4,500

Al Infrastructure (models, orchestration, storage) $2,000-$2,500

Legal, insurance, compliance $750-$1,000

Platform ops, hosting, analytics $750

Central editorial oversight (shared) $750



Total Monthly Cost $7,750-$9,500

Key Validation Goal: Sustain full civic coverage under $10k/month without quality degradation.

Content Cadence (Coverage Completeness, Not Click Volume)
Daily

e City government monitoring (agenda ingestion, alerts)

e Local policy updates

e Development & permit activity

e Court and public-safety summaries (when relevant)

Weekly

e 3-5 original civic stories (deep dives, explanatory reporting)
e School district & county coverage
e Business & infrastructure updates

e Local impact translation of state/national policy

Monthly

e Public finance & budget analysis
e Development pipeline summary

e Civic scorecard (what happened, what's coming)

Target Output

e 25-40 high-signal civic items/week

e Near-100% coverage of public meetings and filings



Revenue Mix — Year 1 (Longmont Pilot)

Revenue Stream Monthly Target
Local Sponsorships (beats, sections) $3,000-%4,000
Premium Memberships (early access, ad-free, $1,500-%$2,000
Q&A)
Institutional / Civic Data Access $1,000-%$1,500
SMB Self-Serve Ads (early) $750-%$1,250
Total Monthly Revenue (Yr 1) $6,250-$8,750

Breakeven Target: Months 9—12
Profitability Target: Months 12-15

Early KPIs (First 6-9 Months)

e 5,000-10,000 monthly unique readers
e >40% returning visitor rate

e >25 paid sponsors or members

e >90% of public meetings covered

e <1% correction rate per published item

2. City Lead Profile (Human Trust Anchor)

Background

e Local journalist, editor, civic analyst, or deeply embedded community figure

e Familiar with municipal government, public records, and local institutions



e Trusted public presence (not anonymous, not Al-branded)

Compensation & Time Commitment

e Base stipend: $3,500-$4,500/month
e Time: ~20-25 hours/week
e Incentives:
o Revenue-share on sponsorships
o Performance bonuses tied to trust and retention metrics

o Long-term equity or profit-participation option

Core Responsibilities

e Final editorial sign-off on all published content

e Contextual judgment and local nuance

e Community relationship-building

e Sponsor and institutional relationship management

e Corrections, accountability, and transparency leadership

Editorial Authority

e Full authority to approve, revise, or reject Al-generated content
e Authority to halt publishing during sensitive civic or election events

e Named Editor-in-Chief for the city node (public accountability)



3. Trust Metrics — How Trust Is Measured

SmartNewsNetwork treats trust as a quantifiable operating metric, not branding.

Core Trust KPIs

Metric Target
Corrections Rate <1% of published items
Repeat Readership >40% monthly return visitors
Source Diversity =3 independent sources per major civic
story
Tip Volume Increasing month-over-month
Sponsor Renewal =75% annual renewal

Rate

Supporting Signals
e Reader tip submissions

e Community email replies

Public citations by officials or organizations

Absence of retraction events

Transparent corrections log

4. Explicit Editorial Boundaries — What We Will NOT Do

To protect credibility and reduce risk, SmartNewsNetwork explicitly commits to the following:

e No clickbait headlines



e No anonymous publishing — every city has a named human editor
e No political endorsements (coverage # advocacy)
e No automated publishing without human signoff

e No undisclosed Al-generated content

No sponsored content disguised as news

These constraints are structural—not optional—and are enforced at the platform level.

Why Longmont Proves the Model

If SmartNewsNetwork can:

e Sustain trust in a politically active, civically engaged city
e Cover all public institutions consistently
e Reach breakeven under $10k/month

e Maintain sub-1% correction rates

...then the model is portable to thousands of similar cities.
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