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                                                                                        6. Findings &amp; Analysis

                                                                6.1.4. Business Model Innovation

                                
                    To  mature  digitally,  it  is important  to  challenge  the  status quo  and  keep  innovating  the  business  model  to 
 remain  successful  in  the  long  term.  It  is  crucial  for  companies to  create  an  atmosphere  of  innovation  and 
 building up a functioning network of partners that help to transform the business model. 


Sjællandske Medier 


SJM has realized that the company’s direction needs to change to remain successful in the long term. Print 
revenues are likely to keep declining, and new revenue streams must be found and developed. SJM is currently 
aiming to transform its business model to become a “360-degree” media agency for its clients.  
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“It’s all about the customer needs. If you need something. If we don't have it in-house, I 
 would say 99% of the time we actually have a partner who can do it.” 


S3 
 It becomes evident that the publisher has already established a functioning network of partners that help them 
 to be able to offer digital services to their end-clients, thus catering to their evolving needs. One of such services 
 is  Nexta’s  omnichannel  advertising  platform,  which  allows  SJM’s  salesforce  to  offer several  advertising 
 channels to their clients, which opens the new revenue stream of digital advertising. Furthermore, according 
 to S1, the publisher has invested 200 million kroner into companies to further strengthen their digital position. 


An additional investment SJM is taking this year is into a CRM system to efficiently manage subscriber data. 


According to S3, this will make the company be more agile in the future and will open up new opportunities 
 to transform, like a potential self-service platform for advertising for smaller clients, which is briefly mentioned 
 in the interview with S2.  


With the support of Nexta, SJM was able to innovate its existing business and expanding it with a new revenue 
 stream  of  digital.  Before  the  salesforce  could  utilize  the  Nexta  omnichannel  advertising  platform,  all 
 advertising revenue came from print advertising, with some exceptions for banner advertising on their own 
 inventory. Now, as SJM is aiming to transform into a full-service agency to meet all their evolving customer 
 needs, Nexta plays an important role, which is highlighted by S3. 


“But the main motor or the main digital thing, in Sjællandske Medier is Nexta, because I would say 90%, 
 maybe 92% of all the requirements for digital marketing will go through Nexta.“ 


S3 
 Thus, Nexta could support the publisher to level up on the digital maturity scale. Before, at SJM there was 
 initial (level 2) maturity regarding BM innovation. While the awareness was there, the right tools were missing. 


By introducing Nexta as well as other digital services to their BM, SJM could move from level 2 to level 3: 


Defined. They are innovating their existing business model and are modifying the business digitally. With the 
 further implementation of a CRM system which might help the publisher to integrate certain customer data 
 and monetize it, it could even increase another level on the scale soon. 


A Media 


4 years ago, AM was looking into developing a self-service platform for their advertisers and was looking for 
a partner to develop such a platform. When they started talking to Nexta, it quickly became clear that a 
self-service platform was not a great fit for the market at that time.  
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“We have misunderstood the market, you shouldn't look at self-service, you should look at a platform for the 
 salesforce to actually do this, because you need people to talk with the advertisers, the customers and to set 
 it up.” 


A5 
 Thus,  instead  of  developing  their  own  self-service  platform,  AM  decided  to  utilize  Nexta’s  omnichannel 
 advertising platform to digitalize their sales operations. With Nexta’s platform, the salesforce could now offer 
 a wide variety of additional digital channels to their end-clients, without having to be an expert in any of them. 


According to N8, this helped to reduce the costs of sales and opened a new revenue stream at the same time. 


Today,  AM  is  moreover  collecting  a  lot  of  first-party  data,  as  they  have understood  the  coming  “cookie 
 apocalypse of third-party data”, as A7 puts it. This is hoped to open further revenue streams in the future. 


“Because we have first-party data, so it's essential for us to capitalize on that data to, as I said, making 
 current groups but also for new kinds of projects or database products.” 


A7 
 Even though AM decided not to go with a self-service platform in the past, they are now working on a solution 
 for their smallest clients, so small customers that they are “mainly not seeing any spend from currently, or that 
 our salesforce don’t have the time or capacity to handle” (A6), thus opening a new customer segment that is 
 not yet covered by the salesforce operating on the Nexta platform. 


By  introducing  the  omnichannel  advertising  platform  provided  by  Nexta,  AM  could  innovate  its  existing 
 business digitally and open the new revenue stream of digital advertising, which is today a very crucial revenue 
 source for the publisher. However, in contrast to SJM, AM is already leveraging several other initiatives to 
 further innovate its business model for the future, including the selection and utilization of first-party data for 
 better customer integration or a self-service advertising platform to open to new customer segments. Thus, 
 today AM can be categorized in level 4: Managed of the digital maturity model. It is still lacking disruptive 
 BMs  developed  through  agile  methods to  reach  the  highest  level  on  the  scale.  For  this indicator  of  digital 
 maturity, Nexta’s support was evident in offering the publisher the possibility to leverage more sales through 
 digital advertising. Before introducing the platform, AM was in fact already innovating their existent BM, but 
 it can be argued that they had not yet expanded it. This is where Nexta supported the publisher in moving from 
 level 3: Defined to level 4: Managed where they can be seen today. 


Conclusion 


In  conclusion,  Nexta  has  played  an  important  role  in  supporting  the  news  publishers  in  innovating  their 
business  models.  By  utilizing  the  omnichannel  advertising  platform,  the  salesforce  could  offer  additional, 
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digital advertising channels which opened a new revenue stream. Before, channels like Facebook and Google 
 were seen as competitors by the publishers. Now, by utilizing the Nexta omnichannel platform, those channels 
 become partners, and allow a stronger value proposition to the end-clients. AM is furthermore going a step 
 ahead,  by  further  innovating  their  existing  BM.  Here,  Nexta  also  supports  the  publisher  in  transforming 
 digitally. It is for instance possible to connect AM’s first-party data with Nexta’s own algorithms, thus creating 
 even more value for the end customer. 



6.2.  2
nd Dimension: Culture 


As discussed above, it is of high importance to be able to execute the developed digital strategy which is shaped 
by  vision,  alignment,  leadership,  and  BM  innovation.  A  crucial  factor  of  such  is  the  culture  within  the 
publisher.  This  section  will  analyze  how  Nexta  supported  the  digital  transformation  of  the  culture  of  the 
publishers to become digitally mature by examining its support on the indicators, namely mindset, workflows, 
and digital affinity. 
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