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The goal of the thesis is to identify the best practices of marketing
communications in the context of online newspaper paywall launch.
Theoretical point of views emphasize the value for the customer as an
antecedent for a workable value proposition and marketing
communications. Value-based communications contribute to the customer
loyalty. The empirical evidence for this benchmark study was collected in
seven company interviews. These firms represented several kinds of
Finnish newspaper companies which had recently gone through the
paywall launch and launch communications process. The results imply
that there are multiple factors influencing on launch communications
choices. However, recommendations can be drawn based on the common
practices. The main managerial results were that the companies should
utilize the online newspaper content and usage value as the core of the
launch message, target both new and current readers and use multiple
online and offline communications channels to reach the target audience.
The launch communications message should be started with the

emotional appeal, complemented with the more informative message later.
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Pro  gradu -tutkielman  tavoitteena  on  tunnistaa  parhaat
lanseerausviestinndn kaytanteet kontekstissa, jossa sanomalehtiyritys
lanseeraa maksumuurin digitaaliselle sanomalehdelleen. Teoreettinen
nakokulma painottaa asiakkaan kokemaa arvoa toimivan arvolupauksen ja
lanseerausviestinnan pohjana. Arvoon pohjautuva viestinta
myotavaikuttaa  asiakasuskollisuuteen.  Empiirinen  data  keréttiin
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kaytettava useita perinteisia  ja internetin viestintdkanavia.
Lanseerausviestintd tulisi aloittaa tunteisiin vetoavalla viestilla, jota

taydennetdan myohemmin informatiivisella viestilla.
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1 INTRODUCTION

The thesis studies launch communications with the aim to identify best
launch communications practices in the online newspaper paywall context.
The issue has been approached from the company — not the reader —
perspective, and the recommended launch communications strategy is
provided as a result of the best practice analysis. To understand the
specific nature of the paywall launch context it should be noted that
paywall launch is not an ordinary new product or service launch, but a
modification to an existing service, online newspaper, that already
possess an existing customer base. Thus, the context is a combination of
a new business model launch and a service modification. To foster the
already existing, profitable and loyal customer base, relationship
marketing point of view provides essential insights for the thesis. Hereby,
communicating the launch and the service value in a manner the
customers perceive relevant becomes an essential matter in the

communications strategy.

Newspaper industry is currently going through changes: offline is moving
to online. Hereby, the product industry is turning into a service business.
(Alves et al. 2007) The tricky part of services and experience goods is that
the consumer needs to experience the offering first to be able to value it.
However, in news content this challenge is recurring: information is an
experience good every time it is consumed — the consumer cannot predict
what the article is worth for before reading it. (Shapiro & Varian 1999) In
recent years, traditional newspapers have confronted a declined curve in
the number of subscriptions as well as diminishing advertising revenues;
media competition has intensified. (Bjérkroth & Gronlund 2011; Gronlund
et al. 2000, 97-99; Picard 2002) Even if online versions have often been
developed to lure more readers for the print paper, people turn to the
internet and mobile applications more and more. Consumers have found
the online news valuable in terms of updated content, convenient access

and interactivity. The development forces the newspaper companies to



innovate new business models. Following other webpages, online
newspapers set up paywalls charging the customer before access to the
content. (Franklin 2008, 3; IAB Europe 2012a; 2012b)

The paywall generalization has evoked debates whether online news
should enjoy free access in order to serve the welfare of the society
(Myllylahti 2013; Pickard 2011; Pickard & Williams 2013). It could be
argued that the open access to news has been a mistake in the first place
since the value readers place on the service is above zero, if measured in
monetary terms. As this is the case, paywalls can be reasoned with the
value-based pricing strategy: price of the good is set on the basis what is
the customer estimation of the value. For now, the consumers are used to
consume the benefits for free making the paywall launch — i.e. introduction
of a new value proposition — difficult. (Hunt & Saunders 2013, 71-76;
Monroe 1984; Zeithaml 1988) The change forces the consumer to
reprocess the perceived value of the news service as the new value
proposition does not seem to offer added value but places a fee on the

earlier free content.

However, divergent opinions have been represented; if the large online
reader numbers can be turned into paying customers, the period of free
news might not have been a misstep, after all (Varranta 2013). At the
current state of transition, enjoying such customer loyalty is, however,
challenging. So far, consumers are able to find rather comprehensive
news — at least on national level — for free from other websites, and online
newspapers have reported drop in the reader numbers after the paywall
launch (Chiou & Tucker 2013). Even if, the charge is an unpleasant
change for the readers and the online environment makes them less
committed to a certain news provider, firms are able to increase customer
involvement via marketing communications and successful online
presence (IAB Europe 2012). By investing in the relationship and value
communications, it is possible to gain even more online readers —

regardless of the paywall. Thus, the thesis aims to provide these best



practices for newspaper firms: how to organize the launch

communications strategy in paywall launch situation.

1.1 Literature Review

The main theoretical literature utilized in this study is the researches on
online newspaper value and benefits, largely studied by researchers, like
Flavian and Gurrea. These studies contribute to the understanding of
customer value proposition communicated by the firm. This stream of
research — newspaper value and benefits — has been dealt in various
international publications. As the studies are rather context specific, their
relevance in relationship marketing and integrated marketing
communications perspectives — both prevailing marketing backgrounds
dealt in various handbooks (E.g. Broderick & Pickton 2001; Egan 2001;
Godson 2009) — is first argued.

According to American Marketing Association the concept of marketing is
defined as: “the activity, set of institutions, and processes for creating,
communicating, delivering, and exchanging offerings that have value for
customers, clients, partners, and society at large” (American Marketing
Association 2013). During the 1950s and 1960s, company profitability was
seen to result from the production methods, product quality and organizing
the sales (Levitt 1975). In the 1970s, a more comprehensive, customer-
oriented marketing appeal was introduced: consumer needs became a
premise and products to meet these preferences were introduced by
promotion. (Kotler & Levy 1969) Still, the perspective was rather short-
term. (Payne 1994) In the 21% century, emerged the strategic marketing
appeal — in which everything mattered. The approach incorporated the
earlier perspectives and more: developing, designing and implementing
marketing programs, processes and activities in a broad and integrative
manner. Four areas of marketing were recognized: relationship, internal,

integrated and performance marketing. (Keller & Kotler 2012, 40-41) The



thesis embraces relationship marketing (RM from now on) as the

perspective to study launch communications best practices.

Recently, the aim of marketing has been to manage deep and durable
relationships with different interest groups of the firm. RM is an appropriate
approach since the appeal aims to develop strong economic, technical
and social ties by mutually satisfying relationships. As first described by
Christopher et al. (1991), RM approach is applicable in six markets:
customer, supplier, recruitment, internal, referral and influence
relationships. In addition to this categorization, Gummesson (2004)
recognizes 30 different relationships firms must manage. In this paper, the
topic is approached only from the customer relationship perspective. Even
if RM is considered as a comprehensive management strategy in which
the different relationships affect each other —i.e. to satisfy the customer all
the relationships needs to be managed (Christopher et al. 1991), the study
focuses on customer relationships as the customers are the target of the

launch communications strategy developed in the thesis.

Besides RM, the other theoretical framework carrying the thesis is
integrated marketing communications (IMC) (Broderick & Pickton 2001,
90-92). Like RM, IMC provides a framework through which the central
concept, launch communications, is investigated. Some authors see the
two theoretical perspectives somewhat separate: IMC is related to
customer acquisition and RM to customer retention. However, the thesis
relies on the arguments of interactive communications as one of the key
processes in RM strategy. (Grénroos 2004; Lauterborn et al. 1993, 59) As
communications became less directly related to persuasion, it was
acknowledged to be the most central integrative element in relationship
creation and management. Thus, RM literature acknowledges the
importance of loyal customers — an outcome of well-organized marketing
communications. (Duncan & Moriarty 1998) Still, Grénroos (2004, 105)
states that RM communications is more than planning and having a two-

way interaction: “Only the integration of the planned communication and



the interaction processes into one strategy that is systematically
implemented creates relationship marketing.” The emphasis of IMC has
moved from the initial marketing communication operations to a more

holistic view on customer relationship building (Schultz & Schultz 1998).

The roots of RM date back to the 1980s — the rise of service business.
Later, the same need for RM understanding was noted in business-to-
business (B2B) markets (Hunt & Morgan 1994; Jackson 1985). As service
literature followed largely the development of product literature, also RM
has moved from general firm profitability and process issues towards
deeper customer centrism. This customer centrism is in the core of the
thesis, as value for the customer is emphasized. In 1980s, RM literature
was more business-oriented; authors were interested in how services
differed from products. Hereby, studied issues were such as how the
service intangibility and customer participation influence on RM. (Lovelock
1983; Shostack 1977) As the service business became more common and
firms aimed to increase the profitability, the importance of customer
retention was noted (Berry 1983). However, customer retention was
recognized to be partly repurchase behavior and distinct from attitudinal
loyalty and involvement with the firm. True loyalty was harder to gain but
offered a deeper company-customer relationship. (Christopher et al. 1991;
Fader & Schmittlein 1993) To increase customer retention, attention was
turned to the personal touch of services. To solve how the customers
experienced the service, researchers modeled the antecedents of service
quality and the delivery process — service blueprint (Berry et al. 1985;
Berry et al. 1988; Shostack 1984).

This stream of literature acknowledged the distinct perception the
customer and the firm might possess in terms of the service quality. In the
core of long and loyal customer relationships: trust, satisfaction and
mutual value exchange were found to have significant roles (Jones &
Sasser 1995). Thus, service companies were required to pay attention in

even the tiniest company-customer interfaces in order to provide value



and benefits for the customer (Bitner 1990; Carlzon 1987). IT brought
relief as the customer data collection became more efficient, which also
enabled the service customization (Bitner et al. 2000). However, IT
provided a double-edged sword as the self-service technologies were
considered to bring novel issues due to less intimate relationships (Bitner
et al. 2000). E-services were categorized in two ways. First, in terms of
their position in the consumers’ eyes — as quality — (Fasshacht & Koese
2006) and secondly in relation to offline services: e-services were either
new core services or complementary services for the core, offline good
(Bridges et al. 2007). In the most traditional view, customer satisfaction,
and hereby loyalty to some extent, was seen to derive from the quality of
the offering. However, these models gained criticism since the customers’
perceptions of costs were not included in the quality or satisfactory
evaluation (Berry et al 1988; Berry et al. 1996). As the consumers were
not purchasing services but the benefits gained via the service
consumption, value entered the discussions. (Berry 1995; Bitner et al.
1998) The above discussed RM issues in service literature and how the
discussion has moved towards more specific, customer centric issues are

summarized in Table 1.

Table 1. Relationship Marketing in Service Literature

Stream of Service Related Relationship
Authors
Shostack (1977);

Lovelock (1983)

Literature Marketing Issues

Distinct service e Customer

characteristics participation

e Service intangibility

Service productivity

Service innovations

e 7Ps
¢ Profitable service Customer retention Berry (1983);
strategies and loyalty Miles (1993)

Service quality

Models of service

Berry et al. (1985);




Customer service
expectations and

experiences

quality (SERVQUAL)

Service blueprint

Shostack (1984)

Service relationship
Value for the

customer

Trust
Satisfaction

Customer benefits

Bitner et al. (1998);
Cowles et al. (1990)

Customer interface

Moments of truth
HR

Service failure and

Bitner et al. (1990);
Bitner (1990);
Carlzon (1987);

Goodwin & Ross

recovery
(1992);
Gronroos (1990)
e |T in services e E-services Bitner et al. (2000);

e Customization Desiraju & Shugan

e Yield management | (1999)

As stated, the RM literature moved ahead together with the development
of service marketing and customer value was found to provide firm with a
competitive advantage (Woodruff 1997). More recently, marketing
researchers have focused on the value trade-off, idea that derives from
the economic theory of utility. Often, two meanings of customer value are
distinguished: the customer perceived value (Woodall 2003; Woodruff
1997) and customer lifetime value (CLV) (Holt & Payne 2001; Kumar &
Reinartz 2003; Reichheld & Sasser 1990; Woodall 2003). Customer
perceived value, focus of the thesis, refers to the value the customer
receives from the company. Whereas, CLV is the value of the customer to
the firm — what the customer delivers during the entire relationship. Value
for the customer is considered to stem from the service attribute benefits,
usage motives and usage consequences (Woodruff 1997). Still, the
authors acknowledge that the benefits should not be separated from the
sacrifices the consumer has to make in order to consume the service.
Hence, the value is to be estimated as the difference what the consumer

gains and what is given by the consumer. (Zeithaml 1988; Woodruff 1997)



Even if value and the interrelationships of value concepts were found
complex, researchers suggested that besides service quality, customer
perception of the value contributed to the overall satisfaction the customer
experienced towards the firm. Hereby, customer perceived value was
seen to contribute to customer loyalty and firm profitability. In other words,
value for the customer improved the CLV for the firm. (Anderson et al.
1994; Hallowell 1996; Woodruff 1997) To deepen understanding, authors
were encouraged to discover how the customer perceived value was
formed. As the customer service evaluations were studied, the uniqueness
of value perceptions and influence of subjective experiences became
evident (Basu & Dick 1994). The customers seemed to evaluate the
consumption in relation to how well the experience matched with their
value hierarchies (Woodruff 1997). Besides, the customer perception was
not purely based on value of the core service but the secondary and
support services completed the value, increasing the research complexity
(Grénroos 1990, 101-104). This diversity of services is of special
importance for the thesis, since the online service has introduced new,
complementary customer benefits the firm may use in positioning and
communications. Simultaneously, the online value seems to affect the role
of the original offering (Anckar & D’Incau 2002; Shapiro & Varian 1999,
66); the communications of online newspaper value cannot ignore the

overall strategy and the value of the print newspaper.

With multiple value sources and options to improve customer perceived
value, marketers were unaware whether all the added value was relevant
for the customer (Gronroos & Ravald 1996). Hereby, several methods to
collect information about the customer perceived value were developed.
As the managers started to approximate the customer perceived value,
the knowledge only proved beneficial in case it was utilized in practice.
Improvements were such as converting the observed customer benefits
into a value delivery strategy that captured the customer understanding.
The value perceptions needed to be translated into both internal process

requirements and external value statements that the customers were able



to understand. (Woodruff 1997) Value for the customer became a central
factor to position the offering. However, to beat the inter-firm competition,
it was not enough that the offering seemed to carry value for the customer
but the firm needed to both communicate the value as value propositions
and live up to the customer expectations by delivering the value. (Keller &
Kotler 2012, 55-58) Table 2 represents a summary of the above
discussion on how the value for the customer has been dealt in the

literature.

Table 2. Customer Perceived Value in Literature

Customer Perceived
Value in Literature

Related Issues

Authors

e Customer
perceived value
as a competitive

advantage

Relationships between:
value, quality,
satisfaction, loyalty and

profitability

Anderson et al.
(1994);
Hallowell (1996)

e Determiners of
customer

perceived value

Unigue experiences
Customer benefits and

sacrifices

Basu & Dick
(1994);
Woodruff (1997)

e Meeting the value
expectations

Understanding the
customer
Value of the core and

augmented services

Gronroos & Ravald
(1996)

e Value delivery

Value proposition

Woodruff (1997);

IT and e-services

Online value delivery

strategy Lanning (2000);
Ballantyne et al.
(2011)
e Customer Online and mobile Anckar & D’Incau
perceived value in benefit dimensions (2002);

Clarke (2001)
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In the newspaper industry, the introduction of online newspaper has
encouraged related research on value but there are still unknown
territories and variety of opinions. Below, in Table 3 the forthcoming
discussion on online newspaper research streams is represented. The
main interest of the researchers has been to investigate the roles of the
two newspaper media — online and offline. The scholars do not seem to
agree whether the online publication is to cannibalize the traditional paper
(Dekimpe et al. 2002; Frazier 1999; Kadiyali & Simon 2007; Shapiro &
Varian 1999, 66) or does the online media complement the printed paper
(Hujanen & Pietikdinen 2004; Kayany & Yelsma 2000; Nguyen & Western
2007). It has also been stated that the traditional paper only complements
the online paper in the future while the internet takes the main role (Seelig
2011). To reveal the relationship between online and offline services,
researchers have investigated whether the consumption of news has
changed after online newspaper emerged (d’Haenens et al. 2004;
Boczkowski & Mitchelstein 2010). These studies on reading habits have
contributed to online news reader segmentation based on demographics,
usage (Chyi et al. 2010; Tewksbury 2006) and socio-economic variables
(Nguyen & Western 2007).

Still, the main interest of the researchers has been in the value-based
segmentation — a research area the complementary/cannibalization
discussion has also taken forward. Even if, researches have revealed
differences in consumers’ perceptions of online and offline newspaper
benefits (Flavian & Gurrea 2009; Graham & Smart 2010; van der Wurff
2011), not all of the studies agree that there exists such different benefits
(Beentjes et al. 2010; Flavian & Gurrea 2009). Regarding online reader
benefits, interactivity has gained special interest in the news industry
(Baker & Holland 2001). Even if, interactivity is considered to improve
customer satisfaction and loyalty (Casaldé et al. 2010), news content
seems to be too delicate for such participatory process. Authors (Domingo
et al. 2008; Muniz & O’Quinn 2001) have studied the consumers’ potential
to participate in the news creation process and proved that both the news
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providers and the readers are reluctant towards this change (Domingo et
al. 2008; Hujanen & Pietikainen 2004).

When the online newspaper providers recognized the profit potential of
paywalls, the early interest in online publishing business models increased
(Auger et al. 2001; Chen et al. 2004; Myllylahti & Thurman 2009). The
main interests have been whether there are consumers who are willing to
pay for online content (Chiou & Tucker 2013; Chyi 2005; Graham &
Greenhill 2013), how paywall influences on advertising income (Bleyen &
van Hove 2010; Halbheer et al. 2014), what would be an appropriate
paywall type (Bleyen & van Hove 2010; Halbheer et al. 2014; Graybeal et
al. 2012) and in general, are paywalls profitable in long-term (Myllylahti
2014; Pauwels & Weiss 2008). The issue is no longer whether the firms
should or should not adopt a fee for the online content. The pressure
towards a new business model is so strong that a more current question
is: how to manage the change towards chargeable service. Hereby, firms
that do not pay attention to the main challenges — customer reluctance
and how to overcome it by planned launch communications — will fall
behind. There are some studies on the effectiveness of marketing
communications channels in free-to-fee context; Pauwels and Weiss
(2008) studied how the channel choices influenced on advertising and
subscription income. However, a more normative, managerial and
comprehensive perspective on launch communications strategy in free-to-
fee context of newspapers is a research gap the thesis will contribute to.
Below, in Table 3 are presented the above discussed main directions of
the online newspaper studies during the past decade.

Table 3. Streams of Online Newspaper Research

Online Newspaper

Research Authors

e Cannibalizing or Dekimpe et al. (2002); Kadiyali & Simon
complementary role | (2007); Kayany & Yelsma (2000)
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e News consumption | d’'Haenens et al. (2004); Boczkowski &
habits Mitchelstein (2010)

e Reader segments Chyi et al. (2010); Nguyen & Western (2007)

e Customer benefits | Flavian & Gurrea 2009; Graham & Smart
2010

e Business models Halbheer et al. 2014; Myllylahti & Thurman
2009; Pauwels & Weiss 2008

1.2 Research Problem

The main goal of the study is to recognize launch communications best
practices in online newspaper paywall launch context. Besides describing
how to organize the strategy and tactics in order to meet these best
practices, the aim is to provide deeper understanding: why is it
recommendable to follow this kind of strategy. The knowledge should be
applicable for newspaper companies to utilize and base the launch
communications decisions on. Thus, knowledge gained through
benchmarking firms that have undergone paywall launch communications
process is trusted to serve the purpose. In order to support the goal, the
research problem is presented as a main problem that can be divided into
two sub-problems:

What are the launch communications best practices in online newspaper

paywall launch context?

1. What issues need to be considered in the newspaper
context of changing value proposition — from free to fee
online?

2. What are the launch communications best practices:

strategy and plan?

As stated, the paywall as a new business model changes how the current

customers see the already established online newspaper service. Since
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value for the customer is formed by benefits and costs, increase in the
cost component makes it vital to increase the perceived benefit
component too — otherwise, the value for the customer decreases.
Hereby, the first sub-problem approaches the main problem from the RM —
customer centric — point of view. The aim is to gain a deep understanding
on the consumer: how the paywall effects on the perceived reader value
and hereby company-reader relationship. To understand how the readers
experience the change in value proposition, it is essential to understand
how they perceive the value of the current, free online newspaper. In order
to have an effective paywall value proposition the marketer should be able
to understand, what value the online newspaper delivers and how to
increase the benefits for the readers in a manner that they find relevant.
To gain this understanding, the customer benefits of news and online

media are to be discussed.

If the first research problem deals with the customer perceived value and
the contextual issues of newspapers, the second sub-problem focuses on
the company perspective and launch communications strategy: how firms
can take into account the first sub-problem themes in paywall launch
communications. Thus, the goal of the researcher is to present how the
launch communications best practices are turned into a workable
marketing communications strategy: how to prepare message, media and
target audience strategies while regarding the contextual issues of online
newspaper paywall launch. Not only is the discussion on broad, strategic
level but managerial suggestions and short-term operation plans are
created. The dichotomy of the research problem is noticeable already in
the theory chapters; the second chapter of the thesis deals with the first
sub-problem themes and the Launch Communications Chapter with the

theories related to the second sub-problem.
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1.3 Preliminary Theoretical Framework

RM provides the theoretical perspective for launch communications; as the
firms seek for profitable and long-term customers, understanding how the
paywall changes the customer-firm relationship is important. Studying
paywall launch from the perceived customer value perspective increases
the potential to recognize and to diminish the negative effects of the
paywall on the goal of long-term customer relationships. After all, paywall
IS a negative change for the customers unless the firm is able to both
launch and communicate a solution in which the benefits and costs create
an acceptable balance of new kind. As the increased costs diminish the
customer’s perception of the service value, the company needs to come
up with solutions to improve the value — improve and emphasize the

benefits in communications.

From the RM point of view, as the customer is better understood, launch
communications is the tool for the company to influence on the customer
reactions and further to the customer relationship. In other words, the
launch provides the contextual framework that effects on how the
marketing communications is organized. Hereby, the concept of value
proposition plays the key role in the launch communications. The
strategies — target audience, message, and media strategies — are
planned in order to communicate the value proposition externally. Hereby,
these strategies locate in the core of the preliminary theoretical framework

— presented as Figure 1.

As the goal is to discover the best practices of launch communications, it
is convenient to go through Figure 1 beginning from the top layers in order
to find out how the preliminary framework illustrates the research problem.
The top layer, RM describes the chosen perspective: companies are
assumed to aim profitable, long-term relationships with the customers by
enhancing the customer perceived value. This is of special importance in

the paywall launch context, where there already exists reader base that
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needs to be managed. The cost increase forces the companies to
increase the customer benefit component in order to keep the customer
perceived value even at the original level, before the paywall launch. The
second layer represents the launch perspective of the research: to build
the relationship with the customers the marketer views the marketing
communications from the launch communications point of view. In order to
retain and turn the readers into loyal ones, the launch communications is
based on an understanding how the customers see the current online
newspaper value and the change: benefits and costs related to the service
before and after the launch. Only by retaining this customer centricity in
launch the firm is able to communicate and deliver a value proposition that
supports the overall RM strategy. An effective value proposition conveys
that the marketer understands the customer perceived value and benefits
relevant for the user. In the core of the framework, the launch value
proposition concretizes as integrated marketing communications
strategies; choosing the target audience of the launch communications,
forming the appropriate message and sending it in the right channels at
the right time (see Figure 1).
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Customer

Relationship

Marketing
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Value Proposition

+ Target Audience Strategy

* Message Strategy

* Media Strategy

Figure 1. Preliminary Theoretical Framework

As the study is somewhat exploratory — the recommendable strategies are
unknown before the data collection — the framework is supplemented later
as the empirical part of the study and the findings are introduced. The
target audience, message and media strategies are hereby specified in
Chapter 5, where the completed theoretical framework is offered as Figure
12.

1.4 Definitions of Key Concepts
Next the most essential concepts of the study are introduced. These are:

relationship marketing, launch communications, integrated marketing

communications, customer value proposition and paywall. As the
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definitions vary between authors, the chosen definitions are both

commonly-used and incorporate elements relevant for the study context.

1.4.1 Relationship Marketing

RM perspective rose due to both independent managerial areas and the
failure of traditional marketing. Influencers, such as increased importance
of service and B2B marketing, have paved the way for RM. From the
1980s, product marketing focus became more and more irrelevant as the
service share of GDP grew predominant. (Arantola 2010; Bitner et al.
2010) Therefore, not surprising, the term relationship marketing was first
used in customer service context by Berry in 1981. Around the same time,
the concept was utilized by Jackson (1983; 1985) — in B2B context as the
network diversity influenced on business effectiveness. Even if, Berry
(1981) was the first to utilize the concept, the Nordic School and Evert
Gummesson is often considered as the groundbreaking developer of the
comprehensive RM concept in 1990s. He defines RM as “marketing that is
based on interaction within networks of relationships”. Further,
Gummesson (2004, 37-40) has described the values that differentiate RM
from transactional marketing: RM fosters long-term relationships, creates
value for each party of the relationship, encourages interaction and
highlights the human, service touch in business. Even if often related to
customers, Gummesson noted that RM approach is applicable for other

interest groups, as well. (Gummesson 2004, 37-40)

Another important RM scholar, Christian Gronroos (2001, 26) stated that
the purpose of RM is to: “establish, maintain, enhance and commercialize
customer relationships (often but not necessarily always long term
relationships) so that the objectives of the parties involved are met. This is
done by a mutual exchange and fulfillment of promises”. Even if largely
similar to Gummesson’s definition, Gronroos acknowledged that not all
relationships should be managed long-term, only the ones that carry

profitable life time value for the firm. Besides, the two-way value delivery is
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more clearly stated, which is why the definition supports the research on
customer perceived value. For this reason, the latter introduced RM

definition by Grénroos is chosen as the point of view of the thesis.

1.4.2 Launch Communications

Launch refers to an introduction of a new product, service or business
model (Barczak et al. 2012; Bucherer et al. 2012; Di Benedetto 1999).
Crawford and Di Benedetto (2011, 390) emphasized that the launch
process is not solely about the technical launch or innovation but there is
another aspect: marketing launch. From the start, the technical and
marketing launch processes are connected; it is a marketing task to
conduct market research and ensure the created value/innovation meets
the market (Chesbrough 2007; Crawford & Di Benedetto 2011, 39;
Osborne & Sandstrom 2011). Thus, marketing functions of identifying,
exploring and preparing the market for the launch are equally important to
the technical launch (Bessant et al. 2005, 393; Chesbrough &
Rosenbloom 2002).

The aim of marketing launch is to commercialize and deliver the output to
the markets (Gupta et al. 2010, 26-27). Thus, value creation and capture
are the main goals that can be reached via marketing functions of value
proposition and market segmentation (Bucherer et al. 2012; Chesbrough
2010; Chesbrough & Rosenbloom 2002). External launch communications
is thus only a part of the value creation and supply. Launch as a marketing
communications context provide unique challenges (Bharadwaj et al.
2007; Kindstrom 2010) which is why the integration of communications is
considered crucial (Chen et al. 2007; Varey 2002, 256-266) and the IMC
strategies, dealt from the launch communications point of view, provide

valuable insights on the topic.
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1.4.3 Integrated Marketing Communications

The perspective known as IMC has gone under several names, such as
new advertising, whole egg, cross-selling, seamless communication, total
communication, orchestration and 360° branding (Bawden & Day 1999;
Belch & Belch 2003, 9; Broderick & Pickton 2001; Hutton 1996; Joyce et
al. 1998; O’Leary 2000). Before the end of 1980s, the demand was
massive and consumers were treated as a homogenous group — satisfied
with mass products communicated through mass advertising. (Levitt 1975;
Levitt 1999; Schultz & Schultz 1998) Since marketing was often
outsourced or solely depended on one department, the created image was
neither coherent nor consistently targeted. (Caywood & Duncan 1996;
Duncan & Everett 1993; Gronroos 1990, 210-216) The IMC era began
around the mid- and late-1980s due to environmental changes: advertising
costs rose, consumers fragmented into educated groups requiring
targeted communications and technology provided new ways of operating
(Oliver & Rust 1994). As the belief in mass advertising decreased firms
searched for ways to improve marketing return on investment. As a
solution, IMC combined traditional advertising with other, strategic
marketing communications tools. (Caywood & Duncan 1996; Nowak &
Phelps 1994; Schultz & Schultz 1998)

Often utilized definition of IMC — the definition chosen for the thesis — is by
American Association of Advertising Agencies. In 1989 the American
Association of Advertising Agencies was among the first ones to define
IMC: “A concept of marketing communications planning that recognizes
added value of a comprehensive plan that evaluates the strategic roles of
a variety of communication disciplines (e.g. general advertising, direct
response, sales promotion, and public relations) and combines these
disciplines to provide clarity, consistency and maximum communication
impact”. (Percy 2008, 5) In IMC, the firm communicates with the interest
groups by all means of marketing with a uniform mode (Schultz 1996;
Smith 1998, 20; Stewart 1996). In 1993, it was further argued that the
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customers did not distinguish the information sources but for them
company communications was all “one thing” upon which they based their
decisions on (Lauterborn et al. 1993; Schultz 1995a). In addition, Schultz
(1995b) argued that the roles of traditional advertising and promotion were
not competitive but the integration shed the mass advertising into a new

light as a strategic decision to build image and value.

In the mid-1990s, it was noted that implementing IMC practices was
difficult. As a result, several IMC planning process models emerged, such
as by Moore and Thorson (996, 140-151), Smith (1998, 31-34), Belch and
Belch (2003), Percy (2008, 245-269) and Sirgy (1998). The need for IMC
planning was suggested to derive from the contextual complexity: target
audience, good and distribution (Percy 2008, 22-23). These process
models represent, to some extent, diverse standpoints and they are dealt
in Chapter 3.2. In the late-1990s, the scope of the IMC further expanded. It
was recognized that companies engaged in marketing communications
also unconsciously via other marketing elements. This lead to introduction
of the integration dimensions, represented in Chapter 3.3 (Broderick &
Pickton 2001). Even if, communications occurs via other marketing mix
elements — such as product, pricing and distribution — in the thesis,
marketing communications refers mainly to the promotional elements of
the marketing mix: communications in between a company and its target
audiences on all matters that influence on the marketing performance
(Broderick & Pickton 2001, 3). Marketing communications aims to
contribute to the customer loyalty and to build the company-customer
relationship by informing, persuading and reminding the audience about
the marketer. It is the voice of the company. Marketing communications
mix is a fundamental part of the marketing communications concept
referring to the tool set how marketing communications can be executed.
(Keller & Kotler 2012, 498-500)

New online channels have again increased the IMC complexity; which

channels to combine and how to manage the integrative implementation?
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Thus, the thesis embraces the standpoint that integration of paywall
launch communications is of special importance due to the contextual
complexity. Even if tightly related to the online newspaper service, the
research truly deals with launch communications of the paywall. Besides
the overlap of these issues, the management of online and offline
generates further complexity. These two mediums need to be taken into
consideration in two ways: by integrating the online newspaper with the
offline newspaper and integrating the online/offine communications

channels.

1.4.4 Customer Value Proposition

Since the mutual value exchange is the core of RM, companies need to
properly understand the value the customers place on different service
benefits and perceived costs in order to form successful value
propositions. These propositions require a proper value delivery system in
the form of marketing communications to convince the customers of the

superior value and lock them up long-term.

This work builds on the customer value proposition definition by Lanning
and Michaels (1988), who defined value proposition as a statement of
benefits which is provided to customers together with the price the
customers pay. The importance of value communications was highlighted
and further introduced in the form of value delivery system, represented as
Figure 2. Value proposition is suggested to consist of three steps:
choosing the value, providing the value and communicating the value. In
the first phase the research on customer needs and positioning ensure the
final proposition fits to the markets. To fulfill the second step, being able to
provide the value, the marketer needs to develop the offering, determine
the price, manufacture and distribute the good in a way that meets the
customer needs. The final step is communicating the benefits and the
price via marketing communications channels. The definition by Lanning

and Michaels (1988) was considered applicable since the communicated
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value is based on the customer perceived benefits and the importance of

providing the value is included — not only the actual communications.

Choose the value Provide the value Communicate the valug
Advertising
Customer ) . . .
value Value Product Service  / Pricing / Sourcing, /Distributing,/ Sales force / Sales PR, efc.
positioning /development/development making servicing / message /promotion / Message

needs & media

Figure 2. Value Delivery System (Lanning & Michaels 1988)

Value proposition includes driving the activities of technology
development, design, manufacturing, distribution and selling but also
delivering this proposition profitably: communicating and providing the
promised benefits for the customers. As Figure 2 indicates, customer
perceived value or needs are the premises of value proposition. To be
efficient, the proposition should be precise, position the offering, prioritize
activities and commit the organization to the value delivery. Further,
Lanning (2000, 2) added the competitor aspect to the value proposition
concept: “a decision and commitment to deliver a specific combination of
resulting experiences, including a price, to a group of target customers,
profitably and better than competition.” (Lanning 2000) However, the
competitor aspect is not considered as crucial in the paywall launch
context since the service is not a new entrant into the competition and
furthermore since the newspaper industry in Finland is rather regional —

not that competitive.

1.45 Paywall

In the thesis, the term paywall refers to a system that prevents internet

users to enter some webpage content without a one-time or subscription
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fee (Simon 2011). However, this definition is further complemented in
order to make it compatible with the empirical part of the study. In general,
electric or digital papers — that are electric copies of printed papers in
newspaper companies’ webpages — have been non-free already before
the other online content. Even so, they are often not considered as
paywalls. Hereby, in the thesis the paywall launch is treated similarly as
the studied companies saw the issue: even if the firms had some kind of
paywalls already earlier — as the internet users were not able to access
the electric newspaper copy without a payment — the real paywall launch
refers to the act when other news content in the webpage becomes
subject to the charge. Thus, the electric paper is illustrated in Figure 2 —

that illustrates the paywall continuum — as somewhat distinct issue.

In newspaper business, the invention of the paywall term is often related
to the first media house launching a paywall, Wall Street Journal in 1997.
Other media houses followed, and the paywall of New York Times — a
more general journal — is often considered “the paywall’. (Gares et al.
2011, 68-69; Wang 2011) Whereas in Finland, paywalls have become
more common only recently. Even if there are unsuccessful tryouts, the
driver for paywalls is the success of others. The first domestic general
newspaper to apply the system was Hameen-Sanomat in February 2011.
National Kauppalehti embraced the paywall in May 2012 and Helsingin
Sanomat followed later in November. Kauppalehti has had non-free
content in the web already since 1990s. All in all, paywalls have been
more common in nationwide and regional publications — the first local firms
to launch a wall were Raahen Seutu and Pyhgjokiseutu in the spring of
2013. (Kivioja 2013)

Paywalls settle to a continuum of soft and hard systems as illustrated in
Figure 2. The difference lies in how much the reader sees before the site
demands the payment. Hard paywalls require subscription before access
to any of the content. Whereas, soft paywalls often embody as metered

models (also called frequency based models): the reader is allowed to
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read a certain number of articles for free. For example, Helsingin Sanomat
allows five free articles per week, whereas Kauppalehti is free for 25
articles per month. Soft paywalls may also be content based that are
called premium paywalls: certain information, like breaking news is free
whereas the premium content requires a payment. Micropayment paywall
can be either frequency or content based; instead of subscription, a fee is
paid for each article. In app-based paywalls the online newspaper is free
but the users of mobile applications pay. (Novus 2010) However, these

two paywall types are not as common.

Soft paywall Hard paywall

<
<+

»
|

*  Metered model

+ Electric paper *  Premium model

Figure 2. Paywall Continuum

1.5 Delimitations of the Study

As the studied phenomenon often overlaps with other issues, also this
research is well-defined and naturally has limitations of its own. In the
paywall launch context, the online newspaper format — like content — is not
the main change but the pricing decisions are more urgent. Even Iif,
different pricing methods or paywall types are shortly introduced above,
the research does not provide a solution which type of paywall is the most
workable, profitable or used option. However, it is seen beneficial that the
reader of the thesis realizes the variety of options in the paywall
implementation and is thus able to critically follow through the launch

communications suggestions and their suitability in various real life cases.
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The profitability of online newspaper is often a combination of two issues:
the subscription fee and advertising income. The optimization of the
advertising income is noted to influence on the structure of the paywall:
how large portion of the content should be available without a charge. As
stated, the research does not give recommendations on the extent of the
paywall and neither does it take a stand how the online newspaper may
suffer drop in advertising income and hereby in overall profitability after the
paywall launch. The goal is purely to study how to organize launch
communications in a manner that follows the best practices and makes the

most out of the paywall by reaching numbers of long-term readers.

Even though, brands play a crucial role when locking up the customers,
this study does not dig deeply into customer-brand relationships. The
branding issue is excluded since it inevitably includes the customer
insights: how the brand is evaluated and the brand images the customers
possess. The main RM appeal, customer loyalty, has both behavioral and
attitudinal aspect. In the thesis, the attitudinal appeal is more emphasized.
This is due to the aim: customers that have loyal mindset towards the
company are more likely retained than those that only see the relationship
as acts of buying and selling. As attitudinal appeal is emphasized, the
customer perceived value is an appropriate construct to build the launch
communications on. Since the emphasis is on communications strategy
and getting into customers’ heads, behavioral influencers, such as
switching barriers and loyalty programs are not something to base the
value proposition on. Hereby, they are out of the scope of the research. In
addition, loyalty programs mainly take a stand on the content of the
service: how loyal customers should be rewarded and this issue is

something the thesis does not contribute to.

How the customer perceived value affects loyalty, is one of the main
interests in loyalty theories. When customer loyalty and customer value
are discussed, the concept of satisfaction often occurs. Even if the

customer perceived value and satisfaction are considered as
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complementary constructs the satisfactory appeal is not discussed
detailed in the thesis. The limitation is reasoned by the backwards looking
nature of the satisfaction concept: how the company serves the current
customers with the current offering. Hereby, customer perceived value is
considered to be a more strategic tool to base the launch communications
strategy on. (Gustafsson et al. 2005) In addition, the path to loyalty is not
as simple as perceived customer benefits contributing to customer
satisfaction and leading to loyalty in the end, but there are other
influencers, such as sacrifices and perceived quality, and more complex
relationships. However, this study has a rather simplistic view on customer
perceived value, as only customer benefits are approached. In addition,
the theoretical part concentrates on service benefits, not the total
customer benefit that includes personnel and image benefits, as well
(Keller & Kotler 2012, 147). The limitation is based on the research
context: the focus is on the changing characteristics that reshape the

relationship and influence on the value offered by the firm.

Since the research does not aim to make suggestions on the content of
the online newspaper or the service itself, the perceived service quality as
such is not included, only the service benefits. Whereas, the customer
sacrifices that include both monetary and non-monetary costs are outlined
from the study since they are not as opportune to base launch
communications or value propositions on. Even the changing variable:
price, as a monetary sacrifice, is not too deeply dealt; the approach is
roughly that price increases create negative responses among consumers
and hereby force the companies to justify the change and communicate

the benefits in a more effective manner.

The research aims to produce launch communications best practices
through empirical knowledge: how the forerunner newspaper companies
experience their success or non-success in paywall launch
communications and why the chosen activities were considered either

suitable or less suitable afterwards. This heavily refers to the readers of
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the online newspaper; how efficiently the change in value proposition has
been transmitted to them and have they found the message and online
media valuable enough to subscribe and pay for the webpage. A model
more appropriate to describe the dilemma would be cognitive response
model (Greenwald 1968) suggesting that brand attitudes result from the
fact how consumers perceive both the company and the marketing
message. Even if the importance of customer knowledge is recognized,
this study does not investigate, how the customers have perceived the
message or marketing communications of paywalls. The customer
oriented premise is trusted in the hands of the firm representatives; the
subscription numbers and received feedback are considered to reflect the

attitudes of readers.

There are also empirical constraints since all the investigated companies
are from Finland where the newspaper business is highly regional. In
addition, of each firm only one person is interviewed, which increases the
potential for individual thoughts to be stated and the fact that the
interviewee might not be the employee mastering all the discussed detalils.
For this reason, gaps in the data may occur. It is also possible, that the
interviews offer relatively light data if the firm representatives are cautious
not to reveal anything classified or see other industry operators as
competitors who could benefit from the information. Even if somewhat
different kind of operators, it would be beneficial to complement the data
by interviewing magazine publishers about the chargeable online content.
Finally, as the study is one of a kind in the context, the interview
questionnaire is constructed just for this purpose and may prove to be

insufficient in some critical area.
1.6 Research Methodology
The research is conducted as a benchmarking study — a method based on

the principle to learn from others. The technique was born in Japan and
pioneered in West by Rank Xerox in 1976. (Camp 1989, 6-8; Spendolini
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1992, 1-7; Tuominen 1993, 15-16) According to Finnish Quality
Association, benchmarking is a systematic process of learning from
forerunning operators that outperform in some area — regardless of the
industry they operate at. The purpose is to gain knowledge and abilities to
increase the efficiency and effectiveness of the company. (Hotanen et al.
2001, 6) Still, organizations need to acknowledge the cultural differences
which make it inevitable to modify the ideas practically into the firm’s own

operations. (Maki-Hokkanen & Strommer 1998, 6)

Three forms of benchmarking are often separated: strategic
benchmarking, performance benchmarking and process benchmarking —
the latter method is chosen for this study. Process benchmarking peeks
behind the performance indicators to describe, analyze and compare the
practices. In addition, it resolves the conditions that support the efficient
application of the benchmarked processes. (Camp 1989, 41-50;
Spendolini 1992, 28-31; Tuominen 1993, 18-21) The study aims to
recognize the companies that have successfully communicated the
change in value proposition, and clarify the practices and conditions

behind successful paywall launch communications.

The context influences on what kind of companies to include in the
benchmark. Several authors (Camp 1989, 57-65; Spendolini 1992, 16-22;
Tuominen 1993, 22-24) use similar typology to categorize companies:
internal benchmarks, competitor benchmarks, benchmarks within the
industry and generic benchmarking. The thesis utilizes the external
benchmark, but does not clearly settle either in the competitor or within the
industry benchmarking. Since the empirical study investigates Finnish
newspaper companies, the category of competitor benchmark seems
accurate. However, due to regionalism in the industry, newspapers are not
clear competitors (Salokangas 1999; Karppinen et al. 2011). Hereby, the
study is, as well, within the industry type: due to the different market areas
open knowledge sharing is assumed. The benchmarking relationship is

multilateral: there are several investigated firms that know the some
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extend similar launch communications processes and are able to share
knowledge, both best practices and pitfalls. (Hotanen et al. 2001, 8-9;
Kaivos et al. 1995, 13-16)

The thesis is qualitative in nature: the aim is to collect data in a
comprehensive manner and to gain a deep insight into the novel issue. To
compare the theoretical suggestions with practice, data is gathered of
companies that have gone through the paywall launch and paywall launch
communications processes. The companies are chosen among the
Finnish online newspaper publishers that require a payment. The sample
includes national, regional and local operators. Even if there are
differences in functions and scope, such silo is not expected to exist that
the benchmark could not find lessons learned in processes of both
newspapers with wide or less-frequent circulation. As, benchmarking does
not require identical cases, the national operators offer the most long-term
experience in charging for online content. Whereas, the local operators
may offer new and creative insights due to the smaller size and potentially
lower budget. This sort of carefully chosen target group represents a
discretionary sampling. To follow the qualitative research methods and to
encourage the company perspectives, interviews of the marketing
representatives are used as data collection method. The interviews are
accomplished in a structured manner: the questions and the order have
been defined beforehand, being the same to all of the interviewees.
However, additional questions are potentially used to increase the
understanding as each of the cases provide divergent insights and weight
issues uniquely. (Hirsjarvi et al. 2013, 160-164; 207-210) Even if the
qualitative researches do not search for generalizations, the researcher
assumes that even the unique cases begin to repeat the same issues,
meaning that the data is saturated (Hirsjarvi et al. 2013, 181-182).

The validity of the research is improved as the researcher has investigated
the studies of similar goals in online newspaper business and other similar

industries before constructing the questionnaire. The interview frames are
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also approved by the marketing communicator chiefs of the case
newspaper company to confirm the contextual relevancy. In support of the
validity, the case company found the resulted recommendations to provide
valuable solutions on launch communications. Of special interest were the
following best practices: using the emotional message appeal, investing
more time in the online launch communications channels and how to
continue the communications after the launch date. The company
representatives also agreed that understanding the customer and
communicating the message correctly is necessary as the issues the
marketer finds obvious might not be as straightforward for the customer.
The structure of the questions is evaluated during the first interviews to
discover whether each question truly measure the right issue. This

continuous evaluation enables further modifications if challenges arise.

1.7 Structure of the Thesis

The thesis is formed in a way that guides the reader from the broad
perspectives to more detailed theories. Hereby, the theoretical part is
divided into two main chapters that are dealt from the standpoint of RM
and launch communications: the second chapter of the thesis introduces
customer value and the third chapter deals with marketing
communications strategies. Like stated, the division of research problem is
noticeable already in the theory chapters, since the second chapter deals
with the first sub-problem themes and the Launch Communications
chapter with the second sub-problem. The value chapter familiarizes the
reader with the ideology of loyal customers in the center. The customer-
centric marketing practices are gained through proper value delivery that
is based on knowledge on what the customer values. The most essential
theoretical component of the thesis is the value proposition discussion that
combines the perspectives of RM and launch communications: what is the
value and how it is communicated to the customers. The studies on online

newspaper benefits ensure the contextual fit of this theoretical discussion.
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From the loyalty theories and customer perceived value, the thesis moves
on to the second theory part: launch communications. In this third chapter,
the reader is familiarized with the communications planning processes and
IMC strategy choices from the standpoint of paywall launch context.
Understanding the marketing communications opportunity to contribute in
the launch situation is essential as the goal is to produce launch
communications recommendations and choose between strategies and
best practices. Thus, while the integrated marketing communications is
considered important, the theoretical standpoint in the third chapter does
not leave aside the launch or the newspaper context. The three-fold
perspective on IMC strategies — target audience strategy, message
strategy and media strategy — first introduced in the third chapter is
continued throughout the thesis in the later chapters: analysis and

recommendations.

After these two theory chapters, the fourth main chapter deals with the
execution of the empirical part and the results gathered via the interviews.
In this chapter, the recommendations for the case company are not yet
made, but the goal is to open up what was learned in the interviews. The
actual marketing communications best practices for the newspaper
company in the online paywall launch situation are dealt in the last
chapter, Best Practices and Conclusions. This is the chapter in which the
earlier analysis of the research results is combined with the insights of
theory chapters and the contextual issues brought by the case company
that represents a certain newspaper type. Besides, the last chapter
provides insights on the limitations of the study and what the future

research is recommendable to contribute to.
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2 CUSTOMER VALUE FROM THE RELATIONSHIP
MARKETING PERSPECTIVE

Even if first related to services, authors have expanded RM viewpoint to
manufacturing, where the service element increases (Collins & Rapp
1990). The consumers are not buying only products but the satisfaction is
based on more complete solutions (Bharadwaj et al. 2007; Brady et al.
2005; Molloy & Sharma 1999). This change is present in newspaper
business, as well, since the product industry is complemented with online
service business (Alves et al. 2007). To study customer value from the
RM, and especially from the customer loyalty perspective, is appropriate
since newspaper companies aim to retain the loyal and profitable readers
for long-term. However, long-term relationships or loyalty are not the main
study concepts but they provide lenses through which the core — value for
the customer — is viewed. The paywall does not only disturb the company-
customer relationship of the online readers but also the print readers — and
even the non-readers — might feel negative or cheated by the firm. This is
the case especially if the company decides to abandon the print orders
and automatically update them to more costly combination of online and
print paper. In such case, the firm guides the readers towards a specific
format. As the paywall launch puts the reader loyalty into a test, it is even
more important to understand the customers’ value perceptions; how they
wish to consume news and to communicate the online benefits. When the
customer perceived value and improvements are well communicated, they
work as arguments for the launched charge and make the change less

harmful for the relationship.

RM as a perspective provides insights on the goal of exploiting customer
perceived value — why firms invest time and money in it. Two main issues
often emerge: customer retention and loyalty (E.g. Egan 2001, 53-56;
Godson 2009). Since retained customers may not be as deeply involved
with the company as loyal customers (Christopher et al. 1991) the thesis

raises customer loyalty as the main issue to justify the importance of
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customer value. Even though, according to RM the customer perceived
value is crucial in order to retain the current readers, the thesis does not

out exclude the role value presents in new customer acquisition.

In between the company-customer relationship, Berry and Parasuraman
(1991) as well as Bitner and Zeithaml (2003, 174-180) identified four levels
of bonds: financial, social, customization and structural ties. Managing
these hierarchical bonds is the key in order to develop and maintain long-
term relationships. As the levels indicate, when the understanding of
customer perceived value is turned into customized action, customer
loyalty increases. At the first level, lower prices for standing or volume
purchases bind the customer to the firm. These incentives do not
differentiate the firm, customers may easily switch the operator and thus
no long-term advantages for the firm are guaranteed. The second level:
social tie includes more interpersonal touch — unique treatment, contacts,
confidence and bonds in-between the customers (Bitner et al. 1998).
Customers are treated as individuals whose needs and values are
important to be understood. Social ties are hard to imitate by the
competitors, and without persuasive motivations to switch the customers
are likely retained. At customized tie level, knowledge of individual
customer is combined with mass customization; unique solutions at the
prize of standard alternatives increase the loyalty towards the company.
Structural bonds, like joint ventures, are more detected in B2B marketing.
In newspaper context, standing or fixed-term orders can be considered as
desirable structural ties; the customer is bound in all four levels and
sudden switch of the operator is unlikely due to the terms and conditions.

Even if in the thesis company-customer relationships are discussed in
general, it is evident that brands are currently replacing products and
services as the component around which the consumers build the
company-customer relationship. To better understand relationships, the
brands are shortly referred here. Though the original purpose of brands

was to develop trust and differentiate the offering, it is now the real output
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of manufacturing networks. Since product qualities are hard to base a
competitive advantage on — technology has wiped out the differences —
consumers make decisions based on the brand names. (Fournier 1998;
Gilligan & Wilson 2009, 436-437) Brands involve the customers
emotionally since they convey trust that is the building block of the
relationship. Gilligan and Wilson (2009, 437-439) encouraged firms in the
pursuit of “trust brand”. consumers having an entrenched belief that the
brand delivers what it is expected to (rational evaluation) and does it with a
fair deal (emotional assessment). Today, the companies do not only brand
and promote the offering but the relationship too: joint respect and
interaction (Collins & Rapp 2005). Due to the emotional connection,
branding the service and relationship increases the involvement, making
the customer potentially more tolerant towards the launch and new value

proposition.

Even regardless of brands, scholars have acknowledged the benefits of
customer retention (Grénroos 1994; Reichheld & Sasser 1990). Thus, how
to hold on to the current profitable and low-cost customers is of significant
importance: what are the links between customer value, satisfaction and
loyalty (Gallarza et al. 2011; Gronroos 1994; Reichheld & Sasser 1990).
How the firm may retain the current valuable customer relationships and
ease the new customer acquisition leads the thesis to the customer loyalty
chapter and further to the value discussion to describe the relationships of

these value constructs.

2.1 Customer Loyalty

The loyalty dimensions of customers are often described as behavioral
and attitudinal loyalty (Basu & Dick 1994). Oliver (1999, 34) defines loyalty
from the behavioral aspect: “A deeply held commitment to rebuy or
repatronize a preferred product/service consistently in the future, thereby
causing repetitive same-brand or same brand-set purchasing, despite

situational influences and marketing efforts having the potential to cause
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switching behavior.” Since newspapers are often consumed long-term, the
repurchase behavior described by Oliver (1999) does not seem as
applicable in the context. However, another appropriate definition of
customer loyalty refers more to the affective aspect of loyalty and provides
the definition chosen for the study — according to Little and Marandi (2003,
27) loyalty is “a commitment by a customer to a supplier which is based on
choice”. As the definition is rather short, the idea can be complemented
with Godson’s (2009) point of view about the “on choice” -part. Godson
(2009, 102) states that genuine loyalty and simple repurchase behavior
are distinguished by consumer’s unchanging friendship, support and belief

in a firm and a liability to act on these feelings.

Understanding the difference between repeat-buying that may occur due
to convenience or limited providers, and genuine customer loyalty is an
essential standpoint in RM. It is also a lesson to learn in terms of the
thesis: like stated before the paywall launch probably creates negative
reactions — even the image in the eyes of print readers or non-readers
might be harmed. This change may influence on the relationship even to
the extent that the reader turns to other news providers. Reader’s
perception about the relationship is more likely to change if he or she does
not feel involved with the company or does not possess loyalty towards
the firm. To strengthen the relationship and to create more loyal readers,
the firms pay attention to the management of paywall launch and launch
communications. If the value planning and communications are started
early enough, it is possible to refine the perceived value of the service and
contribute to the reader loyalty before becoming public with the paywall.

For the firm, advantages of loyal customers are such as higher profitability
in terms of steady revenues, low churn rates and lower customer
acquisition costs (Peters 1988; Reichheld 1996, 1-19; Reichheld & Sasser
1990). In addition, existing customers possess added value: they are less
price-sensitive (Anderson et al. 2002; Reichheld 2006) or judging (Bejou &
Palmer 1998; La & Yi 2004), ease the business planning due to
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predictability (Aaker 1991, 49), enter more likely into collaborations (Smith
& Zook 2011, 18-22) and do word-of-mouth marketing on behalf of the
company (Anderson et al. 2002). In addition, loyal customers are stated to
be less prone to persuasion messages of the competitors or less likely to
search for alternatives (Basu & Dick 1994). Allocated resources to
customer loyalty are hereby investments and serve as a strategic base for
marketing decisions. For the launch communications, especially the fact
that loyal customers are less price-sensitive or critical towards the
company actions may turn out to be beneficial when the paywall is
communicated externally — readers less likely abandon the company.
Another advantage is the contribution of loyal readers in the launch
communications. They spread the positive word-of-mouth about the online
newspaper convincing other consumers to visit the site. Also after the
paywall is launched, this word-of-mouth decreases the pre-purchase risk
the potential new customers perceive before entering the webpage and

behind the paywall.

In order to reach competitive advantage the firms need to increasingly pay
attention on how to create superior customer value (Narver & Slater 1990;
Reichheld 1993; Woodruff 1997). Especially, companies striving for
customer loyalty should focus on customer satisfaction and customer
perceived value (Anderson & Srinivasan 2003; Gallarza et al. 2011;
Heskett et al. 1994; Peterson & Yang 2004). Hereby, modelling the
causality of the concepts is crucial (Iniesta-Bonillo & Sanchez-Fernandez
2007). Perceived value implies an interaction between the service and the
consumer (Iniesta-Bonillo & Sdnchez-Ferndndez 2007) — it is co-created in
the interplay of people, information and technology and delivered to
customers through value propositions (Akaka et al. 2008). To improve the
loyal reader relationships, also the newspaper firms should pay attention
to the customer perceived value of the news service and how to deliver it
to the readers through value proposition. The paywall launch context
increases the importance of value; the company needs to supplement the

benefits component of the value to at least meet the cost increase.
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Even if loyal customers bring benefits, the movement to priced online
content seems to disturb the relationship as researchers have reported
diminishing subscription numbers after the paywall launch (Chiou &
Tucker 2013; Graham & Greenhill 2013). Still, studies on price unfairness
and price increase support the importance of loyalty; loyal and satisfied
consumers possess less negative emotions in increasing price situations
(Homburg et al. 2005). Also, the perceived fairness of the pricing motive
influences on the consumer reactions (Alba et al. 2003; Attari & Cook
2012; Campbell 1999; Homburg et al. 2005). Similar results have been
reported in free-to-fee context; reactions of the customers depended on
which service the fee was laid on (Finsterwalder et al. 2014). If all the
news sites were non-free, it is more likely the consumer would accept the
payment instead of living with no news (Graybeal & Sindik 2011).
However, before paywalls are as common, readers seem to be more
willing to pay in case they possess loyalty (Graybeal & Sindik 2011). The
most potential paying customer segment seems to consist of current print
newspaper subscripts since they possess the most loyalty towards the firm
and are the most active online newspaper users (Chyi et al. 2010;
Graybeal et al. 2012). These print customers are loyal towards the
company and willing to pay since they have found the online and offline
newspapers valuable. This encourages companies to study the customer
perceived value in order to increase the online reader base — readers that
stick with the company even after the paywall launch. When the paywall
fee is well justified by the value for the customer, the readers more likely

accept the launch communications message.

2.2 Customer Perceived Value and Value Proposition

As outlined above, customer perceived value is the main theory of the
second chapter. It is seen as a necessity for a firm striving for loyal
customer relationships. Hereby, newspaper companies should be able to
create and communicate value for the customer early enough since less

price-sensitive or judging, committed readers are beneficial when the
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paywall launch becomes public information. Next, customer value is
discussed from the point of view; what is the value the firm offers to the
customer (in exchange for the payment). And how these benefits should
be included in launch communications. In general, the value for the
customer stems from the customer’s learned perceptions, preferences and

evaluations, including both desired and received value (Woodruff 1997).

Value proposition refers to the concept of creating, providing and
communicating value for the customers. According to Lanning, & Michaels
(1988) value proposition is a statement of benefits which is provided to
customers together with the price the customers pay. The final value
delivery phase (see Figure 2), communication of the value proposition,
should be based on a carefully chosen value — value the customers are
able to detect. Thus, customer perceived value is an applicable concept
since it acknowledges that the customers value the relationship against
the occurring benefits and costs (Woodruff 1997). Zeithaml (1988, 14)
summarized the meaning of customer perceived value as: “the consumer's
overall assessment of the utility of a product based on perceptions of what
is received and what is given®. Mainly, Zeithaml’s (1988) idea of perceived
value is concretized as the trade-off of quality and price — i.e. value for

money (Gallarza et al. 2011).

The difficulty to utilize the construct lies in the fact that perceived value
varies between the individuals and might be unrecognized or difficult to
express verbally (Gallarza et al. 2011; Helkkula & Kelleher 2010; Iniesta-
Bonillo & Sanchez-Ferndndez 2007). This impact of subjective responses
is constantly increasing, highlighting the experiential consumer approach
(Addis & Holbrook 2001). Besides, an effective measurement scale for the
customer perceived value still waits to be developed (Iniesta-Bonillo &
Sanchez-Fernandez 2007). In the paywall launch context, the consumers
vary in terms of how valuable the online newspaper is considered. Since
the issue has not been topical, the consumers may be unaware of how

much they would pay to get behind the paywall. If the consumer is
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unfamiliar with the online newspaper, the perceived value might need
further insights. The newspaper company is able to contribute the

customer perceived value by launch value proposition communications.

As online newspaper is an experience good, there are contextual
challenges when constructing the value proposition on the customer
perceived value. In terms of customer perceptions, Lusch and Vargo
(2008) recognized the complexity of the phenomenological, experiential
value perspective: value of the good is determined experientially in a
specific context. Thus, the perceived value varies in time: it is different
before the purchase, at the purchase moment, at the time of use and after
the usage (Burns et al. 1994). Hereby, the customer perceived value is
linked to benefit evaluations and comparisons in the usage situations (Holt
& Payne 2001; Iniesta-Bonillo & Sanchez-Fernandez 2007). For this
reason, Woodruff's (1997) definition of customer perceived value is
considered more comprehensive for experience goods, in comparison to
Zeithaml (1988), and chosen as the perspective of the study. Woodruff
(1997, 142) sees customer perceived value as “customer’s perceived
preference for and evaluation of those attributes, attribute performances,
and consequences arising from use that facilitate (or block) achieving the
customer’s goals and purposes in use situations”. Utility of the good refers
to the total customer benefit: perceived monetary value of the bundle of
economic, functions and psychological benefits the consumer may expect
to gain by the product, service, people and image. What is given includes
the total customer cost — not only money — but the time, energy and
psychological costs that derive from the processes of evaluation, receipt,
usage and disposal of the good. Moreover, Iniesta-Bonillo and Sanchez-
Fernandez (2007) state that the conceptualization of perceived value is
still in progress; there are dimensions in the construct which need to be
further investigated. (Keller & Kotler 2012, 147) In the thesis, the approach
to perceived customer value is limited to the point of view of the online
newspaper service benefits and the customer cost refers only to the price

that increases due the paywall.
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In short, value refers to what is left as the customer benefits are cut back
with the perceived customer costs. As the paywall increases the costs, it is
important to increase the benefit component alike in order to maintain the
customer perceived value level — or even improve the utility beyond the
charge. As the customer does not buy products or services but benefits,
understanding them is important when building the value proposition and
in order to succeed in launch communications (Payne 2008, 104-105).
The message sent by the firm should match with the value sought by the
consumers in order to create the aimed reaction. (Grénroos 2004; Percy
2008, 257) It is the company task to help the customers to appreciate the
benefits of the launched service (de Brentani 2001); when the value
proposition is mutually constructed by the service provider and the
customer, all the counterparts are able to anticipate the gain. Even though
value proposition is often considered as value communications, it is more
a reciprocal promise of value. In addition, this reciprocal value proposition
enables the process of value creation as the company constantly learns
and updates the competences. (Ballantyne et al. 2011) As the value
proposition is mutually constructed, the marketing communications creates
a platform for further interactive communications and brings the
development of customer relationships closer to other firm operations
(Ballantyne et al. 2011). The experiential value perspective increases the
complexity for companies to recognize the essential benefits in a certain
communications context. Hence, value proposition is next discussed from
the point of view of newspapers. There are service-specific benefits that
match with the usage situation and motivate the consumer to consume

online news in particular — forming the basis of the value proposition.

Motives to follow news in general have been studied by several
researchers (Palmgreen et al. 1980; Perse & Rubin 1987) and some
authors state there are no big differences in online and offline news
consumption habits (d’Haenens et al. 2004; Boczkowski & Mitchelstein
2010). Whereas, other researchers have identified slight differences in the
obtained benefits (Flavian & Gurrea 2009; van der Wurff 2011) and what
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news are read online versus offline (Althaus & Tewksbury 2000;
Tewksbury 2006). Understanding the perceived value of the reader is
important since it seems to influence on how the consumers react when
the online content moves from free to fee (Pauwels & Weiss 2008). The
researchers studying consumption behavior and newspaper value, have
identified mutual benefits for online and offline newspapers and benefits
that differentiate these two media. The following discussion is summarized
in Table 4. In terms of general news consumption benefits, a number of
researchers (Beentjes et al. 2010; Flavidn & Gurrea 2009; Palmgreen et
al. 1980; Perse & Rubin 1987; van der Wurff 2011) suggest the
information or surveillance to be the primary benefit the consumer gains —
in both online and offline news media. Another major motive to consume
news is the entertainment or leisure time (Beentjes et al. 2010; Flavian &
Gurrea 2009; Palmgreen et al. 1980; Perse & Rubin 1987). Besides, news
provide social utility and the potential to escape (Beentjes et al. 2010; van
der Wurff 2011; Palmgreen et al. 1980; Perse & Rubin 1987).

Even if both online and offline news media serve the same needs of
information, entertainment, interpersonal benefits and escape, academics
(Flavian & Gurrea 2007b) have identified that the perceived benefits and
usage motivations guide the consumer to choose either the online or
offline newspaper for a certain situation — the perceived value is situation-
specific. Referring to the contextual nature of the services, Clarke (2001)
suggests that companies that offer the ability to purchase goods anywhere
anytime through wireless internet access should form unique value-for-
time propositions. These propositions are to be based on customer benefit
dimensions of ubiquity, convenience, localization and personalization
(Clarke 2001; Papacharissi & Rubin 2000). Akesson (2007) has a rather
similar categorization but she suggests that ubiquity is a general service
characteristic and should be replaced by socialization. In newspaper sites,
these benefits mean fast updates, easy access (Chen et al. 2004; Flavian
& Gurrea 2009) and the potential to choose the consumed news

(Tewksbury 2006). Besides these differentiating online consumption
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motives, researchers suggest differences in how the general news
benefits are met online versus offline. Information benefits seem to be
equally met in online and traditional newspaper (Beentjes et al. 2010) but
the entertainment part (Flavidn & Gurrea 2009; Kayany & Yelsma 2000)
and the social utility (McMillan 2000; Hujanen & Pietikdinen 2004) of the

two media have gained divergent insights.

When it comes to the leisure benefit, Hirschman and Holbrook (1982)
represented the experiential aspects of the consumption to occur also in
the newspaper context: the news readers are more pleasure-seekers than
problem-solvers. Thus, their involvement is determined by the excitement
to new experiences. There is variety among the researches in terms of
which media: online or offline newspaper is perceived to fulfill this
entertainment benefit more comprehensively. Kayany & Yelsma (2000)
state the traditional newspaper to be less entertaining, whereas Flavian &
Gurrea (2009) recognize the traditional newspaper to be more associated
with entertainment as a motivation to read news; printed paper is often
consumed thoroughly in a more relaxed manner and associated with free
time (Flavian & Gurrea 2007b).

Social utility as a benefit has gained new spheres as the online media
enabled the readers to interact with each other, form communities and to
co-produce content with the newspaper company (Domingo et al. 2008;
Muniz & O’Quinn 2001). Even if interactivity increases the positive
attitudes and loyalty towards the site and the traditional brand (Anderson
et al. 2002; Baker & Holland 2001; Basu & Dick 1994; McMillan 2000),
researchers (Bergstrom 2008; Hujanen & Pietikdinen 2004) have
discovered that interactive technology by itself does not encourage
participation since the news sites are considered somewhat untouchable —
finalized products by the professionals. Several authors (Bowman & Wills
2003, 7; Domingo 2008; Domingo et al. 2008) write about this gatekeeping
role of the journalists — the unwillingness to give the audience an active

role even if there are benefits associated to the participatory journalism,
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such as customers' trust in the relationship, feel of empowerment in the
end product, a more meaningful experience, reach for the young reader
segments, content improvements and audience as a staff extension
(Bowman & Wills 2003, 53-56). Thus, reader interactivity is mainly part of
entertainment rather than being an active citizen (Hujanen & Pietikainen
2004). Hereby, even though suggested as an online newspaper benefit,
social utility might not have reached full potential yet, making the other

news benefits more necessary for the value proposition.

Besides reader benefits, an interesting but scarcely researched topic
related to the value proposition is: how to build perceived customer value
on the news website content and the success factors of publishers’
webpages (Ellonen et al. 2007; Ellonen et al. 2009; Flavian & Gurrea
2008). Even if researchers have been interested in the interactivity of
news, it has been suggested that these functions do not improve loyalty
towards the newspaper site but a more accurate success factor is current
content that is updated regularly (Ellonen et al. 2009; Flavian & Gurrea
2006). Scholars also raise the usability and familiarity of the webpage
(Flavian & Gurrea 2008), handling of privacy (Flavian & Guinaliu 2006;
Lillander et al. 2004) and perceived website quality (Choudhury et al.
2002) as important news site attributes fostering reader loyalty. As readers
are attracted to the site, the firm evaluates the reader momentum and sets
the fee after it is materialized (Pauwels & Weiss 2008). Even though, the
quality of the online newspaper is determined in the early launch steps
and the launch communications strategy is not able to contribute to the
actual webpage content, communications still plays a role. If the online
newspaper lacks the features customers perceive valuable how the launch
communications complements the lack of quality — by appealing online

reading benefits?

Online as an environment provides both content and communications
related opportunities. Newspaper webpage should utilize the rich online

tool set by mass customizing the site and in marketing communications
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content (Santonen & Saaksjarvi 2003). In 2004, Chaffey (Chaffey & Smith
2013, 168-169) represented six distinct factors that create a sustainable
value proposition in the online environment: content, customization,
community, convenience, choice and cost reduction were suggested as
customer benefits or motives to use the online service. Further, mobile
service studies emphasize the customer satisfaction and service quality,
such as reliability, navigation, design, connection speed and content
quality to influence the customer perceived value (Chan et al. 2007; Deng
et al. 2009; Lin & Wang 2006). Empirical evidence suggests the
perception of the mobile value to be based on contextual, spontaneous
and time critical needs of consumers, entertainment playing an
insignificant role (Anckar & D’Incau 2002; Pura 2005). Whereas, other
researchers suggest enjoyment to influence on perceived value together
with the usefulness of the service (Chan et al. 2007). As an addition to the
previously discussed benefits, these studies suggest that the opportunity
for consumers to choose the timing and content of the news consumption
can be considered as a benefit to choose the online option. Besides,
newspaper firms may communicate the online newspaper as a low-cost

option and appeal to the convenience of online usage.

The essentials of the above discussed news and online benefits are
summarized in Table 4 below. Even if, the researchers possess divergent
views, it is assumed that the online and offline news benefits differ to
some extent. Still, the main motives to consume news are expected to be
somewhat alike. However, since there are readers consuming both online
and print newspaper, communicating also the complementary benefits
seems reasoned. Moreover, the empirical study in the thesis supported
the differentiating news media benefits justifying the standpoint. Since the
research deals with online newspaper, the potential offline-only benefits
are not dealt, but the general news benefits, online benefits and the online
news benefits create the groundings upon which the value of the service is

built and further constructed into an incommunicable value proposition.
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Table 4. Customer Perceived Benefits

General News Benefits | Online Benefits | Online News Benefits
Information/Surveillance | Convenience Constant updates
Entertainment/Leisure Ubiquity Accessibility/Mobility
Escape Localization Customized content
Social utility Personalization Interactivity

To sum up the concepts of the second chapter, Figure 4 is represented
below. The figure is a simplification of the relationships between perceived
quality, price, value, satisfaction and loyalty. Gallarza et al. (2011) built the
overview based on earlier studies to demonstrate the linkages between
value-related constructs. Value proposition is added in Figure 4 by the
researcher to indicate how the externally communicated value is
constructed. As can be interpreted, perceived quality and benefits together
with the price (and other costs) interact and contribute to the customer
perceived value. This customer perceived value serves as a base for the
value proposition that is co-created by the customer and the marketer. The
customer perceived value is connected to relationship loyalty via customer
satisfaction, but also directly. Even though multiple authors have studied
the interrelationships of the value-constructs the connections still need
further research. (Gallarza et al. 2011) Value proposition is linked to
perceived value in the figure; the researcher sees this interplay as a
justified suggestion. Even if, the influence that value proposition has on
loyalty or satisfaction is not presented, value proposition is a part of the
relationship enhancing entity through customer perceived value. In the
figure, satisfaction is marked in grey since it is not truly discussed in the
thesis. The focus is more on the perceived customer value that influences

on loyalty and enhances the relationship also directly.
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3 LAUNCH COMMUNICATIONS

Innovations are often approached from the new product development
perspective (E.g. Barczak et al. 2012; Di Benedetto 1999) whereas
business model innovations are poorly understood (Bucherer et al. 2012).
Hereby, the technical phase of the product development project
emphasizes even if the marketing appeal via processes of identifying,
exploring and preparing the market for new product, service or business
model launch is of equal importance (Bessant et al. 2005, 393;
Chesbrough & Rosenbloom 2002). Since business models largely base on
products and services, business model innovations often result from a
product or process innovation. Still, new business models may arise
without the driving force of service or product innovation. (Bucherer et al.
2012; Teece 2010)

Even if, technical and marketing decisions walk hand in hand through the
development process, Crawford and Di Benedetto (2011, 390) separated
the activities of technical launch (as product, service or business model
development) and marketing launch. As the aim of marketing launch is to
commercialize and deliver the output to the markets, the success depends
on how quality goals, customer satisfaction goals and business plan goals
are met (Gupta et al. 2010, 26-27). The study focuses on this marketing
side of launch, leaving aside the technical launch and the development of
paywall and the webpage. The earlier discussion on company-reader
relationship, online newspaper characteristics and value for the reader
paved the way for the forthcoming marketing launch issues: how the goals
of paywalls are met and what is the role of integrated communications in

the process.

The management of customer expectations is of special importance in
new business model commercialization since in the core of business
models are value creation and capture. Value creation and capture are

accomplished via marketing functions such as value proposition and
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market segmentation. (Bucherer et al. 2012; Chesbrough 2010;
Chesbrough & Rosenbloom 2002) It is not only sufficient for the launch to
be technically attractive but the company needs to have a business model
that combines the technical performance to the value proposition in a
manner that creates value for the customer (Chesbrough & Rosenbloom
2002). For the customer, a successful launch should appear smooth and
value-adding (Calantone & Di Benedetto 2013). Also, customers more
likely follow after other customers have accepted the new value
proposition (Bucherer et al. 2012). Thus, a new business model may
require a lot of time before accepted in the markets and before it displaces
the well-established, earlier model. Even if launch timing in general is
significant, so is the management of the short phase when the old model

is replaced, in order to avoid customer confusion. (Bucherer et al. 2012)

Marketing launch tends to intensify towards the end of the process but it is
an important element of the technical part, ensuring early that the new
product, service or business model fits to the markets (Crawford & Di
Benedetto 2011, 39). Especially business model launches, due to system
interdependencies, require cooperation of different departments, launch
experiments and information share on how the launch should be modified
(Chesbrough 2007; Osborne & Sandstrom 2011). Marketing activities that
focus on channel selection, customer feedback, informing target market
selection and confirming value propositions support the launch of a new
business model (Palmer et al. 2013). Still, the effectiveness of marketing
communications mix as launch tactics vary in different contexts (Crawford
& Di Benedetto 2011, 433-434).

Now that the reader is more familiar with the launch as a context, the
discussion moves on to marketing communications. It is, however,
recommendable for the reader to look at the marketing communications
theories from the launch and value perspective at all times. Even though
the thesis refers to communications, the interactive approach to value

propositions should not be forgotten; communications refers increasingly
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to dialogue instead of one-way propaganda (Ballantyne et al. 2011). As
the paywall launch is not just any new product or service launch but it is a
service conversion, a new business model for a service that already has a
customer base, the launch context constantly affects the marketing
communications strategies. As launch communications is a rather rare and
specific research topic — mainly approached from the product point of view
or in B2B context (E.g. Chen et al. 2007; O’Connor & Yikuan 2003), the
communications strategies dealt in this chapter are adopted from the IMC
perspective. Even if there is no new service launched in the context, the
online newspaper value is tightly related to the paywall launch. Thus, the
marketing launch is approached from the point of view of both new
business model launch and new service launch; besides communicating

the paywall, the value of the online newspaper is communicated.

In service launch communications, researchers have acknowledged the
influence of distinct service characteristics on the communications
effectiveness (Lievens et al. 1999). In B2B service industry, it has been
studied that the interactivity and intangibility of services make the launch
process more complex, requiring educative and exceptional
communications strategies (Kindstrom 2010). Relationship marketing
approach becomes crucial in service launch, as the customers expect the
value proposition to include relational dimension and deeper interactions
(Bharadwaj et al. 2007; Kindstrom 2010). In new service launch, the
customers search for trust and long-term commitment and the companies
are required to put effort on relationships in order to meet these
expectations (Kindstrom 2010). Above discussed viewpoints support the
second chapter theories that relationship marketing provides an
appropriate perspective for paywall communications. However, as the
launch communications is a combination of online newspaper and paywall
communications, companies confront the challenges of both; how to
communicate the distinct service characteristics of online newspaper and

how to overcome the reader resistance towards the new business model.
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It has been noted that the integration of the marketing communications is
critical for the effectiveness of the message strategy in launch context.
Integrated, uniform and clear messages are the way to make the launch
communications audience react as the marketer desires. (Chen et al.
2007) Hereby, the integrated marketing communications provide justified
groundings for the launch communications strategy: in new situations,
when something is done for the very first time in the company, more effort
needs to be put into the planning process. Especially, in such a delicate
matter as the paywall launch, the communications should be done right at
the first time — displeased consumers might prove difficult to convert into

paying customers later.

Marketing objectives refer to the goals, such as sales or market share, the
company aims with the overall marketing program. Whereas, marketing
communications objectives are more specified goals in which the aim is to
form a relationship with the customer. They are statements like, what
effects are desirable (such as increased awareness) or what message the
company hopes to convey. (Belch & Belch 2003, 31) In paywall launch
communications the relationship related goals might be such as
decreasing the reader resistance towards the paywall or as more
gquantitative measures: to convert a certain amount of current online

readers into paying online readers.

Before going into the marketing communications strategies, it is beneficial
for the reader of the thesis to understand the process of communication,
presented as Figure 5. Macro model of communications begins with an
individual or a bigger entity (online newspaper company, in this case)
willing to send a message to a carefully chosen audience (consumers).
The message is encoded into a symbolic form, in the marketing context
often an advertisement, and sent through the chosen media, like TV.
Before reaching the audience the message undergoes distractions, such
as messages of the competitors. What gets through this noise the receiver

decodes back to the original form of the message. The receiver
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internalizes the message core — that was dressed up in commercial format
— allowing the message to create the chain of reactions described as the
micro model of communication, represented later in this chapter (Figure.
7). Afterwards, the sender should monitor the feedback — whether the
consumer possess the aimed attitude towards the company or acts in a
desirable manner after the message has been processed. (Broderick &
Pickton 2001, 13-15; Smith 1998, 73-74) In the launch context, the
desirable feedback could be a customer who is convinced to the extent

that turns into a paying customer after the new business model is applied.

Noise

Sender Encoder Channel Decoder Receiver

Feedback

Figure 5. Macro Model of Communications (adapted from Chaturvedi &
Chaturvedi 2011, 11)

IMC process is also presented in a simpler model (see Figure 6) that
emphasizes the importance of creative planning and implementation in all
communication phases in order to gain the attention of the audience.
Being creative — but relevant at the same time — is increasingly important
as hyper-competition and new communications channels have emerged
and the consumers increasingly search for information online (Smith &
Zook 2011, 22-27). The most common view on how to be creative is the
creativity of message by icons, index, symbols and words. However,
media as the carrier of the content may also represent creativity. Media

channels vary from testimonials to TV ads and combining the right
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channels, timing and context enables the firm to reach the chosen
audience with a minimal wastage. (Broderick & Pickton 2001, 183-214;
633) For paywalls, the creativity of launch communications is important not
only since consumers run into competing marketing messages
continuously in the online channels but since it is easy for the consumer to

consume these competitive services — even for free — online.

Marketing Communications Planning and Management

Message Media Al-?iirgre]ée
Strategy Strategy Strategy

Marketing Communications Mix

Figure 6. Creativity in Marketing Communications (Broderick & Pickton
2001, 183-214; 633)

To clarify the goals, the micro model of marketing communications is
introduced. Strong theory of advertising, AIDA, represents the role of the
customer in marketing communications: reaction of a customer towards
the marketing communications message. Even if introducing a more
complex consumer decision making model would better reflect the world
today (Court et al. 2009), AIDA is sufficient enough to clarify the chain of
responses the launch communications aims to generate in the target
audience. The name of the model, AIDA, comes from these consumer
response stages: Awareness, Interest, Desire and Action. AIDA assumes

that consumers go through three psychological stages — cognitive,
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affective and behavioral - after being exposed to marketing
communications. It is a hierarchical model: the next response stage
cannot emerge until the consumer has gone through the previous step. At
first, the consumer must become aware of the good after which he or she
is able to be interested in it and develop the desire to consume. According
to AIDA, only after these stages the consumer is able to act — make the
decision to purchase. (Vuokko 2002, 50-51)

Attention

Interest

Desire

ctio

Figure 7. AIDA (adapted from Vuokko 2002, 50-51)

As referred to marketing communications goals, it has three functions: to
inform, to remind and to persuade the audience (Anderson & Rubin 1986,
2-5). Hereby, in each of the AIDA stages the communications objective
may be different. The goal of informative communication is to build brand
awareness and attention of new offering or improvements. Persuasive
communications targets to create liking among the target audience and
increase the purchase intentions whereas the reminding communications
stimulates the purchases to be repeated. Reinforcement assures current
customers that they’ve made the right choice. (Keller & Kotler 2012, 526-
527) AIDA is a suitable model for the context since online newspaper can

be considered as a high involvement good — readers often commit for a
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longer period. Besides, newspaper is a high differentiation good since a
plenty of weight is placed on consuming the newspaper of a certain
region, the one the consumer lives in. Thus, the reader does not undergo
the AIDA stages all over again. After the online newspaper is able to
create the awareness, interest and desire for the first time and the reader
pays to get behind the paywall, the launch communications message
seems to be accepted. Hence, the forthcoming marketing communications
campaigns do not start the process from scratch but remind and reinforce

the early launch communications.

3.1 Marketing Communications — Dimensions of Integration

The comprehensive IMC view has been presented as nine dimensions of
integration by Hartley and Pickton in 1998 (Broderick & Pickton 2001, 90-
92). As stated, IMC is more than all media conveying the same message;
thus, the reader is familiarized with the comprehensive integration. Still,
promotional mix integration is one of the most used standpoints of IMC,
also the main standpoint of the thesis. The essence is to integrate the
objectives of different promotion elements and media. As referred earlier,
there are unconscious marketing communications. Hereby, the second
dimension is to integrate the promotion mix with the marketing mix: for
example, price and product convey the same image as the actual
marketing communications. Third dimension of integration, creativity refers
to the need to integrate the varying creative themes. (Broderick & Pickton
2001, 90-92)

Intra-organization integration is organizing inside the firm; each activity
works towards common marketing communications goal. Whereas, inter-
organization dimension is integration with the external organizations
participating in the marketing communications. The sixth dimension is to
integrate the databases to better serve the target audiences. The variety
of stakeholders is managed both in a campaign and within campaigns.

Since audiences are both internal and external, it is a task of the IMC to
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manage these roles and intersecting influence. The eight dimension deals
with the integration of units’ marketing communications in order to have a
coherent corporate identity. The last dimension, geographical integration,
refers to a coherent IMC strategy regardless if the market areas differ in
culture or regulations. (Broderick & Pickton 2001, 90-92)

Since the thesis focuses on launch communications targeted to
consumers — not intra- or inter-organizational communications — the first
three integration themes are the most crucial integration issues. Besides
integrating the channels, the communications need to be in sync with the
online newspaper as a service, online as a distribution method as well as
the paywall as a price. Creativity in launch communications should be
integrated not only inbetween the channels but between the launch
communications and other marketing communications campaigns. In
addition to these three integration issues, the integration of information
gather among the target consumers is important since it provides the

opportunity for meaningful insights on customer perceived value.

3.2 Planning of Integrated Marketing Communications

To reach the communications goals, a marketing communications strategy

that answers the following three problems is required.

1. Selection integration problem scouts what kind of combination of
marketing communications channels efficiently achieves the set
objectives.

2. Positioning integration problem refers to the issue how the
messages in each of the marketing communications activities are
made consistent.

3. Customer timeline integration is a strategic issue indicating the
stages in the marketing channel where the communications should
reach the customers and expedite the decision making favorably.

(Percy & Rossiter 1998, 324)
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To find solutions companies utilize IMC planning models that Smith (1998,
31-34) has simplified as SOSTAC: Situation analysis, Objective setting,
Strategy formulation, Tactics as strategy details, Acting out the marketing
communications plan and Controlling the performance. Other authors
have emphasized different aspects of the same planning process. Still, all
of them serve the same purpose. Sirgy (1998, 32-34) analyzes IMC
planning from a broader perspective: integration occurs on company, not
only on marketing communications level. Even if the overall marketing
strategy sets the precepts for IMC strategy, several models take the
general integration for granted and exclude the marketing strategy
overview from the planning models. Hereby, Sirgy’s (1998, 32-34) model is

most focused on analysis: on company, marketing and promotional level.

The generic IMC planning process — presented as Appendix 1 — is the
planning model the thesis follows. Thus, the launch communications
planning starts with the analysis of the marketing plan and goals. This
analysis includes both internal and external aspects. The next phase is to
analyze the current situation of the promotional program. After these
stages, the process of communications is further studied. Current situation
indicates the need for promotional program modifications and how the
communication process can be more effective: what are the response
stages target audience goes through and how the marketer, message and
channels work together towards the marketing communications goals.
After analysis, budget is allocated to activities and the integration of
communications mix is ensured by carefully developing the message and
media strategies. Finally after the implementation, success is evaluated —
how the gained results match with the set goals — and further adjustments
are potential. (Belch & Belch 2003, 24-32) Since the aim is to produce
marketing communications strategy based on best practices, the paywall
launch as a context and target audience reactions have been introduced
to the reader. The insights on the internal issues: strategy and situational
evaluation are gained via the empirical research. Hereby, the empirical

part complements the launch communications planning of the thesis by
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providing knowledge on the launch communications goals, audience,

message and media strategy — from a real company perspective.

If compared to the generic model, other models leave out planning stages
or concentrate on narrower point of views. Moore and Thorson (1996, 140-
151) do not include the marketing plan review but start with the situation
analysis focusing on purchasing cycles. Even Sirgy (1998, 213-220) deals
situation analysis or marketing plan review concisely: to look back at the
accounting data. The data reflects external factors, like competitor or
environmental changes, hereby indicating the success of the earlier
program. Whereas, Peltier et al. (2003) recognize the need for marketing
plan review but suggest databases as the premises for situational analysis
and segmentation. Also Percy (2008, 245-248) acknowledges the need for
background knowledge but is focused on the target audience analysis.

In other IMC planning processes, the communication stages are not dealt
as systematically when compared to the generic one by Belch and Belch
(2003). Moore and Thorson (1996, 147-149) model focuses on channel
factors. Peltier et al. (2003) come closer to generic model by discussing
contact management; still the focus is on timing, context and approach
style, not the message itself. Also Sirgy (1998, 60) and Percy (2008) are
not as applicable. Regardless of the analytical approach, Sirgy (1998, 60)
does not largely include communications processes whereas Percy (2008,
249-255) focuses on the decision making stages and roles which require a
lot of customer behavior knowledge and might make the model more
suitable for B2B marketing. In the generic model, the budgeting,
implementation and monitoring issues are not treated as self-evident.
Thus, in the following chapters the launch is approached from the generic
standpoint; it is noted that the launch communications need to be in line
with the marketing goals and analyzing the communications processes
guides the strategy formation. The first issue, overall marketing goals,
have been discussed in the second chapter of the thesis: the reader

should now be familiar with the customer loyalty and customer perceived
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value. To increase the communications understanding, not only the
processes have been gone through but the value proposition concept
linking the customer perceived value to communications. Now, the focus is
turned into the launch communications strategy that consists of target
audience, message and media strategies. Monitoring enables the follow

up whether the strategies reach the set launch communications goals.

3.3 Target Audience Strategy

Target audience strategy does not solely refer to defining the target
customers but the marketer identifies the audiences that influence on the
markets. Target audience as a term refers to those consumers that have
either direct or indirect effect on business performance and who are
hereby selected to receive marketing communications messages.
(Broderick & Pickton 2001, 65; 632) Since the customers vary in terms of
loyalty and usage habits, it is appropriate to build the marketing
communications strategy on customer segmentation (Keller & Kotler 2012,
504). Consumers can be split into groups, within which customers share
similar characteristics. The segmentation is based on demographic,
geographic, psychographic or behavioral differences between the
consumers. What are the benefits and needs the firm appeals, depends
on the chosen target segment. (Broderick & Pickton 2001, 384-394; Keller
& Kotler 2012, 236-251) Hereby, separate value propositions may be
required for each of them (Gallarza et al. 2011; Payne 2008, 127).

In the newspaper context, consumers vary in terms of the usage habits;
there are readers that only consume the print newspaper, online-only
readers and those that read news both online and offline. In addition, there
are consumers that are not connected to the newspaper at all — they read
news elsewhere or do not read news at all. Further it is possible to
recognize, for how long they are committed to the order and what are the
typical readers like. The chosen consumer target influences on the content

of the communications; if there are several segments strategies might
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need customization. Offline-only readers may be entirely unfamiliar with
the online newspaper whereas the online readers are immediately aware
how the paywall influences on the consumer. Besides the effect
consumers have on each other is evident in the online environment, where
the online newspaper is delivered and communicated, and where the

information tends to spread fast.

3.4 Message Strategy

Message strategy is often used as a synonym for creative strategy. In
general, message strategy determines what is said to the target audience
— customer value proposition — whereas creative strategy refers to the
execution: how the message is translated into communications. (Keller &
Kotler 2012, 506-507) To increase the effectiveness of launch
communications the message is to be clear so the consumers may

accurately perceive it and respond (Chen et al. 2007).

Since the value of the service and the service experience exist only after
the customer perceives the value in use, the company may only
communicate prerequisite of value — not the predetermined value
(Gronroos & Voima 2013; Lusch & Vargo 2004). Even if marketing
communications delivers the value proposition to the target (Payne 2008,
128-129), in launch, the consumers actually do the positioning — the firm
only provides them the information to guide them in the right direction
(Schneider & Yocum 2004, 159-160). Hereby, it is the customer perceived
value the company should internalize when defining the marketing
message (Holt & Payne 2001). An appealing value proposition offers
benefits the customer perceives valuable. Besides in launch, the marketer
may search for emotional triggers that cherish customer loyalty beyond
reason (Schneider & Yocum 2004, 160).

Anderson et al. (2006) classified three value proposition types that vary in

terms of how comprehensively the benefits and differentiation are
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communicated. These proposition types are called: all benefits, favorable
points of difference and resonating focus. All benefits require the least
customer or competitor knowledge since it is a simple list of all the benefits
the good is thought to deliver. Due to the limited research, the emphasized
advantages may not be relevant for the target or may not differentiate the
offering. Whereas, favorable points of difference emphasize differentiation:
why the consumer should buy this particular good instead of others. Still, if
the customer benefits are not understood the proposition may emphasize
points of differentiation which deliver relatively little value to the target.
Thus, resonating focus is suggested to be the most workable value
proposition as it combines the first two types. It concentrates on one or
two points of differentiation but does not exclude a point of parity with
other propositions when the benefit is considered obligatory for the value
proposition or the offerings are communicated as comparable to the

customers. (Anderson & Narus 1998; Anderson et al. 2006)

Like stated, the competitor aspect might not be crucial in the newspaper
industry but differentiating the online newspaper and the offline newspaper
inside the firm is. Besides communicating news benefits, the newspaper
firms consider the role interplay of the online and offline newspaper. The
positioning in the mind of consumers does not only aim to an emotional
bond but to distinct the offering from the existing one (Schneider & Yocum
2004, 155-156). The researchers are of two schools; whether the role of
online is considered to somewhat cannibalize the traditional media
(Dekimpe et al. 2002; Frazier 1999; Shapiro & Varian 1999, 66) or as it is
more recently seen as a complementary version for the print; readers are
hybrid-users of both online and offline newspapers (Avant et al. 2011;
Hujanen & Pietikainen 2004; Graham & Greenhill 2013; Kayany & Yelsma
2000; Nguyen & Western 2007). If online is considered as a
complementary service, researchers emphasize the importance to
appropriately position the online media as well as synergies between the
online and offline newspaper. If the marketing communications of the

online newspaper only mimics the offline news consumption benefits and
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the news content is the same as in the traditional newspaper,
cannibalization is more likely to occur. Hereby, the company’s marketing
message is recommended to rely on differentiating and complementing
advantages, technologies and usage situations of online and offline
newspaper. (Barragree & Overdorf 2001; Chyi & Lasorsa 2002; Chyi &
Sylvie 2001; Chyi & Yang 2011; Flavian & Gurrea 2007a; Graham &
Greenhill 2013; Habann et al. 2008)

Referring to Lanning (2000) who emphasized the differentiation of value
proposition, the message should mainly differentiate the online newspaper
from the firm’s own traditional newspaper to avoid the cannibalization of
own services. Simultaneously, the value proposition does not exclude
points of parity with the print paper if these benefits are required to attract
readers. Even if general news benefits — to inform and to entertain — are
still part of the online newspaper value proposition, the distinct online
benefits, such as accessibility and constant updates, are to differentiate
the offerings. All in all, the firm message should include unique online
newspaper benefits the customer perceives valuable, general news
benefits and something to appeal the emotions with. However, the final

positioning is done by the reader.

During the years, authors have acknowledged the duality in how the
message can be expressed — known as the creative strategy. Already in
1980s, Carey discussed the transmission and the ritual view of
communications (Carey 1989). The first appeal referred to the action of
giving information in forms of signals or messages to control people over
distance. Whereas, the ritual appeal fostered culture in time and hereby
controlled action but did not deliver messages in space. The latter appeal
was thus linked to participation and shared beliefs. (Carey 1989)
Rothenberg (1995, 42-43) acknowledged these appeals in marketing
communications, even if, the traditional view had been more widely
recognized: marketing messages were considered to deliver reality —

change and control. However, Rothenberg emphasized that marketing
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messages could be based on the ritual view, like images, as well. The two
marketing message appeals have gone by different names: transmission
and ritual, informational and transformational (Donovan et al. 1991) as well

as rational and emotional (Askegaard et al. 2010, 300).

The informational message relies on rational customer and displays in
details the attributes of the offering. One-sided messages represent only
the benefits, whereas two-sided messages include negative information.
The negative argument is most efficient when it is placed early in the
message (Hass & Linder 1972; Haugtvedt & Wegener 1994; Hovland
1966), targeted to educated consumers (Brand et al. 1989; Hovland et al.
1949, 225; Hunt & Smith 1978) and aimed to change negative attitudes or
to create gracious, entirely new attitudes (Sawyer 1973; Etgar & Goodwin
1982; Hovland et al. 1949). Several researchers have tried to point out
that the two-sided message is more effective as it increases the credibility
of the marketer. Even if results differ to some extent, the message
effectiveness seems to depend on whether the customer’s prior attitude
towards the offering is positive or negative, and what is the order of the
arguments (Eisend 2006; Haugtvedt & Wegener 1994; Pechmann 1992).
Chen et al. (2007) stated that the informational message appeal is more
effective in high-tech launches. In another study, functional advertising
was considered appropriate for launches of superior products (O’Connor &
Yikuan 2003). However, due to the study context the findings are not
directly applicable; the paywall audience might not be motivated to

process technical details similarly as the high-tech consumers are.

The other message appeal, transformational marketing refers to
communicating a benefit or image not as directly related to the good as
the informational arguments. The aim is to evoke emotions to motivate the
purchase, for example, by portraying the user image or usage
experiences. Emotional messages have high chance to be noticed and
retained (Zielske 1982). Both negative and positive emotions establish a

customer-marketer bond. Negative message appeals are such as fear,
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guilt and shame (Henthrone et al. 1993; Ray & Wilkie 1970). Positive
message appeals include humor, love and joy. Still, the emotionality
should not overshadow the offering but the appeal supports the message
content. (Chakravarti & Krishnan 2003; Cline & Kellaris 2007; Henthrone
et al. 1993; Ray & Wilkie 1970) As the paywall faces reluctant consumers,
the creative message is to be used so that the message is still clear and
the audience perceive it in a way it was originally meant to be understood.
At least, it has been suggested that the emotional message is more
suitable for situations in which the adaptation difficulty, perceived by the
customer, increases (O’Connor & Yikuan 2003). In the launch, the benefit
of transformational message appeal is considered to be in the relationship
building. As the emotional message links the launch to the parent brand,
this kind of message appeal may increase the customer trust in the new
offering and decrease the adaptation resistance (Chen et al. 2007). As can
be interpreted from the discussion above, both informative and emotional
message appeals have gained supportive arguments in the launch
communications research. As a matter of fact, Chen et al. (2007)
suggested both informational and relational message appeals to be used

in the launch communications strategy, to complement each other.

Taylor (1999) took the division between informational and transformational
appeals further and developed a wheel of six message strategies (see
Figure 8). In the wheel, the chosen appeal and the nature of the offering
together determine the proper strategy. Taylor placed the FCB grid by
Vaughn (1980) in the strategy wheel to indicate the customer involvement.
As Figure 8 presents, on the ritual side of strategies are: ego, social and
sensory segments. Ego goods allow the consumer to state who they are.
Instead of information, communications rely on images. Similarly in social
goods, communications display the image on how owning the good make
statements to others. In the third ritual segment, the good is
communicated to provide pleasure through senses. Also, the transmission
appeal includes three message segments: routine, acute need and ration.

In terms of routine goods, the message is informative since the consumers
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are thought to buy rationally. The marketer first informs how the offering
satisfies the need — like convenience, efficiency — after which the
communications becomes more reminding to reinforce the consumption.
Acute need strategies are targeted to users who due to time constraints
rely on point-of-purchase knowledge. These marketing messages create
awareness about the price and benefits for the upcoming acute situations.
In the sixth segment: ration, consumers are expected to be conscious and
deliberative, which advocates the comparative message strategies.
(Frazer 1983; Taylor 1999) In order to choose the best strategy, the
company investigates what is the strongest behavioral determinant of the
consumers (Dhondt & van den Putte 2005). Online newspaper seems to fit
several segments. To some extent the service states who the consumer is
and naturally provides pleasure through senses. However, it represents
also routine and ration good segments. Hence, both ritual and informative

message strategies gain support.

. 3 : Importance ) ]
Transmission View Ritual View

6. Ration Segment 1. Ego Segment
» Comparative * UserImage
» Positioning

Desire for Emotional
Information Importance
Increases Increases
5. Acute Need Segment 2. Social Segment
» Brand Familiarity » Use Occasion

4. Routine Segment = 3. Sensory Segment

Figure 8. Six-Segment Wheel of Message Strategies (adapted from Taylor
1999)
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In launch context, there are some suggestions how the message should
be formulated. Besides having a key message and more detailed —
informative — supportive messages, it is potentially helpful to break the
message into sections or provide the audience launch-related Q&As. If the
marketer is first to achieve breakthroughs or launch milestones, those
could be communicated externally. In case, the offering is hard to
understand or has a negative impression, the launch communications
could benefit analogies or myth-breaking stories. As the launch introduces
something new, also the credibility gained via third-party endorsements
critically supports the message. (Schneider & Yocum 2004, 162-166)

3.5 Media Strategy

The media strategy includes the choices the marketer does between and
inside the communications channels. Besides, the firm needs to plan how
the channels are integrated to achieve the desired reach, impact and
frequency. (Broderick & Pickton 2001, 657-662) Marketing
communications are divided into personal and non-personal channels by
Keller and Kotler (2012, 508-510), as presented in Figure 9. The
difference is in the audience; personal communications occurs between
few people — two or more persons — whereas non-personal
communications is clearly directed to more than one person. Personal
communications happens face-to-face or person-to-audience but also
through phone or e-mail. The effectiveness of these channels relies on the
customized communications and the direct feedback. Three personal
channels are further distinguished: advocate, expert and social channels.
The first refers to employees who contact the potential customers,
whereas expert channel consists of statements made by external
specialists. In social channels, the word-of-mouth marketing by friends and
family affects the buyers. In all channels, importance is placed on the
identification of the opinion leaders as these are the people who affect the
opinions of others. (Keller & Kotler 2012, 508-510)
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The other category, non-personal channels — media, sales promotions,
events and public relations (PR) — initialize the propitious attitudes gained
in personal channels. Media refers to the most familiar form of promoting:
mass messages via paid media, like broadcastings. Sales promotion
includes consumer promotion, such as samples and coupons. Events and
experiences consist of formal and less formal events where the consumers
interact with the firm. The last channel group, PR, is communications
directed internally to employees or externally to customers, partners,
media and government. The personal and non-personal channels are
complementary due to different benefits. Opinion leaders are the proper
target of non-personal communication; they carry the message to the

masses via personal channels. (Keller & Kotler 2012, 508-510)
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Figure 9. Personal and Non-Personal Channels (based on Keller & Kotler
2012, 508-510)

Since the marketing communications activities seem to affect the revenue
streams when moving from free to fee online, channel choices are

influential. As an example, it is suggested that price promotions are
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effective to stimulate short-term subscriptions, whereas search-engine
referrals and e-mails are more effective to generate new vyearly
subscriptions. (Pauwels & Weiss 2008) As the range of communications
channels is wide, only the ones crucial for the study are included in Table
5 that introduces some of the advantages and disadvantages of the
channels. The choice is based on the knowledge gained via the empirical
study: the channels that emerged in the interviews of newspaper firms are

presented in the table and further discussed in the text.

Table 5. Characteristics of Marketing Communications Channels (adapted
from Smith & Zook 2011, 172-175)

P Characteristics
E | Direct marketing
R | Web site & display | + Direct response
S ads + Large coverage, any target/site available
o) + Creative potential
N + Flexible timing, high frequency
A + Measurability (Deighton & Sherman 2001)
L + Potential to choose the cost category
Search engines | + Consumer-directed, pull marketing (Ravi
C 2005)
H E-mail + Even large target
A + Targeted and personalized (Rowley 2004)
N + Rather low cost
N Social media & | + Dialogue with the inquisitive audience
E online + Flexible timing
L communities + Understanding the customer (Rowley 2004)
S + Value for both parties, RM (Rowley 2004)
+ Attracts advertising revenue (Rowley 2004)
Advertising
Own newspaper | + Right geographic target
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+ Low cost

+ High frequency

+ Can refer back

- Limitations of creativity
- Deliberately read

Other newspapers

+ Clear regional or national audience
+ Low to medium cost

- Deliberatively read

- Competitive messages

- Creativity limitations

Television

+ Large coverage

+ High recall, active viewers
+ Creative potential

+ High frequency possible

- Transitory

- High costs

Radio

+ Low cost

+ Often active audience

+ Transportable medium

+ High frequency

- Sound and time constraint

- Transitory

Sales promotions

Free Trials

+ Decrease purchase risk (Kumar 2009, 167)

+Example of opinion leaders (Kumar 2009, 167)

Public relations

Publications + Awareness building
+ Credibility (Schneider& Yocum 2004, 230)
Events and + Improved firm and brand image

experiences

+ Personal interaction (Close et al. 2005)
- Rather costly

- Difficult to measure impact (Close et al. 2005)
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In the second chapter, the online environment was discussed from the
perspective of customer perceived value. The distinct online
characteristics also differentiate the online and offline as communications
channels. In general, there are some advantages in which the new online
channels are outperforming the traditional marketing communications mix.
Online and social media refers to marketing communications in the
internet applications and webpages. Evidence exists that the web-based
marketing efforts are more efficient and maybe even more effective than
the traditional channels (Haenlein & Kaplan 2010; Kaplan 2012). Even
increasingly, as the media consumption changes: Internet and TV
consumption are high in comparison to radio and print papers (IAB
2012b). The traditional media strategy has been referred as passive
communications, one-to-many marketing. Communications in such mass
media is able to inform and remind the consumer, whereas the third
marketing function: differentiation through persuasion is hard due to
unidirectional channels. Social media has radically changed the marketing
function by enabling many-to-many communications where also the
consumers create content and direct it either to the company or other
consumers. (Chatterjee et al. 1995; Haenlein & Kaplan 2010; Hoffman &
Novak 1996; Mufiiz & Schau 2011) Not all RM communications needs to
be two-way, but all activities should create a response in order to
contribute to the relationship (Gronroos 2004).

For the customer, the main benefit of online communications channels is
the easier information gather to support the decision making. Experience
goods often rely on word-of-mouth marketing since user experience is the
most reliable source of information in the pre-purchase situation (Nelson
1970). New media does not only offer the data real-time but
communications stays in the memory allowing the consumers to access
information even years from now (Friege et al. 2010). Thus, educational
communications is not only crucial for customer retention but the word-of-
mouth influences on new customer acquisition (Rowley 2004). The

enhanced information search online and credibility decreases the risk to
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purchase experience goods (Klein 1998). Online service can be
immediately tested and replaced with another provider. All in all, value-
adding benefits of online marketing communications are improved service
communications and enjoyment that occurs in new media. (Chatterjee et
al. 1995) From the customer perspective it should be noted that online the
reputation of the newspaper and the paywall travels fast and far; not only
the planned communications by the marketer but the uncontrolled content
the consumers create. Positive word-of-mouth is, however, desirable to
encourage new users to experience the service. In case the
communications is well managed these above discussed online channel

benefits of the consumer also serve as the company’s favor.

Especially in the paywall launch situation, the online media seems an
evitable part of the launch communications as it integrates the marketing
communications with the service delivery: both delivery and
communications exist online. After the company has overcame the pre-
purchase uncertainty of the consumers, the interactivity online offers an
opportunity to improve the user experience and develop the relationship
(Hoffman & Novak 1996; Rowley 2004). However, while the interactivity
increases, so does the need for integration in order to create consistent
messages and a coherent relationship (Rowley 2004). Online, the
communications are more consumer-driven; since the consumers choose
the time of access and the amount of information they consume,
companies may build less costly but more customized marketing
communications (Klein 1998). As it is possible to learn about the
consumers through the purchase profiles and feedback, the launch
communications does not rely on the speculated psychographic variables
anymore (Rowley 2004; Schneider & Yocum 2004, 162). Firms may gather
data especially through location based applications (Balasubramanian et
al. 2002). Furthermore, online data eases measuring the influence of the
marketing. New media communications enables companies to compete
with other marketing elements than price, as communications may be

more creative (Klein 1998). Relationship enhancement is the major
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advantage of online channels in the launch context. Online channels
improve reader understanding — like what content is interesting — and
hereby enable more customized and creative communications. If Table 5
Is studied in details, also large coverage and high frequency support the
online media. As the company may choose among the wide range of
online channels, the communications benefits can be reached even with
low monetary investments (Smith & Zook 2011, 172-175).

Offline communications channels offer also advantages for the launch
communications. Own newspaper reaches the right target for free with
high frequency. TV increases the creative potential of the message and
reaches a wide audience. However, it is a rather expensive media to
communicate in. Other print newspapers may reach the people interested
in the firm’s offering but on the other hand the message might be
overwhelmed by competitive messages. To build the company-consumer
relationship, events are considered as a potential solution, but on the other
hand they might get costly and the impact is hard to measure or takes
time. (Smith & Zook 2011, 172-175)

Though, the strategies — audience, message and media — have been
approached from the launch perspective in the previous chapters, the
upcoming empirical part provides deeper knowledge on the strategy
formulation in the paywall launch context. Figure 10 summarizes how the
communications planning has been described for now. The
communications aims first to prepare the audience for the change the
project is about to introduce, secondly keep them engaged in the change
and finally get the audience ready for the completion of the change
(Melton 2008, 35-36). The two theoretical chapters described the inputs of
communications planning; paywall represents the change, readers — and
consumers in general — have been defined as the audience, and both the
formal and informal communications routes have been studied. The actual
planning of communications begins with defining the aim of the

communication; to achieve more committed online readers. Further, the
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Target Audience Strategy -chapter introduced the need for selecting the
target further segment this audience. For each of the segment the
marketer considers, what the paywall message and value proposition
should be like and then chooses among the communications channels.
Finally, the newspaper company follows up as the paywall launch

communications outputs measure the success of the campaign.

INPUTS PROCESS OUTPUTS
to Communications Planning | | Communications Planning | | from Communications Planning

Define the Aim of the

Business Change: =
CommunicationsPlan

Paywall
Select the Audience

Stakeholder - CommunicationsPlan
Segment the Audience :
ManagementPlan: With Measurable
Defining Audiences Success Criteria

Identify Key Message
For Each Segment

Communication Map:
Understanding Select Appropriate
Communications Communications Vehicles

Figure 10. Communications Planning Overview (adapted from Melton
2008, 36)
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4 EMPIRICAL RESEARCH

The empirical part of the thesis was conducted by using the process
benchmark methodology. To gain deep understanding on launch
communications best practices, qualitative data collection was chosen. As
the study was conducted from the company perspective, interviewing
company representatives was seen as an appropriate data collection
method. Majority of the interviewed companies had gone through the
paywall launch and the launch communications process during the past
four years, as the paywalls of the interviewee firms were launched in
between early 2011 and early 2014. Besides, one of the interviewed firms
was only in the planning the paywall launch. The best practices for paywall
launch communications are based on the thoughts of these interviewees.
Interviews were considered as a more workable way to gather data than,
for example, observation, especially as finding several ongoing paywall
launch communications campaigns might have been challenging. Besides,
the advantage of interviews is that they serve the goals of process
benchmark by allowing the firms to declare why something was done and
in which conditions the activities proved beneficial — not solely to indicate

the best practices.

In this chapter, it is presented how the empirical study was conducted and
the analysis of the interview results. The results are dealt from a general
point of view as the interviews did not only indicate the launch
communications best practices but also some pitfalls and potentially poor
practices arose from the empirical data. Hereby, to clearly indicate the
actual contribution of the thesis: the launch communications best practices
and recommendations for the case company, this discussion is saved for
the last chapter. Introducing the best practices separately from the
interviewee standpoints, allows the researcher to further discuss and
reflect the best practices to the case company context. Moreover, this is
how benchmarking works; even if the method points out best practices,
these activities still need to be modified to the operations and situation of
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the case company. Besides fit with the case company, the fit between the

empirical launch communications best practices and theoretical

perspectives — RM and IMC — is discussed in the fifth chapter.

4.1 Interviewee Selection

Seven companies of the contacted 14 companies were interviewed. Even
if the original aim was to collect data from both newspaper and magazine
companies, only the newspaper firms responded to the cooperation inquiry
and agreed to participate in the study. As the firms were approached first
by e-mail, it was possible for them to point out the most appropriate
employee to be interviewed, often the one responsible for the marketing
communications. The interviewees — their titles, interview dates, durations

and the paywall types of the companies — are summarized in Table 6.

Table 6. Interview Details

Name of the Title of the Paywall | Interview
Interviewee Interviewee Type Date Duration
Interviewee 1 | Online Producer | Loose: 8.5.2014 20min 50 s
Metered
Interviewee 2 | Online Business | Loose: 12.5.2014 |44 min15s
Manager Metered
Interviewee 3 | Online Producer | Strict 14.5.2014 |29 min20s
Interviewee 4 | Editor-in-Chief Loose: 14.5.2014 |20 min 10 s
Premium
Interviewee 5 | Account Loose: 27.5.2014 |23 min22s
Director Premium
Interviewee 6 | Editor-in-Chief Strict 2.6.2014 47 min 50 s
Interviewee 7 | Online Business | Loose: 3.6.2014 24 min40s
Manager, Go to | Metered
Market Manager
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In terms of paywall types, the sample was comprehensive: two of the
interviewed companies represented strict paywalls whereas other six had
applied loose systems. One of the paywalls was not launched yet and the
communications were on the planning state. However, some decisions —
like the paywall type had already been made. From the loose paywalls,
two companies represented the premium paywall and other three

embraced the metered model.

4.2 Data Collection and Analysis

The interviews were conducted in a way that they were easy to fit into firm
schedules and hereby the interviewees were to decide which kind of
interview suited them the best. Interviews were carried out by video Skype
and regular phone calls — the interviewees did not suggest face-to-face
meetings. All of the interviews were accomplished in between May and
June 2014. In case the interviewee asked for it, the questionnaire was
sent beforehand by e-mail. The interviews were accomplished in Finnish
and the original questionnaire is offered as Appendix 2. However, the
English version is also provided (see Appendix 3). The discussions were
recorded with an mp3-player making it convenient for the researcher to go
back to the discussed details. As the interviews were transcribed, they
were possible to be analyzed in depth, question by question. To
summarize the results and to indicate the most common practices, tables

and charts were built and these are offered in the results.

As the aim of the thesis was to identify launch communications best
practices in paywall context, the tables aim to provide deeper insights into
the context. However, to ease benchmarking and in order to find the best
practices among the common practices, a large table including all the
interview questions was built for the use of the researcher. In the thesis,
the table has been divided into more specific entities in order to provide a
clear view for the reader and to introduce the recommendations step by

step. After the interviews, each response was compressed into the table
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side by side with the answers of the other interviewees. As the data
collection method was able to capture emotional content of the responses,
and all in all the interviewees opened up their thoughts frankly, the
experienced satisfaction in terms of the communications strategy was
rather clear to be observed. Not to lose this authenticity of the responses,

the core was often written in the table in the form of a direct quote.

The above described Excel file eased the data analysis as all the answers
referring the same interview question were in the same column. Out of
these columns, the researcher was able to gain a general overview on
which practices or strategies were the most commonly used and how
satisfied the respondent companies were with these choices. The table
also enabled the researcher to compare whether there existed similarities
in operations or satisfaction, depending on the width of the newspaper
circulation (also referred as company size), paywall type or the goals the
firm aimed with the launch communications. This comparison was
convenient to conduct by pointing out the interviewee groupings in
different colors and fonts. As all of the mentioned firm characteristics — firm
size, paywall and objectives — might influence on how the paywall launch
communications is organized, it should be noted that the study is not
capable of making generalizable results due to the small sample size. Still,
scenarios of launch communications best practices for the case company
are made and these recommendations are based on insights gained via

the interviews: what seems to be applicable in the context and why.

4.3 Validity and Reliability

In general, the validity of the study is good: both of the two sub-problems
were answered. However, it is difficult to create a meter that only
measures how the success of launch communications is experienced.
Especially, since interview as a data collection method allows the
discussion to ramble. Thus, besides the knowledge on the best launch

communications practices, the research also gained insights on how
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successful the actual service, online newspaper, and the paywall type
were found in the firms. In other words, besides knowledge on how to
organize the paywall launch communications, the interviewees
commented on what kind of paywall is recommendable to adopt and what
kind of webpage should be built.

As only one person was interviewed in each of the chosen firms, it is
potential that the discussion was colored with some personal opinions, as
actually one of the respondents referred: “This is purely my own opinion”.
However, as the firms chose the opportune interviewees themselves, it is
eligible to assume that these persons carry the most knowledge on the
launch communications matter and thus their opinions and the alternative
actions, they have thought, most likely are to the point. Even if, not all of
the ideas of the respondents are currently utlized in the company

operations or even stated out loud in the strategy meetings.

The interview questions were found comprehensive and the issues under
research gained insights in all of the interviews. However, during the first
three interviews the question number six was found ambiguous: some
respondents discussed only the benefits of actual site registration, not the
general webpage characteristics or content benefits. Whereas others
discussed the customer value and benefits in more general level, as the
guestion was intended. The misunderstanding probably resulted from the
chosen wording and the problem was solved by slightly modifying the
question for the remaining interviews. Hereby, in the later interviews the

question was reformed and the term “registration” was left out.

Also, the reliability is good as the research can be repeated with new
respondents and at a different time. Since the questionnaire is provided in
English (Appendix 3) comparable research can be conducted with firms
abroad. Besides, the research can be conducted in other online service
contexts, with only small modifications to the questionnaire provided, like

changing the terms — readers, newspaper etc. — to fit to the new study
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context. Hereby, the study can be replicated in other industries that go
through paywall adoption.

The company, for which the thesis and the best practices were built, found
the recommendations for the launch communications valuable. Especially,
the company considered the emotional message appeal workable and
was keen to utilize celebrities or employees in the launch communications.
Besides, the case company recognized the need to invest more time to
take over the somewhat unknown online communications channels. The
third most relevant recommendation for the case company was the
planning of what happens after the launch and how the marketing
communications should be continued. The company representatives also
agreed with the RM perspective: understanding the customers and
communicating the message correctly is necessary since the issues that

feel obvious inside the firm might not be as self-evident for the consumers.

4.4 Analysis

The interview results are divided into four parts: target audience strategy,
message strategy and media strategy of the launch communications and
finally the firms’ satisfaction to these strategies. An overview on the
results: the used launch communications strategies of the interviewee
firms is presented as Figure 11. Even if, the interview results are dealt
under this chapter, the launch communications recommendations for the
case company based on the best practices and theory is represented in
the fifth chapter. This procedure is to provide clarification for the reader:
due to the interviewee variety the results include multiple standpoints.
Whereas in the chapter five, the focus is solely in the practices best
applicable for the case company. Even if, the interviewee firms represent
newspaper industry, the case company is not part of the empirical sample
of the study and recommendations made for the firm based on the findings

are dealt separately.
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Among the interviewed firms, the most common goal for the paywall
launch communications was to increase the number of electric orders. The
companies also aimed to make the paywall idea well-known among the
audience and to justify the system. Even if it could be assumed, that
companies explaining the system and the motives behind it were the firms
that adopted the system first, the empirical data did not prove the issue as
straightforward. Even, more recent paywall adopters stated to have goals
of customer education. In order to justify the paywall to the readers,
respondent firms pointed out several issues, like: the system is applied
since also other sites go behind paywalls and the paywall brings equality
among the readers when everyone pays. In addition, the service
improvements and the content the online newspaper offers is not cost-free
to produce and hereby it is justified that the reader pays for it — just like the
reader is willing to pay for the printed product too.

There were also some more uncommon, firm-specific goals. Like one of
the respondent firms placed the paywall launch into the bigger marketing
picture, setting a goal that the paywall communications should not disturb
or out shadow the forthcoming marketing campaign of the newspaper
reform. Another firm-specific communications goal arose from the
discussion with a firm that publish the print newspaper only twice a week.
This firm had set a launch communications goal to clearly communicate to
the target that the newspaper is now part of the daily lives of the readers.
Due to the paywall charge the firm is committed to invest more efforts in

the online newspaper version and update the content seven days a week.

4.4.1 Target Audience Strategy

To reach the main goal — increase in digital orders — the interviewed
organizations had somewhat different target groups. Most of the
respondents aimed to increase the digital subscription numbers by
targeting both current print and online readers. Some of the respondents

had a more specific target group: the current standing print order clients,
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as they were stated to be an easily reached, limited group that already
brought most of the profits for the company and hereby offered potential
for increased revenue streams. Even if most of the respondents targeted
only current readers (either both digital and print customers or print
readers only), there were also two firms that stated the launch
communications to simultaneously target new customers. Other
companies organized another campaign for new customer acquisition
later, after the launch had successfully been communicated to the current
customers. The decision based on the fact that current readers were the
ones the change influenced immediately and they were easy to reach. The
firms did not want to risk current reader base by increasing the message

complexity and targeting new readers in the same campaign.

As the above introduced target audience strategies suggest, the firms
mainly segmented the audience based on the relationship the consumer
had with the newspaper firm at the launch time. Only Interviewee 1
referred to other segmenting criteria, age that had been noted to define
the current customer base: “The target was standing print orders — so

approximately people in their forties and up”.

4.4.2 Message Strategy

In the interviewed firms the core of the launch communications message
included often the benefits for the customer; the message was to convince
the consumer that there is now new, valuable and improved content
online. “It is not a choice between making the online service for free or
charge for it but rather a choice between whether to make chargeable
online service, or not to serve online, at all’, as the Interviewee 2 stated.
The Interviewee 2 continued: “Since the advertising income is not
sufficient enough, we needed to make the digital profit in another
manner... As the change might not be pleasant for the readers, we tried to
dress up the message so it would seem more positive”. In order to have a

positive message, the firms complemented the negative-tone paywall
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message by stating that in exchange for payment, the customer now gains
more benefits. As Interviewee 5 said: “It is not the old site that turns into a
chargeable webpage but there is new value online the customer is asked
to pay for.” Even if, the value for the customer was dominating in most of
the launch messages, some respondents did not rely on the most common
value choice, online newspaper content: “more and better”. Instead in
some firms, the value for the customer relied on online benefits in the form
of fast updates. Like the Interviewee 3 referred: “The message for the
customer was that he or she would receive the news of tomorrow already
today”. In addition, Interviewee 1 stated that the launch communications
message intendedly emphasized stability to some extent: there is one

newspaper, the same brand that is now available in multiple channels.

In terms of how the role of the online newspaper was communicated in the
launch, all of the companies that participated the study found the role of
the online newspaper to complement the printed counterpart. The online
newspaper is seen to offer both the same quality content and the same
reading experience as the traditional paper but also other reader benefits.
However, the complementary role was not stated directly in the answers,
like the respondent 4 said: “No specific role, the same roles as before the
paywall: online is a fast channel to share news whereas the print explains
more, lives beside and is more experiential”. Mainly, the complementary
role was indicated as different usage benefits in the additional question in
which the researcher directly asked whether the papers would go
alongside or one cannibalize the other. It was acknowledged that the
online newspaper and the reading experience online is turning into more
newspaper-like as it includes more and more background information and
experiential characteristics. One of the respondents was convinced, to
some extent, that in the future the online newspaper cannibalizes the
traditional newspaper: “Problem from our point of view is, of course, that
there are simultaneously those who prefer the print newspaper: we need
to keep the printing press in operation and the mail trucks drive around the

province. It is easily one third of the costs that occur in anything else but
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the content production. However, this transformation to the online is
difficult for us... Still, it is hard to imagine that in 30 years we would keep
reading printed newspaper as already all the devices are more

developed.”

As the customer perceived value was the core of the launch messages,
the interviewees revealed that the most often communicated user benefit
to differentiate the roles of the newspapers was the better content online:
“to refine, and to enrich the content — videos, locational information, GPS
and maps, visualization, premium content only in our online newspaper,
credibility, more backgrounds and new ways of telling the story”, like
Interviewee 4 pointed out. Also, updates and speed of information were
often mentioned as part of the launch message; the online newspaper
provided a way for the readers to be “in the swim”, like Interviewee 1 said.
Besides, online gave the reader the power to choose when to consume
the news. If compared to the online newspaper, the role of the traditional
paper was noted to explain more and to provide a freeze-frame of the
world. However as already stated, the interviewees found the explaining
nature of printed news increasingly going online, as well. Besides these
role differentiators, the interviewees mentioned interactivity and customer

service as distinct online customer benefits.

When it comes to the creative message strategy, most of the companies
utilized a mix strategy — both informative and emotional appeal in the
campaign. To some extent, the responses for the question 7 (see
appendices 2 and 3) gave the impression that the appeal — especially the
emotional appeal — was chosen rather unconsciously: “Good question. For
us, it might have been a little bit of both”, responded Interviewee 2.
However, there was one company that utilized purely informational
message and few respondents who also stated that the message was of
informative appeal even if the creative strategy was rather a mix of the two
strategies. This interpretation of mix strategy in these cases was done by

the researcher as celebrities in the launch communications message refer
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to an emotional appeal. Even if the firms themselves did not recognize the
strategy as emotionally appealing, like some interviewees did. As said, in
terms of the emotional strategy, the companies utilized three kinds of
images: employees, readers and local celebrities (as readers). The aim of
the emotional appeal was to make the reader relate to the message and
the message broker. Hereby, it was pointed out what is it that makes the
online newspaper appealing for the people in the message (celebrities or
normal readers) and thus desirable for other readers, as well. The reader
image was especially utilized if the firms aimed to build the user image
and hunger for news. Whereas, the employee image was used when the
companies wanted to justify the paywall: it is the work of these people you
pay for. When employees were utilized as the emotional appeal, the
readers were potentially more able to relate to the company and why the

payment is adopted.

Besides humans as emotional message appeal, one of the respondent
firm had utilized different emotional approach and object in the campaign:
‘We had also this kind of image marketing that the advertising agency
built. It was nicely timed in the beginning of summer and they came up
with strawberries... The strawberries were like a pyramid and then
chocolate and cream on the top conveying the message ‘(news) with all
the treats’. The amount of strawberries depended on the package the
reader wanted to order: combination order, digital order...Then at
Christmas time it was a Christmas cookie and now it is a cake.” Even if
Interviewee 6 stated, that without the agency the firm would have used
readers in the campaign — telling about their reading experiences — they
were satisfied as the emotional appeal evoked the interest with something
completely different. “You should be brave to shake your own marketing

thoughts and not to go with the first in mind”, thought Interviewee 6.

Still, people were most often the base of the emotional launch message.
Usually, the company had chosen one of the three groups — employees,

celebrities or normal readers — to base the emotional appeal on. However,
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there were some respondents that had utilized both reader and employee
image in the same campaign. It would seem that the larger the circulation
or the more recently the paywall launch communications campaign was
executed, the more intentionally the respondents had used the different
appeals. Out of those who used both emotional and informative creative
message two respondents clearly stated that the campaign was started
with the emotional message to “create the hype” before the launch and to
showcase why the online newspaper is interesting. This message was
then complemented with a more tactical, informational message after the
launch became public. This message was to introduce the order options.
Whereas, one of the interviewed firms — that was among the first firms to
apply the paywall — stated that the communications was, vice versa,
started with the informational appeal to educate the consumers about the

system.

4.4.3 Media Strategy

The interviews indicated that the launch media strategy was tightly related
to the chosen target audience. As most of the companies communicated
mainly to the current readers, the communications channels were chosen
on the basis which were considered to reach these readers both
effectively and efficiently. Hereby, in terms of offline channels the
company’s own print paper was the most commonly used channel. The
second most utilized were other print papers in the area, like free prints.
The bigger companies also used TV, radio and events to communicate the
paywall launch. Also direct marketing was mentioned in the interviews.
The most commonly used online communications channel in the launch
was the firm’s own webpage. The secondly most common was Facebook
after which came Google AdWords and the corporate webpages in
general, not only other newspaper sites of the group. The bigger the
newspaper’s circulation was, the more communications channels seemed
to be utilized in the launch. In one interview, also direct e-mails and Twitter

were mentioned as online channels. Both online and offline marketing
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communications channels of the interviewee firms are summarized in

Table 7, in which the most important channels are bolded.

Table 7. Launch Communications Channels of the Interviewee Firms

Offline Launch Online Launch Communications
Communications Channels Channels
Own newspaper Own webpage
Other newspapers Facebook
Events Google Ads
TV Corporate webpages
Radio Direct e-mails
Twitter

Besides how to reach the target audience effectively, the utilized media
selection was rationalized with the cost-efficiency of the channels. Besides
reaching the current readers, the owned media in the forms of printed
newspaper and banners in the firm webpage were free, if the lost
advertising revenue was not considered. Also Facebook and Google
AdWords were seen as low cost options for the launch message to be
conveyed in. Mainly, the respondents stated that the aim of each channel
was the same: to gain more paying digital readers and to make the online
option widely known. As, the above introduced channels are the ones the
current readers use they are appropriate channels to fulfill the goal of
having more digital orders in the chosen segment. However, few
companies had thought channel specific goals, mainly in terms of
Facebook. One interviewee stated that the goal of Facebook
communications was to gain more likes and increase the online
newspaper visitor numbers by providing links to the news. Whereas,
another company recognized the channel goals to differ in terms of the
target audience, as some of the channels were to reach efficiently current
readers and some aimed also new readers. Messages in own printed

newspaper and own online banners, Facebook and e-mails were used to
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reach the current readers whereas the paid banners, Facebook, e-mails

and TV aimed more to acquire new readers.

When asked about the timing of launch communications, interviewees
referred to the instability of technological launches. As the accurate date,
when the service is technically ready and tested multiple times, is difficult
to forecast the companies do not start the paywall launch communications
too early. Majority of the interviewees said that the launch communications
campaign was started one to three weeks before the launch date but that
the main focus of the communications was at the time after the paywall
became reality. There were also companies that started the
communications two to three months before the launch date in the form of
articles and releases. As said, often the newspaper paywall launch
communications aimed first to create images and provide more
informational appeal in the second wave. So, few weeks before the
paywall, the communications was stated to be somewhat suggestive: what
IS about to come. The most common communications channels
beforehand seemed to be the own print paper and own webpage. One
respondent stated that only after they came out with the paywall, the
campaign truly started and other channels, like Facebook, were included.
A respondent firm, that utilized TV in the launch campaign, stated that the
firm had an image-based video before the launch and afterwards a more
tactical, informative one. Also earned media, in the forms of articles and
radio interviews, were used in some cases to communicate the change.
The fact that the marketing communications campaign, channel width and
repetition intensified only after the launch date seemed to rely on the
message of free trial after the launch. The strategy was utilized in several
interviewed companies. “Here it is, come and try it for free”, like
Interviewee 4 referred. So, even if the advertising was the main channel
strategy, some sales promotion was also included. In the next page, the
above analysis of the firms’ strategies is visualized on a launch timeline,

as Figure 11.
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2-3 months before 1-3 weeks before 3-6 months after the launch

Launch date

>

+ Some firms already * Suggestive advertising and + The campaign intensifies
communicated the articles * More channels
paywall externally: * Releasing the paywall + Role of social media
articles * Communicating the increases
Preparations process steps * "Try it for free”
+  Educating + Image/Emotional-based + Tactical/informative print,
employees paper, digital and TV message digital and TV message
» Big print articles just before included
the launch

Figure 11. Launch Communications Overview of the Interviewee Firms

How the different launch communications channels were integrated into a
coherent entity did not gain too comprehensive responses among the
interviewees. Three of the firms stated that the marketing communications
campaign was either entirely or partially outsourced so that the small team
working in the project eliminated the issue of one person doing one thing
in another channel and someone doing another thing elsewhere.
Interviewee 1 frankly stated that the integration was not thought of but it
‘came naturally”. Whereas, Respondent 5 said: “Of course, same looks
and message everywhere”. However there were also two interviews in
which the accurate launch timetable, change of work practices and team

mentality were largely emphasized by the respondents.

4.4.4 Satisfaction with the Strategies

In terms of the launch communications success, none of the firms said to
be disappointed. Majority of the interviewees stated that the launch
communications campaign turned out very well; these companies also
stated that they had multiplied the number of digital orders. The
companies that multiplied the amount of digital orders, were the same
companies that had launched a metered model paywall. The most
moderate response became from the company that had applied the

paywall before the other interviewee firms. This firm stated that the launch
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communications outcome was: “OKk, in relation to the target audience”. As
already referred, the main metric for the launch communications success
was the number of digital orders. Interviewee 3 also specified that the firm
followed who the digital customers were: either standing print orders or
time limited print orders completing their order or purely digital orders. One
respondent mentioned also the webpage visitor number in general as a
success metric and another raised the Facebook likes as a metric the firm
followed during the launch and afterwards. The used metrics also
supported the differences in the goals. Even if most of the respondents
stated to be satisfied with the launch since the number of webpage visitors
increased — i.e. also new readers were acquired — some interviewees
seemed equally satisfied with the launch communications as long as the

current online readers were obtained.

When asked about the customer feedback, all respondents pointed out
that the feedback was mainly negative. “I will cancel my order and so will
all my friends” or “The content should be free” were sentences the
respondents had heard from the consumers. However, three of the
respondents said also positive feedback was received: “We were
expecting more critical feedback since the whole site was renewed. Still,
we also gained positive feedback about the site appearance and some of
the readers seemed to understand where this world is going: free riders
are not served that well anymore but with money one can buy better
service”, said Respondent 5. Whereas, Interviewee 6 said that the readers
appreciated the equality the paywall brought: “Now this is fair — the
neighbor does not read for free online the same content that | pay for”.
Even if not seen as clearly as a positive reader feedback, the same
thought came to prominence in two more interviews. Also it was seen that
the passing time would ease the paywall communications. Even if time
and other chargeable content sites prepare the readers for the idea of
paying for online newspaper, in the end it all comes to the perceived
service value, like Interviewee 2 stated: “All depends on whether the

product is perceived valuable or good enough.” Even if, other fee-based
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online services pave the way for newspaper paywalls, the consumer gets
used to a certain (low) price level of these foreign operators, like Netflix or
Spotify, said Interviewee 3. All in all, today “digital things are becoming

equally important with physical things”, Interviewee 2 finished.

As lot has changed in the past three years, especially technology is more
common and sophisticated, one of the respondents stated that they would
“change everything” if the firm got to start the launch communications now.
This comment came from the company that embraced the paywall first
among the interviewed companies. This interviewee discussed that not
only the launch communications would be changed but the firm needed to
alter even the paywall and the online newspaper webpage. These major
changes would naturally influence on the launch communications
campaign. The employees were stated to constantly reconsider whether
the strict paywall was the right choice, whether the online news content
could be improved and what additional benefits the newspaper advertisers
could offer the readers. In the hypothetical situation of new paywall launch
campaign, the newspaper firm would then be able to base the launch

communications on these benefits and the better content.

All in all, the suggested modifications for the launch communications
campaigns were not that fundamental. Majority of the respondents would
not make changes in the target. Those firms that targeted new readers
with the launch communications were satisfied but so were the ones
focusing on current readers: “‘Now we seek new subscribers”, said
Interviewee 2. As the launch campaign was seen challenging — the
paywall is launched only once — these firms found it convenient not to
confuse the communications more by targeting new customers at the
same time. In terms of the target audience modifications, one respondent
suggested that the emphasis could have been more specifically in the

target of 30-40-year-old parents that have a standing print order.
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For the hypothetical potential to improve the launch communications
message there was one interviewee firm that would not make any
modifications. The most common suggestion was to reduce the
technicality of the message: take the value of the online newspaper
content and the sponsor benefits as the core. However, as Interviewee 2
stated: “It is the products that make this difficult and the large amount of
different technical packages”. Thus, Respondent 1 discussed whether the
brand message (emotional appeal) and the informative message (rational
appeal) could be more distinguished — not to fill advertisements with
details: “Call into play and then the informative message”. The
respondents also stated that to decrease the technical complexity of the
paywall, the firm should have uniform customs and terms in the internal
communications. Thus, the external communications would automatically

be more coherent.

The possibility to make modifications in the paywall launch
communications mainly concretized as media strategy suggestions.
Majority of the interviewees raised the idea that repeating the message
more might have been workable. There were also two interview cases in
which the firm faced a time pressure due to other, overlapping marketing
campaigns, as the format of the print journal or online site changed.
Hereby, the paywall launch campaign had to be either merged as a part of
the forthcoming campaign or narrowed down. In general, the firms found
also the launch communications channels sufficient. However, the one
company that did not utilize any online channels, would now take them as
a part of the launch campaign. Two representatives also suggested bolder
communication, for example in Facebook, e-mails, search engines and
other print papers. One respondent wondered, whether there were more
appropriate, alternative webpages for the paid banners of the campaign.
Also, one interviewee was not sure whether Google AdWords was
necessary — but it was not a costly investment either. Mainly, the
suggestion for the forthcoming launch communications was to

communicate more in the chosen channels.
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5 BEST PRACTICES AND CONCLUSIONS

As the thesis aims to provide launch communications best practices for a
certain type of company launching the online newspaper paywall, the
empirical data and theory are interpreted from the point of view of this
particular case company. Besides, IMC appeal suggests communications
plan to be built on a comprehensive analysis — not only internal factors
influencing the marketing communications program, like the company
goals or budget, but also the external environment in which the launch is
accomplished. Hereby, for example, if some empirical findings were mainly
applicable for early adopters of paywall, these activities may not be
emphasized as a recommendable course of action for the case company.
Still, it does not mean that all insights of these interviewees are hereby
outdated, but some of the practices may not be as current now, nearly four

years later.

Besides launch timing, the suitability of the empirical recommendations for
the case company is evaluated based on other factors, like the circulation
width of the interviewee firm. As the largest operators clearly invested
more money in the launch communications or targeted a wider customer
base in Finland, the case company is not advised to follow all of their
practices — even if these practices were effective. The case company
target audience strategy is more regional and hence the budget also more
moderate. Hereby, the smaller and medium sized interviewee firms offer
valuable information on which of the launch communications strategies
and tactics are vital, the most essential ones in order to meet the goals.
Even without knowing the exact launch communications budget or the
target segment of the case company, the above assumptions can be
drawn based on the knowledge of the company background.

In addition to the size of the company — budget and target — the paywall
type may have affected why the launch communications practices of the
interviewee companies differed. The paywall type influences on, what kind
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of readers the launch communications targets to attract to the webpage
and what is the emphasized launch message. Thus, the paywall type
needs to be kept in mind when building the launch communications
strategy. As the paywall type of the case company is for confidentiality
reasons unrevealed, the recommendations of the thesis follow the
paywalls on a general level. As loose paywalls seem to be more common
among the influential industry operators, the loose paywall type serves as
the basis of the recommendations. In case divergent launch
communications practices are suggested for strict paywalls, these insights
are clearly stated in the recommendations.

Before introducing operations in details, strategic recommendations are
outlined. In general, the goal for the first paywall year is to increase the
online reader and the webpage visitor number. The number of paying
online readers should be tripled if compared to the current online reader
number — regardless what the reader number currently is (confidential).
Naturally, not all of the new paying online customers are new readers: part
of them are print customers already paying for the firm offline. Then there
are online readers who are entirely new, exploring the company’s
newspaper for the first time after being exposed to the marketing
communications message. Whereas, those who are not new readers but
new paying online readers that have not paid for the online newspaper
before, do not contribute to the goal: tripling of online reader number. As
the interviewees stated, the print paper provides most of the firm revenue.
To protect the printed paper, the aim is to turn 65 percent of the print
orders into a combination of order. Rest of the print readers can be
converted in the later campaigns. The target amount of combination
orders is reached by communicating the online newspaper as a
complementary service. The coverage of the launch communications
message should be high: approximately 95 percent of the target audience
— people living in the region, those who have moved away or are

interested in the region for some other reason — should be exposed to the
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message at least once. The most important marketing communications

channel strategies are advertising, sales promotions and PR.

As discussed in the theory, for newspaper companies both subscription
revenue and advertising revenue are important. Thus, the goal of launch
communications is to foster both of them: a large customer base attracts
advertisers and on the other way around, benefits via partnerships
potentially tempt new readers. Hereby for both revenues, it is beneficial
that the launch communications reaches the target audience and
convinces them of the online newspaper value. The online newspaper
value is the core of the launch communications message as it provides
base for a long and loyal company-customer relationship. As the current
readers are to be maintained, even if the paywall is negative news for
them, their loyalty is first increased by proper value propositions that base
on customer perceived value. As the current readers are more loyal, they
are more likely to accept the fee when the launch date arrives. For the
entirely new readers, the value approach is apposite, as well, in order to
build the relationship on a solid base right from start. To develop the
relationships, the launch communications is based on IMC strategies that
were found most appropriate for the case firm due to both empirical and

theoretical insights.

Majority of the interviewed companies limited the target audience to the
current customer base and targeted purely new readers only in separate
campaigns later, after the launch. Some firms treated potential new
readers as a secondary audience in the paywall launch campaign. Even if
not always part of the launch communications, all the interviewee
companies recognized the importance of new customer acquisition. Thus,
the recommendations suggest customer acquisition to be combined with
the paywall launch campaign. For the case company it is recommended
that the customer base enlargement is accomplished before
communicating externally that there will be a paywall. As it was discussed

in the theoretical part, customers consider experience goods risky
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investments since the consumers have to purchase the service based on
value assumptions. Even the online newspaper as an innovation may still
face some resistance since the consumers are used to the printed
newspaper. Thus, the simultaneous new reader acquisition campaign
provides the potential paying readers an opportunity to familiarize
themselves with the online newspaper while it is still non-chargeable and
the consumers do not possess negative attitudes towards the webpage
only because they know there is a charge to come. It is assumed, that the
consumers observe the online newspaper value and benefits in a more
open manner as their mind is not occupied by the knowledge about the
paywall. Besides, it is less risky for the consumers to learn the newspaper
value before the paywall as they are not assumed to pay — not even a

short period — for a service and benefits they are entirely unfamiliar with.

For the advertising revenue, the case company is advised to hold on to
casual site visitors. It is especially current for loose paywalls not to reach
for paying customers only. As said in the limitations, the thesis does not
discuss the advertising income as such, still it is acknowledged that
increasing the amount of readers while the site is still free, should result in
higher subscription and site visitor numbers after the paywall. Hereby, the
marketing goal of increased online reader number has a positive effect on
the other marketing goal: increased advertising income, as well. Achieving
the reader momentum before the paywall launch was a suggestion that
the earlier studies discussed too. In time, also these random readers may
turn into paying customers as they find the online newspaper valuable and
suitable for their lifestyles.

Like promised, the completed theoretical framework is provided in the next
page as Figure 12. Since the recommendations for the case company
follow the three-pronged strategy, the framework indicates the essentials
of each of the three strategy decisions: target, message and media
strategy. These best practices are further opened up in the forthcoming

chapters that introduce the three-step launch communications strategy
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recommended for the case company. In the completed theoretical
framework, RM is still the perspective providing the fundamental goals for
the launch communications. The launch communications occurs via value
proposition that is based on a three-pronged strategy: target audience,
message and media strategy. Based on the analysis of empirical and
theoretical data, it is suggested for the case company to aim the paywall
launch communications to current online and print readers, as well as
entirely new readers. The core of the message in each channel is the
same: to communicate the benefits and value for the reader. Besides, it is
suggested that the message is first emotionally appealing and only later
more informative and detailed. The communications is recommended to
be started approximately three months before the launch day and to be
continued approximately three months after the date. Like said, the
coherent message is spread in several channels: own print, own webpage,
social media, other papers and webpages as well as events. Thus, the
message is not solely disseminated via advertising strategies but also

more informative and personal strategies; PR and events.

Customer
Relationship Target Audience Strategy
: * Current onlineand print readers
Marketing * Potential, new readers
Paywall Launch Message Strategy

¢ Benefits and value for the reader
* First emotional, complemented
with informative appeal

Communications

Media Strategy

Value Proposition 2-3 months before and after the
: launch
* Target Audience Strategy «  Own print paper
* Message Strategy * Own webpage
+ Media Strategy * Social media
* Other print papers
* Events

Figure 12. Completed Theoretical Framework
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To accomplish the strategies, the proposed courses of action are divided
into three launch communications steps. These steps represent the variety
of goals and hereby strategies detected in the empirical data. The
differentiating aims of the three steps are: Step 1. Increase the number of
online readers before the paywall launch becomes public, Step 2.
Communicate the paywall externally in an open manner and Step 3. Lock
up as large portion of paying customers as possible among the increased
reader numbers. This is the way both subscription and advertising revenue
goals can be achieved: increased subscription profit due to increased
number of paying customers as well as more site visitors and hereby
better advertising income. It convenient to use the advertising income as
an argument for certain strategic decisions even if it is not the focus of the
study. Even if the interviewed companies did not largely emphasize the
importance of integration in the launch process, the researcher suggests
IMC as an important success factor for the launch communications
process and relationship building. These two perspectives: launch
communications and relationship marketing guide the decision making
between IMC strategies. As integration issues are well thought
beforehand, it is possible for the case company to manage the large
launch campaign that targets both new and current readers. Through
integrating the marketing goals (advertising and subscription income),
target goals (new and current readers), different message appeals
(emotional and informative) as well as channel strategies, it is easier for
the firm to identify how all the decisions serve the same final purpose:

increase in profit through loyal online customer relationships.

The three steps are dealt under separate headlines: Pre-Pre-Launch, Pre-
Launch and Post-Launch which are introduced in chronological order — the
first phase begins months before the paywall is launched and the last
stage continues months after the launch date. In two of the stages, there is
an alternative scenario represented (see Table 8). Even if, the researcher
finds it recommendable to target new readers simultaneously — i.e. having

a large scale launch campaign — it might be due to budget, timing,
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overlapping campaigns or some other reason, the case company rather
chooses a communications strategy targeting only current online and print
readers. These alternative scenarios — or how they differ from Scenario 1

— are introduced at the end of each step, after the primary scenario.

Table 8. Launch Communications Steps

Launch Communications Step

Step 1. Pre-Pre-Launch e Scenario 1l

e Scenario 2

Step 2. Pre-Launch e Scenarios do not largely differ

Step 3. Post-Launch e Scenario 1

e Scenario 2

Besides, combining Scenario 1 of the first step with Scenario 1 of the third
step, it would seem possible to compound Scenario 1 of the first step with
Scenario 2 of the third step. If this is the case, the customer base would
first be increased and then the launch communications’ efforts were
reduced in Step 3. This could be done if Scenario 1 in the first step is
trusted to attract a major part of the potential, new online readers and
hereby the continued reach for new readers in the Step 3 seems fruitless.
This idea of combined scenarios will open up later as the reader is more

familiar with the content of the different steps and scenarios.

5.1Pre-Pre-Launch — Increase the Number of Online Readers

Like discussed in launch literature and empirical analysis, there exists
uncertainty about when the paywall is ready to be launched. Thus, it is not
necessary to make the external announcement too early. The first
communications step, increasing the amount of readers can be, however,
started as much beforehand as the firm finds relevant. This is due to the
strategy: Step 1 does not aim to inform the consumers about the

upcoming paywall but rather about the value and image of the online
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newspaper. If the marketing communications goals — discussed in the third
chapter — are thought, the objective of the Pre-Pre-Launch is to persuade
the customers: create liking and prepare them to purchase the service
later by familiarizing them with the superior value the webpage delivers.
This is the time when the relationship between the customer and the
newspaper firm is strengthened and the communications contributes to the

solid friendship towards the firm.

An appropriate timing to begin Step 1 is two to three months before the
paywall concretizes. No matter if the aim is to reach also new readers or
purely hold on to the current readers, in both scenarios the number of
paying customers is expected to increase — though more radically in the
preferred strategy that aims to triple the reader number within the first
year. The message appeal is suggested to be emotional, like majority of
the interviewed firms started their launch communications campaign. As
discussed in the theory chapters, the emotional message appeal is
appropriate as the goal at this point is to strengthen the relationship before
testing the strength with the paywall announcement. Hereby, also previous
authors have considered the emotional appeal to be suitable for launch
situations in which the customers possess negative attitudes or resistance;
the appeal connects the online newspaper to the parent brand, printed
newspaper. The goal at this point is to gain goodwill among the
consumers, make them interested in the content, visit the online

newspaper site and find it valuable.

Since the customers create the positioning of the service in their own
minds, the emotional message should be clear enough to create the
aimed image about the company-customer relationship and the online
newspaper. As the latter point indicates, the online newspaper needs to be
ready: updated, rich in content and workable before Step 1 is started. It is
crucial for ensuring the service meets the expectations the consumer has
created based on the communications. It is not sufficient only to

communicate the value of the webpage but in the end it all depends
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whether the site and the company succeeds to deliver the value
proposition. As Interviewee 6 stated: “The speed is not the only thing that
matters but the brand and credibility needs to be maintained also online.
Most important is that there is good content that can be communicated to
the readers.” To build up the customer loyalty, every company-customer
interface proves meaningful. As the consumers visit the webpage, the
newspaper firm should continuously meet — or even exceed — the readers’

value expectations in order to gain their loyalty.

As Table 9 in the end of the chapter indicates, in the empirical data the
most common aim of the paywall launch communications was to reach the
target for two reasons: to retain the current customers and to gain new
customers. The goals did not clearly vary depending on the firm size or
launch timing. However, it seemed that the smaller circulation newspapers
or early adopters used to focus on current readers, whereas the wider
circulation newspapers aimed to increase the reader base. Also, the
companies that adopted the paywall more recently separated the target
strategies more clearly, in terms of combination orders and pure digital
orders. As seen in Table 9, current readers as a target group is often
preferred since reaching them through firm’s own channels is more
convenient. Current print customers, especially standing orders, probably
find the step into a full order less intimidating as they are already familiar
with the firm and the price increase feels relatively smaller. Like discussed
in theory chapters, also earlier researchers found these standing print
orders as the most potential customer group willing to pay for the online.
Besides increase in paying online customers, another important launch
communications goal that arose in several interviews was to convince the
consumers of the webpage quality and value. For the case company both
of these goals are recommended. The aim of the launch communications
is to convince current and new readers with the value appeal. Combining
the current and new reader campaigns is suggested as it supports the

long-term RM approach. Hereby, the online reader number is first
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increased and the following paywall communications steps are targeted to

this increased current reader base.

The Pre-pre-launch communications aims to reach the reader momentum.
Thus, it is beneficial for the case firm to consider what their typical online
and print readers are like; run reports revealing the type of the order,
demographics or what content is the most visited online since these issues
influence on how the launch communications is to be organized. Knowing
the customers increase the understanding on customer perceived value:
the online newspaper benefits the customers seek and value. Hence, true
customer knowledge improves the communicated value proposition. As
the main target of the paywall marketing communications is often the
standing print orders, the customer base is wide: young families, single
adults, elderly people but rarely young people. Even if, the elderly people
might seem an uncertain target, not familiar with technology, it should be
noted that technology adoption is increasing among all the consumer
segments, like Interviewee 6 stated: “Also, elderly people need to
understand what we are doing so that misunderstandings are avoided”.
Even if, the standing print order customers seem like an easy, lucrative
target, it should not be overlooked that there are consumers to whose
lifestyle the print paper does not suit but who might still be responsive for
the paywall launch communications message and become readers in the
form of pure online orders, as Interviewee 5 pointed out: “There are those
people to whom the printed paper is not the thing anymore but who might

be interested in the content if it is served in a different way.”

The interviewed companies did not segment the target based on age or
other demographics. Perhaps, since there are potential online readers in
every group. Nowadays all kinds of people utilize internet. It is not crucial
to solve who is a potential online reader and who is not — they all are.
Instead, it is more crucial to know the customers, like their age and
interests, in order to understand the value they seek and the value they

place on the newspaper. This guides the case company: which benefits to
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emphasize and who value the service enough to pay for it. As the launch
message is based on customer perceived value, the current print readers
are attracted by the benefits of mobility, content enrichment and other
complementary benefits they gain online. Whereas, the potential new
online readers, that are not as familiar with the brand but might be more
familiar with online environment, perceive the message of quality news
attracting; the online newspaper provides them an easy access to firm’s
quality content they cannot find elsewhere. Hereby, the case company is
recommended to utilize the segmentation based on the reader’s current
relationship with the firm as the print, online and new readers perceive the
online newspaper benefits from different standpoints. Somewhat distinct

value propositions for the segments can then be formed.

As the online newspaper value proposition relies on the core competences
of the webpage, it should be ensured in advantage that the readers find
the benefits valuable. Ensuring that the improved online newspaper fits to
the market makes the launch communications task a lot easier. For some
companies, the online newspaper competences may be sophisticated
additional content in the form of articles, videos and GPS whereas for
other firms it might be the speed of updates or range of service packages.
These competences depend also on the main customers: in some regions
the readers might be highly interested in the local ice hockey team making
it worthwhile to create special content around the topic whereas elsewhere
the readers appreciate hunting, business news or international issues. All
in all, besides communicating the online benefits, the case company
should rely on its core knowhow as a value-adding attribute for the
customers. When appealing to the interests of the readers, the
interviewees stated that the uniqueness what is possible online provided
an advantage. One of these online characteristics is the potential for the
reader to some extent personalize the webpage according to personal
interests: “We have this kind of ‘subject site’ — there are articles of each
debated issues gathered into one totality increasing value for the

customers. Like the crisis in Ukraine or Ice Hockey World Championship.
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You may find all the related articles in one place and follow up what has
been written as well as return to articles...it is somewhat like the archives
but made easier for the reader as the topics may as well be small or
large”, Interviewee 5 stated. As the case company finds a way of its own
to benefit the unique online potential, the value of these content

improvements should be clearly stated to the target.

Despite the above discussion, the goal of the thesis is not to advice on
how to build the webpage but these issues are referred as service
qualities naturally influence on the marketing communications. If the topic
is considered from the IMC point of view, it is impossible to separate the
marketing communications from the overall picture: what is the launched
service and how the customers perceive it. Thus, it is always situation
specific what are the site characteristics or customer benefits the marketer
should base the value proposition on. Besides, having an online
newspaper value proposition that bases on what makes the newspaper
interesting — general news benefits — and benefits of this particular
newspaper, there should be arguments why it is valuable to consume the
newspaper online: faster updates, content is served in multiple formats
and not as much pre-chosen content by the editors, if compared to print.
These complementary benefits of the online newspaper guarantee that the
case firm meets the goal: increase in digital orders but not at the expense
of the print newspaper. Instead of cannibalization, the complementary

benefits strengthen the parent brand.

In the empirical data, most commonly the core of the paywall message
relied in the improved online content and these online usage benefits that
distinguish the service from the printed paper. webpages are updated
faster, they can be personalized to emphasize the issues the reader is
interested in and they move wherever the reader goes keeping him or her
constantly informed. Besides firm-specific capabilities, these are the
issues the newspaper should rely on in the launch communications. Since

the amount of content online is not limited, there exists unique stories that
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are not published in the printed paper. Especially videos, GPS,
visualization or archives cannot be brought to print. Even if the interviewee
firms raised the potential of online newspaper to utilize the already
established role and brand of the printed paper, the online service should
be communicated as complementary. What should be emphasized as a
similarity is the quality content and reading experience. Whereas, online-
only content makes the online to complement the printed version;
personalization and mobility — freedom of choice — for the reader. In Table
9 the most important customer benefits are represented. These can be
used as arguments of the newspaper value. The most essential ones are
marked in Table 9 as bolded text. As these proved the most important in

the empirical data, they form the recommended message for the case firm.

Some interviewees stated that the content or appearance changes in the
online newspaper were scheduled to be part of the paywall launch
campaign. This has potentially made the message of improved online
value easier to detect and hereby more acceptable for the consumers. If
the case company considers changes in the webpage appearance, it is
recommended to be combined with the launch campaign in order to
concretize the improved value for the target and ease the paywall
acceptance. Even if no such changes in the webpage were made, the
improved value and benefits are still to be the main message.

The Pre-pre-launch step is recommended to communicate the increased
online newspaper value as such — and make the link between the
improved value and the chargeable paywall only later on, in the second
step of launch communications. For now, the communications aims to
build the relationship between the customer and the firm by providing
positive images. Step 1 of the launch communications is free of any hints
on the upcoming paywall — not only due to the technical uncertainty but
also since this is the time the markets are made ready for the paywall. As
discussed in the third chapter of the thesis, the launch should appear

smooth and value-adding for the customer. Hereby, the value creation
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process is advisable to be started early enough as the acceptance of the
new value proposition will anyhow require time. The more likely it is to be

accepted if the value creation has been done properly.

As majority of the interviewed firms utilized either readers, local celebrities
or employees in the emotional paywall launch message, this is a
recommendable act also for the case company. The reader is able to
relate to the advocates — and hereby to the firm — and simultaneously the
message informs why the newspaper is interesting. As previous
researchers point out, the emotional appeal has high potential to be noted
and retained. Celebrities as advocates seem to support the hype around
the message. These arguments for the emotional appeal are also
summarized in Table 9. If referred to earlier researches, positioning of a
new offer should create an emotional bond that will help to overcome the
existing relationships or attitudes the consumers possess and which may
negatively affect the launch. Again, it depends on the context what is the
emotional object the readers could relate to. In the empirical research the
usage of celebrities was the most commonly used strategy. In terms of
small newspaper firms or regions, where one may easily recognize faces it
would seem appropriate to utilize local celebrities in the launch; like
football heroes, the nice lady having a coffee shop or singer of the local
band. The consumers may relate to these people as they can be seen in
their daily lives. Still, the celebrities stand out from the local mass and gain

attention as advocates.

On the other hand, larger regions are more faceless and short of these
small-scale celebrities loved by the inhabitants. Whereas, the true elite of
these areas may be considered more as national heroes, lack the scent of
locality and if negligently chosen, seem unconnected with the newspaper.
Hereby, the usage of employees and ordinary readers as advocates might
be more beneficial for wide scale newspapers — as the two interviewee
firms with the widest circulation demonstrated. One of these interviewees

described the purpose of employees as an emotional appeal: “Here are
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the people who create very interesting content for you, nearby.” The point
was to bring closer the people of whose work the readers pay for: “There
was one of our reporter writing a story in the forefront, in the lead role, and
then a newborn baby and family — something going on in the back. Or
similarly there was one sports reporter in a locker room, doing a story.”
Since the case company is a regional operator, the now deal with the
usage of small-scale celebrities as a creative strategy to evoke emotions.
The choice is based on the most commonly utilized practices in the

empirical data and the satisfaction of these firms.

The emotional, image appeal deals more with the overall brand value than
the actual paywall or service. Like Interviewee 5 represented: “First we
brought into focus the content rather than the media: what is it in our
newspaper that the readers are interested in. These points were then
emphasized with sentences like ‘new stories now online’ to guide the
people to the internet”. So, the case company could appeal to the interest
the readers possess towards certain news and then guide the behavior
and attitudes more online-friendly by recommending the reader to
familiarize oneself with related articles online. For example, next to the
football game results, there could be one of the players stating: “Go online
and see how we prepare for the upcoming battle”. Or general advocate
comments next to any article, like: “Now more content online — go and
experience it yourself”. These references were then completed with the
webpage address. In the message, the small-scale celebrities could be
represented in their recognizable environment — football player in the field,
coffee shop owner behind the desk — wearing the outfit they are identified
with, like aprons and jerseys. Besides, as there are dialects in Finnish
language, the case company could emphasize the local image by using
the regional dialect in the comments of the advocates. This would
emphasize the local image and make the company message sound more
human-like. In terms of IMC message strategies, the celebrities portray the
reader image and also the reading experience gained from the online

newspaper. For example, football games and players create certain
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enthusiasm among the people interested in the content. Hereby, the
company benefits the atmosphere this news content creates by placing
the related marketing message next to the emotional content to attract

new webpage visitors.

In smaller regions, not only are the people and dialects highly identified
but the places. Thus, areas like harbors, concert stages, streets, parks,
theaters and so on can be utilized as the background of the message. If
the places are combined with the usage of celebrities it would seem
appropriate to have the two items relate to one another. This way the
combinations do not seem too irrelevant and reduce the persuasiveness of
the message, like discussed in the communications theory: the emotional
appeal should not overshadow the message itself and the creativity should
be integrated. Of course, there are rather neutral places and celebrities
that do not possess an adherent label and can hereby be connected to
one another freely. In general level, the visual appearance of the launch
communications message can be the same the company has utilized in
the earlier marketing campaigns. The readers recognize this appearance
and it might be already tightly related to the firm. However, as the site
appearance may go through radical changes during the launch or if the
company is not satisfied with the visual looks of the earlier marketing, this
IS an opportune chance to renew the appearance of the current and
forthcoming communications material. Thus, the new site appearance and
the marketing communications looks — fonts, layouts and so — could be

created consistently.

As the purpose of the emotional appeal is to “create hype around the
online newspaper”, like Interviewee 5 stated and increase the online
reader numbers, the launch message should reach both new and current
readers in a way that evokes emotions. Most utilized strategies among the
interviewed firms were so called non-personal marketing communications
channels: advertising, PR and events. However, the personal touch in the

campaign was created by the message content and appeal: local
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celebrities telling about their relationship with the newspaper. It is
recommendable for the case company to use all of these three channel
strategies during the launch communications process. Still, not all are
relevant right from the start. Pre-pre-launch Step is to be started with
advertising and events, complemented later with more informative
approach: PR. In addition, the personal strategies, word-of-mouth, could
be aimed more, even if these strategies are harder to manage. The
webpage quality as such and launch communications in the non-personal
channels will boost marketing communications in the personal channels.
As more and more readers find the value of the webpage (either before
the paywall or afterwards through free trials), the chances of having
readers as marketing advocates increase. However, the later discussed
interactive communications channels provide a way to improve the

personality of channel strategy.

Table 9. Step 1: Marketing Communications Goals

Strategic Goal Why?
Reach the new e Enhance both advertising and
reader target: subscription income
e More online e There are people who appreciate the
readers content but not in the printed form
¢ New customers — always part of the target
Retain customers: e The wall mainly affects current readers
e Holdontoonline | e Notto have online orders at the expense
readers of print orders
e More e Reached easily through owned channels
combination e Bad timing for a large campaign
orders e Print orders as the most potential target
Message strategy: ¢ Educate the audience: there is improved,
e Communicate valuable content online — quality
effectively journalism — the reason to read online
online e Complementary online benefits
newspaper differentiate from the print: fast updates
value — what happens now, mobility, improved
e Emotional user experience
appeal e Reader contributes to the value:
personalizing the service
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e Same reading experience, newspaper and
quality but now it can be read multi-channel

e Power to the consumer: no guidance to a
specific reading format

¢ Interactivity: reader perspectives and
participation in the news process

e Partner advantages attract readers

e Emotional appeal: hyped and noted

e Readers relate to celebrities telling about
their relationship with the newspaper

¢ Informs why the newspaper is interesting

To reach the current print and online readers, the case company is
advised to utilize their own printed paper and the webpage, as these
channels provide a low cost solution. Besides these channels, the most
crucial advertising media are regional free press and social media,
Facebook in particular. Both of these channels are rather low cost
marketing communications, and the free press of the area has the
potential to reach the people that are highly interested in the region but for
some reason choose not to pay for a printed newspaper. Communications
in these four channels include advertisements and banner ads. Moreover,
in social media another kind of presence: a homepage with status updates
and interactive discussions with the readers is required. A wider circulation
newspaper could utilize also corporate newspapers and webpages, as
well as TV and radio advertisements. However, as the case company is a
regional operator, these investments are not necessary. According to the
interviews, events are too rarely utilized in the launch even if they are a
workable option for all sized companies. The benefits of events: positive
emotions and relationship building are so valuable from the RM
perspective that the case firm is recommended to support the advertising
channels with events right from the start. The firm may participate in sport
events, like football games, Sunday market, and local festivals. The
upcoming discussion on recommended channels and arguments of the
interviewees — why the channel was chosen in the launch communications
— are summarized in Table 10. The channels that are most crucial for the
case company are marked in bold.
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Since online newspaper is a digital service, the interviewees emphasized
the usage of digital communications channels, as they were found a cost-
efficient way to reach the right target: people who value online services. In
comparison to own offline media, own online newspaper has an improved
opportunity to reach potential customers that visit the webpage randomly,
like Interviewee 2 referred. Interviewee 7 also noted that: “Digital plus
digital simply fits together”. Besides reaching the right people, online
channels reach more people as the media consumption changes. This fact
was also noticed by Interviewee 1: “That (online) is where the people are.”
According to the interviews, the most important online channels are the
company’s own newspaper site and social media, especially Facebook.
Hereby, these are the channels the case company is also suggested to
focus on. A functional online newspaper site, as such, markets itself but

the firm’s own banners declare the value and new site characteristics.

In terms of social media, more applications could be utilized, not only
Facebook. However, Twitter as a launch communications channel was
mentioned only once in the interviews. If the case company has social
media knowhow, or the firm is able to educate employees, an active role in
multiple channels, like Twitter and Instagram, is recommended. This
communications is low cost while contributing to the personal strategy. In
interactive channels communication is not regular advertising but the aim
is to foster discussion and respond to the readers. The company is more
like a friend and the emotional communications deepens the company-
customer relationship. The new, valuable newspaper is on the stage
without celebrity advocates. However, the employees updating the social
media are taking the responsibility of the image and the relationship by
keeping the discussion lively and smart. Besides bringing the editors and
the entire company closer to the reader, social channels allow the firm to
follow the discussions the launch evokes among the people.

Empirical part of the thesis revealed that search engines as a

communications channel might not be as important as the rest of the
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online channels. Where the mid-sized firms used Google AdWords, the
bigger companies invested in paid banners in nationwide webpages. It is
more recommendable for the case company to adapt some practices of
the bigger firms and extend the banner advertising to other webpages in a
bolder manner. Not in nationwide webpages in this case but small-scale
homepages with a similar regional image that the newspaper represents;
website of a sporting club, local restaurant or activity site of the region.
The goal is to gain attention of the people living in the region and those
who are otherwise interested in the incidents — former inhabitants or
people who plan a temporary stay in the region. These people are
assumed to find the launch communications message via the newspaper

homepage, social media or banners in other local webpages.

Like stated previously, the interviewees did not recognize the launch
communications to have channel-specified goals. However, own print, own
newspaper webpage and Facebook homepage aimed to reach the current
readers (marked in Table 10 with the light grey background). Whereas,
Facebook ads and homepage, social media in general, events, banners in
other sites, local radio, TV and other local print papers targeted also new
readers. From the empirical research it was learnt that Facebook — and
the likes or fans of the company webpage — were followed with special
care in the firms and considered as an embodiment of goodwill towards
the company. In Facebook, the consumers may detect when more and
more people accept the firm and their launch message by pressing likes or
commenting. Likes and fans work as a reference to attract more fans and
increase word-of-mouth marketing. The acceptance the firm gains should
be used as a strength; as referred in the theory, following other consumers
through the launch makes the adaptation easier for an individual
consumer. To increase the number of people who expose to the company
goodwill, the case firm is suggested to organize contests in Facebook.
These sort of campaigns — like lotteries after 50 more Facebook fans are
reached — are a way to increase the number of Facebook site fans and

hereby the number of people who see the posted content. Reader
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participation in unique and clever contests increases the positive emotions
towards the firm. Lottery rewards could include both services of the case

company and collaborative operators, for example tickets and products.

From the beginning of the communications, the case firm should keep an
eye on how the message is embraced. During the Pre-pre-launch phase
the company follows the site visitor numbers and the amount of new digital
or combination orders — at this stage, there is already the chargeable
electric copy of the print paper available. However, following the site visitor
number is more important in Step 1, and it should increase strongly. Also
in Step 1, the emotional appeal should contribute to social media followers
and the firm should occur in discussions more often. Even if online
channels are easier to measure, measuring the success of other channels
should not be forgotten. When the new online readers are gained, the firm
should follow up who they are and how they got to the site. Hereby,
analysis can be conducted on whether the campaign works the best on
current print, online or completely new readers. Even if it is complex which
of the integrated channels influenced on the consumer decision making,
the analysis will provide an overview of the channel performance. In terms
of qualitative measures, the discussion forums provide data whether the
consumers find the communications sympathetic or unattractive. Also,
feedback in a small region can be gathered if employees keep their eyes

and ears open for opinions of neighbors, relatives and friends.

In Table 10, channels of Step 1 are introduced. Not all of the interviewee
channels are included. Rarely mentioned offline direct marketing is not
considered to support the goodwill and relationship building, which is why
it is not considered as a crucial choice for the case company. Whereas,
outdoor advertisements that the respondents also rarely utilized, are
included in the table. Even if creating awareness, outdoor ads are
considered somewhat aggressive new customer acquisition tactic that
may not be the best fit with the overall strategy. Besides, the new online

readers are expected to be exposed to the message elsewhere, online.
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Table 10. Step 1: Media Strategy

Offline Channels

Why?

Own print paper

e Reaches current print readers
e Cost-efficient

Other print papers

¢ Regional coverage
e Rather low cost

Local radio e Regional coverage

TV e Wide, national coverage
e Creative potential

Events ¢ Human-oriented

e Own events, dismount
and sponsoring in
other events

e Positive emotions
¢ Relationship building

Outdoor advertisements

¢ New reader acquisition

Other owned print material

e Cost-efficient
¢ Reaches the target

Online Channels

Own webpage

e Reaches current online readers
e Cost-efficient

Facebook
e Homepage

e Creates goodwill
e Readers via links and references
e Cost-efficient

Google AdWords

e Spreads the word

Webpages of the group

e Natural choice (if cross-consumed)

Banners in other sites

¢ Reaches potential new readers

Direct marketing
e E-mails

e Customized to target: print and
digital, new and current readers

Twitter

¢ Too rarely social media optimized

All the above discussed recommendations of the first launch
communications step are summarized in Table 13, the strategy overview
that is represented after rest of the steps are introduced. As said, for the

first step there is an alternative scenario that is based on a different goal:
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the launch communications aims to retain the current readers. The above
recommended content of the message as such does not change: the
benefits for the consumer and the complementary value of the online
newspaper are still presented via an emotionally appealing message.
However, as only the current readers are targeted, the launch
communications channels can be limited to include company’s own printed
newspaper, online newspaper and Facebook. Since the current readers
are more familiar with the service and the firm — readers do not require
continuous enticement to visit the site — the communications can be
started a bit closer to the launch date if compared to Scenario 1; two
months before the launch. Scenario 2 does not aim to increase the site
visit or reader numbers largely but to tie the current readers more tightly to
the firm: turn them into loyal and further paying customers in the future.
However, the site visitor numbers are expected to increase to some extent
as the current print readers find the complementary value of the online
newspaper. It could be stated that this second scenario is more workable
for a strict paywall type that does not allow access to unpaying readers
after the paywall is established. In addition, it is possible that Scenario 2
does not provide the firm with as wide advertising/sponsorship income.
Naturally, the subscription income is not as large since new readers are
not targeted. Summary of Scenario 2 is also presented in Table 13 and the
differences between Pre-pre-launch Scenario 1 and 2 are bolded.

5.2Pre-Launch — Announce the Paywall Launch Externally

The previous step dealt communications before the launch is advocated
out loud externally. Now, the focus is on the launch communications
strategy in between the external announcement and the date the paywall
is true. Since the technical preparedness of the paywall can be uncertain,
it is enough that the paywall is communicated outside the company one to
three weeks before the launch day. As the reaction of the readers is often
negative, the communications should be open and not underestimate the

customer’s capability to understand the reasons or the paywall as a
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system. “As soon as some phase was accomplished, there was an article
about it on the webpage and in the printed paper. So, the campaign was
open in a way that allowed the customers to live with the firm in the
project”, stated Interviewee 7. The negative consumer attitude is related to
the idea in which something that has earlier been free now needs to be
paid for. However, as discussed, the communications influences on the
attitude by emphasizing that it is not the old webpage the reader pay for
but the improved site. The message has been started already in Step 1.
As today the customers are more familiar with paywalls, the case company
does not need to explain the system as much as firms did two to three
years ago. Still, the firm must construct well-argued reasons why paywall
is launched and be prepared for the customer reactions as well as
questions. However as value is the core of communications, unnecessary,
too detailed operational explanations of the system are excluded. Still, the
customer service and employees must be educated on how the system
works and what are the coherent terms and standpoints that are
outspoken during the launch. Even if the launch becomes public to the
external audience only in Step 2, the education inside the company needs
to be done already earlier to guarantee that when the paywall is reality, the

firm is able to manage the customer inquiries.

This informative objective fulfilled by Step 2 was separated also in the
theory. More details on how the service changes and improves are
communicated: description what is the paywall like, why is it launched and
the process steps. The informative appeal is also applicable in the context;
negative consumer attitudes are to be changed into positive ones. Besides
appealing to the rational consumer, the motives might add an emotional
touch as the reader relates to the company viewpoints. PR in the form of
press releases, radio interviews and informative articles both in printed
and online papers give the ability to share the standpoints of the firm: why
the paywall is adopted. Also, the process schedule is to be announced

since it supports the emotional bond: consumers feel like being part of the
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launch. In addition, the firm gains trustworthy as the project is under

control and planned.

In Step 1, the firm has communicated the value of the online newspaper
for the customer. These same advertising and events activities are still
continued. New, additional communications strategies, PR and promotion,
allow deeper insights of the firm to be expressed while simultaneously
keeping the message core — customer value — the same. In Table 11,
some launch motives are added to which the company may refer shortly in
press releases and articles. These paywall arguments can be used only
from this step forward, since the fee is not public information in Step 1.
One of these arguments is that the payment brings equality among
readers. At least the customers that already pay for the case firm, should
embrace the equality. As Interviewee 6 referred: the paying print
customers were not satisfied earlier since also other people were able to
read the news for free a day before the print paper was available. Still, the
print customers may also complain if online fee is added on top of their
current order. Other argument is that now the case company is able to
offer high quality news for those consumers not willing to have the paper
in printed format. The firm needs to rely on that the consumers understand
the world has changed: to produce better content in multiple formats and
to update the site 24/7 costs money. This is the direction all the content

online is heading to: with money one may buy better service.

When the paywall is announced to the customers, the company produces
articles in which all the discussed reasons are provided: the improved
content and updates cannot be offered for free, paywall brings equality
and from-free-to-fee is the trend also in other newspapers and online
services. As the consumers turn to the internet more often, the firm adapts
to the change and focuses more resources to serve this demand. The
coherent perspectives need to be kept also when interviewed by external
operators. Even if, there are different employee voices. The company

does not introduce any prices or product packages yet. It is enough to
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reveal information on; what type of paywall is launched and what is it that

the online customer or combination order now gains more in return.

As it can be interpret from the above discussion, the second step
increases the diversity of the launch communications increasing the
importance of IMC appeal. Now, there are other media strategies
alongside advertising as the informative message completes the
communications. Still, the campaign as a whole has the same goal:
increase the number of online customers. As the advertising aims to
create images and positive emotions, PR and promotions target to gain
credibility for the firm by providing open and informative insights on the
launch. In addition, as the emotional appeal increases the goodwill, the
informative message builds the customer trust in the company-customer
relationship. Even if these activities at first glance seem separate, planning
and integrating the different appeals beforehand is recommendable. After
all, the operations are part of the same communications process and
target the same ultimate outcome — even if they construct different aspects
of the relationship. Since the informative message educates the
consumers — it is the new content they pay for — the success is tightly
related to the success of the emotional message: whether the consumers
have found the content value-adding in Step 1. As referred in launch
literature, the consumers might be more willing to accept launch of a
“different” product — rather than a “better” product — which makes it
worthwhile for the case firm to consider even small changes in the online
newspaper form. Thus, the readers would have something concrete in
order to detect the improvement.

At the Pre-launch step, the emotional launch communications targeting
both new and current readers is continued: the core of the message is the
value for the customer that is advertised as in Step 1. However, the
message is complemented with motives to launch the paywall. This
informative message is mainly directed to current readers. For the case

company, the most important arguments to be provided for the customers
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are marked as bolded text in Table 11. These are the reasons why the
paywall is introduced; why the change benefits also the customers. In
Table 11, the light grey background refers to issues that are new,
additional insights that can be included only at this point, as the charge is

announced externally.

Table 11. Step 2: Complementary Informative Strategy

Strategic Goals Why?

Communicate: e Education: content is valuable enough to
improved content be paid for — the fee is not laid on the old
online site but the new quality journalism

naturally is not free
e More visible if simultaneous site reforms

Service and e Service in the online newspaper usage
interactivity e The point of views of the readers,
participation in the news process increases

Equality e Fair to the customers: no free-riders
consuming news online without charge

Low-cost option e Easier (than in print) to become a customer

System explanation | ¢ Familiarize readers with the paywall

Justify and inform | ¢ Trustworthy and open communication:
motives and dates the process proceeds

As the informative message is targeted to current reader base that has
enlarged in Step 1, it does not need to appear in all of the communications
channels in which the emotional message is still continued. The
informative message appears in the channels the current readers follow:
own print paper and online newspaper, as well as social media. For the
reader, these channels provide a calm environment to get familiar with the
firm perspective. The company voice is better heard than via brief
advertisements. Firm’s own channels reach the people the change
influences on and do it cost-efficiently. What separates social media from

the informative newspaper articles is the immediacy. Not only is it possible
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for the reader to react to the paywall announcement but it also allows the
company to respond and calm down the situation immediately. It should
be ensured early that all the immediate channels are integrated into the
wide perspective and there are enough people responding to the customer
concerns. Also earned media, like informative articles in other papers and
webpages, as well as radio interviews become important channels. Even
if, the current readers are the ones the change influences on the most,
knowledge about the paywall should reach also other consumers through
PR and earned media as the local operators get interested in the issue.
Hereby, the case firm should eagerly utilize all the provided channels to
introduce their viewpoints. As the insights are well-dealt internally, there is

no concern of misunderstandings on behalf of the interviewing media.

In Step 2, events support both the informative and emotional strategy; as
the readers now know what is to come, they detect that the company is
not hiding but stands behind their actions and faces the consumers giving
them the opportunity to express thoughts face-to-face. The shared
experiences and discussions strengthen the bond in-between the
customer and the firm. Even though, it might not be possible to express
the paywall message to the whole audience in an event, it is possible to
conduct several face-to-face discussions in which the paywall motives and
plans are introduced. These consumers may then become important
advocates for the firm. Besides, as the paywall is considered as a negative
phenomenon, attendance in events reveals the kind, human faces behind
the change. The discussion on the required launch communications
channels in Step 2 and the interviewee arguments are summarized below
in Table 12. Even though, the researcher finds all of the channels highly
recommendable for the case company, the most crucial ones are bolded.
The interviewee arguments are supplemented with analysis of the

researcher: why these channels serve the launch purposes at this point.
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Table 12. Step 2: Media Strategy

Offline Channels Why?

Own print paper e Reaches the target
o Cost-efficient
¢ Voice of the company

Own and other events e Human-touch, emotional bond
e Face of the change

PR e Open, trustworthy communication: "out
e Press releases of the closet”
e Earned media e Natural interest among other operators

Online Channels

Own online newspaper | ¢ Reaches the target
e Cost-efficient
¢ Voice of the company

Facebook e Human-touch, goodwill
e Enables conversation, feedback and
comments, even on one-to-one level

Since now the customers know what is to come, the informative customer
concern strengthens the relationship. As Interviewee 7 said: “We had very
accurate Questions & Answers thought beforehand”. The customer
service situation may be reality at any time, not only as phone calls in
service number but even when a journalist is on field. Thus, it is beneficial
that all of the employees are engaged in the paywall project and share the
similar point of views on how to respond. The education can be done in
internal conferences and in form of word and excel documents shared in
the firm. As the thesis discusses customer communications, not the
internal marketing, the essence here is that the firm should be ready to
reply in an appropriate manner and coherently to the customer feedback
and inquiries. The importance of one-to-one communications in the form of
customer service increases and all the employees should be aware of how
to respond in public. Besides, the customer is encouraged to be in contact
through any media; Q&A articles are to be provided in Facebook,

webpage and printed paper. Also, e-mails and customer service numbers



120

are to be easily available. As Interviewee 6 stated: “The customer was not

left alone or embarrassed”.

5.3Post-Launch — Capture the Customer Base

Similarly as in Pre-Launch Step, the advertising campaign targeting new
and current readers is continued and complemented with an informative
message. However as a difference to Step 2, the informative message
now does not only target current reads but also the potential new readers.
Step 3 aims to capture as large portion of paying customers from the
target as possible, both in the form of combination orders and online-only
orders. Even if some authors suggest technical launches to be started with
informative communications, the best practice recommendation for the
case company is to include the truly informative, detailed message in Step
3. This suggestion is based on the empirical data. The target audience is
not considered to be interested in the technicalities; even if the online
newspaper (and paywall) includes technology it is still rather a service
than a high-tech product. Hereby, the informative message is to introduce

the service details — not the technical ones.

As the campaign is started with the emotional appeal, at this stage the
emotional and informational message strategies go hand in hand -
complement each other — as also the theory on launch communications
recommended. Also, in the empirical study the mixed strategy was widely
adopted. If compared to Step 2, there are changes in the informative
message; as launch is now public, the informative message introduces the
service packages. The emotional communications, is still continued but
complemented with rational appeal: detailed information about the product
and service options as well as prices. For example, in the print paper there
is first the similar advertisement as in Step 1 — the ad the consumer is
familiar with — local celebrities appealing to the emotions. After few pages,
this ad is followed by the informative appeal — an ad introducing the

package options in details: how the consumer may order the online
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newspaper and the price options. As both of the advertisement appeals

carry the same visual looks, they complete each other.

Besides Schneider and Yocum (2004, 162-166) who suggested launch
message to be introduced in sections, the interviewees stated that the
advertisements should not be too full of details that require attention.
Hereby, it is suggested to have clearly two messages: those kind that
appeal the emotional consumer and those informing the order options.
Learnt from the empirical results, these informative messages should not
be too filled with technological knowledge but rather approach the issue
from the usage point of view. It is be recommendable to use, for example,
following kinds of statements: “If you prefer enjoying news on the move —
here is the option for you” or “Do you prefer reading printed newspaper but
at times wish to have the news with you on your summer cottage or
vacation”. Thus, the functions of the service are introduced from the usage
point of view rather than stating technical details, like: “This package
works for following operating systems: Windows, Android and iPhones”. Of
course, the earlier decisions on the package technicalities influence on
what information the messages include — the more unique and complex
the service is, the more it might require explanations to make the customer
benefits understandable. Even if there exists complexity in the webpage or
service package characteristics, the names of the packages and how they

are presented should be simple and to the point.

As learnt from the empirical study, the actual launch announcement is
often considered with care. Still, the firm should not overlook the message
planning and implementation of Step 3 either. Like Interviewee 1 felt:
“After launch we might have had too much information and details filling up
the message...As before the launch everything was carefully planned but
how to carry on the advertising after the launch — there might have been
some sort of slipping”. As plans and goals are for later phases are created
before the communications campaign, it is simple to follow and make small

adjustment to the plot. For now, the recommendations on the form of the
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informative message are rather general, since the case company prices
and service packages are yet to be revealed. However, these best
practices provide an overview on how to represent the service

characteristics in an informative and understandable manner.

The main target in the third step is the current, increased online reader
base. As they visit the online newspaper regularly, it is the most important
channel for the order options message. Also, print paper and social media
continue as important informative channels for the current readers.
However, the informative package details are also communicated to
potential new readers. Thus, the rotation of emotional and rational appeals
is continued in all of the same channels that were included in Step 1: own
webpage, own print, other print papers, events and social media. The
emotional appeal is to support the service introduction by reminding the
consumer about the relationship. As goodwill was built through events in
the earlier steps, they seem a workable solution in the final phase too.
Events allow the customers to approach and ask as well as the firm to
show that it is not hiding after the paywall is launched but stands behind
the service and introduces order options with pride. Suitable events would
be that kind where the reader potential is high: sport events and events for
the entire family. Also interactive online media enables the informative
message to have a personal touch as the consumers may ask and get into

discussions about the service packages and prices.

Like in the first step, also this launch communications phase has an
alternative scenario for the case company to follow. Again, the second
scenario targets only current readers. Hereby, the changes in relation to
the above introduced Scenario 1 are in the communications channels that
can be limited in the second scenario; events and other printed papers as
new customer acquisition channels can be left out. Even if the informative
package details were not communicated in these channels, it is still
recommended that the emotional advertising would be continued there as

previously. These differences between scenarios are bolded in Table 13.
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At this point, the real measurement of launch communications success
only begins. For the first months, the service is recommendable to be
provided for free. Thus, the customers that remain after the free period
indicate how well the new value proposition has been accepted. Even if
majority of those customers who started with the free trial would continue
the order, there are still people who only benefit the free period. However,
it is the subscription numbers of longer period after the launch that tell a
more accurate truth. Still, there might be other explanations too; why the
online service suddenly becomes popular. “Before launching the paywall
we had little less than two thousands customers paying for our digital
services. Now, the number is something more than ten thousands. So
within a year, the increase has been rather enormous. This is the best
feedback. However, I'm not able to say whether it is the marketing
communications we should thank or is the time now somewhat different, or

what”, summarized Interviewee 2.

Table 13. Launch Communications Strategy Overview

Step 1: Scenario 1 Step 2 Step 3: Scenario 1
Timing 2-3 months before 1-3 weeks before the 3-6 months on from the
the launch launch launch
Goal More online readers | e Present launch e Strengthen the
e Convince readers process openly emotional bond
of the quality e Cherish approving e Rational appeal:
e  Gain goodwill attitudes and package
emotional bond information
Target e Current printand | e Current print and e Current print and
Strategy online readers, online readers online readers,
New readers new customers
Message [e¢ Core: value of the [a) Emotional value a) Emotional campaign
Strategy online newspaper campaign continued still continued
e Appeal: emotional, [b) Complemented with |b) Informative appeal
usage of local informative: why and changed: detailed
celebrities how offering information
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Media e Advertising in own In additionto Step | e See Step 1,
Strategy print, own online 1: articles, Q&As Scenario 1
newspaper site, and press releases
social media, in own print, online
paid banners, newspaper, social
events media, earned
media
Scenario 2 Scenario 2
Timing 2 months before the 3-6 months on from the
launch launch
Goal Retain the readers e Strengthen the
e Convince current emotional bond
readers of the e Rational appeal:
quality package
e Gain goodwill information
Target e Current print and e Current print and
Strategy online readers online readers
Message |e Core: value of the a) Emotional value
Strategy online newspaper campaign still
e Appeal: continued
emotional, usage b) Informative appeal
of local celebrities changed: detailed
offering information
Media e Own print, own e Emotional appeal
Strategy online newspaper, as earlier
social media e Informative: See
Stepl, Scenario 2

5.4 Main Findings of the Study

As the study aimed to identify the launch communications best practices

for the case company launching a newspaper paywall, the researcher was

pleased since several recommendations could be drawn based on the

empirical research. Since practices in the industry seemed to vary, the

size of the case company, launch time and satisfaction of the industry
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operators with their chosen communications strategies guided the choice

of best practice strategies.

From the empirical research among the industry operators that had gone
through the paywall launch communications process earlier, it could be
detected that the communications goals between the firms differed. Most
of the companies aimed to increase the number of online orders and to
communicate the online newspaper value. However other goals, like
educating customers about the paywall, were also revealed. Besides,
differences were found in the target audience of the launch
communications. Most often, the current readers were seen as the main
target. Some companies even limited the target among the current readers
to include only the standing print orders. However, there were companies
that reached also entirely new readers. To combine the best practices of
the interviewed firms, the researcher made a three-step strategy
recommendation. In the first phase, the goal is to increase the online
reader numbers before announcing the paywall. In the second step, the
case company is guided to openly become public with the paywall to this
increased reader base. Thus the goal here is to rationalize the paywall
motives for the reader. The launch communications is further continued in
the third step by informing in details the service package contents. The
recommended practices were not only the most common practices
revealed in the empirical research but they were argued applicable for the
case firm on the basis of the size of the applicant firms and how recently

they had embraced the paywall.

Based on theoretical insights and empirical data, it was recommended for
the case company to utilize emotional message appeal in the first phase of
the launch communications, started approximately three months before
the launch date. Emotionally appealing message enables the company-
customer relationship to develop. The deeper customer loyalty benefits the
company later, when the paywall is reality and the reader is asked to pay

for what was free earlier. Among the emotionally appealing options, the
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usage of local small-scale celebrities was found most utilized and
workable when the size of the case company was considered. This way
the regional image of the newspaper emphasizes; the target audience
may relate to the celebrities as ordinary readers describing their
relationship with the newspaper and what makes it appealing for them.
Hereby, the message core the advocates convey to the target is the value
of the online newspaper. The benefits to be emphasized might be
company specific as the competences of the firms differ: some appeal with
the improved content form like videos and GPS whereas other firms might
base the value on a specific content the readers appreciate, like news on
local sports team. Besides, advocating the firm specific competences, the
celebrities should advertise the improvements made to the online
newspaper and the benefits of reading newspaper online. Thus, in terms
of the online newspaper value, the case company should at least point out
the complementary benefits that prevent the service to cannibalize the
print product. These essentials are: there is more and unique content

online as well as the mobile value of the online newspaper.

In the paywall launch context, the most widely used marketing
communications channels were own print newspaper and own webpage,
as they reach the current readers — the main target. Also other print
papers and Facebook were often mentioned. As these channels reach the
target audience cost-efficiently, they are also suggested as the channels
for the case company. In addition, to better reach new readers, banner
advertising in small-scale webpages with local image are encouraged.
Even if events were rarely applied by the interviewed firms, they were
stated to be a workable option due to the human-touch. Hereby, the case
company is advised to take part in local family-friendly events. Facebook,
Twitter and events were considered proper tools to gain goodwill,
references and a human face — consumers may talk to the employees and

have an easy access to comment and interact with the company.
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To strengthen the company-customer relationship through the above
discussed strategy the Step 1 communications is considered the most
crucial. Still, the recommendations include two more communications
phases. In these steps, the emotion-appealing advertising is suggested to
be continued while complementing the appeal with more informative
messages. In the second communications step, the case company is
recommended to become public in an open manner: there will be a
paywall, what is it going to be like, why is it adapted and how the project
proceeds. The trustworthy of open communications strengthens the
established bond. In the third step, the informative message should be
changed into a service introduction that makes the purchase decision and
purchase process convenient for the consumer. The third communications
step is suggested to be continued three to six months after the launch day.
This is the communications stage that aims to supplement the emotional

bond with a more structural one — either online or combination order.

If compared to earlier researches, the study managed to both provide new
knowledge on certain issues and support some insights of the earlier
literature. According to the empirical data, the study contributes to the
research stream in which the online newspaper role is seen to
complement the print newspaper, like earlier researchers Hujanen and
Pietikainen (2004), Kayany and Yelsma (2000) as well as Nguyen and
Western (2007) suggested. Another context related issue, revealed by the
empirical part, was that the paywall may prove as a double-edged sword,
like in the study by Pauwels and Weiss (2008); the online newspaper has
to balance between subscription and advertising income. The thesis also
agreed with the latter mentioned researchers on the issue that the
perceived news content value largely effect on how successful the move
from free to fee is — as the interviewees also pointed out not only is it
enough to succeed in communications but the firm should be able to

provide valuable content.
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Besides, the thesis contributes to the earlier research on newspaper
benefits. Similar to other authors (E.g. Beentjes et al. 2010; Flavian &
Gurrea 2009; Palmgreen et al. 1980; Perse & Rubin 1987; van der Wurff
2011), it was discovered in the thesis that information is one of the most
important benefits to be offered to the consumer — maybe even the main
benefit contributing to customer value perception. Whereas, unlike in
earlier research (Flavian & Gurrea 2009; Kayany & Yelsma 2000), the
potential of news to provide entertainment benefit for the readers did not
occur in the study as strongly. A potential explanation is the data collection
method — interviewing company representatives might have highlighted
the informative role of the news, if this is how the companies see the
offered news benefits. Whereas if studied from the customer perspective,
the readers might perceive the entertainment value of news as a crucial
benefit. The issue is potentially a development target for both the
interviewed firms and the case company: as earlier research has found the
entertainment benefit significant, the image of news as an entertainment
or leisure time could be brought out more in the marketing
communications. Further, as there still are dissenting opinions on which
newspaper media is the most entertaining, it might be challenging for the
companies to conclude whether they should communicate the online,
offline or both newspapers as entertaining options. Besides, if the mobility
of the online newspaper is emphasized (like suggested in the empirical
part), it might be more accurate to appeal to the contextual, spontaneous
and time critical needs of consumers instead of entertainment benefit, like

earlier authors (Anckar & D’Incau 2002; Pura 2005) suggested.

Moreover, the researcher agreed with earlier studies (E.g. Domingo et al.
2008) about the social utility and interactivity of online newspaper. Even if
the interviewees discussed about the readers’ participation in the
newspaper process, the usage was still rather small-scale. Interactivity
between the customers — even if it is a rather common phenomenon today
— did not even emerge in the empirical part. The only point of view was the

interactivity in between the firm and the reader. So, the interactivity benefit
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was found to be in the beginner phase, like in other researches. Besides,
the results of the thesis were in line with Ellonen et al. (2009) and Flavian
and Gurrea (2006); the empirical part of the thesis raised the current
quality content and regular updates as critical success factors, that cannot
be replaced only with successful marketing or paywall launch
communications. However, the usability or familiarity of the webpage or
privacy were not similarly emphasized in the empirical part of the thesis
even if earlier studies (Flavian & Guinaliu 2006; Flavian & Gurrea 2008;

Liljlander et al. 2004) named these issues to influence on customer loyalty.

Even if, value and benefits for the customer had been researched in the
earlier studies and the thesis partially shared similar point of views what
differentiated the results were the study perspective and combination of
issues. This research has contributed the literature on how to take into
account the customer perceived value and newspaper benefits in the
launch communications. It is evident, that the paywall launch
communications cannot be isolated from the communications of online
newspaper value. The best launch communications practices and
recommendations made especially for the case company can be
applicable for other firms, as well, and contribute the industry practices. If
the value literature has dealt with somewhat abstract issues, this study
creates concrete suggestions on how the companies should take into

account the concepts in the paywall launch communications process.

Like earlier IMC literature (E.g. Han et al. 2004), this study agreed that
there is still room for development as the integration of marketing
communications activities is not largely considered in practice.
Simultaneously, the research revealed the launch communications best
practices in the online newspaper paywall context. However, new studies
need to be conducted to verify the results and it would be recommendable
to report the results after the case company has gone through the launch

communications process by utilizing the recommended practices.
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Even if the launch communications literature is scarce, the thesis is
compared to the earlier knowhow. Since in the earlier literature, both
emotional and informative message appeals were supported (Chen et al.
2007; Schneider & Yocum 2004, 162-166) and the empirical part of the
thesis did not introduce a uniform practice, the mixed message appeal
seems as a recommendable strategy in launch communications. Like the
earlier studies (Bharadwaj et al. 2007; Kindstrom 2010; O’Connor &
Yikuan 2003), also this research proved the importance of company-
customer relationship building, that is of special importance in the launch
context. Supporting earlier authors (E.g. Chen et al. 2007; Schneider &
Yocum 2004, 160) the thesis suggested that especially the emotional
appeal contributes to the relationship and decreases the customer
resistance towards the fee. From the empirical part of the thesis the
informative message was learnt to complement the emotional appeal as it
increased the customer trust and introduced the service characteristics in

a clear manner, like suggested by Chen et al. 2007.

5.5Delimitations and Future Research

The research did not aim to offer insights on which of the paywall types
seems to be the most appropriate to maximize the company gain.
However, still the interviews managed to reveal differences in how
satisfied the representatives of different paywalls were. Thus future
investigations on which paywall type is the most profitable one or the most
easily accepted by the customers are encouraged.

Due to the small sample size, any generalizations are not to be made.
However, it would be interesting to reveal whether there are some cause-
effect relationships that guided the launch communications practices and
success to certain direction. In the thesis, it is recognized that to some
extent the width of the circulation, target audience, launch time and
paywall type might influence on what are the most recommendable

communications activities. However, the research is not comprehensive
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enough to make any actual conclusions based on the data. Hereby, the
recommended best practices represent the kind of solution the case
company may follow regardless of the paywall type that is to be launched
or the extend of the target audience. If this information was provided it
would have been possible to investigate in more details firms that had

executed strategies of exactly the same goals.

As the study aimed to produce the paywall launch communications best
practices, a more quantitative research to back up the knowledge would
provide additional insights. Gathering data on increased subscription and
site visit numbers would ease the evaluation of launch communications
performance between the companies. Besides, data gather could be more
comprehensive in the manner that price and package attractiveness in
general were compared. In addition, knowledge could be gathered on the
international level and it might be beneficial to follow the marketing
communications process in a longitudinal study. Remembering the

decisions or evaluating the success afterwards may not be as accurate.

Besides, as paywall launch communications is integrated to other
company operations, future research could contribute to this
understanding. What is the relationship of internal and external paywall
launch communications? What is the role of the external operators or
sponsors in the paywall launch communications? How databases are
integrated in the communications to support the paywall launch? Besides,
expanding the from-free-to-fee context to similar online cases would
provide understanding on what extent the industries may learn from each

other.
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Appendix 2. Interview Questionnaire in Finnish

Kuvalilisitteko kaytdssanne olevaa maksumuuria?

2. Kuvalilisitteko, millaisia tavoitteita teilla oli maksumuurin
markkinointiviestinnalle?

3. Millainen oli maksumuurin markkinointiviestinnan kohdeyleis6 ja
miksi juuri tdma valittiin?

4. Kuvallisitteko, mita pyritte maksumuurin  markkinointiviestilla
sanomaan lukijoille?

5. Millaista roolia pyritte markkinointiviestinnalla luomaan nettilehdelle
verrattuna perinteiseen sanomalehteen?

6. Kuvallisitteko, millaisia hyotyja tai millaista arvoa viestitte lukijoiden
saavuttavan rekisteroitymalla nettilehtenne lukijaksi?

7. Kuvalilisitteko, miten maksumuurin markkinointiviesti esitettiin —
informatiivisesti vai tunteisiin vetoavasti? — Olisiko teilla tarjota
esimerkkeja?

8. Kuvalilisitteko valitsemianne offline markkinointiviestintakanavia?
Millaisia online viestintakanavia kaytitte maksumuurin
markkinointiviestinndssanne?

10. Kuvailisitteko viestintakanavien kayttod; mihin eri viestintdkanavilla
pyrittin -~ ja  miksi ne  valittiin osaksi maksumuurin
markkinointiviestintaa?

11. Kuvalilisitteko viestintakanavien ajoitusta?

12. Kuvalilisitteko, miten eri viestintdkanavat integroitiin
kokonaisuudeksi?

13. Miten koette onnistuneenne markkinointiviestinndssa?

14. Millaisia  tuloksia olette mitanneet markkinointiviestinnalla
saavutetun?

15. Millaista palautetta lukijoilta on saatu?

16.Jos péaasisitte toteuttamaan maksumuurin markkinointiviestinnan
alusta, mita tekisitte toisin?

17. Prosessin alkaessa alusta miten muuttaisitte markkinointiviestinnan

kohderyhmaa?
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18. Miten muuttaisitte maksumuurin markkinointiviestia?

19. Enta, millaisia muutoksia tekisitte markkinointiviestintdkanavien
kaytossa?

20. Nousiko haastattelun aikana muita ajatuksia, joita ei viela ole
kasitelty?
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Appendix 3. Interview Questionnaire in English

1. Would you describe the paywall of your company?

2. Would you describe the objectives that had been set for the paywall
marketing communications?

3. What was the audience of paywall marketing communications like and
why this particular target was chosen?

4. Would you describe what message you aimed to state to the reader
with the marketing communications?

5. What was the role the marketing communications targeted to establish
for the online paper (if compared to the printed newspaper)?

6. Would you describe what benefits or value the reader was
communicated to gain by registering to the online site?

7. Would you describe how the paywall marketing message was
presented — informatively or emotionally?

8. Would you describe the chosen offline marketing communications
channels?

9. What kind of online marketing communications channels were utilized
in the paywall marketing communications?

10. Would you describe the usage of different marketing communications
channels; were there channel specific goals and why these channels
were chosen as a part of the paywall marketing communications?

11. Would you describe the timing of the marketing communications
channels?

12. Would you describe how the separate marketing communications
channels were integrated into one entity?

13. How do you feel the company succeeded in the paywall marketing
communications?

14. What kind of results have you measured to be accomplished by
following the marketing communications strategy?

15. What kind of feedback have you received from the readers?

16. If you started the paywall communications process from the beginning

what would you do differently?
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17. In this scenario how would you change the target of the marketing
communications?

18. How would you change the paywall marketing communications
message?

19. What kind of changes would you consider for the marketing
communications channels?

20. Are there some thoughts on the issue we haven’t yet gone through

during the interview?



