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Abstract 


Recent changes in user behaviors and new advertising solutions are resulting in a dramatic shift in the news 
 publishing  industry  and  cause  a  daunting  trend  of  declining  revenues  for  publishers  across  the  globe.  In 
 retrospect of these developments, news publishers have been struggling to adapt their businesses to their new 
 digital reality and have failed to innovate their business models to be in sync with today’s digital age. This 
 paper investigates how an omnichannel advertising platform provider can support the news publishing industry 
 to transform digitally. To answer the research question, an extensive review of existing literature on  digital 
 innovation, digital transformation and digital maturity was conducted. Based on existing research, a maturity 
 model specifically for the news publishing industry was developed. The support of an omnichannel advertising 
 platform provider on two news publishers was then examined and conceptualized with the introduced digital 
 maturity  model  by  conducting  semi-structured  interviews  with  key  stakeholders  from  the  publishers.  The 
 findings of the paired case study suggest that an omnichannel advertising platform provider can support news 
 publishers in their digital transformation to different degrees, depending on pre-existing digital maturity levels 
 and the collaboration with the platform provider. The paper further concludes that the omnichannel advertising 
 platform provider especially supports the publishers in innovating their business models digitally and that the 
 personal connection between the publisher and its clients is a core strength and competitive advantage that the 
 publishers should aim to maintain. 


Keywords: news publishing, digital transformation, digital maturity, business model innovation 
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1 



Introduction


The far-reaching digitalization of today’s society institutes several gamechangers for organizations across the 
 globe. Changing user behaviors, new advertising platforms, new advertising solutions, and new infrastructures 
 for distributing advertising result in a dramatic shift in the news publishing industry and cause a daunting trend 
 of declining revenues for news publishers (Ohlsson & Facht, 2017). According to the latest research on the 
 industry, the publishers’ traditional revenue streams of print circulation and print advertising are decreasing at 
 a dramatic rate. The shrinking share of news publishers in the global advertising market is seen as the biggest, 
 most important risk to the publishers’ organizations in the future (Nel et al., 2021). 


In retrospect of the recent developments in the industrialized world, news publishers have been struggling to 
 adapt their business to their new digital environment and have failed to develop new business models that are 
 in sync with today’s digital age. Even though digital circulation and digital advertising revenues are growing, 
 they cannot yet compensate for the losses from the traditional revenue streams of print (Dennstedt et al., 2016). 


To counteract the trend of declining revenues that is observed with many news publishers today, fundamental 
 changes in the organizations’ business models are required. So-called “digitally born” pioneers like Facebook 
 or  Google  have  grown  into  powerful  behemoths  within  the  advertising  space,  taking  over  the  advertising 
 budgets from migrating advertisers. By offering fully automated, audience-based advertising platforms directly 
 to the advertisers, these companies have in some ways revolutionized the entire logic of the advertising market 
 and together own about half of the global digital advertising market today (Cramer-Flood, 2021; Nel et al., 
 2021). 


Industries  or  individual  organizations  must  transform  three  distinct  categories  when  aiming  to  transform 
digitally and become digitally mature. The transformation must be technological, organizational, and lastly, 
social (Reis et al., 2018). The transformation of an organization is thus far-reaching and affects every aspect 
of the business. To describe the status of an organization’s digital transformation, scholars have introduced 
digital maturity models (Chanias & Hess, 2016). A supporting ally on the journey to digital maturity can be 
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emerging digital technologies, which have the potential to not only change individual organizations, but can 
 change entire markets (Downes & Nunes, 2013). 



1.1.  Research Question & Research Gap 


This research focuses on news publishers which are currently in the process of transforming their organization 
 digitally  by  partnering  up  with  a  technology  provider  that  offers an  omnichannel  advertising  platform  for 
 publishers. Nexta.io (in the following referred to as Nexta) is a Copenhagen-based technology start-up, aiming 
 to  support  news  publishers  in  their  digital  transformation  by  offering  the  right  tools  to  transform  their 
 advertising and sales operations, which today still serve as a “lifeline” for the organizations with an average 
 share of revenue of 26% (Nel et al., 2021). This research will examine how Nexta’s platform and services 
 support its customers to transform digitally. For that reason, a paired case study with two news publishers that 
 are currently using the omnichannel advertising platform is conducted.  To collect primary data, qualitative 
 semi-structured interviews have been conducted with key stakeholders of the publishers’ digital transformation 
 efforts, including digital experts, business developers, and sales directors. Furthermore, a presentation given 
 by one of the publishers’ CEOs is utilized for this study. 


The  publishers'  state  of  digital  transformation,  their digital  maturity,  is  examined  by  exploring  different 
 dimensions of the organization, including its culture, digital strategy, and changing customer experience. The 
 dimensions that are examined in this study are based on previous literature on digital maturity models as well 
 as assumptions and industry-specific knowledge on the news publishing industry. Therefore, the following 
 research question arises: 


--- 


How can an omnichannel advertising platform provider support the challenged news publishing industry 
 to transform digitally? 


--- 


While there is a large body of literature both from academia and practice on digital transformation, digital 
transformation strategies, digital maturity, and digital innovation and its impact on organizations, there remains 
a  lack  of  research  on  what  support  an  omnichannel  advertising  platform  provider  can  offer  to  digitally 
transform the specific industry of news publishing, which arguably is a rather traditional one that urgently 
needs to transform its operations, culture, strategy and business models to remain competitive in a dramatically 
fast-changing environment. 
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1.2.  Thesis Outline 


Chapter 1 introduced the topic of this research, displaying the author’s motivation and presenting underlying 
studies on the recent developments within the news publishing industry. It includes the research question and 
scope delimitation, on which the following research is built. In the next chapter, existing literature and relevant 
frameworks for this study are presented and discussed. The following chapter 3 will, based on the previously 
discussed literature on digital transformation, digital innovation, and digital maturity, present the developed 
digital maturity framework for the news publishing industry. The successor of said chapter is the methodology 
chapter, where the research design and overall approach of data collection and analysis are discussed based on 
Saunders et  al.’s (2015)  concept  of  the research  onion. Next,  the relevant cases  and  organizations for  this 
research are presented. Lastly, the data analysis and results, as well as the discussion, including the implications 
for theory and practice and recommendations for future research are disclosed, before ending the paper with 
chapter 10, which concludes this thesis.  



(12)10 



2 



Literature Review 


To understand the fundamental concepts relevant to this study, the existing literature is first being reviewed. 


The aim is to guide the reader through the different areas of academic research that cover the relevant subjects 
 for this study. First, further information and recent studies on the news publishing industry are introduced, 
 before presenting the concept of digital innovation. Subsequently, the paper delves into the concepts of digital 
 transformation and digital maturity, which serve as the foundational groundwork of this research. 



2.1.  Publishing Industry Background 


To  restrict  the  scope  of  this  thesis’  exploration,  this  first section  contextualizes  the  research  in  a  specific 
 industry. It starts with a general overview of the news publishing industry, before going into existing concepts 
 on business models, challenges through digitalization (so-called gamechangers), and a discussion of how news 
 publishers cope with those challenges today. 


2.1.1.  Overview of the News Publishing Industry 


It is important to introduce and conceptualize a common understanding of the terms used for this thesis. As a 
general term, Publishing is defined as “the profession or business of producing and selling a book, magazine, 
or newspaper” (Cambridge Dictionary, n.d.-c). Books, magazines, and newspapers can, among others, also be 
substituted by the term media, which refers to “the internet, newspapers, magazines, television, etc., considered 
as a group” (Cambridge Dictionary, n.d.-a). Therefore, media publishing is used to describe all publishing 
efforts of those instances. This research, however, focuses solely on the publishing of news or newspapers, 
which is a type of medium that is covered by the definition of media. In the dictionary, the term news is defined 
as “information  or  reports about recent  events” (Cambridge  Dictionary,  n.d.-b).  In  conclusion,  every news 
publisher is a media publisher, while every media publisher falls also under the general term of a publisher, 
as visualized in Figure 1. 
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Figure 1: Classification of Publishers, Media Publishers, and News Publishers 


The practice of news publishing has a long history. While there is evidence of forms of newspapers dating 
 back  to  59  B.C.  under  Julius  Caesar,  the  first  regularly  published  newspaper  in  the  world  was  published 
 between 1605 and 1609 (OECD, 2010). However, publishing empires like they exist today were not introduced 
 until 1890 and 1920, which is referred to as the “golden age” in the United States. It was also at that time that 
 the industry experienced its first disruption through the rise of new technologies such as broadcast radio or, 
 later, television (OECD, 2010). With the rise of the internet in the 1990s, the first online newspapers were 
 introduced. Today, almost all news publishers offer access to their content digitally (OECD, 2010). Through 
 the rise of the internet and other digital technologies, publishers from all over the world need to adapt their 
 business models once again to remain profitable (Hess et al., 2016). 


2.1.2.  Business Models in the News Publishing Industry 


In  the  literature,  there  seems to  be  no clear  definition  of  the  components  of  a  business  model.  Krasadakis 
(2020) defines a business model as “the logic that an organization uses to make profits or achieve success”. It 
provides a holistic view of the business by summarizing the end-to-end mechanism that creates and distributes 
value  to  the  customers  (Krasadakis,  2020).  Amongst  the  various  definitions,  four  cornerstones  have 
consistently  been  cited  as  being  key  elements: value  proposition,  revenue  stream,  key  resources, and  key 
processes (Johnson et al., 2008). Osterwalder and Pigneur (2010) introduce a more detailed approach with the 
Business Model Canvas, which also includes more building blocks of the business model and takes a more 
holistic perspective. For this research, however, the focus lies on the news publishers’ value proposition and 
revenue models, which is according to Johnson et al. (2008) the most important element to “get right”. 
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 2.1.2.1.  Value Proposition 


A  company’s  value  proposition  consists  of  two  important  functions: value  creation  and value capture 
 (Chesbrough, 2007). Value creation defines a series of activities that yield in a new product or service resulting 
 in net value created for the customer. If there is no value created, other parties involved (e.g. customers) will 
 not participate and the business model is flawed. Value capture furthermore describes the captured value from 
 the above activities for the company, which is critical as a company cannot sustain its operations without the 
 earned profits that result from capturing value (Chesbrough, 2007).


2.1.2.2.  Revenue Streams 


Johnson et al. (2008) describe the revenue model of a company as “the blueprint that defines how the company 
 creates value for itself while providing value to the customer”. The revenue model is thus the conceptualization 
 of the company’s value creation and its resulting value capture. It answers the question of how a company 
 makes money and describes the underlying economic logic that explains how value is created and delivered to 
 the customers (Magretta, 2002). Johnson et al. (2008) set the revenue model in the context of the general profit 
 formula of a business model, together with the related cost structure, margin model, and resource velocity.  


Formerly,  publishers  have  operated  mainly  in  two  markets:  selling  exclusive  content  to  users  and  selling 
 advertising space and access to target groups to advertisers (Kilman, 2015). 


2.1.2.2.1.  Selling Content to Users 


Traditionally, news publishers sold their content to their readers in printed newspapers. However, as a growing 
 number of readers move to digital consumption of news, publishers are forced to make their content available 
 online (OECD, 2010). To sustain revenues, publishers started to introduce a wide range of revenue models for 
 access to their online content, including freemium, hard paywalls, or a mix of both (Harrie, 2018). 


2.1.2.2.2.  Selling Advertising Space to Advertisers 


According to Ohlsson and Fracht (2017), mass media has been an attractive channel for advertisers to distribute 
advertisements to their target audiences. As a result, advertising has significantly subsidized the journalism 
industry and has become a powerful ally for individual publishing companies as well as journalism as a societal 
institution as such. However, the authors also recognize the unloyal manner of this relationship: As soon as 
there is a better (cheaper, faster, more efficient) way to reach their customers, advertisers will turn to those 
new opportunities quickly and leave the publishing sector behind as is. Today, advertising still serves as the 
main  source  of  income  for  most  news  publishers with  an  average  share  of  26,3%  of  the  overall  revenue, 
followed  by  revenue  by  subscriptions  (21,2%),  events  (10,4%),  and  single-copy  sales (10,4%),  as  seen  in 
Figure 2. 
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Figure 2: Revenue Streams for News Publishers (Nel et al., 2021) 


While Johnson et al. (2008) among other researchers describe a company’s key resources and key processes 
 as additional parts of the business model, this study focuses on the value proposition and revenue streams of 
 publishers. Other parts of the business model are thus deprioritized for this research.  


2.1.3.  Five Gamechangers through Digitalization 


The fundamental change in news consumption from traditional print to digital forms of news media is evident 
 and repeatedly highlighted by recent research (Lindskow, 2016; Van Kranenburg, 2004). In addition to the 
 technological  advances  within  media  publishing,  demographic  developments,  deregulation  and  the 
 convergence  of  different  information  and  communications  markets  have  a  substantial  influence  on  news 
 publishers and their success (Picard, 2003; Wirtz, 2001). According to the authors, these developments are 
 evident  in  many  countries all  over  the  globe,  where  newspaper  publishers  operate  in  more  or  less  similar 
 circumstances and experience the same conditions (Carroll & Hannan, 1995; Harrie, 2018; Pfann et al., 2002; 


Søllinge,  1999).  Especially  the  developments  in  the  technological  environment  of  news  publishing  carry 
 challenges for the publishers. Ohlsson and Fracht (2017) identified five gamechangers in the digitalization of 
 the industry, that news publishers have to deal with today.  


2.1.3.1.  New Advertising Platforms 


The first challenge Ohlsson and Fracht (2017) see for the news publishing sector is the emergence of new 
advertising  platforms  and  the  shift  from  traditional  linear  advertising  to  digital  forms.  They  increasingly 
observe advertisers migrating to more sophisticated marketing platforms like Google or Facebook, which have 
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in  some  ways  revolutionized  the entire  logic  of  the advertising  market  and  together  own about  half  of  the 
 global digital advertising market today (Cramer-Flood, 2021; Nel et al., 2021).  


2.1.3.2.  New Consumer Behaviors 


Another challenge introduced by the authors is the recent change in consumer behaviors. Several researchers 
 have identified and researched the shift of media consumption from traditional media like print newspapers to 
 digital forms of media like social networks or digital news offerings. This development goes hand in hand with 
 the widely recognized change in the consumer market from traditional retail trade to online shopping (Cramer-
 Flood, 2021; Nel et al., 2021; Ohlsson & Facht, 2017).  


2.1.3.3.  New Advertising Solutions 


A third challenge that is becoming increasingly important through the further digitization of the industry and 
 its players is the emergence of new advertising solutions. Today, marketers have a wide range of tools at their 
 disposal. The new advertising platforms like Facebook and Google offer its advertisers the tools to reach and 
 influence  consumers  easier,  better,  and  more  efficiently  and  hence  allow  the  transition  from  mass-
 communicated  to  individually  tailored advertising  messages  (Dennstedt  &  Koller,  2016; Ohlsson  &  Facht, 
 2017). 


2.1.3.4.  New Advertiser Behaviors 


Ohlsson and Fracht (2017) further describe changes in advertisers’ behaviors as a challenge and potential threat 
 to news publishers today. While marketing decisions were previously made in a local, more centralized manner 
 by  the  advertisers,  the  recent  trend  of  a  more  decentralized  approach  becomes  increasingly  evident. 


Additionally, the authors suggest that there is a shift from one-way to dialogue-based marketing within the 
 advertising sector today. 


2.1.3.5.  New Infrastructures for Distributing Advertising 


As a  fifth and  last  challenge,  the  authors draw  attention  to  the  shift  from  manual  to  automatic advertising 
purchases  and  the  resulting  emergence  of  automated  bidding  systems  introduced  by  modern  advertising 
platforms (Ohlsson & Facht, 2017). Previously, the selling of advertising space in printed newspapers has been 
very  analog,  while  sophisticated  new  advertising  platforms  like  Google  or  Facebook  today  offer  their 
advertisers  smart  bidding  systems  that  are  fully  automated.  Another  example  of  the  automation  of  digital 
advertising is the practice of programmatic advertising, where advertising space is automatically distributed 
between advertisers in a fully automated fashion based on sophisticated algorithms and user data.  
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 2.1.4.  Coping with the Challenges 


Recent studies show that news publishers struggle to cope with the challenges above (Nel et al., 2021; Ohlsson 


& Facht, 2017). While the industry is in general still profitable, overall revenues have decreased significantly 
 and  show  a  negative  trend.  Some  industry  analysts  have  even  predicted  a  complete  collapse  of  the  entire 
 newspaper  industry  if  it  does  not  find  better  ways  to  cope  with  the  challenges  through  digitalization  and 
 changing user behaviors (Dumpala, 2009; Kiss, 2005). The most recent industry reports highlight the daunting 
 revenue development for the global news publishing industry (Harrie, 2018; Knoema, 2021; Nel et al., 2021), 
 as visualized in Figure 3. 


Figure 3: Revenue Development of the News Publishing Industry 2015 – 2021 (Nel et al., 2021) 


The industry report furthermore shows a more detailed divide of the overall decrease in revenue, which is 
 visualized in Figure 4.  


Figure 4: Changes in Revenue Streams over the last 12 months (Nel et al., 2021) 
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It is evident that, while digital reader revenue, digital ad revenue, and “other revenue” generally increased, the 
 traditional revenue streams of print readership revenue and print ad revenue continue to decline, which results 
 in an overall revenue decrease of 11% (Nel et al., 2021). Especially the print ad revenue, which decreased by 
 over 19% in the last year, has experienced the highest losses in revenue share, which could be a result of the 
 five gamechangers suggested by Ohlsson and Facht (2017). Another prominent decrease can be observed in 
 the print readership revenue. As Åkesson’s (2009) and Kilman’s (2015) research affirms, the willingness to 
 pay for digital content is low, which results in the numbers seen above. 


With a substantial decline in the circulation of news media over the past years, the publishing industry has not 
 only lost a high percentage of their paying readers, but also lost many advertisers as customers, as they move 
 on to other platforms (Chyi, 2012; Ihlström & Kalling,  2007; Tennant, 2014). As Nel et al.’s study (2021) 
 shows,  the  declining  advertising  market  is  seen  as  the  biggest,  most  important  risk  to  the  publishers' 
 organizations in the future. A study of the Nordic news publishing landscape by Harrie (2018) furthermore 
 shows the ongoing trend of a growing share of digital revenue in comparison to traditional revenue streams.  


Concluding the above, news publishers must find ways to act against the ongoing decrease of their revenue to 
 prevent not only themselves but also the entire industry from collapsing (Van Kranenburg, 2004). Especially 
 challenges through the digitalization and resulting changes in user behavior seem to be the major driver of that 
 decrease and must be tackled with new, innovative ideas (Ohlsson & Facht, 2017).   


2.1.5.  The Need to Innovate 


Even though digital revenues are increasing and tend to do grow even further in the near future, it cannot yet 
compensate for the loss of revenue from the traditional print sector (Dennstedt et al., 2016). Harrie (2018) as 
well as Nel et al. (2021) point out that a major reason for the ongoing surplus of the publishing companies is 
the  thorough  cutting  of  costs in  staff,  reduced  frequencies,  and  thinner  publications.  It  is  apparent,  that  in 
retrospect of recent developments in the industrialized world, news publishers have been struggling to adapt 
their business to their new environment and to develop new business models that are in sync with the more 
digitalized,  networked  information  society  (Lindskow,  2016).  Dennstedt  and  Koller  (2017)  furthermore 
suggest that in order to improve the satisfaction of users’ needs and secure ongoing, sustainable revenues, news 
publishers have to consider innovating and changing their current business models. As Accenture (2021) puts 
it, “it’s not enough to keep pace anymore – to lead, enterprises must become pioneers”.  
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2.2.  Digital Innovation 


This section will review the existing literature on digital innovation. It includes sub-sections for its relevance, 
 definition, reasons why companies fail to innovate, digital innovation management, and, lastly, the different 
 types of innovation proposed by Krasadakis (2020) are briefly summarized. 


2.2.1.  Relevance 


According to Krasadakis (2020), the term innovation is considered to be one of today’s most overused business 
 terms. Recent research proves that digital innovations are not only changing products and services of individual 
 organizations but  also reshape and  transform  entire  industries in  their  wake (Krasadakis, 2020;  Yoo  et al., 
 2012).  While  rooting  from  research  on  very  traditional  industries  like  the  industrial  revolution  and  the 
 production  of  physical  goods  (Henfridsson  et  al.,  2014;  Svahn,  2012;  Yoo  et  al.,  2010,  2012),  the  term 
 innovation has gained significant popularity as a subject within the field of information systems and beyond, 
 shaping the term of digital innovation (Krasadakis, 2020).  


2.2.2.  Definition 


As  Krasadakis  (2020)  points  out  in  his  research,  digital  innovation  means  different  things  to  different 
 stakeholders, and there are hundreds of definitions available from various angles and disciplines. The definition 
 of digital innovation for this research builds on the one introduced by Hukal and Henfridsson in 2020, who 
 define digital innovation as the “co-creation of novel offerings through the recombination of digital and/or 
 physical components”. The authors further define three core aspects of digital innovation: digital technology, 
 recombination, and value co-creation. Additionally, Nambisan et al. (2017) conceptualize digital innovation 
 as the creation of market offerings, business processes, or models that result from the use of digital technology. 


This definition  takes  a  broader  approach  than  Hukal  and  Henfridsson’s  by  focusing  on  intra-organized 
 innovation management as introduced by Swanson (1994) and combining it with research on digital products, 
 platforms, ecosystems, and infrastructure (Bharadwaj et al., 2013; Tilson et al., 2010; Tiwana et al., 2010; Yoo 
 et al., 2010, 2012). Yoo et al. (2010) summarize the various definitions of digital innovation by describing it 
 as holistic transformational changes in strategy, processes, and products, that are thus requiring companies to 
 rethink their entire organizational logic.  


2.2.3.  Why Companies fail to innovate 


Krasadakis (2020) furthermore introduces several reasons why many companies fail to innovate, even though 
the conditions to innovate are better than ever today. The author argues that due to organizations’ adaption to 
modern methodologies and advanced collaboration systems, companies today have access to knowledge, data, 
digital  assets,  and  software  development  platforms.  Despite  this  seemingly  ideal  setup,  many  promising 
innovation programs fail to deliver satisfactory results because of several reasons. The challenge that is most 
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evident  is  the  often  missing  alignment  between  innovation  efforts  and  strategic  business  goals  with  the 
 organization’s core. As a result, the innovation programs only experience limited success and do not meet the 
 expectations (Harnoss & Baeza, 2019). Krasadakis (2020) furthermore highlights that a thorough plan on how 
 to provide the right conditions for developing innovation and a shared innovation mindset within the company 
 is  needed,  as  an  “unhealthy”  culture  can  be  the  single  point  of  failure  even for  well-designed  innovation 
 programs. The author sees another reason for the failure of innovation within an organization in the lack of 
 support by middle or upper management, as they often perceive innovational efforts as a potential disruptor of 
 processes. According to Krasadakis (2020), these managers often think in the short-term, as they are measured 
 by  according  key  performance  indicators  (KPIs).  To  prevent  digital  innovation  from  failing,  systematic 
 management is needed. The term digital innovation management, therefore, refers to the practices, processes, 
 and principles that underlie the effective orchestration of digital innovation (Nambisan et al., 2017). It is the 
 governance and organization of these innovation processes (Ortt & Duin, 2008). 


2.2.4.  Types of Innovation 


In comparison to the past, companies today often approach innovation by sharing knowledge and partnering 
 up  with  others.  This  so-called open  innovation allows  organizations  to  connect  and  exchange  selected 
 knowledge to speed up innovation processes in ways that benefit all parties involved (Chesbrough & Bogers, 
 2014; Krasadakis, 2020). Chesbrough and Bogers (2014) define open innovation as “a distributed innovation 
 process based on purposively managed knowledge ﬂows across organizational boundaries, using pecuniary 
 and non-pecuniary mechanisms in line with the organization’s business model“ and also highlight the benefits 
 of  utilizing  internal  and  external  knowledge  as  part  of  the  innovation  process.  Krasadakis  (2020)  further 
 proposes the classification of innovation based on the form of its primary target. Consequently, he suggests 5 
 categories of innovation. 


2.2.4.1.  Product Innovation 


With  this type  of  innovation,  the  author  describes an  innovation  that  is  leading  to a  new  product,  good  or 
 service,  or  major  improvements  of  an  existing  one  by  introducing  or  adding  significant  and  novel 
 enhancements or features. A product in this case can be anything that may be offered to the market, be it a 
 physical object, a digital product, or a web experience (Krasadakis, 2020). 


2.2.4.2.  Marketing Innovation 


Marketing innovation refers to the ways a product is being offered to customers. The OECD (2005) defines 
this type of innovation as the implementation of a new marketing method that involves “significant changes in 
product design or packaging, product placement, product promotion or pricing”. Marketing innovation hence 
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aims to present the organization’s products or services in better, more effective ways to aid in opening new 
 markets and the better positioning of the offerings (Krasadakis, 2020; OECD, 2005a). 


2.2.4.3.  Process Innovation 


Process innovation on the other hand describes improvements of methods, techniques, and systems through 
 innovation (Krasadakis, 2020). It is defined as “new or signiﬁcantly improved production or delivery methods 
 for  the  provisioning  of  services  and  goods.”  (OECD,  2005b)  To  be  seen  as  process  innovation,  the 
 developments must be novel to the organization (Krasadakis, 2020). 


2.2.4.4.  Organizational Innovation 


Innovations  that  target  the  ways  an  organization  operates,  communicates,  and  decides  are  referred  to  as 
 organizational innovations. It might include new ways of organizing tasks, executing, and measuring progress 
 or new styles of collaboration and contribution (Krasadakis, 2020). 


2.2.4.5.  Business Model Innovation 


As Chesbrough (2007) argues, innovation nowadays must include business models, rather than just technology 
 and R&D. Business model innovation (BMI) refers to introducing a new logic to any of the business model’s 
 components (Bock et al., 2012; Gambardella & Mcgahan, 2010; Teece, 2010). This type of innovation usually 
 does not require a new product or technology as it is defined on top of the existing business and its customer 
 base (Krasadakis, 2020). Therefore, business model innovation is closely tied to organizational innovation and 
 can be seen as such. According to Baden-Fuller and Haeflinger (2013), BMI mediates the link between digital 
 innovation  and  firm  performance.  Research  shows  that BMI  is of  vital  importance  to  every  organization’s 
 performance and source of competitive advantage, thus playing a major role in the organization’s survival 
 (Baden-Fuller & Haefliger, 2013; Chesbrough, 2010; Demil & Lecocq, 2010). Due to the recent increase in 
 opportunities for new business models enabled by shifts in customer expectations, technological developments, 
 and deregulation, the subject of BMI is attracting growing attention in academic research (Casadesus-Masanell 


& Zhu, 2013). Johnson et al. (2008) describe strategic circumstances or opportunities that oftentimes require 
 or suggest innovating an organization’s business model. One of those is the need to respond to a shifting basis 
 of competition within the market, which can be tied back to the major changes in the news publishers’ market 
 by the entrance of new, more sophisticated marketing platforms and solutions. 



2.3.  Digital Transformation 


In the following, the digital transformation (DT) of society and its implications on organizations are further 
explored. First, a common definition of key terms is introduced. Then, the difference between digital and IT is 
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investigated and defined. Finally, digital transformation roadmaps and strategies proposed in existing academic 
 research are presented.  


2.3.1.  Relevance 


As a result of the maturity of digital technologies and their penetration of all markets, society as a whole is 
 experiencing a rapid and radical transformation (Ebert & Duarte, 2016). In today’s digital age, so-called “born 
 digital” pioneers have grown into powerful behemoths, while companies that had dominated their respective 
 industries have found their traditional value proposition under threat (Sebastian et al., 2017). Hess et al. (2016) 
 outline many recent examples of organizations that have been struggling to keep pace with their new digital 
 reality, largely resulting from those organizations’ inabilities to develop new digitally-based business models. 


Those examples highlight the importance and relevance of digital transformation for organizations today. No 
 industry or firm is immune to the effects of it, as digital technologies have the potential to change entire markets 
 (Downes & Nunes, 2013). Bonnet et al. (2012) furthermore highlight that in the US and UK, nearly 90% of 
 business leaders expect that IT and digital technologies will have an increasingly strategic contribution to the 
 success of their businesses in the future. As Nel et al. (2021) show in their research, also news publishers 
 expect to accelerate their digital transformation strategy in the future and see it as “the most important change 
 that has to be implemented in the coming year”.  


In fact, digital transformation is widely debated and examined in recent publications within both practice and 
 academia (Henriette et al., 2015; Reis et al., 2018). Wessel et al. (2020) call the matter of DT “perhaps the 
 technology-related  phenomenon  of  our  times”.  However,  it  is  questionable  whether  DT  is  a  truly  new 
 phenomenon  or  just  a  rearticulating  of  existing  research  that  researchers  in  management  and  information 
 technology have already examined since the 1980s (Wessel et al., 2020). 


2.3.2.  Definition 


According to Reis et al. (2018), there is no existing formal categorization of digital transformation in academic 
literature and its boundaries are blurred. There are several definitions available in research, which the authors 
categorize  in  three  distinct  elements:  1)  Technological –  DT  is  based  on  the  application  of  new  digital 
technologies  such  as  social  media,  mobile,  analytics,  or  embedded  devices;  2)  Organizational –  DT  often 
requires the adaptation of organizational processes or the development of new business models; 3) Social – it 
is a phenomenon that is affecting a wide range of human life, e.g. enhancing the customer experience.  Digital 
transformation, therefore, does not only exist in a business context but also has its influence on societal and 
human life in general (Reis et al., 2018; Stolterman & Fors, 2004). However, the field of digital transformation 
has always been closely interconnected with the industry and is experiencing massive changes once again due 
to the advent of Industry 4.0 (Lee et al., 2017).  
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McDonald and Rowsell-Jones (2012) furthermore underpin that digital transformation goes beyond merely 
 digitizing resources and rather results in value and revenues being created from digital assets. Instead of just 
 digitizing resources, fundamentally new capabilities are created (Hess et al., 2016; Martin, 2008). Hence, it is 
 important to distinguish between digitization and digital transformation (digitalization). The former refers to 
 either the conversion of information from the analog to the digital world or the automation of processes through 
 information  and  communication  technologies.  Digitalization  on  the  other  hand  relates  to  the  changes  that 
 digital  technologies  can  bring  about  to  an  organization's  business  model,  products,  processes,  and 
 organizational structure (Hess et al., 2016). 


Moreover, it is important to distinguish digital transformation from the concept of IT-enabled organizational 
 transformation (ITOT), which has been introduced in earlier research on information systems (Wessel et al., 
 2020). Wessel et al. (2020) further argue that the two very different concepts of DT and ITOT should not be 
 confused. On the one hand, digital transformation activities “leverage digital technology in (re)defining an 
 organization’s  value  proposition”,  while  on  the  other  hand,  IT-enabled  organizational  transformational 
 activities only make use of digital technologies to support the existing value proposition of a company. The 
 emphasis here  lies on  “redefining”  a  value  proposition,  which  leads to  extensive  business  model  changes. 


Another key difference brought up by the authors is that DT implies a redefined organizational identity, while 
 ITOT supports an existing identity of an organization. 


2.3.3.  Digital Transformation Strategies 


Hess et al. (2016) argue that every organization needs a clear strategy for developing and exploiting digital 
technologies and that such is crucial for sustainable business success. Digital transformation strategies seek to 
coordinate and prioritize the many independent threads of digital transformation (Matt et al., 2015). McDonald 
further states that while organizations often think they have a digital strategy, they do not. Companies may 
have a  business  or  IT  strategy  that  incorporates digital  technology.  IT  strategy,  however,  does  not  equal  a 
digital strategy. Most IT strategies treat technology in isolation, and according to the author do not characterize 
as  digital  (transformation)  strategies.  IT  strategies  mostly  define  the  current  and  the  future  operational 
activities, application systems, and infrastructures to fulfill business operations within an organization. Thus, 
IT strategies mainly focus on the management of IT processes within a company, with only a narrow focus on 
driving  business  development  and  innovation.  IT  strategies  present  system-centric  roadmaps  on  how  a 
company plans to use certain technologies in the future, instead of the transformation of products, processes, 
and structural aspects that go along with the implementation of new technologies and innovation. (Hess et al., 
2016).  A  digital  (transformation)  strategy  on  the  other hand  roots from  a  business-centric  perspective  and 
focuses  on  the  transformation  of  such  products,  processes,  and  organizational  aspects.  It  goes  beyond  the 
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process  paradigm  and  includes  changes  to  the  businesses,  including  the  underlying  business  models.  In 
 conclusion,  digital  transformation  strategies  impact  an  entire  organization  and  are  consequently  more 
 comprehensive  than  IT  strategies.  Matt  et  al.  (2015)  criticize  that  academia  lacks  specific  guidelines  for 
 organizations on how to formulate, implement and evaluate digital transformation strategies. Thus, the authors 
 present  four  strategy  dimensions: use  of  technologies,  changes  in  value  creation,  structural  changes,  and 
 financial aspects. Those are independent of industry or firm and are commonly seen in various industries.  



2.4.  Digital Maturity 


The term digital maturity reflects the status of an organization’s digital transformation and is therefore closely 
 related to the above (Chanias & Hess, 2016). This section of the literature review will define digital maturity, 
 present  existing  models  from  academia,  and  show  their  proposed  measurement  of  digital  maturity  for 
 individual companies. 


2.4.1.  Definition 


Occasionally,  digital  maturity  and  digital  transformation  are  used  interchangeably  without  recognizing  the 
 differences (von Leipzig et al., 2017). Digital maturity, however, describes the status of a company’s digital 
 transformation efforts, instead of the process (Chanias & Hess, 2016). It is a managerial interpretation of what 
 an organization has already achieved in its process of digital transformation including changes in products, 
 services, processes, skills, and culture (Chanias & Hess, 2016). According to the authors, it is important to 
 notice that digital maturity is not a static concept, as the digital environment is continuously changing for every 
 company. Hence, a company must keep on assessing maturity over time (Shahiduzzaman, 2017). Some of the 
 existing  maturity  models  in  academia  also  offer  roadmaps  for  companies  towards  a  potential  end-stage 
 (Poeppelbuss & Roeglinger, 2011; Raber, 2013). Teichert (2019), however, also highlights that there is no 
 consistent definition of digital maturity available, as the different models proposed by academia and practice 
 display differences in their underlying definitions and show heterogeneity in content and methodology. 


2.4.2.  Existing Digital Maturity Models 


Digital maturity models can assist organizations in defining a roadmap for their digital transformation activities 
that aim to improve the level of digital maturity (Teichert, 2019). Becker et al. (2009) furthermore highlight 
that a maturity model can be seen as a “tool that mainly enables an assessment of the status-quo”. There are 
plenty  of  digital  maturity  models  existent  in  both  academic  literature  as  well  as  research  from  practice 
(Teichert, 2019). Reis et al. (2018) further state that the academic community, however, has not yet elected a 
consensual maturity model that can be applied to all sectors of activity of a company. The conceptualization 
of digital maturity for this research mainly builds on the models proposed by 1) Capgemini (Buvat et al., 2018) 
and 2) Berghaus and Back (2016), which are presented in the following. 
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2.4.2.1.  Digital Mastery Model (Buvat et al., 2018) 


The Digital Mastery Model (Buvat et al., 2018) is a refinement of the Digital Maturity model proposed by the 
 same authors in 2012 (Westerman et al., 2012). The initial model and its later refinement were published by 
 Capgemini Consulting in collaboration with the MIT Center for digital business and is a blend of practical and 
 academic research. It has a generic focus, meaning it does not specialize in a specific domain or industry. It is 
 furthermore based on a non-linear maturing approach and its application follows a self-assessment approach 
 (Teichert, 2019). According to the authors, digital masters excel at two essential capabilities. On the one hand, 
 they  develop digital  capabilities  by  rethinking  and  improving  their  business  processes,  their  customer 
 engagements, and their business models. On the other hand, digitally mature companies at the same time also 
 build strong leadership capabilities to envision and drive digital transformation. To be more precise, digital 
 capabilities  are  described  with  the  way  a  company  builds  and  develops  customer  experience,  talent  & 


organization,  operations,  and  business  model  innovation.  Leadership  capabilities  include  investments  in 
 technology & business, vision & purpose, workforce enablement, governance, and culture & engagement of 
 employees. Thus, digital transformation is shaped by a combination of  top-down leadership and bottom-up 
 innovation (Buvat et al., 2018). 


2.4.2.2.  Digital Maturity Model (Berghaus & Back, 2016) 


Another relevant digital maturity model from academia is introduced by Berghaus and Back in 2016. Before 
 defining their own model, the authors have conducted an extensive literature review on existing research as 
 well  as  interviews  with  practitioners  working  on  digital  transformation. Similar  to  Buvat  et  al.’s (2018) 
 research, Berghaus and Backs' (2016) model has a generic focus and tries to assess digital maturity for no 
 specific  domain.  It  assumes  a  linear  maturing  approach  and  is  based  on  self-assessment  by  the  company 
 investigated (Teichert, 2019). With their model, the authors aim to investigate which areas of an organization 
 need to be redefined to digitally transform the company. Hence, they develop the digital maturity model, which 
 should serve as a tool to analyze an organization’s current activities and to help to structure future strategies 
 for digitalization. Compared to the digital mastery model, Berghaus and Back propose more dimensions to be 
 investigated when exploring a company’s digital maturity. Each of the dimensions furthermore offers several 


“indicators” which specify the dimensions into more tangible aspects which are easier to measure within an 
 organization. 


2.4.2.3.  Other Digital Maturity Models 


In  his  extensive  literature  review  on  other  digital  maturity  models,  Teichert  (2019)  presents  even  more 
dimensions that are common among researchers when investigating digital maturity. His analysis shows that 
there  is  a  difference  in  domain-specific  digital  maturity  models  and  more  general  approaches:  While 
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Technology,  digital  skills,  and operations  &  processes are  the  most  addressed  maturity  areas  in  domain-
 specific  research, innovation  gets  much  more  attention  in  general  approaches  of  maturity  models,  which 
 indicates that the capability of a company to develop new products and services is indicated more strongly in 
 this type of research. Customer insights & Experience is another dimension that is more broadly discussed in 
 general research, but also part of Buvat et al.’s (Buvat et al., 2018; Westerman et al., 2012) and Berghaus and 
 Back’s (2016) models. The dimension of Business Model is, according to the Teichert (2019), hardly addressed 
 in  any  research  at  all. (Corporate)  Culture, however,  seems  to  be  a  very  relevant  dimension  throughout 
 academic research. Several surveys report that a company’s culture is considered the most evident hurdle to 
 digital  maturity  (Goran  et  al.,  2017;  Westerman  et  al.,  2012).  Sørensen  (2002)  further  emphasizes  the 
 importance  of  transforming  corporate  culture  in  volatile  environments  and  their  pressure  to  innovate. 


According to Teichert’s review of existing literature (2019), there are even more dimensions that are seen as 
 important  in  the  existing  literature  on  digital  maturity. Table  1  presents  an  overview  of  the  previously 
 discussed models and their digital maturity dimensions. 


Table 1: Overview of Digital Maturity Dimensions 


Model  Buvat et al.  


(2018)  Berghaus & Back (2016)  Teichert (2019) 


Business Model  x  x 


Collaboration  x 


Compliance & Security  x 


Culture  x  x  x 


Customer Experience  x  x  x 


Digital Ecosystem  x  x 


Digital Skills  x  x 


Digital Strategy  x  x 


Governance  x  x  x 


ICT Development  x 


Innovation  x  x  x 


Leadership  x 


Operations & Processes  x  x  x 


Organization  x  x  x 


Products & Services  x  x 


Talent  x 


Technology  x  x 


Vision  x  x 
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 2.4.3.  Digital Maturity Levels 


In accordance with the maturity models, researchers have proposed different levels of maturity. In most of the 
 models, the level of digital maturity is described in a linear model, such as in the model proposed by Berghaus 
 and Back (2016), which ranges from Stage 1: Promote & Support-Level up to Stage 5: Data-Driven Enterprise. 


Other models, however, take a more holistic approach to describe the maturity level of an organization. Buvat 
 et  al.  (2018)  propose  a  two-dimensional  framework  to  assess  maturity,  based  on  their  two  proposed 
 dimensions. It categorizes companies into 4 stages: 


o Beginners: low mastery of both digital and leadership capabilities 


o Conservatives: mastery of leadership capabilities, but not digital capabilities 
 o Fashionistas: mastery of digital, but not leadership capabilities 


o Digital Masters (Digirati): high mastery of both digital and leadership capabilities 


Organizations scoring high on the digital maturity scales have the maturity not only to build digital innovations 
 but  also to  drive  enterprise-wide  digital  transformation.  As  Buvat  et  al.  (2018)  highlight  in  their  research, 
 companies scoring  high  in  the model  benefit  from  their  maturity,  which  is reflected  in  their  firm’s higher 
 financial performance compared to their less digitally mature competitors: Digiratis generate 9% more revenue 
 and 12% higher market valuation ratios. Digirati combine their skills and developments in digital intensity and 
 transformation intensity to achieve performance that is greater than either dimension can deliver on its own. 


The authors add that in every industry, there are companies that can be categorized as Digirati. 


2.4.4.  Discussion of Maturity Models 


While digital maturity models may be a good tool to assess a company’s process of digital transformation, 
 researchers have at the same time  raised some critique of the concept, which needs to be addressed before 
 further continuing with this study. Teichert (2019) mentions that digital maturity models are built generically 
 and are thus only frameworks that need to be specified to a specific use-case, industry, or company, and are as 
 such  not  designed  to  offer  specific  guidance.  Furthermore,  digital  maturity  models  are  often  built  on  the 
 assumption that digital transformation process is linear, which is barely the case (Berghaus & Back, 2016). 


Also, to be of actual value for a company, Berghaus and Back (2016) argue that maturity models need to be 
prescriptive, not just descriptive. Only by explaining and guiding a specific company or industry, models can 
be a valuable tool to help a company reaching digital maturity. The authors suggest that additional research on 
the digital maturity of specific companies or industries is needed to further explore the field of digital maturity 
and digital transformation (Berghaus, 2016; Teichert, 2019). 



(28)26 



3 



Digital Maturity Framework 


To explore the digital maturity of the news publishers relevant to this study, a new model for this specific case 
 is  developed.  In  this  chapter,  it  will  be  explained  why  an  industry-specific  maturity  model  for  the  news 
 publishing  industry  is  needed  and  the  proposed  model  including  its  dimensions,  namely  digital  strategy, 
 culture, and customer experience is presented. 


To answer the research question of how an omnichannel advertising platform provider supports the challenged 
 news publishing industry to transform digitally, the proposed model includes dimensions that are most relevant 
 for  this  study.  As  existing  research  mainly  utilizes  a  generic  approach  of  assessing  digital  maturity  of  no 
 specific domains, a newly developed model specifically for the news publishing industry is needed. It is built 
 on existing research from both academia and practice and projects the more generic research onto this explicit 
 case. Precisely, the model described in the following mainly builds on the foundation that was introduced by 
 Capgemini in collaboration with the MIT (Buvat et al., 2018; Westerman et al., 2011, 2012), which adopts a 
 more  practical  way  of  research,  and  the  academical  works  of  Berghaus  and  Back  (2016).  The  model 
 furthermore  builds  on  the  comprehensive  research  of  existing  literature  on  digital  maturity  presented  by 
 Teichert (2019). 


When looking at the news publishing industry, certain dimensions seem to be of higher relevance than others. 


Still,  when  aiming  to  paint  an  extensive  picture  of  the  publishers’  digital  transformation  status,  the  most 
common dimensions from existing research must be taken into consideration. The resulting maturity model 
for the news publishing industry used in this study  includes three dimensions that play a crucial role in the 
digital transformation of a news publisher: digital strategy, culture, and customer experience. All dimensions 
are further broken down into several indicators that should help to examine the overall change in  strategy, 
culture, and customer experience that is experienced by news publishers when introducing an omnichannel 
advertising platform. An overview of the dimensions and their indicators is depicted in Figure 5. The model 
including all its dimensions and indicators is described in further detail in the following. 
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Figure 5: Digital Maturity Model for the News Publishing Industry 



3.1.  1
st Dimension: Digital Strategy 


To transform digitally, a publisher needs to develop an overarching digital strategy based on a certain vision 
 (Hess  et  al.,  2016;  Matt  et  al.,  2015).  The  indicators  which  are  used  to  investigate  the  support  by  an 
 omnichannel  advertising  platform  provider  to a  news  publisher’s  digital  strategy  are Vision,  Strategy 
 Alignment, Leadership, and Business Model Innovation. Table 2 displays an overview of existing research of 
 each indicator relevant for this dimension. 


Table 2: Overview of Digital Strategy-Dimension 
 Dimension  Indicator  Buvat et al.  


(2018) 


Berghaus & Back 
 (2016) 


Teichert  
 (2019) 


Digital 
 Strategy 


Vision  Strategy vision & 


purpose 


Defined digital vision; 


long-term strategy 
 orientation; roadmap; all 


staff work in sync with 
 digital vision 


Strategy 
 Alignment 


Integration & 


relationship between 
 technology and business 


executives 


Strategic innovation; 


central role of IT in 
 business strategy 


Strategy innovation 
 through digital 


components 
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Leadership  Reorganization; digital 


teams; support of top 
 management 


Leadership team learning 
 new technologies; 


actively identifies and 
 realizes new 
 opportunities 


BM 
 Innovation 


Digitally modified 
 businesses; new digital 


businesses 


Product innovation; 


partner network; 


expanding existing BMs, 
 digital customer-


integration  


Expanding existing BM, 
 development of 
 disruptive BMs; using 
 agile methods, involving 
 customer into innovation 


process 


3.1.1.  Vision 


To transform digitally, a company must share a common vision of where the organization wants to go and how 
 to get there. It can be in form of a roadmap for future efforts to become more digital in certain areas. It should 
 include  a  long-term  strategy  for  the  publisher  (Berghaus  &  Back,  2016;  Teichert,  2019;  Westerman  et al., 
 2011). When introducing an omnichannel advertising platform, that vision could be affected in the sense that 
 a company might revisit its roadmap for future growth. The introduction of such a platform, together with 
 other services provided by the external technology provider, could help the news publisher to be able to define 
 a more mature and clearer vision for their future efforts of transforming digitally. 


3.1.2.  Strategy Alignment 


Some news publishers have understood the need for innovation of their digital strategy and have introduced 
 digital  departments  to  their  organizational  structure.  However,  it  is  not  enough  to  only  introduce  such  a 
 department or workforce, it is also crucial that organizations make sure the IT or digital side works hand in 
 hand with the business side of the company, to ensure an overall  strategy alignment that requires a strong 
 integration between technology and business executives (Berghaus & Back, 2016; Westerman et al., 2011). 


Introducing an omnichannel advertising platform is coincide with the introduction of a digital department or 
 similar,  which  governs the  onboarding,  rollout,  and  execution  with  the  new  tool  in  collaboration  with  the 
 platform  provider  itself. Thus,  a  strong  alignment  between  the  business  and  the  perhaps newly  introduced 
 digital side is of crucial importance when adopting the new technology. 


3.1.3.  Leadership 


Another important indicator of a changing digital strategy is the changes in the publishers’ leadership. The 
leadership  must  ensure  that  organizational  silos  are  eliminated  and  that  employees  feel  empowered  and 
motivated to embark on the journey to digital maturity (Hansen et al., 2011; Qu et al., 2010). The leadership 
also plays an important role in governing and making sure the above-described vision for the company is a) 
developed and b) executed. When a strong partnership with an external technology provider is established, it 
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is thought to also support the publisher’s leadership team in formulating a strategy and vision, and to enable 
 the leadership team to execute that strategy through the organization. 


3.1.4.  Business Model Innovation 


Another and perhaps the most crucial part of news publishers’ digital strategy are the efforts to innovate their 
 business model to stay competitive in the future. As existing research shows, BMI plays a major role in every 
 organization’s transformation and its survival (Baden-Fuller & Haefliger, 2013; Chesbrough, 2010; Demil & 


Lecocq, 2010). Berghaus and Back (2016) point out that it is crucial for companies to create an atmosphere of 
 innovation and to empower their workforce to always challenge the status quo of a company. Furthermore, 
 with  the  increasing  need  for  innovation,  a  functioning  network  of  partners  becomes  even  more  important 
 (Berghaus & Back, 2016). Introducing a new digital technology like an omnichannel advertising platform is 
 expected to influence that partner network and the publisher’s ability to innovate its business model positively. 


An omnichannel advertising platform provider is expected to enable its partners to develop existing business 
 models, especially in regards of revenue streams and value proposition to its end-clients. 



3.2.  2
nd Dimension: Culture 


While the dimension culture plays an important role in digital maturity models developed by practitioners, 
 only 40% of academics include it in their research (Teichert, 2019). For news publishers, transforming culture 
 is assumed to be of high relevance. As a rather old and traditional industry with very analog processes and 
 operations, employees must now learn to adapt and leverage digital technologies to transform their traditional 
 way  of  doing  business.  This  requires  a  change  of  culture.  Berghaus  and  Back  (2016)  also  emphasize  the 
 importance of culture in their research on the digital transformation of organizations, describing it as one of 
 the most crucial dimensions when embarking on the journey of transforming digitally. 


To investigate the changes in culture that the adapted omnichannel advertising platform implies for the news 
publishers’, mindset, workflows, and digital affinity serve as indicators for this dimension. Before going into 
more detail on each indicator relevant for this dimension, Table 3 displays a coherent overview of existing 
literature on the proposed indicators. 
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Table 3: Overview of Culture-Dimension 
 Dimension  Indicator  Buvat et al.  


(2018)  Berghaus & Back 


(2016)  Teichert  


(2019) 


Culture 


Mindset  Culture & Expertise; 


risk-taking; error-culture 


Risk-taking; test & learn; 


customer-centric culture; 


openness to change 
 Workflows  Process automation  Process digitalization; 


digital communication, 
 automation 


Process digitization and 
 automation; flexibility/ 


agility of processes 


Digital 
 Affinity 


Employees’ access to 
 digital expertise; digital 


affinity (general & 


specific) 


Digital skills, 
 experience, and interest; 


dedication; openness to 
 new technologies; 


employees’ access to 
 digital skills/expertise 


3.2.1.  Mindset 


This indicator aims to examine the needed changes in the mindset of the employees. The publisher’s workforce 
 must understand and internalize that a certain change of mind is needed to shift from traditional, analog ways 
 of working to digital, innovative standards. It is not to be confused with the actual digitalization and automation 
 of processes nor the digital affinity or skills of the employees, which is examined through other indicators. 


This  indictor  describes  solely  the  employees’  mindset  and  attitude  towards  their  changing  working 
 environment. It includes their openness to change, error culture, and willingness to take risk and to adapt to 
 the newly introduced technology. As Berghaus and Back (2016) point out in their research, companies, and 
 employees must be willing to take certain risks, especially in innovative projects. This goes hand in hand with 
 the ability to openly communicate mistakes that happen along the way to tackle and prevent future errors, 
 which can serve as a development opportunity for the company and its employees.  


In the news publishing industry, this indicator is of special importance. Employees within the publishing sector 
are often from older generations and have previously not encountered as many challenges by digitalization as 
they are opposed to today. By being used to certain ways of working, a change of mindset of the employees of 
the publishers  is  expected  to  be  hard  to  achieve  and  poses  a  challenge  in  the  organization’s  digital 
transformation  efforts.  With  the  support  of  an  omnichannel  advertising  platform  provider,  the  mindset  of 
employees is expected to evolve to be more digital. Together with the platform provider, the publisher can 
work out efforts to motivate their employees to be more digital, and more invested in actually utilizing the new 
technology. 
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