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                                                                                        6. Findings &amp; Analysis

                                                                6.1.2. Strategy Alignment

                                
                    To become digitally mature, the above-described vision must be transformed into a coherent strategy for digital 
growth. All parts of the business, namely the leadership, the digital departments, and the salespeople must be 
aligned on this common strategy and work in sync to execute it. As N8 points out, the strategy formulation is 
not the difficult part, but the execution is.  
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At SJM, the digital department reports directly to the leadership. Together with Nexta, the digital department 
 around S2, S3, and S4 develop the strategic roadmap for digital growth. However, it is a challenge for SJM to 
 get their salespeople to execute this strategy, as many of them refuse to use Nexta’s omnichannel advertising 
 platform to sell digital campaigns. Because many of the salespeople don’t understand how to use the platform, 
 they stick to only selling print ads, which results in staggering growth of digital revenue for SJM. Another 
 factor that is resulting in the misalignment of the digital strategy and the execution of the business and sales 
 departments is the matrix structure of how the organization is operating across Zealand.  


“The way we are organized is there are now six managing directors who manage a geographic area. And 
 they run the area like it was their own company.” 


S2 
 The digital department has no mandate over the regions, and thus no mandate over the salespeople selling 
 advertisements to the end-clients. However, S2’s department is allowed to take clients to their team and 
 supporting them directly from the centralized digital department. 


“If the local people are not good enough, we take the clients to our team.“ 


S2 
 Even though S1 argues that in general, “people have been happy to go this way”, the vast majority (“95%”) of 
 the employees have not yet understood the real journey to transform digitally, which indicates a huge gap 
 between  the  digital  strategy  from  leadership  and  the  business  side  including  the  salespeople,  who  need  to 
 execute on such strategy. 


Before introducing Nexta, the gap between strategy and execution is believed to have been even bigger. As 
the salespeople did not have any tools at hand to execute the digital strategy, it was impossible to sell digital 
advertising without prior knowledge of such, which most of the salesforce does not have. Thus, before Nexta’s 
platform was introduced, there was a high misalignment between both sides, which can be categorized as level 
1: None on the digital maturity scale. With the influence of the digital department, SJM could achieve a higher 
alignment between digital and the business and execution side of the organization. However, as the digital 
department has no mandate over the regional offices, their influence is still rather low, thus resulting in a still 
rather low level of strategic alignment between both sides. Even though they now have the digital tools at hand 
to execute the strategy, the business side of the organization still has problems aligning with the digital strategy 
of the publisher. Nexta aims to support the strategic alignment by going out to the regional offices, together 
with  the  digital  department,  to  train  the  salespeople  on  how  to  use  the  platform  more  to  sell  more  digital 
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campaigns.  Thus,  through  the  support  from  the  digital  department and  Nexta’s consulting  services,  SJM’s 
 digital maturity level of strategic alignment today can be categorized as level 2: Initial.  


A Media 


AM is experiencing similar challenges in aligning its digital strategy with the execution by its regional sales 
 departments. As N8 highlights, there is a comparable gap to be witnessed at AM and SJM. A5 argues this 
 misalignment  of  the  strategy  and  its  execution  is  based  on  very  fundamental  business  understanding  and 
 mindset of leadership on the one hand, and the salespeople’s traditional mindset on the other hand. 


“They don't have the same view of the world as I have or the C-level management in A-Media.” 


A5 
 However,  a  difference  between  AM  and  SJM  is  the  status  of  the  digital  share  of  the  revenue.  While  AM 
 executives might see their digital execution as far behind, compared to SJM they are further ahead in terms of 
 digital share of advertisements. Thus, a slightly better alignment of strategy is witnessed here, and AM strategic 
 alignment can be categorized as level 3: Defined. Strategy (digital) and execution (business) are somewhat 
 aligned, and  digital  has a  high  influence  on  strategy  formulation.  What  else  is different  at  AM is  Nexta’s 
 influence on their strategic alignment. While the partner activation manager in Denmark could go out to the 
 regional offices to help the salespeople become more familiar with the omnichannel platform to make them 
 utilize it more, they couldn’t do the same in Norway due to cultural barriers, like distance and language barriers. 


Thus, Nexta’s support in the strategic alignment in AM has been rather limited. 


  


Conclusion 


In conclusion, it is crucial to align the executing side of the organization, which is the salespeople, with the 
formulated digital strategy. Both publishers examined struggle to get their local sales departments on board 
with transitioning into selling more digital campaigns, and many of them still stick to selling print. This is 
especially seen at SJM, but also AM wishes to sell more digital campaigns. In SJM’s case, Nexta sent out some 
of their employees to the regional sales offices to train the salespeople on how to use the platform and how to 
sell  more  digital  campaigns,  which  supported  the  alignment  of  the  business  side  with  the  digital  strategy, 
making the publisher level up on the digital maturity scale. At AM, however, due to cultural barriers, this was 
not possible, and Nexta could offer no support to further align both sides, closing the gap between digital and 
business. This is hoped to improve in the future with a new partner activation manager starting in Norway. 
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