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Most Finnish periodical magazines have a website, often an online ser-
vice. The objective of this thesis is to understand the magazines’ re-
sources and capabilities and match them with online strategies’ goals and

objectives.

The thesis’ theoretical part focuses on explaining and classifying re-
sources, capabilities, goals and objectives, and applying everything into

Finnish magazine publishing context.

In the empirical part, there is a comparative case study of four magazines.
The findings indicate that with cooperating, advertising and community
hosting capabilities magazines may utilize their human, brand, content and
customer base resources. The resources can be further addressed to

reach profitability, customer-centricity and brand congruency goals.
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1 INTRODUCTION

This master’s thesis is part of the Online Triathlon research project at the
Technology Business Research Center in Lappeenranta University of
Technology. The research project has three focuses: strategy, manage-
ment of technology and consumer behavior. There are four objectives for
the project. Firstly, the objective is to gain a picture of the online services
of the Finnish newspaper and magazine publishers; Secondly, to under-
stand which factors affect consumer behavior and loyalty towards tradi-
tional newspapers and magazines; Thirdly, to understand how online ser-
vices affect consumer behavior and loyalty towards traditional newspapers
and magazines and lastly to understand publishers’ strategic choices, re-
sources and capabilities regard to their online strategy and provided online

services, while taking consumers’ viewpoints into account.

1.1 Background for the study

The Internet has had its impact on traditional magazine publishing industry
in Finland. The Internet delivers the information to the readers, who have
learned to demand the information faster, online. As a result, magazines
have experienced a shift from static print publishing to dynamic Internet
publishing (Gronlund, Toivonen, Antikainen, Back, Harju and Sirkkunen
2003). It seems no longer a relevant question for Finnish magazine pub-
lishers whether or not a magazine should have an online prescence. The
Internet is widely utilized in the industry and almost all of the Finnish mag-
azines have a website. It also provides a tool for effective marketing for
any magazine willing to invest their effort in it. Moreover, the Internet
represents a new application of an old revenue source, advertisements, in

the form of banners.

Opportunities that the Internet provides for magazine publisher are nu-
merous. It is almost impossible not to be present online in some form:
magazine that chooses not to have an online presence as a part of its
strategy will be presented online by someone else. Such presence would

not be controlled by the magazine itself. Most magazine publishers’ strat-



egies in Finland seem to involve online presence — often in the form of a
website. These websites might include different functions and tools availa-
ble for either paying customers or anyone for free (Ellonen and Kuivalai-
nen 2008). For any of the publishers, use of Internet is something relative-
ly new as the Internet itself is a relatively new invention. Moreover, online
presence from the magazines’ perspective means new products and new
customers. As there are two channels and products, some discussion has
raised regarding cannibalization: online service taking the print magazine’s

customers (Ellonen and Kuivalainen 2007).

The magazine publishers have already gone through a long learning
process when developing their strategies including online presence. Lite-
rature, e.g. Merrilees (2001) on book industry and Bauer and Colgan
(2001) on financial services sector, recognizes various industries’ changes
caused by existence of the Internet but changes in magazine publishing
industry are relatively unstudied regarding the online strategy formulation.
This master’s thesis focuses on resources and capabilities as background
factors for online strategy formulation. It would be important to understand
what factors would lead to online success. Resources and capabilities ap-
proach is one way to explain online success or failure, in terms of goals

being met.

1.2 Purpose, research question and sub-questions

The purpose of this study is to gain deeper understanding of resources
and capabilities as the foundation for Finnish magazines’ online strategy
formulation process. The online strategy is observed as a plan where ca-
pabilities are the means to utilize resources. Consequently, resources are
utilized to achieve desired goals and objectives. This study will mainly
point out whether the resources and capabilities match the goals and ob-
jectives. The method to approach the match, reflected also to the format of
the research questions, is case study. The first research question of this

study is:



- How do Finnish magazines’ resources and capabilities match with
their online strategies’ goals and objectives?

To understand Finnish magazines’ online strategies, the goals and objec-
tives approach to strategy provides a suitable tool. It is relevant to under-
stand the capabilities as a means to reach the goals and objectives. Ca-
pabilities can be also regarded as methods of utilizing resources. There-
fore Finnish magazines’ resources should be pointed out. In order to an-
swer the main question thoroughly, the following questions are asked:

- How do Finnish magazines understand their resources?
- What are the capabilities Finnish magazines have?
- How do Finnish magazines define their goals and objectives?

This study will also address the issue of some element possibly missing
from the strategy and its foundations in resources and capabilities. This
perspective will more carefully address the issue of goals and objectives

not reached with existing capabilities.

1.3 Literature review and theoretical frame

There are many theories for approaching strategy (Mintzberg 1998). For
this study’s purposes, it is not useful to understand all the meanings and
explanations for strategy. In this research setting (see Background for the
study), the Internet has created a new channel for magazine publishers to
deliver new products. Ansoff's (1979) approach to strategy responds to the
research setting. The approach divides strategy into two dimensions:
products and markets. Ansoff's (1979) scope is business strategy and the
model introduces four possible strategy variations — market penetration,
market development, product development and diversification — according

to resources and capabilities the firm does or does not have.

Wernerfelt (1984) introduced resource-based view as a method of observ-

ing the strategic choices of a firm from the angle of resources rather than



products. Later literature e.g. Barney (1991) recognizes the resources’
importance and brings light to the concept of sustained competitive advan-
tage. Barney explains Porter's (1985) ideas and points out that firm’s in-
ternal strengths can be exploited to respond to external opportunities. This
is seen as the method of creating sustained competitive advantage. Pra-
halad and Hamel introduced the idea of core competencies. Contrary to
Porter’s (1985) model with market — with competition and customer at the
strategy’s starting point — Prahalad and Hamel (1990) see firm's core
competence as the start point for the strategy. However, a core compe-
tence is also a target for the strategy, built by continuous learning and im-

provement.

Knowledge-based view treats knowledge as the firm's most important re-
source (Grant 1996). According to this theory, knowledge integration
creates capabilities that can be used to create competitive advantage in
dynamic market settings. As well as in Barney (1991), Grant understands
resources as the basis for creating competitive advantage. However, the
knowledge-based view focuses on knowledge, organizational capabilities
and learning. Conner and Prahalad (1996) see knowledge as something
affected by the organizational mode. Organizational mode affects ways of
blending and using existing knowledge, and learning or development oc-

curring during the work (Conner and Prahalad 1996).

Teece, Pisano and Shuen (1997) introduced an approach to explain how
competences and resources could be developed, deployed and protected.
The approach presented was named Dynamic Capabilities approach. Dy-
namic capability was defined as a “firm’s ability to integrate, build and re-
configure internal and external competences to address rapidly changing
environments” (Teece et al. 1997). Dynamic capabilities theory can be
seen as something quite different from the resource-based or knowledge-

based view. It has a clear focus of addressing continuous change.



The frame for this study composes of resources as the components Fin-
nish magazine publishers have for their strategies. These components are
utilized with capabilities. Resources can be classified into categories ac-
cording to different theories. Grant (2002) suggests classification into tang-
ible, intangible and human resources. Ellonen (2007) classifies resources
of Finnish magazine publisher into property-based and knowledge-based.
However, Ellonen’s model includes capabilities in the observation of re-
sources. This study makes a clear distinction between resources and ca-
pabilities. Therefore Grant’s classification is applied to the framework pre-

sented in Figure 1.

Resources

Tangible Intangible

CAPABILITIES CAPABILITIES

CAPABILITIES

Competitors

Figure 1. Theoretical frame

Resources, in Figure 1 classified into three categories, are utilized, by ca-
pabilities. The goal for strategy should also be the target for resource utili-

zation. External elements — competitors, partners and customers — that



impact strategy are not as such in the focus of this study. However, their

presence cannot be completely ignored.

1.4 Definitions

This study makes a distinction between resources and capabilities. They
are not studied interchangeably even though there is literature supporting
this. E.g. Barney (1991) defines resources as strengths, with capabilities

only as subjects to resources.

Resources are defined by Amit and Schoemaker (1993) as “stocks of
available factors that are owned or controlled by the firm”. Classification by
Grant (2002) regards the resources as tangible, intangible or human de-

pending on the nature of the resource in question.

Capabilities are observed in this study as the capacity to deploy resources
(Amit and Schoemaker 1993). Terminology regarding capabilities is vast.
Prahalad and Hamel (1990) use competencies as a definition similar to
capabilities. Foss (1997) points out capabilities are either regarded as or-
ganizational capital or as individual skills. This study will emphasize the
organizational capabilities as organization utilizes the individuals’ human

resources.

Competitive advantage by Barney’s (1991) definition refers to implement-
ing strategy that creates value and is not implemented by competitors.
Collis and Montgomery (1995) remark that the competitive advantage is
attributed to owning resources that enable the firm to perform better than

competitors.

Mintzberg and Quinn (1996, 102) explain strategy as a plan for the future
and pattern from the past. Grant (1991) explains resources’ and capabili-
ties’ importance as the firm’s identity in an environment that is unstable
and customer service has to evolve. Moreover resources are observed as

assets that can be addressed to reach the strategy’s purpose — goals and



objectives. Grant’s (2002) definition summarizes the strategy as a way to

match resources and capabilities to opportunities in external environment.

Resource-based view emphasizes that a firm utilizes its resources and
capabilities to create a competitive advantage that ultimately results in su-
perior value creation (Wernerfelt 1984; Barney 1991). Value therefore re-
fers to the profits generated by the firm, found on a combination of re-
sources and capabilities.

1.5 Research Methods and delimitations

This study aims to understand how Finnish magazines’ resources and ca-
pabilities match their online strategies’ goals and objectives. This pheno-
menon is a contemporary one. It is most relevant to utilize qualitative data
and accordingly the study is qualitative by nature with research question
supporting the approach. Empirical data would not provide with means to
perform quantitative analysis. Capabilities would be difficult, due to their
nature to quantify. The research questions are set in a manner that leaves
it suitable to approach the subject with qualitative analysis. It would be dif-
ficult to find answers to the research questions, especially regarding capa-

bilities, with anything but qualitative data.

The study is described as a case study (Yin 2003). To be more specific, it
is a multiple-case study. The analysis focuses on four case magazines. A
case study, according to Yin (2003, 13), investigates a contemporary phe-
nomenon, moreover, within its real-life context. Yin (2003) makes a further
note stating such study suitable especially when boundaries between
phenomenon and context are not clear. Ritchie and Lewis (2003) list fea-
tures of a case study: one case or sometimes several cases are selected,
study is detailed and intensive, phenomenon is studied in context and mul-
tiple data collection methods are utilized. Yin (2003, 14) understands case

study as a comprehensive research strategy.



Yin (2003) explains that a case study should rely on multiple sources of
data. Ritchie and Lewis (2003) point this out as multiple perspectives
rooted in the same context, meaning multiple data collecting methods and
multiple accounts. Multiple accounts here refer to multiple people with their
own perspectives differing from each others’. Multiple data sources, mul-
tiple perspectives and accounts ensure that the study is conducted in a
triangulating fashion.

The empirical part of the study composes of nine interviews. The inter-
views were conducted as semi-structured with thematic questions to leave
the form and order of questions open (Hirsjarvi, Remes and Sajavaara
2003). For this study’s interviews, people selected had varying knowledge
regarding the questions asked. Some questions could not be answered by
some interviewees and the form of asking the question had to be open-
ended in order for the interviewee to be able to answer. Personal thoughts
and ideas were empowered. Due to these factors, Hirsjarvi et. al. (2003)
definition for semi-structured interview proves to be the right choice.

For this study it is not interesting to analyze the products (online service)
more deeply as Wernerfelt (1984) points out the difference of resources
and products as “two sides of a coin”. However, studying the product is
necessary up to some extent towards understanding the resources and
capabilities important for constructing such a product. The publisher’s
strategy is seen as a frame for the magazine’s strategy setting as it has a
direct impact on the magazine’s strategy. However, the publisher’s strate-
gy is not directly relevant as the study focuses on the magazines and their
online strategies. Scope of this study is set on magazine-level. Magazines,
to some extent, form their strategies by themselves. Studying publisher-

level is not the purpose of this study.



1.6 Structure

This study, as a qualitative one, is divided into two parts. First part, Chap-
ters 1, 2 and 3, focuses on the theory. Chapter 1, Introduction, serves the
analysis as the background setting with limits, questions, frame and struc-
ture. Chapter 2 divided into three main parts, explains resources, capabili-
ties and online strategy while Chapter 3 takes the analysis further to Fin-
nish magazine publishing industry context.

The second part focuses on an empirical application of the theory. This
empirical part consists of Chapters 4, 5, 6 and 7. In Chapter 4, Methodolo-
gy, the rules are set and methods are explained for the empirical study.
Chapter 5 is a descriptive chapter with four case descriptions while Chap-
ter 6 leads the study to analysis by means of a cross-case study. Chapter
7, Conclusions, is a summary that reflects the empirical findings to the

theory and answers the research questions.
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2 RESOURCES, CAPABILITIES AND ONLINE STRATEGY

The first part of the chapter will introduce the resource-based theory, dif-
ferent schools within the theory, concepts and classification methods for
resources and capabilities. It will form the theoretical basis for understand-
ing strategy, resources and capabilities. At the end of this chapter, An-
soff's product—market strategy matrix with its four strategic outcomes is
introduced. The Ansoff matrix will serve as the linking element to the in-

dustry context explained in the next chapter.

2.1 Resource-based theory

Resource-based theory, referred to as RBT, observes a firm from the point
of its resources. Penrose (1959) is recognized as the founder of the theory
even though the ideas have existed in earlier publications. The theory is
divided into different schools with their own focuses and points of inter-
ests. Acedo, Barroso and Galan (2006) point out that RBT can be seen
mainly divided into three main trends: resource-based view (RBV), know-

ledge-based view (KBV) and relational view.

Wernerfelt (1984) presented RBV as a tool to analyze a firm from the re-
source-setting instead of looking at the product-side. Resources, in this
model, are the basis for competitive advantage. RBV differs from Porter’s
(1985) model that merely is focused on firm’s products instead of re-
sources. However, the aim for both models is to understand sources for
competitive advantage. Barney (1986a, 1986b, 1991, 2001a, 2001b) is the
developer of the RBV side of the theory (Acedo et. al. 2006). His work is
supported widely within the RBV research.

KBV can be understood as a theory arising from Penrose’s (1959) ideas
(Spender 1996; Foss 1997; 1998). The approach treats firm as a body of
knowledge and distinction is made between two types of knowledge —
knowing how and knowing about (Grant 1996; Spender 1996). These
types of knowledge, as two dimensions, can be referred to as tacit and

explicit. Firm, by Grant’s (1996) definition is the knowledge system. Know-
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ledge in the firm is carried by its routines. Moreover, knowledge is the

most important resource for a firm.

2.1.1 VRIN attributes

Sustainable competitive advantage, explained by RBV, can be reached by
certain characteristics that resources should have. Barney (1986) explains
these characteristics as source for sustained superior financial perfor-
mance. Barney’s (1991) definition states that resources must be “valuable,
rare, imperfectly imitable, and non-substitutable” in order to be a source
for sustained competitive advantage. These characteristics are referred to
as VRIN attributes. Studies recognize these attributes by different names
and Barney’s (1991) definitions are extended:

Valuable resources

Resources are valuable, by Barney’s (1991) definition, when firm can use
them to enable, conceive of or implement strategies improving its efficien-
cy and effectiveness. Grant (1991) explains the value as durability that
varies due to pace of technological change influencing the life-spans of
capital equipment and technological resources. Moreover, Collis and
Montgomery (1995) state that most resources have limited life and will

earn only profits for certain period of time.

Appropriability influences the value of a resource. Collis and Montgomery
(1995) note that even though a firm may possess a resource, the value
generated may not necessarily flow to the firm. E.g. customers, distribu-
tors, suppliers and employees sharing the value have to be taken into ac-
count. To understand the bigger picture, Collis and Montgomery (1995)
also point out the importance of the resource’s competitive superiority.

Comparison to competitors’ resources reveals the real value.

Rare resources
Barney (1991) states comprehensively that several firms possessing a

rare resource would lead to a situation where the firms could implement a
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common strategy. In such case, no firm would have competitive advan-
tage provided by the rare resource. Moreover, such a resource could not
be regarded rare by definition. The rarity however, could be observed in a
wider context. E.g. Amit and Schoemaker (1993) refer to scarcity and low
tradability. Grant (1991) refers to transferability explaining that most re-
sources are not freely transferable between firms. Such imperfections in
transferability arise from geographical immobility, imperfect information,
and firm-specific nature of the resource (Grant 1991).

Imperfectly imitable resources

Competitive advantage can be regarded sustainable only if it is created
with a resource that cannot be obtained by firms that do not possess the
resource (Barney 1991). Resource that cannot be obtained by others is
described as imperfectly imitable. Amit and Schoemaker (1993) point out
that entrants’ incentives to imitate the resource can be lessened by build-
ing isolating mechanisms. However, inimitability can hardly last forever

(Collis and Montgomery 1995).

In-imitability of resources is dependent on several factors. Dietrickx and
Cool (1989) understand the imitability related to processes of resource
accumulation. They identify following characteristics:
- Time compression diseconomics (longer time spent results in better
outcomes even though the amount of work input was the same)
- Resource mass efficiencies (in addition to volume, favorable re-
source positions accumulate)
- Interconnectedness of resources (different resources can be com-
bined)
- Resource erosion (resources decay and entry deterrence gains im-
portance)
- Causal ambiguity (levels of stocks determine probability of success
when there is no certainty over how to actually accumulate re-

sources).
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Collis and Montgomery (1995) understand causal ambiguity more as an
organizational capability. In addition, they list characteristics of resource-
based strategies creating sustainability: physical uniqueness, path-
dependency and economic deterrence. Reed and Defillippi (1990) point

out tacitness as one of the factors.

Barney (1991) specifies that obtaining resources that are imperfectly imit-
able is dependent on unique historical conditions, linkage between pos-
sessed resources and sustained competitive advantage is causally ambi-
guous or the resource is socially complex. Unique historical conditions
translate to firm’s place in time and space as the factor defining the access
to obtaining the resource (Barney 1991). Reed and DeFillippi (1990) point
out that ambiguity in business actions and outcomes can prevent imitation.
Moreover, they understand competition aggressiveness and degree of
ambiguity as determining factors for barriers’ strength and rate of decay.
Social complexity is explained by Barney (1991) by complexity and sociali-
ty of resources. Other firms might be incapable of imitating resources
based on highly complex phenomena.

Non-substitutable resources

The frame of five forces, introduced by Porter (1985), treats the threat of
substitutes as a major element in industry competition and thereby strate-
gy. Grant’s (1991) terminology addresses the substitutability as replicabili-
ty. Barney’s (1991) approach defines the requirement: there must be no
equivalent for the resource. The substitutability is explained to have two
forms. The first form is similarity of resource enabling the duplication of
competitive advantage even though the resource might be different. The
second form appears as a result of strategy based on very different re-
sources — resources are each other’s substitutes but the outcome of the

strategy is similar. (Barney 1991)

Similarly to Barney’s idea, Collis and Montgomery (1995) point out that

even though some resources cannot be directly replicated, different re-
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source can be used to offer the customers a substitute product or service.
However, Dietrickx and Cool (1989) claim that firms that base their com-
petitive advantage upon the stock of resources may be able to sustain
competitive advantage. This is due to asset mass efficiencies and time
compression diseconomies (see Imperfectly imitable resources subchap-

ter).

2.1.2 Classification of resources

Barney (1991) classifies resources into three categories: physical, human,
and organizational. However, this approach treats capabilities as re-
sources which is problematic in the given research context. Distinction be-
tween resources and capabilities in Amit and Schoemaker (1993) calls for
another model to classify resources. Grant’s (2002) model takes into ac-
count the model by Amit and Schoemaker. Resources are classified by
Grant (2002, 139-145) into tangible, intangible and human categories as
seenin Table 1.

Table 1. Grant’'s (2002) Classification of resources

Tangible resources Financial

Physical

Intangible resources Technology

Reputation

Culture

Human resources Skills and know-how

Capacity for communication and collaboration

Motivation

Adapted from Grant (2002)

The tangible resources are easily understood as figures reported by the
firm. However, they should rather be evaluated by their potential to create
competitive advantage (Grant 2002) as he claims that intangible resources
contribute more to asset value than tangible ones.
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Human capital, by Nahapiet and Ghosal (1998) can be seen as a strategic
resource — integral to VRIN attributes and having connection to intellectual
capital. The definition differs from Grant’s (2002) where productive servic-
es offered to the firm by humans are defined as the human resources. Na-
hapiet and Ghosal (1998) argue that firms developing particular configura-

tions of social capital would be more successful.

(Amit and Schoemaker 1993) divide resources into two main domains —
knowledge-based and property-based — according to their imitability (Miller
and Shamsie 1996). Imperfectly imitable was previously mentioned as a
requirement for a resource that according to Barney (1991) could be uti-

lized to create sustained competitive advantage.

Property-based resources, by definition, belong to firms property. Barney
(1991) explains that property rights control appropriable resources that tie
up a specific and well-defined asset. This translates to ownership of a re-
source. Such a resource is protected legally against imitation. In case a
rival desires to have the resource, it has to pay the owner. (Miller and
Shamsie 1996)

Knowledge-based resources are not legally owned by the firms. However,
they are protected by knowledge barriers. They cannot be replicated by
others due to their nature. Lippman and Rumelt (1982) explain the nature
defining knowledge-based resources hard to understand, based on talents
that create results difficult to distinguish. Miller and Shamsie (1996) define
these resources as technical, creative, and collaborative skills. They make
further notes that such skills provide firms with means to adapt products to

market needs.

2.2 Capabilities
Capabilities are explained by Amit and Schoemaker (1993) as a firm's ca-
pacity to deploy resources. Amit and Schoemaker (1993) also define ca-

pabilities as information-based tangible or intangible processes. Moreover,
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the theory considers capabilities as firm-specific processes developed
over time. According to Kogut and Zander (1992) capabilities focus on un-
derstanding why organizations differ in their performance. It is up to the
firms’ decision which capabilities to maintain and develop. Decision is in-
fluenced by the current knowledge of the firm as well as expectation of
profits gained from searching the opportunities in new technologies and
organizing principles as platforms into future market developments. (Kogut
and Zander 1992)

2.2.1 Capabilities: classification by Abernathy and Clark

Theory introduced by Abernathy and Clark (1984) treats capabilities as the
competitive ingredients of a firm. Even though the theory focuses on inno-
vation and its significance for competition, and treats capabilities merely
as domains of innovative action, the classification is clear. Moreover, it is
in line with Ansoff's (1958; 1979) product—market division. Abernathy and
Clark (1984) classify capabilities into two categories — technology and

market as seen in Table 2.

Table 2. Abernathy and Clark’s model for classifying capabilities

Domains Capabilities
Technology and Design and embodiment of technology
production Production systems and organization

Skills: labor, managerial and technical

Materials and supplier relations

Capital equipment

Knowledge and experience base

Market and customer Relationship with customer base

Customer applications

Channels of distribution and service

Customer knowledge

Modes of customer communication

Adapted from Abernathy and Clark (1984)

Firstly, the classification regards technology in a wider context that in-
cludes production and operations. Physical characteristics of the product
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such as performance, appearance, quality and cost are taken into account
in the technology class. These characteristics are linked to competition.
Knowledge is held by individuals, but is also expressed in regularities by
which members cooperate in a social community (Kogut and Zander
1992). In Abernathy and Clark (1984) classification, there is a distinction
between skills and knowledge embodied by individuals and a collective
understanding shared by the group.

Secondly, the market domain observes the customer side linkage of capa-
bilities. Strength of the relationship, target group, customers’ relationship
with product, product knowledge and experience required, delivery and
information are included in the market domain. (Abernathy and Clark
1984)

2.2.2 Capability classification according to Grant

Organizational capabilities is term Grant (2002) uses to refer to firm’s ca-
pacity for undertaking a particular productive activity. The classification
model has a focus on capabilities relative to other firms — competition.
Moreover, the capabilities are classified according to functions in a firm in
which they play a role. See the functional classification of organizational

capabilities in Table 3.
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Table 3. Grant’s model for classifying capabilities

Corporate functions Financial control

Strategic management of multiple businesses

Strategic innovation

Coordinating divisional and business unit management

Acquisition management

Management Comprehensive

information Integrated management information system

Linked to managerial decision making

Research and Research

development Innovative new product development

Fast-cycle new product development

Manufacturing Efficiency in volume

Continual improvements in production processes

Flexibility and speed of response

Product design Design capability

Marketing Brand management and promotion

Promoting and exploiting reputation for quality

Identifying and responding to market trends

Sales and distribution | Effective sales promotion and execution

Efficiency and speed of order processing

Speed of distribution

Quality and effectiveness of customer service

Adapted from Grant (2002)

Grant’s (2002) model provides a tool for distinguishing different functional
capability sets. However, Abernathy and Clark (1984) refer mainly to the
same functions with the difference that they are less detailed.

2.2.3 VRIN and capabilities

Barney’s (1991) definition states that resources must be “valuable, rare,
imperfectly imitable, and non-substitutable” in order for the resource to be
a source for sustained competitive advantage. Barney’s definition of re-
sources however includes capabilities whereas Grant (1991) sees them as
a separate entity. Capabilities are explained by Grant (1991) as organiza-
tional routines and where Barney (1991) uses VRIN attributes for re-

sources, Grant (1991) has a differing approach labeling these attributes —
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regarding both resources and capabilities — durability, transparency, trans-
ferability and replicability.

Durability refers to what is labeled as value of resources by Barney. Grant
(1991) sees the durability more important for capabilities than for re-
sources. Capabilities have potential to be more durable because firms
have the ability to maintain capabilities. This is due to being able to repli-
cate individual resources. Resource might not be durable but when re-
placed, it still contributes to the same capability. (Grant 1991)

Transparency of competitive advantage refers to a case of strategy imita-
tion. The speed that competitors imitate strategies is the defining factor of
sustainability of competitive advantage. Imitation is very difficult in case
there are multiple capabilities as the foundation for the strategy. In order to
imitate a firm’'s strategy, the capabilities of the given firm have to be estab-
lished. An imitator would have to establish these capabilities in order to
pursue the same strategy. This includes also determining what resources
are required to have these capabilities. Moreover, capabilities relying on
more complex patterns of coordinating diverse resources mentioned are

especially hard to imitate. (Grant 1991)

Transferability is an issue of competitors being able to acquire resources
and capabilities possessed by the firm. Grant (1991) lists sources for im-
perfections in transferability: geographical immobility, imperfect informa-
tion, firm-specific resources and immobility of capabilities. Immobility is
explained by capabilities requiring resource teams, which makes transfer-
ring a capability difficult. Transferring a capability requires transferring a
team of the resources. However, even when transferred, the recreation of

capabilities is uncertain. (Grant 1991)

Grant (1991) points out that some resources and capabilities can be repli-
cated by internal investment. However, capabilities are much more difficult

to replicate due to the complexity of organizational routines involved. Cha-
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racteristics influencing replicability, identified by Dietrickx and Cool (1989),
were labeled earlier regarding resources. The characteristics are: time
compression diseconomics, resource mass efficiencies, interconnected-
ness of resources, resource erosion and causal ambiguity. The same cha-
racteristics link to capabilities. Based on work by Dietrickx and Cool
(1989), Grant (1991) points out that even if replication might be possible,
dynamics of stock-flow relationship might offer an advantage.

2.3 Product—market strategies

“How well will a particular move, if it is successful, meet with the compa-
ny’s objectives? “ (Ansoff 1958)

Invested existing resources are the basis for launching strategies. In con-
trast, it is strategies that generate resources. Bowman and Hurry (1993)
state that strategies emerge from resources. They also refer to the option
lens regarding strategic decisions. The option lens provides a view of an
organization's resources, capabilities and assets — as a bundle of options

for future strategic choice (Bowman and Hurry 1993).

Of all strategy-related studies and theories explaining strategy, Ansoff’s
(1979) model is selected as the one most suitable for this study’s purpos-
es. The reason for utilizing the model is the research context (see chapter
1). Ansoff (1979) divides strategy into two dimensions: products and mar-
kets. The result is a product—market matrix. Strategies are classified ac-
cording to new and existing products, and new and existing markets of the
firm as in Table 4. Ansoff (1958) defines the product-market strategy as a
joint-statement of a product line and the corresponding set of missions.
Products fulfill the goals that they were designed to fulfill. They are the
tangible outcomes of firms’ selections that are found on their resources

and capabilities.
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Table 4. Product—market matrix

Existing products New products
Existing markets Market penetration Product development
New markets Market development Diversification

Adapted from Ansoff (1979)

Market penetration

A firm with market penetration strategy uses existing products in their cur-
rent market segments. Market penetration strategy utilizes many of the
firm's existing resources and capabilities. This kind of strategy is suitable
when the market is a growing one. A firm only has to maintain its market
share to have growth. (Ansoff 1979)

Market development

A firm targeting its existing products to new markets — segments or areas
— has a market development strategy. This kind of strategy fits a firm with
strong product-related resources and capabilities. In contrast, such strate-
gy does not necessarily demand specific market-related experience. (An-
soff 1979)

Product development

As existing market segments are targeted with new products that a firm
develops, this strategy could be suitable when a firm's resources and ca-
pabilities are related to specific markets. Product-experience for specific
products is not needed as such. However, it could be useful for product
development. (Ansoff 1979)

Diversification

Diversification means that a firm grows by diversifying into new business-
es. This means both developing new products and targeting new markets
with the products. The strategy requires a firm to develop both product and
market sides and therefore it might require resources and capabilities that
do not exist yet. (Ansoff 1979)
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3 STRATEGY AND FINNISH MAGAZINE PUBLISHING IN-
DUSTRY

In this chapter, resource-based view of strategy is applied to Finnish mag-
azine publishing industry. The chapter begins with introduction to what a
magazine is; Meanings of resources and capabilities, as well as classifica-
tions, are explained in this setting. At the end of the chapter, a frame illu-
strates the resources, capabilities and strategies’ goals and objectives in
the industry context.

3.1 Magazine publishing

Magazine publishing belongs to a wider context — the media industry. In
Picard (2005) the media industry is divided, by employing strategies, into
two. Picard’s (2005) division is based on characteristics of media products,
and suggests that there are single creation products and continuous crea-
tion products. Furthermore, magazines can be seen as products of conti-
nuous creation media. This is due to Picard’s (2005) note of on-going cre-

ation within a package that exhibits continuity.

Finnish Periodical Publishers' Association defines a magazine as a publi-
cation that

- isissued at least four times a year

contains several articles or other editorial content per issue

- is for anyone to subscribe to or extensively available

- is not mainly composed of business information, price lists, an-
nouncements or advertisement

- can be of any size or paper, or only an Internet publication (FPPA

2007).

Classification of magazines can be generally done according to the au-
dience. Gronlund et. al. (2003) use a classification method useful for stud-

ying the Finnish magazine publishing industry. Magazines are classified by
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Gronlund et. al. (2003) into general interest, profession and organization
(association), opinion and customer magazines. Daly, Henry and Ryder
(1997, 8-10) use a wider method for classification. Their scale covers ma-
jor niches: automotive, boating, associations, clubs and institutions, epicu-
rean, general interest, home, in-flight, in-hotel, and other passenger mag-
azines, men’s, women’s, music and entertainment, outdoor and sport, pa-
renting and family, photography, science and technology, ethnic, youth,
regional, political, farm and medical.

Finland is a small market for any magazine that aims to be profit-making
because a magazine is a personal media and the target group is limited.
Therefore the circulation cannot be as vast as in bigger market areas such
as the United States. As a result of smaller circulation, the profits made
are smaller. This results in fewer resources allocated within the magazine
and its different functions. The Finnish magazine industry is scattered and
only a small amount of magazines is published by commercial publishers
(Gronlund et. al. 2003). However, eight publishers dominate the market.
To be even more specific, Gronlund et. al. (2003) point out that in 2001
there were four big publishers that are clearly bigger than others and could

be seen the main players in the market.

Market size, language, culture and many other factors define a magazines’
work. The industries are different between countries. Roughly the same
rules can be applied to the Finnish magazine publishing industry as to
other magazine publishing industries. However, the Finnish magazine
publishing industry differs significantly from magazine industries in other
European countries. Gronlund et. al. (2003) report that in 2001, regarding
magazines for big audience, Finland was one of the few European coun-
tries with subscribing income being bigger than copy-sales income. As
subscribing is important for Finns, there could be some implications to the

magazines’ online services.
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Daly et. al. (1997, 12) define the publishing industry as a three legged
stool. Editorial, advertising and circulation are the basic functions. To have
readers, a magazine has to have quality content for the readers. For con-
tent creation, the magazine needs resources and funds. Advertisers pay
for visibility and targeted audience. The editorial side has to know the cus-
tomer to sell ads to advertisers. Readers and subscribers are another
source of money for the magazine. However, some magazines are freely
distributed with only ad funding, and some magazines have no ads at all
as the funding comes from only subscriptions, copy-sales or other
sources. (Daly et. Al. 1997)

The content of magazines is copyright protected. Daly et. al. 1997 explain
that an article published in a magazine creates a partnership involving the
author, publisher and reader. Each state has rights regarding the pub-
lished article. The setting is more complicated when taken to the online
environment as the content might not be created by the editorial staff. The
content may as well be created by users — depending on the magazine’s

choices regarding the online service.

3.2 Magazines’ resources and capabilities

According to Ellonen (2007) is suitable for analyzing media companies’
resources, to use categorization between property-based and knowledge-
based resources. Ellonen’s (2007) findings reveal several key resources
that can be categorized under these classes. Furthermore, the findings

focus on the impact of the Internet. See Table 5.
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Table 5. The impact of the Internet on the key resources of a magazine
publisher

Type of Key resources of a magazine | The impact of the Internet

resources | publisher

P —
Brands Focal asset on the Internet: trust &

differentiation

Property- Copyrights Focal asset needed for content man-
based re- agement and multichannel
sources publishing

Customer database The Internet is a new means for updat-

ing and extending customer database

Target-group skills No major changes

Editorial skills Multichannel editorial skills, content-

management skills needed

Customer-relationship-management No major changes
skills
Marketing skills Marketing of multichannel concepts,

creating new needs for customers

Knowledge- | Circulation-sales skills No major changes
based re- Advertising-sales skills No major changes
sources Business skills Understanding of business logic
needed
Leadership and management skills Fostering attitudinal change
Support-function skills (accounting, No changes

finance, pre press, printing)

New technical skills needed

Organizational learning needed

Capabilities for change needed

Derived from Ellonen (2007)

Ellonen (2007) recognizes property-based resources: customer databas-
es, brands and copyrights. These property-based resources, as explained
in Barney (1991), are inimitable. This is due to copyright protection of a
magazine’s content. Moreover, copyrights also apply to at least some of
the content of a magazine’s online service. Knowledge-based resources
refer to skills and knowledge (Ellonen 2007). Skills and knowledge are
quite intangible and very firm-specific. By previous remarks and selections
made regarding definitions, knowledge-based resources are seen as ca-
pabilities.
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Ellonen’s (2007) terminology leaves content irrelevant and refers to copy-
rights. This study will emphasize content instead. Content, to which a
magazine has copyrights, is a resource. Ellonen (2007) points out content

management and multichanneling are capabilities linking to this resource.

3.2.1 Classification of magazines’ resources

Resources are classified in this study according to Grant’s (2002) catego-
ries: tangible, intangible and human. See table 6 below. However, subca-
tegories used by Grant (2002) for classification cannot be used as such for
purposes of this study. The focus on magazines and especially the re-
search context and industry require some changes to the classification.
Grant’s classes are seen suitable for this study but the resources should
be titled in a manner more suitable for magazine publishing industry. Pi-
card (2005), Ellonen (2007) and Daly et. al. (1997) provide some insights

as to what the resource-classes could be under each main class.

Table 6. Magazine’s resources classified

Tangible Intangible Human

Content Magazine brand Editorial and advertising
Customer-base Online service brand Online-related
Publisher’s organization Technology External

Adapted from Grant (2002), Picard (2005), Ellonen (2007) and Daly et. al.
(1997)

Property-based resources recognized by Ellonen (2007) included brands,
copyrights and customer database. Knowledge-based resources were re-
garded as capabilities. When applied to Grant’s (2002) classification, cop-
yrights (regarded as content) and customer database can be understood
as tangible resources. Customer database refers to data. The concept is
extended to cover more, and therefore this study will use customer-base
as the definition. Grant (2002) named tangible resources either financial or
physical. The publisher makes the strategic decisions regarding maga-
zines finances, therefore finances are not the focus of the study. However,
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the importance of finances to a magazine cannot be dismissed and that
leads the study to understand finances as something that is involved in
publisher’s organization — which is classified as a tangible resource.

Brand — an intangible element — is the very core of the magazine. Picard
(2005) sees the brand’s importance as crucial for a continuous creation
media product. Furthermore, Ellonen (2007) points out that the Internet
has increased the value of brands. For the classification used in this study,
Grant categorizes reputation and culture under the concept of brand. It is
also necessary to point out that even though a magazine as a unit of its
publisher's organization is not fully independent, it still might have more
than one brand to manage. The magazine might be presented with a dif-
ferent brand in print than it is presented online. In addition, there might be
more than these two brand elements to manage. These elements are
ruled out from this study but might still have influence on the resources a
magazine possesses. Technology, as one of Grant’s (2002) intangible re-
sources, could be understood as a capability. However, it is also a re-
source, as an existing set of platform, tools and utilities for making the

magazine as a print and online service.

Human resources were labeled by Grant (2002) as skills and know-how,
capacity for communication and collaboration, and motivation. However,
this study has to mainly approach these attributes as capabilities. Re-
sources labeled as human-related are simply taken from the publisher’s
organization. The definition from Daly et. al. (1997, 12) for the publishing
industry as a three legged stool provides this study with three functions:
editorial, advertising and circulation. Editorial function is obviously a func-
tion located in the magazine. Advertising, even though it could be located
elsewhere in publisher’s organization, must also be somehow linked to a
magazine’s work. Circulation, even if linked to a magazine’s work, seems
less connected to a magazine. Daly et. al. (1997) leave the Internet out of

their scope. However, there has to be human resources, whether located
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in the magazine or elsewhere in the publisher’s organization, allocated to

work with the online service.

3.2.2 Classification of magazines’ capabilities

To understand the capabilities that Finnish magazines might have, only
some remarks can be made. As mentioned, each firm has very unique
capability-sets and only general implications for the magazine publishing
industry can be made. Due to observing strategy as an organization's re-
sources, and capabilities as means to utilize them as a set of options for
choice (Bowman and Hurry 1993), capabilities might differ greatly even
within a given industry context. However, Abernathy and Clark (1984) pro-
vide this study with a lens to categorize the capabilities that magazines
might have. Abernathy and Clark’s model suits this study because it ad-

dresses two dimensions similarly to what Ansoff’'s (1978) matrix does.

In Abernathy and Clark’s (1984) model, capabilities are divided into two
dimensions: technology or production and market or customer. Abernathy
and Clark (1984) did not design the model with the purpose to utilize it for
analyzing media industry. Instead it is very industrially-oriented. However,
with some adjustments explained in the next paragraphs, the classification

is suitable. See Table 7 for the classification.

Table 7. Classification of magazines’ capabilities

Technology and production

Design and embodiment of
technology

User-customer market

Relationship with customer
base

Advertiser-customer market

Relationship with customer
base

Production systems and
organization

Customer applications

Customer applications

Skills

Channels of distribution and
service

Channels of distribution and
service

Materials and supplier
relations

Customer knowledge

Customer knowledge

Capital equipment

Modes of customer
communication

Modes of customer
communication

Knowledge and experience
base

Adapted from Abernathy and Clark (1984)
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Technology and production dimension of the classification focuses on de-
sign and embodiment of technology, production systems and organization,
skills, materials and supplier relations, capital equipment, knowledge and
experience base (Abernathy and Clark 1984). Picard’s (2005) study points
out that continuous creation media product such as a magazine has its
capabilities in not only content creation but also selection, processing and
packaging of the content. Ellonen (2007) on the other hand refers to con-
tent management and multichanneling — adding magazine’s online service

into the picture.

Market and customer dimension has to be divided further. According to
Daly et. al. (1997) and Picard (2005) the market is a two-fold dimension.
Magazine, including its online service, is regarded as a dual-product (Pi-
card 2005). Besides having an audience of readers and users, the product
has advertiser-customers. Abernathy and Clark’s (1984) classification is
applied for both dimensions — audience and advertisers. To clarify, these
dimensions will be referred to as user-customer market and advertiser-
customer market. The magazine’'s capabilities linking to both user-
customers and advertiser-customers are named, as they originally were
labeled: relationship with customer base, customer applications, channels
of distribution and service, customer knowledge and modes of customer

communication (Abernathy and Clark 1984).

3.3 Magazines’ online strategies

Product—-market matrix, introduced earlier in chapter 2.3, would suggest
that strategies are formed on the basis of existing or new products and
existing or new markets. Ellonen and Kuivalainen (2007) note that the
most common strategy for a consumer magazine’s online service would be
to support existing products and target a mass audience. In the case of
product development, existing market segments are targeted with new
products (Ansoff 2007). It is therefore relevant to question whether an on-
line service is a new product or a supporting element of an existing prod-

uct.
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There is also evidence suggesting that magazines have entered new mar-
kets or expanded the existing ones. FIPP (2007) lists four objectives mag-
azines’ websites have had:

to create new revenue streams/profits in the long term

to expand the audience beyond the print audience base by creating
an online audience (ie. including non-readers of the print publica-
tion)

- to use the website to attract new readers for the print products

- to build a community around the brand

It would appear that magazines, by launching online services, did take the
challenge of diversification strategy. Thus, magazines would have tried to
grow by diversifying into new businesses by both developing new products
and by targeting new markets with the products. Online services would be
the new products. New markets would be the audience beyond the print
audience — a.k.a. online audience. Presently online services and new
markets could already be regarded as existing products and existing cus-

tomers.

3.4 Detailed research framework

Figure 2 below is the summary of this chapter’s content. It also serves as
the detailed research framework of this study. Empirical study later is
found on the figure. The classification of the capabilities will not be taken
directly to empirical analysis of the capabilities due to expected data-

originated capability classes.
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Resources

Tangible Intangible Human
‘ Editorial ‘ ‘ External ‘
Publisher’s Magazine Technology
G ization brand Online
Customer- e aa

Advertising -
personnel Online staff

service
brand

‘ CAPABILITIES

base

— >

CAPABILITIES

technology and production market and customer
Production Knowledge (including readers, users and advertisers)
systems and
and experience Modes of
organization base Relationship CUSOmED

Customer

with customer communication

Design and - - base knowledge
embodiment Skills Materials
of - labor and
- managerial supplier Channels of
technology - technical relations distribution Customer
and service applications
Capital

equipment

Product goals Market goals

Figure 2. Theoretical framework applied to magazine publishing industry

Resources are classified in this figure according to Grant’s (2002) model.
Tangible resources withhold content, customer base and publisher-owned
resources. Intangible resources compose of brands and possessed tech-
nology. Human resources are divided into four classes: editorial, advertis-

ing, online and externals.

Capabilities are classified, as in Abernathy and Clark (1984) into two di-
mensions: technology or production and market or customer. However,
the market dimension is seen to be two-folded as magazines have both
consumer-customers and advertiser-customers. Technology dimension is

divided further into classes: design and embodiment of technology, pro-
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duction systems and organization, skills, materials and supplier relations,
capital equipment, knowledge and experience base. Likewise, the market
dimension is divided into classes: relationship with customer base, cus-
tomer applications, channels of distribution and service, customer know-

ledge, modes of customer communication.

Goals and objectives are seen to be of two dimensions — derived from the
Ansoff (1979) matrix. Goals and objectives are divided into product and
market classes.
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4 METHODOLOGY AND RESEARCH DESIGN

In this chapter, methodology and research design are explained further.
Methodology of the study is constructed on multiple case studies. This ap-
proach is described first. Data collection for the study is then described.
The last part of this chapter is data analysis.

4.1 Case study

Case study is found to be a suitable approach as the phenomenon is a
contemporary one and its context is real-life. Multiple cases are selected
to better fine-tune the outcomes of this study. Selecting four magazines
ensures that the data collected is wide with different perspectives. The
magazines each have differing data which adds to triangulation. However,
as only four cases are involved, the results might not give comprehensive
understanding regarding the whole Finnish magazine publishing industry.
(Yin 2003)

Interviews with nine people provide with wide understanding of the se-
lected magazines’ online strategies. To ensure that each magazine is stu-
died thoroughly enough, at least two people were interviewed from each
magazine. Moreover, the interviewees were selected so that their perspec-
tives differ. In each magazine there were interviewees that deal with the
magazine’s online service hands-on. In addition, the Editor-in-chief was
interviewed from each magazine to get a view covering enough, regarding
the big picture and strategic choices made. This study is also conducted in

a triangulating fashion regarding each magazine individually.

In addition to selecting different magazines, and at least two perspectives
within each magazine, observations were made regarding each maga-
zine's end-products — print magazines and online services. Each case was
also observed from a user’s point of view. This analysis of end-products is
not clearly visible in the empirical part but supports the analysis of each

interview.
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4.2 Data collection

The interviews conducted in April 2009 were divided so that in all maga-
zines, except Computer magazine, two people were interviewed. Interview
of Editor-in-chief was conducted in each case. Also a person working
closest with online service was selected in each case. Regarding Comput-
er magazine, the Managing Editor and Webmaster were selected as inter-
viewees as Webmaster could give practical present-day perspective on
the online service and the Managing Editor has experience and knowledge

accumulated within a longer time period.

Interviews were semi-structured thematic interviews. Interviewees were
given as much freedom as needed to get many viewpoints regarding the
topics dealt with. All of the interviews were conducted on interviewees’
conditions, in their premises, within their time limits and understanding the
challenges presented by their schedules. Except one pair interview, all the
other interviews were conducted individually. Due to some difficulties with
busy schedules, some compromises were made regarding the time spent

per an interview.

Interviews had the same basic structure. However, some exceptions were
made according to people’s roles in their organization. E.g. Webmaster
was not questioned much regarding themes that covered strategy issues
since a webmaster’s role is closer to a practitioner’'s than to a strategic
planner’s. Each interviewee was seen to provide answers to certain
themes of the interview. However, the questions asked mainly remained

the same.

For the interview questions, see Appendix 1 at the end of this study. The
guestions were selected to address issues that rise from Ansoff's (1979)
study. Theoretical grounds are also to be found in Abernathy and Clark
(1984) and Ellonen (2007). It is important to note, that the data was col-

lected for the use of the entire project, not solely for the purposes of this
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individual study. The interview questions were therefore designed by the
project members collectively.

The interview questions (Appendix 1) were divided into four categories.
First questions are about interviewees: their positions in the magazine and
their background and about the magazine they represent. Second ques-
tion category focuses on general issues of strategy, core competencies,
competitive advantage, customers, competitors and partners of the maga-
zine. Third category takes the topics from second category into online con-
text. History, present and future are the subcategories for the third ques-
tion category. Fourth category deals with issues such as know-how and
capabilities. The questions are divided into two dimensions as in Aberna-
thy and Clark (1984).

As some issues were found to lack information, further questions were
asked via e-mail to address the issues that were not covered earlier.
These questions were designed similarly for all magazines. However, as
the previous data needed some answers from specific magazines, the
guestions had to be modified individually for each magazine. See Appen-
dix 2 for the further questions. The case descriptions were sent to the in-

terviewees for scrutinizing and accordingly required changes were made.

4.3 Data analysis

The interview data was analyzed in two phases. Firstly, a case description
or within-case analysis was made for each case magazine individually.
Secondly, a comparative case study was conducted by comparing the

cases.

Each magazine is considered an independent experiment (Yin 2003). Indi-
vidual case descriptions were made regardless of other case descriptions.
However, the thematic method of classifying data was similar for each
case description; Codes were recognized from the interview data. Themes

were formed according to the classifications presented in the theoretical
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part. However, the themes derived from empirical analysis were not fol-
lowed entirely as the codes — regards made by the interviewees — were
obviously not the exactly same as in the theory.

This study was not conducted completely chronologically as the within-
case analysis brought new insights to the theory. Moreover, the time frame
of over one year spent researching forced several readings of interview
data. Interviews were conducted in April 2009 and within-case analyses
were written within three months after the interviews. However, the cross-
case analysis of this thesis was written in April 2010. The time scope
made the cross-case analysis difficult to write. On the other hand it was
important for understanding the within-case analyses in a more compre-

hensive way.
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5 EMPIRICAL FINDINGS OF MAGAZINES' ONLINE SER-
VICES

In this chapter, the analysis is taken to the empirical level. The chapter is
composed of case analysis on two levels. The case magazines are intro-
duced individually as within-case studies. Then a cross-case comparison

takes place based on the case descriptions.

5.1 Girls’ magazine

The girls’ magazine is a life phase magazine with only a decade long his-
tory. However, it is quite a first mover in its field. The online service was
launched quite early and found its role early on in the development of the
magazine brand. The online service appears a natural part of the brand

that serves the target group of teenage girls.

Customers of the case magazine are 12 to 19 year old girls. Editor-in-chief
describes them as passionate people who react very impulsively. Even
though the Internet is a natural part of the customers’ lives, their computer
and internet skills might not be very developed. Creativity is a trait that de-
scribes the customers. Teenage years are a sensitive period and self-
expression might be difficult. However, teenagers want and need to be in

contact with others and communities are important for them.

“They may simultaneously role play online, discuss new movies, write, be-

long to a certain short story writing club”. (Editor-in-chief)

It is difficult to point out a direct competitor for the magazine. Internet Pro-
ducer mentions other magazine brands with online services focusing on
similar target group, but these competitors are not as popular as the case

magazine — which is a market leader also in the Internet.

“In the net no direct competitor exists”. (Editor-in-chief)
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Online competition is very different compared to what it is with the print
magazine. Editor-in-chief describes competition on a larger scale as com-
peting for customers’ time. There are other websites available online that
the magazine’s users might also use. It is pointed out by Internet Producer

that competitors are sometimes not only competitors but also partners.

Resources

There are seven editorial workers in the case magazine. Each of these
employees has the online service somehow included in their work. In addi-
tion to the editorial workers, there are almost 20 freelancers of whom sev-
eral also work with the online service. The technical staff is not located in
the magazine’s organization but work in a separate digital media unit for
the same publisher. The digital media unit resources are available for the
magazine to use. Emphasis on how these resources are available is de-
cided on a yearly basis. When needed, resources can also be bought from

outside the publisher’s organization.

The brand of the girls’ magazine, according to Editor-in-chief, “has signi-
ficance in the Internet”. It is a phenomenon among the target group and a
resource that benefits not only the magazine, but the whole publisher. The

publisher recognizes the importance of its online service.

“The print and online services cover 90% of the target group”. (Editor-in-
chief)

[From the publisher’s perspective] “it is a remarkably big site, and the ad-
vertisement-sales are significant. That way we get new advertisers also to
others.” (Editor-in-chief)

Knowledge of the target group is a resource available and necessary to all
the people who make the magazine. Internet Producer explains that it is
vital to know the target group thoroughly. The online service’s community

provides this information of the customers. The discussion and direct
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feedback are an information resource provided by the online service and
also utilizable for print. However, it is also seen a natural part of the re-
porter’s work to listen and observe the world for matters that might interest

the customers.

“Everybody in the editorial team has been a teenaged girl”. (Internet Pro-
ducer)

The content of the online service comprises of editorial, user-generated
and advertiser-generated elements. User-generated content represents
the majority of all the content. Editor-in-chief estimates that 95 % of all the
online service content is user-generated. It is located in discussions, per-
sonal pages, group pages and friend pages. Advertiser-generated content
appears in the forms of banners and also as advertiser-generated group
pages. This kind of content is created by advertisers that desire more inte-
raction with their target group. The rest of the content in the online service
is editorial — stories, competitions and writings. Editor-in-chief points out
that discussion is the most popular (visited) area in the online service and
the second most popular area is group pages. User-generated content

seems to be the factor drawing visitors to the online service.

Technology and production capabilities

Editor-in-chief emphasizes that part of the online strategy is to have con-
gruent print and online service. Online service is an important contextual
tool utilized also for making the print. The design has similarities for both
of these channels even though they are used in very different ways. The
online service serves its customers by providing the users with active en-
gagement whereas print magazine serves the need for relaxation, informa-
tion and entertainment. The magazine’s production capabilities therefore

has to differ regarding print magazine and online service.

“Magazine is read leaning back and online service leaning forward”. (Edi-

tor-in-chief)
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The organization has responded to the development by founding a new
digital media unit. The new unit handles the websites of the publisher. Re-
garding new applications, Editor-in-chief sees that the magazine relies on
the digital media unit’s skills and know-how. The same can be said regard-
ing the website’s technical maintenance. The systems to deliver the prod-
uct to the customers are in the hands of the publisher, due to handling the
online services partly in a different unit. Editor-in-chief points out that be-
sides producing most of the content, the editorial team does work with
technical implementation — especially the logic — of the website. These
kinds of work includes communication with programmers of digital media
unit. The role of the editorial team, according to Editor-in-chief, is close to
users and website’s usability whereas the programmers make sketches to
test. The process continues and the result is a combination of polished

pages with working applications.

“We in a way have the vision and they can say how to do it — and whether

or not it is possible to do.” (Internet Producer)

It is not seen necessary that the magazine staff's technological skills
should be very developed. Some technological know-how is needed in the
magazine in order to be able to cooperate with the digital media unit. In
fact, close relationship and much cooperation between this unit and the
magazine’s editors are required. Work is done in a bigger group formed by

both units with lots of information of the customers.

“One has to be extroverted and ready to communicate, also the technical
staff”. (Editor-in-chief)

The magazine has been online since the very beginning of its history —
and it has a history as a successful magazine website. Editor-in-chief sees
the users react very emotionally to technical breakdowns. Knowledge and

experience have accumulated and it is recognized that technology has to
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work in order to keep the users happy. Also, as some of the users have
only basic computer skills, the technological structure of the online service
has to be easy to use.

User-customer market capabilities

The relationship between the magazine and their online service users is
intimate. The magazine is a life phase magazine for girls going through a
very difficult time. The magazine brand, according to Editor-in-chief, is like
a big sister and an authority for the girls. The online service brings the re-
lationship even closer. Therefore, the editorial staff has to be very aware

of their customers’ world.

“We are inside the girls’ heads”. (Internet Producer)

Editor-in-chief sees the role of the magazine brand as important in the
customers’ process of building their identities. Online service provides its
customers with the possibilities to interact with each other, compare expe-
riences, create and express themselves. Editor-in-chief points out that "in
the net, they are sometimes capable of being even more themselves than
in the real world." The Internet and online services are tools that help the
customers. The magazine staff recognizes their capability of providing the

tools for this identity creation.

Applications in the online service are made in such a way that they are
easy to use, encourage creativity and look good. Internet Producer sees
that the product has to be good and up-to-date. Therefore it has to conti-
nuously develop. However, since the users have such an intimate rela-
tionship with the site, bigger changes can result in customers' negative
reactions. This is taken into account by making only gradual changes.
Bigger changes are done only after careful consideration. The capability of
listening and understanding customers makes it possible to meet expecta-

tions.



42

“Every single detail should be super-polished”. (Editor-in-chief)

Communality of the users is beneficial and taken advantage of. Editor-in-
chief points out its importance as a source of customer knowledge. More-
over, the community is important for the print as a contextual source. E.g.

users’ comments are taken to the print magazine as quotations.

“Via [the online service] we get a huge amount of information about what

our target group thinks and wants”. (Editor-in-chief)

Advertiser-customer market capabilities

The publisher’s digital media unit is partly responsible for the magazine’s
connections to advertisers, together with media-sales unit. The digital me-
dia unit, described by Editor-in-chief, is a profit centre — a business unit
with a big role in the publisher’s organization. This unit utilizes the online
service for profit. However, the magazine’s editorial side also needs to be
involved with advertisers. Publisher’'s advertiser-customer capabilities in-
clude a great deal of cooperation and working in bigger groups in order to

find better solutions for advertising. Advertisers are partners.

Solutions offered to advertisers vary greatly. The basic offering is the ban-
ner advertising. However, there are other tailored solutions, helping the
advertisers reaching their customers. Editor-in-chief sees this kind of solu-
tion-sales suitable for certain situations. Some advertiser-partners who
want interaction with their customers may build their group page inside the
online service. The community presents a way for the magazines advertis-
er-customers to have a more interactive relationship with the user-

customers.

“In the net, of course, there is the opportunity to have two-way communi-
cation. More advanced net customers [advertisers] want that communica-
tion.” (Editor-in-chief)
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Editor-in-chief of the girls’ magazine has a role in communicating with the
advertisers. She mentions that her role includes presenting in seminars to
advertisers who are not necessarily all that familiar with an online pres-
ence. Naturally, more complicated advertising methods need more in-
depth communication between the editorial, sales and technical depart-
ments together with advertiser-customers. The people working together
with other departments need special know-how and understanding of the
big picture, especially advertising solutions that require innovativeness
and visionary thinking from the people offering the solutions. It seems this
kind of work includes educating advertisers who are less acquainted with

operating online.

“They [advertisers] have great desire for knowledge”. (Editor-in-chief)

Goals and objectives

The publisher regards the case magazine’s online service a remarkably
big one, explains Editor-in-chief. Advertisement sales created are signifi-
cant and the publisher can utilize the online service to find advertisers for
other online services. The online service also has a role as a subscription
channel of the print. The advertisement income itself is not yet close to the

subscription income.

Knowing the audience of the magazine is the most important aspect that
personnel have to take into account. The goal is to serve the customer.
Editor-in-chief sees the magazine as one that gives answers to its cus-
tomers. Regarding online service, this objective is most often related to

community opportunities.

“Our editorial team knows that the girl is queen. She pays us our salaries

and makes sure we have work also in the future.” (Editor-in-chief)

Content-wise the goals for online service and print are different. Online

service aims to be the dynamic part of the brand. Print serves the custom-
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ers statically by providing reading to bury into. Even though the goals for
content channels are different, the magazine aims to appear the same on-
line as it does in the form of print. Editor-in-chief points out that print and

online “are very congruent”.

5.2 Parenting magazine

The magazine has a long history and traditions. Already before the Inter-
net existed, the readers were active and participating. When the online
service was launched, the community forum was found an important tool
for the mothers that before had sought for friends from the magazine’s pen
friend column. Recently, the magazine brand experienced a reform: a new
Editor-in-chief was recruited to handle a change that had to take place.
Direction and strategy of the magazine changed. Simultaneously, the on-

line service became extremely popular experiencing rapid growth.

Customers of the magazine brand are women and men of all ages with the
connecting factor of children they either are expecting or already have.
The magazine brand is about parenthood. Editor-in-chief describes it: “a
traditional life phase magazine turning more and more into a family life
style magazine”. Online service users are people after facts and informa-
tion — asking and answering questions. One unifying feature is the desire

for knowledge that reaches every parent-to-be.

“You find the equal from whom you can ask the question. You rather want
to know from a mother than a manufacturer which overall to buy, right?”
(Editor-in-chief)

Online service users are mainly not print customers. To describe the on-
line customer, Internet Producer lists three types of people. Firstly, there
are heavy users who feel the online service as their own community. They
are there all the time, talk and discuss, and know each others' nicks. Se-
condly, there is a group of people linking from Google when solving a

problem. These people know the brand a reliable one. Thirdly, a group of
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people only seek fact knowledge and might go directly to the site because
of the brand. Editor-in-chief points out that there is a growing trend of en-
tertainment-based Internet use within the target group and these people
after entertainment are already a significant group using the online ser-

vice.

There are some magazines that compete with the magazine in the same
field. Print of the magazine is not the market leader but not far from the
leader. Parenting magazine’s online service is a clear market leader even
though the print magazine leader of the field is also present online. This is
also the biggest competing online service of Parenting magazine. Meas-
ured by the amount of visitors in the online service each week, this com-
petitor is one third of the size of Parenting magazine’s online service. In
addition to the print market leader and some other magazines, Editor-in-
chief recognizes very small non-domestic competitors that are not directly
linked to the Finnish magazine publishing industry. Some competition is
seen to be present in other forms — such as online services not backed up

by a magazine brand.

“We have a competitor that has a bit more readers on the print side. And
we have three times more website visits per week than them.” (Internet

Producer)

Resources

Online service represents approximately 5 % of the magazine personnel’s
total work effort. However, the journalistic content represents a very small
part of the online service’s content. Technical work regarding maintenance
and running the online service is located in a separate Internet department
of the publishing concern. The department running the online service bills
the magazine according to the hours worked on the online service. The

resources are available freely but have to be paid for.
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The brand of the magazine has decades of history behind it as a print
magazine with a dedicated audience. Now it is not only a magazine brand
— it has evolved to a media brand with different elements offered to cus-
tomers that are seen as central for the brand. The online service
represents a big part of what is offered — answering to the customers’

needs of interacting, communicating and peer support online.

For successful online service and any other part of the brand, the target
group knowledge is seen an essential resource. This means understand-
ing the target group and living the every-day life of the readers and users.
This resource in the magazine’s context is related to family life, child ex-
pecting, birth and upbringing. It means magazine personnel’s understand-
ing of questions and topics that arise from the every-day life.

We know beforehand what food they [online service users] will prepare for
Easter”. (Internet Producer)

Understanding the target group has foundations in a resource that is the
core of the online service — community forum discussion. Internet Produc-
er estimates the user-generated content comprising at least 98 % of all the
content in the online service. The rest of the content is editorial or created
by advertisers and partners. Journalistic level of editorial content is seen
somehow problematic. Online service is included in editorial work and,
according to Internet Producer, represents approximately 5 % of the whole
editorial work. However, the online service is remarkably big on Finnish
scale. Users use it for chatting and spending a long time in the discus-
sions. It would be impossible to match the user-generated content’s

amount with editorial content.

“As the responsible Editor-in-chief, | am concerned about what is our site’s

journalistic level and rate of updating” (Editor-in-chief).

Technology and production capabilities
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The magazine is a media brand with different elements provided to its cus-
tomers. Media provided to the audience are kept different based on differ-
ent roles they have in people’s lives. However, the basic need of the au-
dience is served with both print magazine and the online service, with the

difference in the method of response.

“Here [in print] is the reading and here [online service] the doing — and
they are synchronized — but do not tell the same story”. (Internet Producer)

Digital and traditional media organizations, according to Internet Producer,
have had a problematic relationship. It seems there have been difficulties
for such a traditional publishing organization regarding a totally new field
of operations. There was a variety of problems to solve. Personnel’s job
descriptions have changed; cooperation and communication in-house
have taken place. However, online service development happened outside
the magazine and the Internet team was an individual unit, with freedom
provided by the magazine’s management. Internet Producer sees this right
choice. People from different backgrounds with excitement and will to

create, working with the online service, had free hands.

Journalists’ work includes the online publishing. Editor-in-chief sees that
still as stepping out of the comfort zone for journalists in general. Variety of
know-how is needed. The online organization requires people who work
between different units in the publisher’s organization. Internet Producer’s
role is such. Editor-in-chief describes Internet Producer a person easy to
work with and approach by anyone: journalist, technical person, online-
sales people, and customer. Other new forms of work have also appeared.
Moderators are working for the community and someone is also needed in
the organization to work with them. Cooperation between different de-
partments is also important regarding research and development. Editor-
in-chief claims it requires conceptual workers that work between technical

and editorial staff. Editor-in-chief sees this as a challenge as Finnish insti-
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tutes do not educate such people. However, the publisher recruits young
people who are willing to learn. The recruits are then trained in-house.

“Technical people, content creation and marketing work best located in the

same room”. (Internet Producer)

Customer information is essential for editorial content creation, technical
implementation of the online service and marketing. Internet Producer
states, “It is not IT stuff; in the background there is the understanding of
people’s behavior’. Technical staff's interest in the users is seen to be a
key to the online service’s success. To meet the customer’s wishes, some-
thing has to happen continuously in the online service. Users create the
content which is the core, magazine in return keeps the service usable,
running and updating for the users and utilizes the user-generated content

by search engine optimizing to generate more visits to the online service.

User-customer market capabilities

Magazine is a reliable authority of its own field. Its online service is the
users’ own, a place familiar to them. Editor-in-chief sees that it is a part of
the safety network a family with newborn baby, toddlers, preschoolers and
smaller school children needs. The discussion is part of people’s everyday
life. Therefore topics draw other people that ponder the same problems.
Discussions are also a source of the target group know-how. The maga-
zine’s market capabilities are found on understanding the customers. In-
ternet Producer describes the most important know-how as “the ability to
live the readers’ everyday life” and adds that online service is the way to

receive everyday life.

The online service is the people’s place. Magazine offers them the plat-
form and applications. Internet Producer emphasizes the role of discus-
sion as clearly the most popular application in the online service. Most of
the traffic is in the discussions. Editorial content is supporting information

in form of articles. These articles cover different phases of life regarding
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expecting, birth and child’s growth. In addition to the articles, there is a
marketplace application that is a ready-made component maintained by a

separate unit in publisher’s organization.

Editor-in-chief explains the media brand covers three basic areas: survival
stories, emotional triggers for empathy, and peer support. Having an on-
line service is one of the ways to address these areas. In addition, the
community discussions deal with topics that fit these categories. Online
service is a natural channel for people finding equals to ask and answer
guestions. Moreover it is a natural channel of service providing with inte-

raction and participating.

“People are online automatically. They have the need to communicate and

the Internet is a perfect tool for that need.” (Internet Producer)

It is important to know what the customers are like, who they are and what
they do in the Internet. For example noting that half of the people visited
the online service from Google gave a valuable hint that search engines
should have a more important role. One way to get information is following
the discussion. Internet Producer decided to join the discussion — “| partic-
ipate with my own personality in the discussion”. He claims this useful for
creating a close relationship to the customers. Participating also helps

providing information to the users in a more personal way.

Advertiser-customer market capabilities

The magazine brand has various types of advertisers. Some are traditional
firms with a long history behind them, some are quite fresh start-ups. The
more traditional firms might have longer customer relationship to the case
magazine as print advertisers. Editor-in-chief points out that these firms
also have started emphasizing the online service’s importance. The online
service with the active community is an attractive place to advertise. Inter-
net Producer explains this is due to a segmented target group. He claims

advertisers have realized this — and in the online service there are adver-
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tisers that proceed from the basic offering (banners) to more innovative
solutions. These are contracts that require lots of communication and co-

operation. In that sense, the relationships are partner-like.

“Often these are contracts between two and there is lot of confidentiality
involved. It is about working together and building entities.” (Editor-in-
chief)

In the online service, one application offered to advertisers is mini pages
within the case magazine’s online service. Internet Producer explains the
mini pages role similar to an attachment in the print magazine. In addition
to the basic banner advertisements and more advanced way of building
mini pages, advertisements are also sold to discussions. Internet Producer
summarizes: “The better we target, the more money we get from advertis-
ers”. Targeting is done with a tool that searches words and topics and ac-
cordingly selects the corresponding advertisement. For certain topics, ad-
vertisements can be therefore sold easily. Internet Producer notes that
even more could be achieved with the community advertising where
people belonging to a certain group would be targeted with a certain kind
of message. The magazine’s advertising solutions have been successful.
Editor-in-chief and Internet Producer measure this by profitability. They
note that the online service advertising brings already more profit than

print advertising.

Goals and objectives

The business model for the online service, according to Internet Producer,
is advertisement-funded free distribution. However, it is business, so pre-
sently the goal is to target advertisements better in order to increase profit

and have online service to act as a subscription channel for print.

“Internet publishing at the moment is publishing free distribution and mon-
ey comes from the advertising. What we do now, is selling normal banner

advertisement... That is in a way the foundation.” (Internet Producer)
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“Transforming visits to business and print magazine’s subscription chan-
nel”. (Editor-in-chief)

As a result of the strategy shift, the customer is now central to the brand.
The strategy changed so that the magazine brand was transformed into a
media brand. Accordingly, the goal is to provide customers with products
and services of the brand. Community forum represents the customers in
the online service. Present objective for the online service is development

regarding editorial content and discussion quality.

“Strategy has changed itself so that the audience is in the middle”. (Inter-
net Producer)

The media are kept different and aim to have different role in people’s
lives. Accordingly, the brand of the magazine is divided into parts that aim

to respond to customers’ needs.

“This is your way of defining the way you use time, the way to define which

part of the brand you are receiving”. (Internet Producer)

5.3 Computer magazine

Computer magazine is experienced regarding online operations. Before
launching the web-based online service, the magazine had a BBS-based
(bulletin board system) online service. Since the first online service was
launched, many changes within the customer base have taken place.
Computer’s role has changed greatly and therefore the case magazine’s
description as a computer magazine is not very exact anymore. In fact the
case magazine is a product-oriented brand that provides consumers with
good basis for purchasing products. It is a product oriented magazine for

any consumer.
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Customers of the case magazine are technology oriented people. Manag-
ing Editor of the magazine points out that the users want to benefit from a
product more than normal consumers do. Customer’s motivation was
computer hobbyism when the magazine was started. However, such hob-
byism hardly exists in the customer base now. Computer as a device is not
that interesting anymore — even for the advanced users.

[Customers are] "technology, new device interested, utilizing and benefit-
ing”. (Managing Editor)

Biggest group of the magazine’s online service users comprises of the
print subscribers but the online service has also users that are not read-
ers. These people are users of the tools provided for comparison of prod-
ucts and services. The target group is difficult to specify by demographics.
Anyone could be interested in technology. However, over 80 % of the

readers are men.

The Internet as a whole could be seen as a competitor of the magazine
brand. The information is available in the Internet and accessible easily via
a search engine. People also perform searches with foreign online servic-
es and there is no adherence to a certain online service. Regarding the
competitors addressing the same target group, there are magazine-based
competitors who are either brands of the same publisher or competitors
from outside the organization. In addition to online services supported by a

magazine, there are individual ones.

“Other sites focusing on the same topics... purely online services”. (Web-

master)

Resources
There are 14 editorial people in the case magazine and 27 regular assis-
tants. The online service, according to Editor-in-chief, is a part of the mag-

azine and therefore a part of the reporters’ work. He estimates that 15 %



53

of the editorial work (including Webmaster) is allocated to the online ser-
vice. No dedicated Internet Reporter is assigned — instead each reporter
has a small field to cover. The online service’s development and mainten-
ance are in a digital media unit of the publisher. Webmaster is the only
technical worker in the magazine. Technical maintenance and develop-

ment locate in a different unit.

Big circulation, volume, research based on laboratory work, in-depth in-
vestigation and background work are elements that describe the brand
according to Editor-in-chief. The print magazine is a huge package with
100 pages published monthly. This package backs up the online service.
Moreover, due to the magazine’s history, it is very natural to be present in
the Internet. The brands of the print magazine and the online service are
not the same. However, they are connected to each other. Editor-in-chief
emphasizes that the message delivered by the two brands is coherent.

"Opportunity for the print to help the net, and for the net to help the print —
hybrid media concept”. (Editor-in-chief)

The magazine’s target group knowledge is a two-sided resource. On one
hand it means customer base knowledge, on the other hand it means
product knowledge. Good customer base knowledge — hard facts as fig-
ures and soft experience as points of interest — is combined to the know-
ledge of the magazine’s field. The product-related information is delivered

to the customers according to what they are interested in.

“Making a magazine that provides the consumers with a good foundation

for what devices and products to buy”. (Webmaster)

The online service’s content consists of tools and databases. In addition,
there are an archive, articles, discussions, news and software. To the sub-
scribers, the online service offers even more. The amount of content is a

huge resource — created mostly by the magazine’s personnel. User-
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generated content represents only a small part of the whole online service.
In general, the tools bring the traffic.

Technology and production capabilities

Brands the case magazine has for the online service and the print maga-
zine are different. The idea explained by Editor-in-chief and Managing Edi-
tor is a hybrid media. Customers are served in the online service with me-
dia that is not suitable for the print magazine. The media provided to the
customers form an entity and according to Editor-in-chief cooperate seam-
lessly. The online service, according to Managing Editor, has been the
dynamic part since the beginning. Value of the online service brand for the
magazine brand is hard to measure due to its nature. The subscribers are
offered more in the online service which, according to Editor-in-chief, in-
creases the loyalty of the subscribers. However, he mentions this impossi-
ble to quantify.

“First the net was a place for excess of the print stories. Nowadays, the
story is planned since the beginning: what part is in the net and what is in
the print”. (Managing Editor)

The technological capabilities for the computer magazine’s online service
have accumulated in the magazine but presently locate in the publisher’s
digital media unit. The unit was found to take care of the publisher’s online
services and the online business. Editor-in-chief describes its task as “mo-
netizing”. Technical personnel previously working for the case magazine
moved to the new unit. The magazine that buys services from the digital
media unit still needs to have technological know-how in order to buy the
right thing from the digital media unit. Webmaster was not transferred to
the new unit, maybe due to his important role for the magazine. He ap-

pears to be a linking person between the editorial and the technical.
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“The developers, the maintenance, all these people were under the maga-
zine brand... Then they were transferred. | was the only one left here...
Now | must actually cooperate with another firm.” (Webmaster)

“Important presently, would be to technologically understand what can be
made to the net”. (Managing Editor)

Skills the case magazine has have helped the publisher’s organization to
develop its online services. As mentioned, there were technical personnel
located in the magazine before a reform took place and the digital media
unit was found. These personnel were moved to the new unit and now
contribute to the whole publisher’s technical know-how. However, Manag-
ing Editor and Editor-in-chief see that the case magazine still has technical
skills — especially regarding databases. He points out that everything pub-
lished online has to be in such a database format. Managing Editor notes
that “sometimes the technology and technicalities create a new service”.
For research and development there is also need for some technical skills
located in the magazine. The databases also feed this kind of develop-

ment.

User-customer market capabilities

Computer magazine had a BBS-based online service already before
launching a www-based online service. This early online service, accord-
ing to Editor-in-chief, tightened the magazine’s relationship to the readers
and gave practice for working directly with the customers via online dis-
cussions. Feedback is still given to the magazine via different channels,
not only electronically. Listening to the feedback is seen very important as
the magazine claims to be customer-centric. The topics dealt with are
people’s everyday life. Knowing the customers, and research on them, are

the factors making it possible to develop.

“On average, two times per week | get a call from a reader... Mostly it

[feedback] comes by e-mail, of course.” (Managing Editor)
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Editor-in-chief sees quality as a critical feature. The Internet is full of infor-
mation and downloads. Not everything found in the Internet is reliable. Edi-
tor-in-chief sees the magazine as a reliable source and claims that this is
the way to compete. Everything is based on testing and research laborato-
ries that tell about reliability. He points out that the content has to be
search engine optimized for the users to find but search engine optimiza-
tion is a technology available for anyone. Managing Editor points out that
cross-linking has similar importance. The consumers use a search engine
to look for information or click a link. Quality helps the branded information

standing out.

Case magazine has the capability to choose the products to compare that
are interesting to customers. Editor-in-chief points out that this is all about
collecting existing knowledge, analyzing it and producing synthesis in a
good-looking format. Sensing trends, following the technological develop-
ment and customers give valuable hints of what to write about. Editor-in-
chief sees this as “extended empathy”. Feedback, according to Managing
Editor, is taken to the databases to more easily find topics for the articles.
To support the articles, the customers are provided with various tools in
the online service. There are applications for what Editor-in-chief calls
“one stop shopping”, which means customers getting all the information
from one place. The tools’ purpose is helping the consumers with their

purchasing decisions.

Online service tools are useful for price and product comparison and e.g.
counting the consumption of electricity. There are other useful places in
the online service for help and leisure: downloads, discussions, ratings,
news, a digital archive and articles. In addition, the subscribers have ho-
mepages and e-mail services provided by the magazine. Amount of ser-
vices provided depends on the online service user’s status. Some of the
users are print subscribers — therefore they may access more services

than random visitors. For example, driver downloads are open for anyone
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but an e-mail and a homepage service, and an archive and a digital ver-
sion of the magazine are only available for the subscribers. The online
service has a specified subscribers’ corner open only for those that are
print subscribers. Connection to the print magazine is kept viable by start-
ing stories in the online service, continuing them in the print magazine and
discussing the article online. The online service leads to the print and the
print leads to the online service.

Online publishing appears different from print publishing. The Internet has
a much faster pace and it requires a different approach from the writers.
However, Managing Editor points out the magazine’s capability to publish
good Finnish language in a quantitative form, similarly to the print maga-
zine, online. The experience needed, according to Editor-in-chief, is ob-
tained in practice but supported by the education. Variety of know-how is

needed.

"Self criticism on and off... | am making a story for a magazine published
monthly; | am making a story for the net published every possible mo-

ment.” (Editor-in-chief)

Advertiser-customer market capabilities

People are not used to pay for the information online. Therefore the mag-
azine needs advertisers. Managing Editor does not think highly about an
approach of “selling annoying advertisements to the site”. He describes it
as undeveloped to be dependent on this kind of banner advertising. How-
ever, advertisement-sales is not a function controlled by the editorial staff.
The digital media unit governs the business activities and has the capabili-
ties of utilizing reader research. Editor-in-chief points out that target group
research, available also for business purposes, is actually very thorough
and accurate. Some contacts between the more important advertisers and
the magazine’s editors exist as the advertisers need to know the product.
Also some of the advertisers are familiar with the editorial staff via other —

content-related — channels.
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‘I meet the advertisers... | am the organ grinder's monkey. When a cus-
tomer is very good or interesting, or when the customer has asked, the
Editor-in-chief is shown. The Editor-in-chief speaks to the customer, ques-
tions can be asked and then the Editor-in-chief is taken away... The fun-
niest is that | usually know the advertisers damn well, as a matter of fact,
better than our advertisement-sales personnel, because | have dealt with
the advertisers regarding other matters.” (Editor-in-chief)

The advertisers of the print and the online service are not the same. Edi-
tor-in-chief explains the print's different role with a longer time span: or-
ders are made weeks in advance. The online service is a dynamic, short-
term tool. The online advertisers are interested in tactical advertising —
buying a slot when it is suitable. Also the prices are smaller in the online
service than in the print. Online advertising is a rational action for the ad-

vertisers that appreciate tactical real-time appearance.

Goals and objectives

It is the main goal, stated by Editor-in-chief, to be the sovereign market
leader. Profitability is a goal set to the online service by the publisher. Pre-
sently the online service is not profitable. The magazine personnel are not
happy with the present goal to transform the online service’s visitor counts

into money by advertising.

“Business is for publishing companies a sort of matter of life and death,

and business management is very concerned about it”. (Editor-in-chief)

The case magazine aims to customer centricity. This approach means be-
ing suitable for anyone, reliably and extensively. Managing Editor specifies
that this includes providing the print subscribers with also the online ser-
vice. The subscribers are served better in the online service — they can

access the reader pages with their personal customer numbers.
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“The starting point is the customer. The consumer’s benefit is the drive,
the foundation of our ethos.” (Editor-in-chief)

As aresult of a long path as an individual channel — first as a BBS (bulletin
board system) and then as a web page — the online service developed as
a separate entity. There were two brands. It was a goal set by the publish-
er to unify the brands that were separated. Presently the brand channels
have a coherent message. Brand roles are divided by the way people use
the brand, and online service supports the print magazine.

“The role 1 is to support the print. That’'s where our money comes from. It
is coins coming from the net. The role 2 is making the coins bigger, to get
some earning logic there [to the online service].” (Managing Editor)

5.4 Science magazine

The magazine is a popular science magazine read by ordinary people. It is
quite a unique one in the Finnish market since the magazine has a pub-
lisher and an owner. Besides the commercial publisher, there is the owner
— a foundation which provides the magazine with independence. This in-
fluences greatly the business structure. Advertising plays basically no role
from the magazine’s point of view. The online service was created out of
curiosity. It was a natural choice for the magazine as the personnel felt it

useful and interesting.

Common Finnish people that are curious and interested in science are
customers of the case magazine. The magazine is not strongly profiled to
any certain group. However, the online service users are mainly young
men. Moreover, the online service users are very much different from the
print subscribers. If the subscribers use the online service, the motives are

different from other users’.

“They [subscribers] fill in the readers’ competition form in the net”. (Editor-

in-chief)
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Only one magazine is seen as a competitor. There are specialized maga-
zines with online services that cover parts of the Science magazine’s field
but these are not regarded competitors. For the online service, much
competition exists. Except the biggest print competitor, the brands com-
peting are very different from the Science magazine’s. Finnish Broadcast-
ing Company is seen as the biggest competitor online. It has a very good
science section as a part of the online service. Their online service is built
with tax payers' money. The Science magazine also competes with news

services but the competition is different.

Resources

The magazine has 9 editorial workers of whom one is not working full time.
Editor-in-chief explains that two people’s work includes the online service,
but the work effort in total represents a half of one person’s work effort. In
addition to this, one external writer has a blog in the online service. The
work for online service does not require much from the magazine and its
budget is marginal. The publisher’s role for the online service is a consul-

tant-like. Elements are bought from outside and open-source is utilized.

The brand’s online service was launched in 1995. It was not one of the
industry’s pioneering brands regarding the Internet but neither was it on-
line in a very late phase. The online service was found as a result of inter-
est towards the Internet. It was seen useful to have as the other brands
were going online. Presently the online service is a resource benefiting the
magazine brand as the younger readers feel the Internet as a natural envi-
ronment. Presence where the readers and the future readers are is bene-

ficial for the brand.

“Before the most [magazines] were there [online], we were”. (Editor-in-
chief)
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"If we do not exist [online], we do not exist for example to the young read-
ers”. (Editor-in-chief)

The reader is central to the brand, explains Editor-in-chief. Editor’s job is
to give the readers what they want and this requires knowledge regarding
the customers. Customer knowledge and knowledge of the field of operat-
ing are the magazine’s resources. The online service and the print maga-
zine have different customers. Editor-in-chief and Science Journalist see
the online service users’ customer-base as a resource to be utilized for

generating print subscriptions.

“Core is the reader. When you serve the reader, you succeed in the mar-
ket.” (Editor-in-chief)

The content in the online service consists of editorial and user-generated
parts. 70 % of the content is editorial and the rest 30 % is user-generated.
Discussions are the part of the online service that mainly contains the us-
ers’ activity. Also very little user-generated content exists outside the dis-
cussion area. There are only some comment fields for the users to share
their opinion about editorial articles or blogs. The discussion is the most
popular part of the online service and news is the second most popular

part.

Editorial content is very important for the online service. There are articles
and blogs created editorially. Also a newsletter is sent to the users that are
subscribed to it. The print subscribers get more from the online service. An
archive and a digital magazine are services only available for them.
Science Journalist points out the importance of the articles published in
the print. These articles are a resource utilized carefully, not cannibalizing

the print.

“We have the copyrights to the print’s uncountable stories”. (Science Jour-

nalist)
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Technology and production capabilities

The online service’s purpose for the case magazine since the beginning
was to be strong where the print magazine could not be. The capabilities
of the online service are linked to offering the customers what cannot be
offered via the print magazine. As in the beginning the online service was
seen as a feedback channel, the interactivity provided is still one of such
gualities offered. However, the online service is seen a supporting element
for the brand. Science Journalist sees that the online service serves the
purpose of making the good product more known. Editor-in-chief describes
it as “a print shooter” defining its role’s importance for getting subscrip-
tions. For the print subscribers, the online service offers marginally more.
The archive and the digital magazine are parts of the online service only

available to the subscribers.

“We have a damn good product... but it is not known. Then | had the idea
that in the Internet there are — the Internet brings — new subscribers.”

(Science Journalist)

Organization of the publisher has changed to respond to the development
in online business. A new digital media unit of the publisher has emerged
to cooperate with the case magazine. However, the relationship is quite
straight-forward and has little effect on the case magazine that is indepen-
dent, owned by a foundation and therefore supported financially. The new
unit has a role in the profitability — the online business is controlled by this
unit. Also, consultancy from the digital media unit has a role. E.g. search

engine optimization was implemented with this unit’s help.

“We keep the product in condition and they sell it”. (Editor-in-chief)

Presently, the online service is not a responsibility of many in the maga-

zine. Only one person spends more time working with the online service —

Science Journalist. Skills needed for the work vary. Science Journalist
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sees that not many information technology skills are needed at the maga-
zine. He claims that some basic understanding is enough to communicate
with the service provider or the technical partners. Capability to communi-
cate with the technical workers describes the requirements.

“If a real programmer, in a way, speaks native IT... | can speak IT on basic
foreign language level — so that | can communicate”. (Science Journalist)

The outsourcing capability is very relevant regarding the magazine. Out-
sourcing had to be learned because the know-how needed did not exist for
creating everything. It was realized that not everything has to be done in-
house. The discussion’s moderating has also been outsourced. Editor-in-
chief sees this revolutionary: a magazine was never made like that — giv-
ing the responsibility, the work for laymen. Besides outsourcing work, uti-
lizing existing free solutions is a capability the Science magazine has.
Science Journalist claims that open-source utilization is very beneficial:

the applications are good and reliable, and they can be applied easily.

The magazine is experienced regarding online operations. Editor-in-chief
sees the online service as a collection of layers from different times. Ma-
terial adds up, more is added and the old material mostly stays in the on-
line service. Some solutions made earlier have proven useful later on. The
archive is such a solution. As the search engine optimizing was found, this
resource could be taken advantage of. Masses of stories stored in the
archive are found by a search engine and lead visitors to the online ser-
vice. However, the history with accumulated experience has also a nega-
tive impact. Science Journalist mentions that some things have been done
in the past that could have been made much better with modern tools. He
claims that the online service has some code left from the past. These old
parts could be remade with open-source applications and the website

would look and work better.
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User-customer market capabilities

Editor-in-chief describes the magazine’s role regarding its customers as
“explaining the world”. In order to explain the right things, the magazine
has to know its customers. Also for the research and development function
this has importance. To know the customers, it is said that the reader re-
search brings understanding. Online service is the part of the case maga-
zine’s brand that creates interaction between the magazine and the online
service users, as it does among the users. However, the community is
mentioned as quite an autonomous one even though it is a part of the on-
line service. Science Journalist explains that the forum has a feeling of
strong communality due to a long history. There are people who have
been there for years. Some of the participants have been forum users
since the 90's — they are people who know each other.

“We started thinking whether we could be an online service with a dialo-
gue... We opened the net discussion. Interaction was attempted to take
into account.” (Editor-in-chief)

The editorial staff recognizes the community’s importance for the online
service. Community forum brings regularly visitors to the online service. In
addition, new users searching for information with a search engine are
quite easily led to the community’s discussions. The community writings
are the fuel for search engines whereas blogging and cross linking — that
are also practiced — create better ratings in the searches that people per-

form.

For the editorial content creation, the ability to write for the ordinary people
so that they understand is important. Editorial content-related capabilities
create a reliable and an interesting magazine. Editor-in-chief sees the task
as popularization of science. Regarding the online service users, Editor-in-
chief and Science Journalist state that they are mostly not the print read-
ers. Up to some extend the content has to be different in the print and the

online service. As the customers are different, the points of interests are
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different. The magazine’s capabilities regarding the news function involve
making good quality news with interesting headlines. Editor-in-chief states
that the topics for the online service content have to be made so that a
young technology oriented man, when looking at the headline, feels
drawn. Moreover, the capability to create interesting topics is emphasized

online.

"In a young man's world, the prostate does not exist". (Editor-in-chief)

Editorially made content is quality journalism and the editorial staff be-
lieves in the quality as a factor that would bring visitors back after the first
visit. However, it is noted that often this might not be the case — the quanti-
ty matters. The user-generated content, the forum discussions and the
comments represent the quantity together with the vast archive. The user-
generated content and the articles in the archive have stockpiled over the
years. Editor-in-chief points out that creating a discussion community
takes time. The accumulated amount of content has a purpose. It can be
utilized in the print magazine but even more important is that the search
engines find it. However, storing all the data is recognized as an un-

planned action even though it has an important role now.

Goals and objectives

Unlike generally in the industry, the advertisements are not essential for
the case magazine. The financial pressure is not present as such. Editor-
in-chief explains that it was realized very early that the online service is not
a money machine. Profit is not made with the online service. For a long
time, visitors were not seen that important for the online service. However,
the situation has changed. The magazine cannot define its online strategy
alone anymore. The commercial publisher in the background uses the
brand for business. Regarding the visitors, increasing the amount is an

important goal. The magazine itself has no business responsibility.
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The magazine and its online service are made for the customers. The goal
is to be close to the customers and to provide them with interesting
science topics that catch the attention in their daily life. The goal for the
online service as a part of the brand, according to Editor-in-chief, is to take
advantage of the strengths and being strong where, as a print, the case
magazine has been weak. The online service supports the print. Editor-in-
chief points out that the case magazine has to be where the future readers
are and the brand reaches more people with two elements. The profitabili-
ty goal for the online service is to create subscriptions for the print.

“The core is the reader. When you serve the reader, you succeed in the
market”. (Editor-in-chief)

“As Jesus said, we are saving the sick people, not the healthy. The sub-
scriber has understood already to pay us our salaries. We don’t need them
with us [as online service users]. From the net we need people.” (Science

Journalist)
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6 CROSS-CASE ANALYSIS

This cross-case analysis will compare the case findings. The case com-
parison composes of three elements: resources, capabilities and goals
and objectives. Findings on each case magazine are placed in the cross-
case table to elaborate the differences between the magazines.

6.1 Magazines’ resources

Findings on the magazines’ resources are presented in Table 8. According
to the classification method explained in the theoretical part, resources are
divided into three categories: human, intangible and tangible. The classes
are divided further into categories that are derived from the empirical case

data.
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Table 8. Magazines’ resources

Resources Girls' magazine | Parenting maga- | Computer maga- Science maga-
zine zine zine
| ————————————————————————
Human
Editorial and 7 editorial, all work Apr. 5 % of editorial 14 editorial, all work | 8,5 editorial, 2 work
online staff also with online work allocated to with online service with online service
service. online service. and 15 % allocated to | part-time.
online service.

Externals 20 freelancers. 27 assistants.

External work
for online ser-
vice

Publisher’s digital
unit is and can be
utilized according to
a set plan.

Working hours are
and can be freely
bought from a differ-
ent unit.

Maintenance and
development in
publisher's digital
unit.

Freedom to buy
elements externally
and utilize open-
source tools.

Intangible

Brand elements

One brand for print
and the online ser-
vice

One media brand
divided into ele-
ments.

Two connected
brands — hybrid
media — deliver a
coherent message.

One brand present
as a magazine and
online.

Print brand Historical with a Big circulation; relia- | Popular smart brand.
dedicated audience. | ble brand with good
background.

Online brand Phenomenon in its Huge online service. | Backed up by print. Brand'’s presence

target group. where readers are.
Tangible

Editorial. Editorial. Editorial. Editorial = 70 %.
Content

Tools, databases,
archive, articles,
discussion, news,
software.

News, articles, blogs

Everything available

Available for anyone.

Print subscribers get

Print subscribers get

after free registration. much more. some extras.
User-generated = 95 | User-generated > 98 | Some user- User-generated = 30
%. %. generated. %.

Advertiser-generated

Advertiser-generated

Customer base

Well-known.

Well-known and
understood — even
on their daily-life
level.

Known, mostly print
readers.

Known, readers
central.

Publisher has figures.

Publisher has figures.

Publisher does a lot
of research on the
customers

Publisher has figures.

Present in the com-
munity: discussions
and feedback.

Present in the com-
munity forum, chat-
ting.

In addition to figures,
soft experience
exists. Community’s
important is not
mentioned.

Community exists but
readers and online
users are different.
Online customers are
seen potential read-
ers.

Users are given the
platform.

Users are the online
service.

Users are given what
they are interested in
— product related
information.

Are given the content
they want.

Human resources

Human resources in each magazine can be divided into different units. A

magazine may utilize the editorial staff also for the online service. Howev-

er, it is seems that an online service cannot be only run by the editorial

staff. Three magazines utilize the work hours of a separate unit that be-
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longs to the publisher’s organization. Also Science magazine utilizes such
a unit but mostly as a consultant. In Science magazine’s case, open-
source solutions and work entities ordered from outside make it possible
to run the online service with minimal human resources allocated within
the magazine. Editorial material is produced by the editorial workers also
for the online services. Magazines have different emphasis on how much
editorial material exists in the online service and accordingly the amount of
work hours allocated differs. In addition to the material produced by edi-
torial staff, assistants (Computer magazine) and freelancers (Girls’ maga-

zine) produce content.

Intangible resources

The magazines have different approaches to brands. Three of the maga-
zines have an online presence with the same magazine brand. Computer
magazine has two brands but it was reported that these brands support
each other. However, the online service, the print magazine and other
possible brand elements (as in Parenting magazine) support each other in
each magazine’s case. Science magazine emphasizes the brand’s value
online as a necessity as the customers and the future customers are on-
line. Therefore the brand also has to have an online presence. In general,
even though for different reasons, it seems quite natural for all of these

magazines to have an online brand.

Tangible resources

Content in the magazines’ online services composes very differently. Each
magazine has naturally some editorial content online. However, the
amounts seem very different. Two of the brands (Girls’ magazine and Pa-
renting magazine) are strongly pulled by a vivid online community. The
term pulling refers to the fact that the interviewees actually felt that the on-
line service is the customers’, not the magazine’s. Science magazine also
has an online community — which is the most visited part of the website.
However, the community’s user-generated content is reported to only

represent approximately 30 % whereas more than 98 % of Parenting
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magazine’s content is user-generated. Science and Computer magazines
had different approach regarding the availability of their content: some
parts of the online service were only available to the users who were also
subscribers of the print magazine. Therefore the online service could be

seen as an element adding value to the print in a very concrete way.

Surprising was that two of the magazines had advertiser-generated con-
tent. This content does not only refer to the simple banner advertisements.
In Girls’ magazine the advertisers have community sites and in Parenting
magazine the advertiser-created content locates in mini-sites that could be
also categorized as tools. Computer magazine differs from the other cases
by providing tools, utilities and content that is not editorial as such. The
online service is reported to have importance as a link to reliable product
information and its mission is therefore quite different from the other mag-

azines.

Customer base is naturally something that the editorial people have to be
very familiar with. However, data suggests that an online community can
be a very useful for gaining extra information. The Parenting magazine
interviewees reported that they actually are very close to their online ser-
vice users. This was due to very active online community discussion that
the magazine staff had become a part of. The customer base was also
seen important as some of the material created by the customers could be
utilized in the print magazine (Girls’ magazine). The online service cus-
tomer base was also seen relevant as a channel to get new print subscrip-

tions.

For the magazines, the relationship with customers and what is provided
to them online was very different. Due to online community’s importance,
Parenting magazine and Girls’ magazine saw their role quite differently
when compared to Computer magazine and Science magazine. The Pa-
renting magazine interviewees understood their own role as quite insignifi-

cant as they reported that the users actually are the online service. The
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Girls’ magazine interviewees noted that their own role was merely being

the providers of the platform for the users that create the service.

6.2 Magazines’ capabilities

Case magazines capabilities are divided into three categories as in the
theory part. Each magazine’s capability sets are elaborated accordingly in
following three tables. Table 9 holds the technology capability sets, Table
10 the user-customer market capability sets and Table 11 the advertiser-

customer market capability sets.

6.2.1 Technology capabilities

In Table 9, technology (and production) capabilities are categorized ac-
cording to classes: channel, organization and experience. The empirical
data does not support using classification as vast as used by Abernathy
and Clark (1984).
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Capabilities

Channel

Girls' magazine

Channels divided but
congruent.

Parenting maga-
zine
Channels divided

according to their
roles for customers.

Computer maga-
zine
Channels different

but form hybrid me-
dia together.

Science maga-
zine
Online channel

strong where print is
weak.

Online channel uti-
lized for print.

Source for customer
information neces-
sary for content
creation.

Online is channel for
what is not suitable
for print.

Online channel offers
what print cannot -
interactive channel
for feedback.

Similar design but
different way of
using.

Channels serve
customers with dif-
ferent methods.

Medias form an entity
and cooperate seam-
lessly. Online is the
dynamic channel.

Online makes the
product more known
and works as a print
shooter.

Online for doing and
print for relaxation,
information and
entertainment.

Print for reading and
online for doing.

Online channel has
more for subscribers.

Online channel has
more for subscribers.

Online channel is for
users to create the
content.

Online increases the
loyalty of subscribers.

Online channel re-
quires different ap-
proach from writers
but language quality
has to remain good.

Organization

New online unit.

New field of opera-
tion.

Digital unit monetizes
publisher's online
services.

Online business
locates in publisher's
digital unit.

Technical capabilities
in new unit.

New jobs and job
descriptions.

Digital unit has the
capabilities.

Online work does not
require many skills.
Basic understanding
is needed.

Lots of cooperation
and communication.

Cooperation and
communication within
publisher's organiza-
tion.

Services bought from
digital unit. Coopera-
tion skills learned.

Digital unit coope-
rates with the maga-
zine.

New: moderators and
a person working
with them.

Moderating is a
responsibility given to
outsiders.

Internet Producer
works to many direc-
tions.

Webmaster is the link
between magazine
and digital unit.

One person dedicat-
ed to online service.

Editorial capabilities
in the magazine.

Journalists publish
online - new know-
how.

Some technological
know-how is still
needed.

Outsourcing capabili-
ties and utilizing free
solutions important.

Internet team an
individual unit with
freedom for online
development.

Communication with
technical workers.

Experience

Knowledge on cus-
tomer-base.

Customer knowledge
also important for
technical work.

History as a BBS*:
cumulated know-
ledge working close
to customers.

Knowing the custom-
ers.

People are trained
within the organiza-
tion.

The magazine contri-
buted to development
of publisher's other
online services.

Online service has
layers from different
times.

Cooperation helps
R&D.

Experience needed
for R&D (especially
database knowhow)
and exists still in the
magazine.

Material cumulates
and some solutions
have proved to be
useful later on (arc-
hive).

Target group know-
how from discus-
sions.

Changes in customer
base taken into
account.

Experience has also
negative influence -
some old solution
should be replaced
with better new ones.

People with expe-
rience were trans-
ferred to digital unit.
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Channel

Each magazine has a separate channel for the online service. As ex-
plained in Chapter 5.5.1, Computer magazine has different brands for the
print and the online service. This applies to the channel as well as it does
with the other magazines. It appears that each magazine has quite a simi-
lar design for both channels. However, the channels deliver a different
message. For Computer and Science magazine this means utilizing the
online service for what does not fit in the print or is not suitable to present
in such a manner. However, this can be natural for all of the magazines.
Girls’ magazine and Parenting magazine define the online service’s role
as active engagement and print’s for reading — relaxation, information and
entertainment. Dynamic describes the online service according to Com-

puter magazine.

Girls’ and Parenting magazine seem to emphasize utilizing the online
channel for also the print magazine’s purposes. Computer and Science
magazine offer more to their subscribers by adding value to the print
channel with their online services as extensions. In addition, Science
magazine understands the online service as the strong channel for the

features that the print magazine cannot be strong with.

For the editors, the approach for each of the two channels has to be dif-
ferent. Science, Parenting and Girls magazine note interactivity which
translates to utilizing the user-generated. Computer magazine mentions
the speed as a feature present when creating online content. It is to be
noted, that Computer magazine emphasizes the importance of quality also
for online. The requirements for the editors are therefore tougher as they
have to produce content of the same quality for both channels even

though speed for the online service is much faster.

Organization
Each magazine has faced the situation of the publisher's new unit(s)

emerging to handle the new field of operations. This is very close to out-
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sourcing, practised in Science magazine that also notes the existence of
outsourcing capabilities. For Computer and Science magazine a new unit
has meant the publisher is monetizing their online services. Especially for
Science magazine’s this is the case as the magazine is independent, with
financial structure close to a non-profit. All of the magazines recognize that
a new unit requires cooperation and communication capabilities. Technical
capabilities are often located in a separate unit. For Computer magazine
this has meant a loss of many workers. Science Magazine points out that
some technical capabilities located in the magazine are still needed. Pa-
renting magazine notes that new know-how has to exist for the journalists

publishing online.

New jobs have appeared. In each magazine a person working closely with
the online service was interviewed. This person’s role is recognized as the
link between the magazine and the unit with technical capabilities. Parent-
ing and Science magazine noted moderators as new workers, emphasized
by Science magazine as the people who are given a great responsibility
but are still outsiders. Science magazine differs from the other magazines
by its capabilities of utilizing the free open-source solutions. Science mag-
azine has had the freedom to do so. Parenting magazine manifests the
importance of magazine’s freedom from the publisher to develop the on-

line service.

Experience

For each magazine experience means knowing the customer-base and its
changes (Computer magazine). Parenting magazine emphasizes the im-
portance also for technical workers. Experience is customer knowledge
(Girls’ magazine), history (Computer magazine’s BBS) and layers col-
lected to the website (Science magazine). Parenting and Computer maga-
zine recognize the importance of this kind of experience for research and
development. Science magazine claims that solutions from the past have

been found useful later (as a result of work on R&D).
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For individual people, the experience means much, and it can be used in
the organization. The Parenting magazine’s publisher has an approach to
train people in the organization — with experience accumulating. In Com-
puter magazine, this kind of experience was transferred elsewhere. If such
experience is elsewhere, also cooperation is needed. Parenting magazine

emphasizes that this sort of cooperation is also useful for R&D.

6.2.2 User-customer market capabilities

Table 10 below introduces case magazines’ user-customer market capa-
bility sets. Capabilities are not classified strictly under certain topics due to
their bundled nature. E.g. search engine optimizing, that could be re-
garded as a technology capability is in this table due to its nature closely

related to application’s functionality.
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Table 10. Magazines’ user-customer market capabilities

Capabilities

Relationship
with customer
base

Girls' magazine

Intimate relationship.
Aware of users'
world.

Parenting maga-
zine

Ability to live the
users' everyday-life.

Computer maga-
zine

Tight relationship

with customers since

BBS. Topics are
people's daily life.

Science magazi-
ne

Explaining the world
to customers in an
easy way.

Users make the
online service.

Online service is the
users'.

Online discussions
brought the custom-
ers closer.

Online service has an
autonomous group.

Online service is a
contextual tool.

Taking part in the
community: link to
customer information.

Listening feedback
and sensing trends is
seen important.

Knowing customers
is critical, also for
r&d.

Authority-like. Sup-
porting users in their
difficulties.

Authority of the field.

Part of users' identity
building.

Peer support.

Extended empathy.

Applications

Encourage creativity.

Online service's
journalistic level not
good enough.

Quality is critical.

Quiality to catch
users.

Google leads to
discussions: search
engine optimized.

Searh-engine optimi-
zed.

Quantity: Big storage
of material to get
more visits. Search
engine optimized.

Use cross-linking.

Utilizes cross-linking
(better search re-
sults).

According to users'
expectations.

Continuously chang-
ing interesting dis-
cussion topics.

Usefull: price and
product comparison.
Leisure: downloads,
discussions, ratings,
news, digital archive
and articles.

Interesting content.

Easy to use, look
good, up to date and
cannot change dra-
matically.

Content looks good

Subscribers get more
(homepages and e-
mail services).

Service offe-
red

Interaction.

Discussion: interac-
tion and participation.
Editorial content and
a marketplace have a
minor role.

Product comparison
interesting to cus-
tomers

Interaction (with
magazine and other
users)

Tools for indentity
creation.

Platform and applica-
tions

Content and tools:
one stop shopping.

Experience compa-
ring.

Survival stories,
emotional triggers for
empathy, and peer
support

Collecting know-
ledge, analyzing and
producing synthesis

Topics that interest
users. Different
content for online
users and readers
according to different
points of interest.

Creating and expres-
sing opportunities.

Safety net for families

Tested and reliable
quality information.
Help for product
purchasing decisions.

Content is simple
enough and directed
to ordinary people

Communi-
cation and
communality

Community is a
source for customer
information.

Source of customer
information in a
personal way

Strong communality

Internet Producer
participates.

Community is very
autonomous

Makes the relation-
ship more intime

Regular visitors,
search engine hits to
forum discussions.

Community is a
contextual source for
print.

Community is some-
times utilized.
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Relationship with customer base

Girls’ and Parenting magazine seem to have a tighter bond to their cus-
tomers provided by the magazine’s role in their customers’ lives. These
magazines refer to themselves as life-phase magazines. Online communi-
ty of Girls’ and Parenting magazine is understood as user-owned. For The
Girls’ magazine’s users, it is a part of the identity building. Parenting mag-
azine understands the online service’s role also as a place for peer sup-
port. Computer magazine reports that as a BBS the connection to the cus-
tomers tightened. However, presently the bond provided by the online ser-
vice could not possibly be as strong as it is with the other magazines. The
community itself is not emphasized much by the interviewees. Science
magazine does not report such a strong connection to the customers ei-
ther, partly due to the autonomous role their community has. However, the
interviewees regard their role as the world’s explainers. This could be
compared to what the Parenting and Girls’ magazines’ interviewees ex-
plain. They understand their role as the authority of their own field. Com-
puter magazine does not directly manifest this but obviously they have
such a role also, as the provider of solutions to product and price compari-

son problems.

The relationship provided by the online service is beneficial for the maga-
zines. Girls’ magazine utilizes customer-generated material for the print
and defines the online service as a contextual tool. Parenting magazine
sees the participation in the community discussion very useful as a factor
making the relationship even closer. Moreover, more customer information
can be gathered and the feedback can be instant and very direct. Both,
Computer and Science magazine see the importance of the relationship.
Computer magazine emphasizes the importance of listening to feedback
and sensing trends (in order to write about correct topics) describing this
as extended empathy. Science magazine notes that R&D requires know-

ing the customers.
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Applications and services provided

Quality’s importance was noted in all but Girls’ magazine. For Girls’ maga-
zine, the mission is to encourage creativity. The magazine is mentioned
(not in the table) to be of high journalistic quality but the online is a plat-
form for the girls to create. Parenting magazine sees the online service’s
poor journalistic quality as problematic. However, their online service’s
content is also 98 % user-generated. For Computer and Science maga-
zine, the quality should be of more relevance. The quantity of content is
seen important in all but Girls’ magazine even though its situation should
be quite similar. The quantity of material, when search engine optimized,
will lead more visits to the online service. This is important for any website.
Cross-linking was similarly seen important by Computer and Science

magazine.

Online services contained different material making them interesting. Girls’
magazine pointed out everything is made according to the users' expecta-
tions. Parenting magazine mentioned continuously changing interesting
discussion topics. For Computer magazine, there was a division into use-
full and leisure categories. For Science magazine, it was seen merely a

case of having interesting content (often news).

All but Computer magazine similarly offer interaction to their customers.
This is due to the nature and the opportunities provided by an online envi-
ronment. The interaction was in general seen very important. For Parent-
ing magazine, this can be extended to also cover the editors’ direct partic-
ipation. Computer magazine, that emphasized the community less than
the other magazines, saw their role as the source of product comparison.
Especially Girls’ and Parenting magazine offered more on meta level. To
elaborate, Girls’ magazine offers the opportunities and the tools for identity
creation and experience comparing. Parenting magazine offers the plat-
form for users that create a safety net. The users then make it possible to
offer the survival stories, the emotional triggers for empathy, and the peer

support. Computer magazine offers content and tools.
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In general, Computer and Science magazine have to emphasize the con-
tent more than Parenting and Girls’ magazine that provide their users with
the means to create the content. Content creation for Computer magazine
is about collecting knowledge, analyzing and producing synthesis whereas
for Science magazine it is coming up with topics that interest the users.
Computer magazine manifests their status as the provider of tested and
reliable quality information. This differs again from Science magazine that
produces content simple enough for the ordinary people. To draw a link to
human resources, Computer magazine would appear to have much more
content-creation-related work in the online service than the other maga-
zines. In contrast, for Parenting and Girls’ magazine, providing a platform
would seem to require less working hours from the editors even though
also these magazines do offer some online content. Science magazine
survives with less human resources allocated due to utilizing existing and

keeping the online service simple.

Communication and communality

As mentioned before, a community is a source for customer information
(Girls’ magazine) and for Parenting magazine, even in a more personal
way due to the participation in the community. For Science magazine, the
community has a different role. Even though there is a strong feeling of
communality, the forum users are not that linked to the editors due to the
forum’s autonomy. For all, except Computer magazine, the communality is
seen very beneficial. It is seen to make the relationship to the customers
more intimate (Parenting magazine) and to bring visitors regularly from the
search engines (Science magazine). Even community-created material

has proven useful for print (Girls’ magazine).

6.2.3 Advertiser-customer market capabilities
Table 11 summarizes the case findings of three magazines. Science mag-
azine differs from the others regarding its financial structure. Advertiser-

connections are practically non-existing for the magazine as its funding is
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greatly provided by a foundation. Some advertising exists but it is run from
a separate digital unit that is not much in touch with the magazine. For
these reasons Science magazine is left out of this part of the cross-case

analysis.

Table 11. Magazines’ advertiser-customer market capabilities

Capabilities

Relationship
with customer
base

Girls' magazine

Capabilities in different units

Parenting magazine

Capabilities in different units

Computer magazine
Capabilities in digital unit

Advertisers are seen as
partners

Partner-like relationships

Editors might know advertis-
ers in other context

In-depth communication
between the editorial, sales
and technical departments
together with advertiser-
customers

Confidentiality and relations
between many units

Two-way communication
between advertisers and
users

Online advertising is seen
undeveloped

Cooperation and working in
bigger groups. Understan-
ding the big picture.

Communication and coopera-
tion involved

Educating advertisers that
are less experienced

Old and new advertisers

Editor-in-chief makes the
magazine more known

Editor-in-chief might be
introduced to advertisers

Applications

Tailored advertising options
in online service

Online offers more options
than the print

Online service is a short-term
tool and print has longer time
span

Attractive place to advertise

Tactical advertisers use
online

More complicated solutions
for online service

More innovative solutions
online (mini pages)

Slots open for advertisers to
buy

Innovativeness and visionary
thinking as basis

Target group research is the
background

Services offe-
red

Tailored solutions (group Mini pages Tactical real-time appearan-
pages) ce
Banners are the basic offer- Banners Dependency on banners

ing

Targeting to groups

Targeted ads according to
words and topics (better
profits)

Online prices cheaper than in
the print

Interaction with users in the
group pages

Communication between
advertisers and users

Segmented target group

Relationship with customer base

For all the magazines, it seems clear that the publisher has made deci-
sions to handle at least partly the advertiser-relations in a separate unit or
units. As a result, the relationship to an advertiser includes many parties.

Girls’ magazine mentions the importance of the capabilities to cooperate,
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work in bigger groups and to understand the big picture. Parenting maga-
zine states that such communication and cooperation is involved. For Pa-
renting and Girls’ magazine the advertiser-relations are partner-like whe-
reas the relationship is more distant in Computer magazine’s case. How-
ever, for Computer magazine partnering might be present with the adver-
tisers outside the advertising context.

Whereas in Computer magazine advertising is seen undeveloped as a
way to earn profit, for Girls’ and Parenting magazines it is not. Old print
advertiser-relationships can be extended to cover the online service and
new contracts can be made (Parenting magazine). New online solutions
involve a great deal of communication: also two-way communication be-
tween the users and the advertisers (Girls’ magazine). Editor-in-chief is for
Girls’ magazine the person introducing the new solutions and educating
the advertisers. In Computer magazine’s case, Editor-in-chief might be
introduced to the advertisers. Differences in advertiser-relationships be-
tween the magazines could be due to different level of complexity in solu-

tions provided.

Applications

The magazines seem to have a unified view on their advertising channels.
Each magazine recognizes the difference between the print and the online
service. Girls’ magazine refers to tailored advertising options in the online
service. Parenting magazine offers more in the online service than in the
print. Computer magazine makes the difference clear as a division to tac-
tical short-term advertising in online service and longer time span in print.
Magazines have differing solutions. Parenting and Girls’ magazine have
very tailored, complex and innovative advertising solutions whereas Com-
puter magazine still has to rely on slots to sell for banners. Background for
the advertising is according to Computer magazine in knowing the target
group well to sell the right kind of advertisements. Girls’ magazine, on the
contrary, emphasizes innovativenes and visionary thinking to come up

with the right tailored solution.
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Service offered

Whereas Computer magazine sells tactical real-time appearance, Girls’
and parenting magazine sell websites in website to their advertisers. The
solutions are tailored. For Parenting magazine, the websites are referred
to as mini pages. Girls’ magazine has group sites. The product is very sim-
ilar for these two magazines, especially when the online services are so
different. Banners are naturally still present in the each magazine’s online
service. However, Computer magazine is not very happy about the de-
pendency on the banners, especially compared to the print advertising
where prices are better. Girls' and Parenting magazine have tried and
succeeded in better targeting, also with the purpose to earn better profits.
Implication is that better targeted can be sold for better price. Girls’ and
Parenting magazine also benefit from the interaction they can offer to the
advertisers. Important is to notice that Parenting magazine, with its big
online service, has already managed to earn better with the online service

than the print advertising.

6.3 Magazines’ goals and objectives
Goals and objectives of each case magazine are divided into three cate-
gories: financial, customer base and brands. The summary of the goals is

presented below in cross-case Table 12.
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Table 12. Magazines’ goals and objectives

Goals and Girls' magazine | Parenting maga- | Computer maga- Science maga-
objectives zine zine zine
S ———————
Financial Being market leader.
Advertisers (also to Targeted advertising | Transforming online | Publisher uses the
other online services) | toincrease profit. service’s visitor brand for business:
and online advertis- Transforming visits to | counts to money by Increasing number of
ing income. business. advertising (publish- | visitors important.
er).
Subscriptions. Subscriptions. Subscriptions.
Better earning logic
to online service.

Market Customer service. Customer centricity. | Customer centricity. Being close to cus-
tomers, also online
where future readers
are.

Giving answers to Provide the custom- | Suitable for anyone, | Providing interesting
customers. ers with products and | reliably and exten- science topics.
services of the brand. | sively.
Community opportun- | Editorial content and | Providing subscribers
ities. discussion quality with online service.
development.
Brands Online service dy- Different media have | Brand roles are Being strong where
namic. different role in divided by the way print is weak.
people’s lives. people use the
brand.
Congruency of chan- Brand channels have
nels. a coherent message.
Online service sup- Online service sup-
ports the print. ports print.

6.3.1 Financial

Profitability is naturally an important goal for any commercial activity. As
Science magazine is partly non-commercial, the profitability does not play
a role for the magazine. However, also this magazine’s commercial pub-
lisher sees it relevant. Subscriptions made with the online service are
mentioned important equally in all but Computer magazine. However, it
could be argued that also Computer magazine aims to get subscriptions
with its online service. After all, their online service is a part of the sub-
scription package and therefore a piece of its marketing mix.

Advertising is presently important (even if dictated by the publisher) for all
the magazines, whether they want or not. Visits to online service translate
to advertising income for most magazines. Parenting magazine however
sees a different way, better targeting, which was also mentioned by Girls’

magazines in chapter 6.2. Girls’ magazine also points out that their online
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service has a goal to bring more advertisers to all the magazines in the
publisher’s portfolio. Computer magazine, that aims to be the market lead-
er, also aims to have a better pattern to make profit with the online service.

6.3.2 Market

Each magazine obviously aims to serve their customers: by being custom-
er-centric, close to their customer or seeing their audience central. Goals
differ regarding each magazine’s mission. Girls’ magazine aims to give
answers to the customers by means of utilizing the community. Parenting
magazine wants to provide the customers with products and services of
the brand and develop the quality of the editorial online content and dis-
cussions. Computer magazine has a goal to be suitable for anyone, relia-
bly and extensively by means of both the print and the online service. And
Science magazine aims to provide interesting science topics also in the
Internet where their younger customers are. These goals all translate to

customer service.

6.3.3 Brands

The magazines tend to manifest that online channel should be congruent,
with coherent message and look similar to the print. However, each maga-
zine claims that offered material is and should not be the same. Online
service is seen the dynamic part (Girls’ magazine). Parenting magazine
claims that the different media have different roles in people’s lives and
the offered material is different accordingly. Computer magazine has a
similar approach: the brand roles are divided by the way people use the
brand. Science magazine see the situation as being strong with the online
service where the print is weak. Girls’ and Parenting magazine emphasize
the message delivered through two channels whereas Computer and

Science magazine see the online service’s role as print supporting.
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7 DISCUSSION AND CONCLUSIONS
7.1 Discussion

This study’s purpose was to gain understanding of the resources and the
capabilities as the foundation for the Finnish magazines’ online strategies.
The study aimed to point out whether the resources and capabilities match

the goals and objectives. See the main research question below.

- How do Finnish magazines’ resources and capabilities match with
their online strategies’ goals and objectives?

Three more questions were designed to address matters that had to be
understood in order to answer the main question. See the supporting re-
search questions below.

- How do Finnish magazines understand their resources?
- What are the capabilities Finnish magazines have?
- How do Finnish magazines define their goals and objectives?

Supporting research questions are answered first. The questions are ad-
dressed with a corresponding title. Main research question is answered

last.

7.1.1 Findings on magazines’ resources

Nahapiet and Ghosal (1998) see human capital as a strategic resource
integral to VRIN attributes. Study of the cases suggests that these human
resources can be divided into internal and external. Internal human re-
sources compose of editorial resources that can be allocated to online
service. External human resources can be further divided into resources
available within publisher’s organization or resources bought from outside.
Flexibility is also a relevant matter regarding the external resources usage.
Human resources that magazines can allocate to their online services
seem inadequate. However, case findings suggest that user-generated

may represent a big majority of the content. Also it can be pointed out that
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publishers are not willing to allocate many resources to online services

that are not such a great revenue source.

Magazines’ intangible resources can be understood as brands. It can be
noted regarding the magazines that a brand is similar as a print magazine
and as an online service even though the message delivered is different.
Coherency between brands is seen important. Moreover, the brands of a
magazine are seen supporting each other. Brands according to e.g. Bar-
ney (1991) and Miller and Shamsie (1996) are magazine’s legally pro-
tected property and therefore inimitable. Due to intangibility brand, and
everything included in it, is very firm-specific (Grant (2002). Moreover, Fin-
land is a small market with only a few bigger publishers (Gronlund et. al.
2003). There is not much space for substitute products with the same
strategy outcomes and therefore hardly equivalent for a brand (Barney
1991).

Grant (2002) suggests analyzing tangible resources by their potential to
create competitive advantage. Magazine’s tangible resources are found to
compose of content and customer base. Findings suggest that there are
three types of content in the online services: editorial, user-generated and
advertiser-generated. Customer base, one of the three elements in maga-
zine publishing according to Daly et. al. (1997), plays a major role for the
magazines also online. It is relevant to know the customers and make the
online service for them. The case magazines with strong online community
can be found differing: the users make their online service. In all but one
case the community was seen an important part of the customer base re-
source. Community can be concluded to be a very important resource —

also regarding the user-generated content it produces.

7.1.2 Findings on magazines’ capabilities
Capabilities here are divided further into technology capabilities, user-
customer market capabilities and advertiser-customer market capabilities

according to the classification used in the cross-case study.
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Technology capabilities

Magazines’ channel capabilities are very much in line with the brand re-
sources. Print magazine and online service have separate channels and
deliver a different message but are congruent. Content is divided between
print and online service by how it fits the channel used for the distribution.
Online service appears to deliver dynamic and print more static content.
Furthermore, the online channel appears to be a tool for two-way commu-
nication and even three-way communication for the magazines with more
advanced advertising solutions. It could also be concluded that magazines

find the online service adding value to the print magazine.

Online service providing has impact on a magazine’s organization. Study
of the case magazines reveals that publishers have responded to the
change by founding online organizations. This has resulted in technologi-
cal capabilities — human resources — being located outside the magazine’s
organization. As a result, capabilities seem to include more communica-
tion and cooperation with externals. Magazines also note that new forms
of work and new job titles have appeared. Moreover, it would appear that
freedom for utilizing different types of work force has some positive impact

on running the online service.

Experience is understood by the magazines as the knowledge of the tar-
get group. For technological development such experience can be con-
cluded to have relevance due to the fact that magazines’ online services

are developed for their users.

User-customer market capabilities

Magazines’ relationship with their customers has become stronger due to
the online presence. The relationship seems even tighter for the maga-
zines with stronger community. In fact community is seen as the custom-
ers’. Furthermore, magazine’s capabilities are then related to providing a

platform and tools for the users to make the online service. Role of the
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magazine is being an authority of their field. Magazines’ community host-
ing capabilities might lead the development of a strong online community.
A strong online community could also be a relevant factor in development

of community hosting capabilities.

Close community-provided relationship benefits the magazines as user-
generated content can be utilized further, feedback is very direct and fast,
and much customer-information is available. To reflect back to technology
capabilities, R&D function can benefit from such a direct connection with
the customers. Only one of the case magazines reported participating in
the community discussion even though other magazines might have simi-
lar practices. Participation could be understood as the extreme of a close
relationship with the customers.

Applications are combinations of content quantity and quality. Case data
suggests that quantity translates to better visibility with the search en-
gines. Quality is important to the case magazines for other reasons. It en-
sures the durability of a customer relationship. Interaction seems a feature

of the applications important for magazines.

Advertiser-customer market capabilities

Analysis suggests that advertising is not a task for only a magazine. Ad-
vertiser-relations are accordingly more complicated and often include
more than just two-way communication. Communication and cooperation
capabilities are important for the advertising function. Magazines with a
strong community seemed to have more developed advertising solutions
with user-advertiser interaction. In the best case, users and advertisers

can be brought very close to each other.

Advertising is recognized different for print magazines and online services.
A community, as mentioned, would allow a magazine to offer more also to
its advertisers. Community-utilizing advertising solutions can be very com-

plex and require a tight partner-like relationship with an advertiser. How-
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ever, magazines still seem to offer their advertisers banner slots that re-

quire not that tight a connection.

For community use, some advertisement can be referred to as advertiser-
generated content. Targeted advertising can appear also in form of mini-
pages that advertisers might have in a magazine’s online service. More
targeted is more profitable, but better targeted advertisements require

more advertiser-related capabilities from a magazine.

7.1.3 Findings on magazines’ goals and objectives

Magazines noted that profitability is a publisher-set goal. Publishing is
commercial activity and it is natural to require this. Advertising is present in
magazines’ online services. FIPP (2007) summarizes an object maga-
zines’ online services might have: creating profits in the long term. Even
though a magazine’s online service might not be profitable as an individual
entity, it can be concluded that the case magazines understood its impor-
tance as a part of the brand provided, also generating subscriptions that
traditionally play an important role in Finnish magazine publishing
(Gronlund et. al. 2003).

Magazines, as noted in Daly et. al. (1997), have to be customer-centric to
maintain their market. However, means to reach customer service goals
differ. FIPP (2007) lists the magazines’ online services’ customer-related
goals: expanding the audience beyond the print audience, using online
service to attract new readers and building a community around the brand.
It can be concluded that these goals are relevant for the magazines, how-

ever, with different emphasis depending on the magazine.

7.1.4 Resources and capabilities’ match with goals and objectives

Online services seem not a very profitable part of a publishers’ business
and human resources allocated to online services are therefore limited.
Utilizing the resources requires capabilities for communication and coop-

eration — either within a publisher’'s organization or with externals. Free-
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dom and flexibility given by a publisher indicate to have a positive effect on

the outcomes of work between different units.

Regarding brands, an online service and a print magazine should support
each other. A magazine, authority of its field, ensures that its online ser-
vice is of good quality and reliable. An online service can bring new sub-
scribers to a print magazine or serve as a part of the subscribing packet.
This is in line with the profitability goal.

Capabilities of utilizing and encouraging user-generated content (and a
community resource) help a magazine by transferring a work task — the
content creation — to users. However, such capabilities of providing a plat-
form to the users are only useful for an online service with a strong com-
munity. Moreover, platform providing and hosting capabilities exist in
magazines that have a strong community — and help supporting such a

community.

Advertising capabilities ensure profitability in a very direct manner. Ban-
ners are a simple way of advertising, similar to how advertisements appear
in a magazine. However, a magazine with a strong community can target
the advertising better by providing also their advertisers with community
access. Advertiser-created content and better targeting of advertisements
to certain groups are ways to gain more profit per each advertisement

deal.

Magazines have goals to be customer-centric and online services can
bring them closer to their customers. Especially a community and capabili-
ties to benefit from it increase the opportunities for relationship building
and maintaining. Moreover, an online service may expand the audience

and attract new users and readers to print.
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7.2 Managerial implications and theoretical contribution

Outcomes suggest that with a light online organization provided with flex-
ibility and freedom needed, a magazine can run a successful online ser-
vice. To estimate an online service’s profitability, it is not only necessary to
estimate direct cash flow an online service creates, but also the indirect
effect it has on the magazine brand. An online service represents the
brand in the Internet and is a part of the brand’s marketing mix. Its value is
also important when estimating the amount of new customers it brings to

the print magazine.

Users may ease the editorial content creation burden. A magazine with a
strong community in its online service benefits from direct feedback, real-
time customer reactions and user-generated content. Users communicate
their needs and requests not always directly to editors. Online service
poses as the tool for sensing customers’ wishes. Information and content
from the community can be further utilized for research and development.
Moreover, user-generated content may be used also for making a print

magazine.

Advertising for a print magazine and its online service does not have to
appear in a similar form. An online service, as the dynamic channel,
represents opportunities for more complex methods for advertising. More-
over, the opportunities include better targeting and interaction between
advertisers and online service users when there is a community to be tak-
en advantage of. For magazines, improved quality of advertising — as bet-
ter targeted and interaction-providing — can mean better profit per an ad-
vertising deal. The amount of advertisements does not necessarily guar-
antee better profit made with the online service. Improving the quality and

targeting of advertisements will result in better outcomes.

The literature does not recognize a classification or model that would in an
exhaustive manner explain magazines’ capabilities. To summarize, this

study has recognized some capability sets: channel and content capabili-
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ties, communication and cooperation capabilities, community hosting and
utilizing capabilities and advertising capabilities. Comparing these findings
to Abernathy and Clark’s (1984) classification of capabilities reveals that
even though some classes have similarities, magazines capabilities can-

not be directly classified with this model.

7.3 Limitations and implications to further studies

To evaluate this study’s trustworthiness, Lincoln and Guba’s (1985) criteria
provides a useful tool. The criteria include an evaluation of: Credibility — a
criterion of the truth of the findings. Transferability — the findings’ applica-
bility in other contexts. Dependability — consistency and the possibility to
repeat the findings. Confirmability — a criterion of neutrality. (Lincoln and
Guba 1985)

Firstly, the interview data and case study notes, as well as case descrip-
tions scrutinized by the interviewees, ensure that the findings of this study
are factual and true (Yin 2003). Secondly, transferability of the findings is
limited due to a very limited scope. However, findings can be with limits,
generalized to apply for Finnish magazine publishing industry. Thirdly, the
findings are consistent and this study is conducted in a triangulating man-
ner due to a selection of 4 case magazines. Furthermore, the backbone of
this study — case descriptions were scrutinized by the interviewees and
further corrections were made. These corrections, as explained in Yin
(2003, 159) enhance the accuracy and hence increase the construct va-
lidity. Lastly, this study’s findings can be concluded not to be biased due to
a similar method of analysis of three competing publishers’ magazines and

there are multiple sources of evidence supporting the findings (Yin 2003).

This study was focused on magazines’ resources, capabilities, goals and
objectives. Publisher-level was not included in the study. Further studies
assessed to understand publishers’ resources and capabilities would help

to understand magazines’ roles in their publishers’ portfolios. Consequent-
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ly, location of resources and capabilities and dynamics within organiza-

tions could be better understood.

In the empirical part of the study, it was pointed out that as a result of the
Internet having effect on the publishers new units had been created to bet-
ter address the opportunities the Internet provided. Further studies on the
newly found digital units would be needed to better understand publishers’
online strategies. It would also be relevant to study how the Internet has
changed the organizational structures regarding new forms of advertising.

Community was not in the centre of this study’s scope but appears to be a
very important element for magazines in terms of resources, capabilities,
goals and objectives. Magazines with strong communities should be stu-
died further in order to better understand the relationship between devel-
opment of magazines’ community capabilities and growth of an online

community.

Different advertising solutions and better targeting were seen important in
the empirical part of this study. However, this study’s scope would not al-
low further assessment on advertising. Consequently, online advertising
was not studied in a large context. There is a need for studies that would

focus on types and forms of online advertising.
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APPENDIX 1. INTERVIEW QUESTIONS

1. TAUSTAA
Haastateltava: nimi, asema, tausta

Lehti: nimi, asema markkinoilla

2. YLEISTA
Miten virallisesti maarittelette strategianne? Oma nakemyksesi strategiastanne?
Mik& on mielestanne lehden (lehtibréndin) ydinosaamista?

Mikd on mielestanne lehden (lehtibrandin) kilpailuetu, miksi asiakkaat tilaa-
vat/lukevat/kayttavat?

Keita printtilehtenne asiakkaat ovat?
Ketka ovat printin kilpailijoita?

Ketk&a ovat kumppaneitanne?

3. VERKKOSTRATEGIA JA SEN KEHITYS

Historia

Voisitteko kuvata verkkopalveluidenne ja -strategian kehitysta niiden alkuvaiheista asti?
Mitka tekijat ovat vaikuttaneet verkkostrategianne kehittymiseen? Miksi?

Onko kehityksessa ollut kriiseja? Jos on, niin millaisia? Mista ne johtuivat?

Nykytila

Miten méaarittelette verkkostrategianne eli mitk& ovat verkkoliiketoimintanne tavoitteet ja
keinot talla hetkella? = verkon rooli kustantajan strategiassa

Mik& on ydinosaamistanne verkossa?
Millaista tulosta verkossa tehdaan?
Verkon asiakkaat:

- kuluttaja-asiakkaat: miksi lukevat/kayttavat lehden verkkopalveluja? Ovatko asiakkaat
samat/eri kuin printilla?

- ilmoitusasiakkaat: ovatko asiakkaat samat/eri kuin printilla? Miksi kayttavat?

Kuinka markkinoitte verkkopalveluitanne? Millaisia konkreettisia ratkaisuja olette tehneet
lukijoiden/ilmoittajien saamiseksi?

Keitd/mita kilpailijat ovat verkossa?
Miten kilpailette verkossa? Milla tavoin erottaudutaan kilpailijoista?

- erillinen verkkotuote, samaa sisaltda x % vai taysin samaa sisaltoa
- first mover, kopiointi, puolustautuminen
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Ketka ovat kumppaneitanne verkossa?
Tulevaisuus

Nakemyksenne toimialan kehittymisesta ja Internetin vaikutuksesta siihen? Entd omaan
yritykseen, kilpailuun ja yhteistybhoén?

Nakemyksenne verkkopalveluiden roolista tulevaisuudessa?
Millaiseksi arvelette verkon ja printin suhteen kehittyvan?

Millaisena nakisitte kuluttaja-asiakkaidenne roolin tulevaisuudessa - mitd samaa, mita
uutta? Entéa ilmoittajat?

4. OSAAMINEN JA KYVYKKYYDET

Asiakas-markkina —osaaminen

Minkalaista asiakas- ja markkinaosaamista mielestanne vaaditaan printin tuottamisessa?
Ent& verkkopalveluiden?

Miten kuvaisitte henkildstonne asiakasosaamista printissa/verkossa?
Minkalaista osaamista tarvitaan lisad? Keinot sen saamiseksi?
Teknologiaosaaminen

Minkalaisia teknisid sovelluksia verkkopalveluihinne liittyy? Miten toteutettu? (itse, oste-
taan)

Miksi olette valinneet juuri nama palvelut?

Minkalaista teknologista osaamista ja nakemysta yrityksellanne on verkkopalveluiden
tuottamisessa?

Minkalaista teknologista osaamista mielestéanne tarvitaan lisda? Keinot sen saamiseksi?
Dynaamiset kyvykkyydet

Millainen rooli tuotekehityksella on liiketoiminnassanne?

Miten etsitte uusia tuotekehitysideoita? Voitteko antaa esimerkin?

Miten verkkopalvelut ovat muuttaneet yrityksenne aiempia toimintatapoja? (esim. organi-
saatiorakenteet, vastuut, paatoksenteko)

Mita taysin uusia toimintatapoja verkkopalveluiden tuottaminen on vaatinut organisaatiol-
tanne?

Jos vedetaan kaikki tama yhteen, miten mielestéanne olette onnistuneet muutoksissa?
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APPENDIX 2. FURTHER QUESTIONS

Girls’ magazine

1. Kuinka paljon lehdellanne on toimituksellista henkiléstda ja avustajia?

Kuinka suuri osuus, arvio prosentteina, koko toimituksen tyodsta liittyy verkkopalveluun?
2. Mink& tahon tuottamaa sisaltéa on verkkopalvelun kukin osio?

3. Kuinka suosittu kavijamaéarien valossa on verkkopalvelun kukin osio?

4. Mika on verkkopalvelun budjetin osuus koko lehden budjetista?

5. Miten verkkopalvelunne kaytettdvissa olevat henkilostoresurssit, henkildtyévuosina
mitattuna, sijoittuvat kustantajan organisaatiossa?

Kuinka vapaasti voitte hyddyntéa naita resursseja? Ovatko resurssit

- aina kaytossa

- kustantajan organisaation sisélta ostettavissa

- ulkoa ostettavissa?

Parenting magazine

1. Kuinka paljon lehdellanne on toimituksellista henkiléstda ja avustajia?

Kuinka suuri osuus, arvio prosentteina, koko toimituksen tydsta liittyy verkkopalveluun?
2. Kuinka suuri osuus, arvio prosentteina, verkkopalvelunne sisalldsta on

- toimituksen luomaa

- organisaation muun yksikén (minka?) luomaa

- ulkoa ostettua

- kayttajien luomaa

- mainostajien luomaa?

3. Mink& tahon tuottamaa sisaltéa on verkkopalvelun kukin osio?

4. Kuinka suosittu kavijamaarien valossa on verkkopalvelun kukin osio?

5. Mika on verkkopalvelun budjetin osuus koko lehden budjetista?

6. Miten verkkopalvelunne kaytettdvissa olevat henkilostoresurssit, henkildtyévuosina
mitattuna, sijoittuvat kustantajan organisaatiossa?

Kuinka vapaasti voitte hyddyntéa naita resursseja? Ovatko resurssit

- aina kaytossa

- kustantajan organisaation sisélta ostettavissa

- ulkoa ostettavissa?

Computer magazine

1. Kuinka suuri osuus, arvio prosentteina, koko toimituksen tydsta liittyy verkkopalveluun?
2. Kuinka suuri osuus, arvio prosentteina, verkkopalvelunne sisalldstéa on

- toimituksen luomaa

- organisaation muun yksikén (minka?) luomaa

- ulkoa ostettua
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- kayttajien luomaa?

3. Minka tahon tuottamaa sisaltéa on verkkopalvelun kukin osio?

4. Kuinka suosittu kavijamaarien valossa on verkkopalvelun kukin osio?

5. Mika on verkkopalvelun budjetin osuus koko lehden budjetista?

6. Miten verkkopalvelunne kaytettdvissa olevat henkilostoresurssit, henkildtyévuosina
mitattuna, sijoittuvat kustantajan organisaatiossa?

Kuinka vapaasti voitte hyddyntéa naita resursseja? Ovatko resurssit

- aina kaytossa

- kustantajan organisaation sisélta ostettavissa

- ulkoa ostettavissa

Science magazine

1. Kuinka paljon lehdellanne on toimituksellista henkiléstda ja avustajia?

Kuinka suuri osuus, arvio prosentteina, koko toimituksen tydsta liittyy verkkopalveluun?
2. Kuinka suuri osuus, arvio prosentteina, verkkopalvelunne sisalldsta on

- toimituksen luomaa

- organisaation muun yksikén (minka?) luomaa

- ulkoa ostettua

- kayttajien luomaa?

3. Mink& tahon tuottamaa sisaltéa on verkkopalvelun kukin osio?

4. Kuinka suosittu kavijamaarien valossa on verkkopalvelun kukin osio?

5. Mika on verkkopalvelun budjetin osuus koko lehden budjetista?

6. Miten verkkopalvelunne kaytettdvissa olevat henkilostoresurssit, henkildtyévuosina
mitattuna, sijoittuvat kustantajan organisaatiossa?

Kuinka vapaasti voitte hyddyntéa naita resursseja? Ovatko resurssit

- aina kaytossa

- kustantajan organisaation sisélta ostettavissa

- ulkoa ostettavissa?



