
C A S E  S T U DY

The digital system
behind a newspaper its
community has trusted
since 1969.
San Bernardino American News had the trust and the
demand. We turned a paper that sold by phone and check
into one that sells, gets paid, and follows up online.

sb-american.com

San Bernardino American News · San Bernardino and the Inland Empire, California · July to November 2026



T H E  C L I E N T

The paper already had what
most businesses spend years
trying to earn.
San Bernardino American News is a family-run, Black-owned community

newspaper that has served San Bernardino and the Inland Empire since 1969.

It has been a court-adjudicated newspaper since 1971, which means courts

accept the legal notices it publishes. Its income came from legal notices and from

print and web advertising.

For its readers it is a trusted local voice. For the agencies, hospitals, schools, and

nonprofits that want to reach this community, it is a direct line to them.

1969
Serving San Bernardino and the Inland Empire

1971
Court-adjudicated, so its legal notices carry official
standing

WHAT THE CLIENT FIRST CAME TO US FOR

The paper came to us for help with its marketing. We
looked at the whole business, not only the marketing, and
proposed a system to close the gaps we found. Those
gaps were costing the paper sales that waited on a call
back, staff time on every order, and past customers it had
no way to invite back.
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W H Y  W E  L O O K E D  AT  T H E  W H O L E  B U S I N E S S

Marketing only pays off when the business
behind it can turn attention into income. So we
studied the whole business first.
More marketing sends more people to a business. If those people cannot easily find what they came for, buy it, pay for
it, and come back, the extra attention is wasted. Before recommending anything, we followed a customer through the
paper from the first visit to a repeat sale.

W H AT  W E  S T U D I E D

How the paper earns
Legal notices and
advertising, sold by phone
and email and paid by
check or invoice.

Who it serves
Readers, advertisers, and
people filing legal notices,
and what each one needs
from the paper.

How people find and
judge it
The website, search
engines, the newsletter,
and social media.

What happens after
a sale
How customers are
recorded, followed up with,
and invited back.
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U N D E R S TA N D I N G  T H E  B U S I N E S S :  W H O  T H E  PA P E R  S E R V E S

Three kinds of customers came to the paper online, and each one
hit a delay.

Readers
WHAT THEY  WANT

Local news they can trust, quickly, on a
phone.

WHAT THEY  ME T

A menu that led to pages such as Pay and
Print Rates before it led to the news.

WHAT IT  COST

Readers had to hunt for the news they came
for.

Advertisers
WHAT THEY  WANT

To reach this community, see what they
would get, and buy easily.

WHAT THEY  ME T

Prices and options that were only shared by
phone or email.

WHAT IT  COST

A business ready to spend that day had to
wait for a call back.

People filing legal notices
WHAT THEY  WANT

To place a notice, pay for it, and send the
documents in one sitting.

WHAT THEY  ME T

Phone calls, checks, and documents sent
separately.

WHAT IT  COST

Staff time on every notice before the paper
was paid.

WHAT THESE HAD IN COMMON Every one of these visits was a chance to earn a reader or a sale, and each one took longer than it needed to.
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U N D E R S TA N D I N G  T H E  B U S I N E S S :  T H E  W E B S I T E

The front page is the first thing a reader or a sponsor sees,
so we started there.

B E FO R E   The homepage on July 27, 2026

1

2

3

A sponsor checking the paper before buying, or a reader

arriving for the first time, forms an impression from the first
screen.

1 The page opened on a picture of the
paper's seal.
A visitor saw no headline on the first screen, and
search engines could not read the paper's name
because it was part of the picture.

2 The menu led to business pages.
Its thirteen links went to pages such as Pay and
Print Rates, and the news sections were not yet in it.

3 There was no next step for a visitor.
The page had no newsletter signup and no place for
a sponsor.
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U N D E R S TA N D I N G  T H E  B U S I N E S S :  T H E  N E W S

A newspaper's value is its coverage, so the coverage has to
be easy to browse.

B E FO R E   The homepage feed, spring 2026

W H Y  I T  M AT T E R S

Readers browse by topic. Search engines and AI
tools use sections to work out what a site covers. A
sponsor looks at a section page to see what their
name would sit beside.

W H AT  WA S  T H E R E

The paper had published more than 10,000 articles.
Most were not yet sorted into sections, so a visitor
browsing by topic saw only part of what the paper
had published.
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W H AT  W E  F O U N D

The paper had the trust and the demand. Eight gaps stood between
them and the income the paper could collect.

No offer for a larger
sponsor
Ads were sold one at a time. A
business that wanted a lasting
presence in the paper had no
program to buy.

Cost: bigger budgets had
nothing to say yes to.

No way to buy or pay
online
Every ad and notice began with a
call or an email and ended with a
check or an invoice.

Cost: sales waited on office
hours.

No shared sales process
Prices, answers, and follow-up
depended on who took the call.

Cost: a buyer could get a
different price or answer
depending on who took the call.

Customer history with no
way to use it
Past customers sat in old invoices
and payment records, not in one
list.

Cost: no way to invite a past
customer back.

A website that was hard
to navigate
The menu led to business pages
and most stories were not sorted
into sections.

Cost: readers and search
engines could not see what the
paper covers.

A newsletter that could
not grow or earn
It went out regularly, but readers
could not join from the site and it
had no space to sell.

Cost: a loyal audience that
produced no income.

Parts that did not
connect
The website, the newsletter, and
social media each ran separately,
by hand.

Cost: a small team's time, and a
reader of one had no path to
the others.

No view of what was
working
Sales were recorded in separate
places.

Cost: no clear picture of which
products earned the most.

THE BIG PICTURE None of these was a marketing problem. More marketing would have sent more people into the same gaps, so closing them came first.
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T H E  S T R AT E G Y

Our strategy: sell the paper's trust, make it easy to buy, and connect
every part so a small team can run it.

Sell trust, not
audience size
WHAT WE SAW

A community paper cannot
compete with large websites
on the number of readers. Its
advantage is 57 years of trust
and its standing with the
courts.

WHAT WE DECIDED

Create a sponsorship program
priced as a flat monthly
amount, so a sponsor buys a
place in a trusted paper.

Remove every wait
between interest and
payment
WHAT WE SAW

Each gap was a point where a
buyer had to stop and wait for
a person.

WHAT WE DECIDED

Put the offers, the prices, and
the payment online, so a
customer can act the moment
they are ready.

Connect the parts so
each one feeds the
next
WHAT WE SAW

The website, the newsletter,
social media, and the customer
records each worked alone.

WHAT WE DECIDED

Build one system where a visit
leads to a signup, a sale creates
a record, and a record brings
the customer back.

Build it for the team
that runs it
WHAT WE SAW

A small team already puts out
a weekly paper and has no time
for extra steps.

WHAT WE DECIDED

Automate the work that
repeats, keep daily tasks
simple, and train the team to
run it themselves.

WHAT WE KEPT
We kept what people already trusted: the 1969 seal, the paper's legal standing, and the outside notice service some of its customers
already file through.
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T H E  T R A N S F O R M AT I O N ,  AT  A  G L A N C E

What changed, and what the paper gains from each change.
O L D  SYST E M O U R  SYST E M W H AT  T H E  PA P E R  G A I N S

Sponsorships
(new)

Ads were sold one at a time, with no
ongoing program for a business that
wanted a lasting presence.

A sponsorship program with three monthly
packages at $250, $500, and $1,000, bought
online.

A new way to earn recurring monthly income.

Advertising Buying an ad meant a call or an email, then
an invoice or a check.

An Advertise page with prices, buy buttons, and
payment by card.

Ads can be sold and paid for at any hour.

Legal notices Orders by phone and email, payment by
check, documents sent separately.

A notice is ordered, paid for, and uploaded in
one visit, then posted to a searchable public list
of notices.

Its steadiest income is collected sooner, with
less staff time.

Customer
records

Customer history existed, but it sat in old
invoices and payment records.

One customer record: a single list of every
customer and everything they bought, with the
paper's past customers and advertisers loaded
in.

The paper can go back to past customers with
a new offer.

The newsletter It went out regularly, but readers could not
join from the site and it had no space to
sell.

A redesigned newsletter with space sponsors
can buy, and signups on the site and in the
printed paper.

The list can grow, and every issue can earn.

Social media Each account was posted to by hand. We automated the posting. When a story is
published on the website, it is sent to the
paper's Facebook, Instagram, and Threads
accounts.

A constant source of content, with no
additional staff time required.

Sales tracking Sales were recorded in separate places. Every sale is recorded in one place, by product. The paper can see an overall picture of its
revenue at a glance.
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H O W  W E  W O R K E D

We rebuilt the paper's website and systems while it kept
publishing every week.
A business that earns every week cannot be taken offline to be rebuilt. We planned the order of the work so the paper's daily business was
never disrupted.

JULY

Understand
We studied how the paper
earned, who it served, and where
sales stalled. We identified the
gaps and wrote a proposal to
close them.

JULY  TO AUGUST

Create the offer
The paper had no offer online
that a larger sponsor could buy.
We built the sponsorship
program with the paper first, then
designed the pages around it.

AUGUST TO NOVEMBER

Build without
disruption
The work went onto the live site
as more than 60 small updates.
Each one was checked, logged,
and could be undone, and the
paper kept publishing throughout.

OCTOBER 16  ONWARD

Hand it over
We trained the team live and left
a 19-page how-to guide, written
guides, and videos, so the daily
work is theirs.
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T H E  W E B S I T E

We rebuilt the entire website and made it easy to navigate.

B E FO R E   July 27, 2026 A F T E R   October 17, 2026

The new menu: seven news sections, each filled as stories are published Mobile view

T H E  P R O B L E M  W E  S O LV E D

The menu led to pages such as Pay and Print
Rates, and most stories were not sorted by topic.
Readers had to hunt for the news, and search
engines could not tell what the paper covers.

W H AT  W E  B U I LT

A front page that leads with the day's main story.
A menu of seven news sections, with all of the
paper's 10,000 articles sorted into them. A page
for buying ads, a page for placing legal notices, a
newsletter signup, a Spanish translation button,
and the policy pages a careful buyer checks before
paying.

W H AT  T H E  PA P E R  G A I N S

Readers reach the news in a tap. Search engines
and AI search tools can read what the paper
covers. Every visitor has a next step, and the paper
has places to sell.
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T H E  B R A N D

We refreshed the brand and applied it everywhere a customer
meets the paper.

B E FO R E   The header was one image.

A F T E R   The seal, with the paper's name as text that search engines can read.

Advertising kit Newsletter Print signup box Staff email

W H Y  I T  M AT T E R S

A sponsor checking the paper looks in more than one place. Seeing
the same established business each time is what builds confidence
to buy.

W H AT  W E  B U I LT

We kept the 1969 seal, because it is what people already
recognize, and refreshed the paper's name, colors, and lettering
around it. Then we applied it to the website, the order pages, the
newsletter, the advertising kit it sends to businesses, the sales
sheets, the signup box printed in the paper, and staff email.

W H AT  T H E  PA P E R  G A I N S

One recognizable brand everywhere, so the paper looks as
established online as it is in its community.
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A  N E W  WAY  TO  E A R N

We gave the paper a new way to earn: a sponsorship program a
business can buy online.

The Advertise page: packages, what each includes, and buy buttons

T H E  P R O B L E M  W E  S O LV E D

The paper sold ads one at a time, by phone and
email. A business that wanted a lasting presence had
no program to buy, and no way to buy without
waiting for a call back.

W H AT  W E  B U I LT

Three monthly sponsorship packages at $250, $500,
and $1,000, each for at least three months, plus a
four-week ad. Every option shows its price and what
it includes, and has a buy button. Payment is by card,
and a welcome message asks the sponsor for their
logo and ad details.

W H AT  T H E  PA P E R  G A I N S

A new way to earn recurring monthly income, and ad
sales that no longer wait on office hours.
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G E T T I N G  PA I D  FA S T E R

We removed the barriers to placing a legal notice, so the paper's
steadiest income no longer waits on a phone call.

Place a Legal Notice: pick the notice, pay, then send the
documents

The public notices page: search or browse by type. Name
blurred here.

T H E  P R O B L E M  W E  S O LV E D

Placing a notice depended on reaching a person at
the paper. Each one took phone calls, a check, and
paperwork sent separately, which was slow for the
customer and for the staff.

W H AT  W E  B U I LT

Five kinds of notice have a fixed price and are
ordered, paid for, and uploaded in one visit. Notices
whose price depends on their length are sent in, and
the paper emails an invoice that is paid online.
Published notices go onto a public page anyone can
search, and the team posts one by sending an email.

W H AT  T H E  PA P E R  G A I N S

A notice can be placed at any hour without a staff
member. The paper is paid up front, and its team
spends less time on each one.

OCT 15, 2026
First legal notice ordered and paid for through the new
page

OCT 16, 2026 First notice posted to the public notices page
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T H E  N E W S L E T T E R  A N D  N E W  R E A D E R S

We rebuilt the newsletter so sponsors
can buy space in it, and gave the paper
four ways to reach new readers.

T H E  P R O B L E M  W E  S O LV E D

The newsletter went out regularly, but
readers could not join from the website and
there was no space in it for a sponsor.

W H AT  T H E  PA P E R  G A I N S

A newsletter sponsors can buy into, and a
readership that can grow without adding
work for a small team.

W H AT  W E  B U I LT

On the website

A newsletter signup
sits beside the news.

In the printed
paper

A QR code printed in
the paper connects
print readers to the
online list.

In every issue

Space for sponsors, a
line asking readers to
pass it on, and a free
local guide for each
new subscriber.

On social media

New stories are
pushed to social
media automatically.
That cuts staff time
and gives the paper
a constant source of
content.

PAST CUSTOMERS FIRST

People who already trust a business are the easiest to
reach again, so the paper's past customers were the first to
hear about its new look and the first invited to the
newsletter.

L I V E   The October 16 issue
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T H E  S P O N S O R S H I P  P R O G R A M

We helped the paper create a
sponsorship program, and gave its
team everything needed to sell it.

T H E  P R O B L E M  W E  S O LV E D

Once the program existed, the team
needed one set of prices and answers to
sell it from, so every business hears the
same thing.

H OW  W E  D I D  I T

We worked with the paper to shape the
program: what to offer, at what price, and
why a sponsor would say yes. The pages
and the sales materials were built from
that.

W H AT  T H E  PA P E R  G A I N S

A program the team can sell with
confidence, new leads to work from, and
sponsors who are brought on without
paperwork.

W H AT  W E  B U I LT

Sales materials: a one-page price
sheet, written call scripts, a summary
to send after the call, and a monthly
report for each sponsor

A sales pipeline a salesperson on the
team can work from for new leads,
following each business from first
contact to renewal

Automation for every new sponsor:
the payment is collected, a welcome
goes out, and the sponsor is asked
for their logo and ad details

An email campaign that goes back to
the paper's past advertisers with the
new program

A page from the paper's advertising kit
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A U TO M AT I O N  A N D  T H E  C U S TO M E R  R E C O R D

We automated the paper's follow-up, so every customer gets a
response and nothing depends on someone remembering.

T H E  P R O B L E M  W E  S O LV E D

Follow-up depended on a person remembering to do it, and customer history
sat in old invoices and payment records where it could not be used.

W H AT  W E  B U I LT

We set up automations so that every payment, welcome, request, and reminder
happens on its own, and every customer and sale is saved to one list.

W H AT  T H E  PA P E R  G A I N S

Customers hear back
right away
A new customer gets a
response and their next step
without waiting for the office to
open.

The team's time is
freed
Staff step in only where a
person is needed.

The paper knows its
customers
Everything a customer has
bought is in one place, so the
paper can go back to them with
a new offer.

Revenue at a glance
Every sale is recorded by
product, so the paper can see
where its income comes from.
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T R A I N I N G  A N D  H A N D O V E R

We trained the paper's team
to run the daily work, and we
stay on for ongoing support.
A system only helps if the client can run it. We designed the daily
tasks around how this team already works, then trained them on
every one.

H OW  W E  H A N D E D  I T  OV E R

The paper

Runs the news, its customers, and
the daily tasks.

Tridyn

Maintains the website and the
customer system, and provides
ongoing support.

Live training on October 16, 2026

A 19-page how-to guide covering each task

A written guide and a video for posting legal notices

Videos on placing ads on the site

A checklist for keeping the site in order
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E V E R Y T H I N G  W E  D E L I V E R E D

What we delivered, and what each one does for the paper.

A full review and a plan
The gaps identified, and a
proposal to close them, before
anything was built.

A rebuilt website
Readers find the news, and every
visitor has a next step.

A refreshed brand
One recognizable look
everywhere a customer meets
the paper.

A sponsorship program
An additional revenue stream of
recurring monthly income.

An online product
catalog
Nine things a customer can buy
and pay for online: five legal
notices and four ad options.

Online legal notices
The paper's steadiest income,
ordered and paid for without a
phone call.

A customer system
(CRM)
Every customer, sale, and
payment in one place.

Automations
Payments, welcomes, requests,
and reminders that happen
without staff.

A sales pipeline
New leads a salesperson can
work, from first contact to
renewal.

A sales kit
A price sheet, call scripts, a
follow-up summary, and a
sponsor report, so the team sells
the same way.

A media kit
Shows a business what
advertising in the paper includes
and what it costs.

A redesigned newsletter
Space sponsors can buy, and
signups that let the list grow.

Email marketing
campaigns
Past customers and advertisers
invited back with what is new.

Automated social posting
A constant source of content,
with no additional staff time
required.

Training and guides
A team that runs the daily work
on its own.

Ongoing support
The website and the customer
system kept running and up to
date.
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W H E R E  I T  S TA N D S  TO D AY

The paper now takes orders and payments automatically, which
frees its team to run the business.

W H AT  A U TO M AT E D  SYS T E M S  C H A N G E D

Sales without a call
Orders and payments come in
online, at any hour.

Follow-up without a
reminder
Welcomes, requests, and
reminders go out on their own.

Reach without extra work
Stories go to the site, the
newsletter, and social media
automatically.

Time for the business
The team spends its time on the
news and its customers.

sb-american.com
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I F  YO U  R U N  A  B U S I N E S S

Three questions worth asking about your own business.
Most established businesses have gaps like these and do not know it. Three questions will show you.

1 Can a customer see what you offer and buy it without calling you first?

2 Can you reach every past customer today with a new offer?

3 Does your digital footprint elevate and position your business?
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Want us to look at your business the
same way?
Book a 30-minute call. We will walk through how your customers find you, buy from you, and
come back, and show you where the gaps are.

tridyncreativemedia.com

rosa@tridyncreativemedia.com


