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“With every change in the way we communicate in our culture 
there is a new struggle over meaning, significance, knowledge and power. 
Old rules and orders cannot be applied perfectly under the new regime of communication 
and thus formations of power are under threat from these new form of expression”. 
 

(Marshall, 2004, p. 1). 
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Abstract 
 
Introduction   Local newspapers have been a natural part of a modern society for many decades 

and most thus take the printed local newspapers’ future for granted. Local 
newspapers do however have problems attracting new, especially younger, 
subscribers. At the same time this group spends more time online and with other 
forms of new media. The local newspaper has been domed several times a new 
media has entered the market but as we know always survived. The difference this 
time is that the alternative is free. New media is generally gaining ground very 
rapidly. Some local newspapers follow the technical evolution by launching web-
editions of their newspaper as part of their long-term strategy, while others decide 
only to focus on the printed edition.  

 
Purpose The purpose of this thesis is to research and analyse what managerial choices and 

strategies local newspapers are implementing today to meet the competition from 
new types of media. The purpose is furthermore to research and analyse what 
they ought to do in the future.  

 
Method We have, to fulfil the purpose, conducted a quantitative, telephone based, 

research with a standardised questionnaire. We have interviewed 30 out of 
Sweden’s 36, based on circulation, largest local newspapers, geographically spread 
all over Sweden. 

 
Conclusions More than two third of all local newspapers represented in our research have lost 

subscribers since 2000 and almost three quarters believe that these subscribers will 
not come back in the future. 90 % of the newspapers experience pressure on their 
biggest customer, advertisers, and 66 % experience pressure on subscribers, 
because of internet.  

 
 87 % of our respondents have an online edition of their newspaper. Even though 

the respondents state that the biggest reason for future decrease in subscription is 
price, 32 % already charge a fee for parts of their web-edition and 80 % of those 
respondents who do not charge anything today, state that they will charge within 
five years.  

 
 A large majority of the respondents have, despite the negative trend, a positive 

attitude towards the future. The transformation from a traditional local newspaper 
to a modern media house appears to be the key to success in the future.  
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Sammanfattning 
 
Inledning Lokala dagstidningar har varit en naturlig del av vårt moderna samhälle i många 

årtionden och de flesta av oss tar därför den lokala tidningens framtid för given. 
Lokaltidningar har dock problem med att attrahera nya, speciellt yngre, 
prenumeranter. Detta samtidigt som denna grupp spenderar mer tid uppkopplad 
till internet, eller med andra former av ny media. Lokaltidningen har varit 
dödsdömd flera gånger då ett nytt media har introducerats men, som vi vet, 
överlevt. Skillnaden denna gång är att alternativet är gratis. Ny media växer 
generellt mycket snabbt. Vissa lokala tidningar följer den tekniska utvecklingen 
och har lanserat en nätupplaga som del av sin långsiktiga strategi, medan andra har 
valt att endast fokusera på papperstidningen.   

 
Syfte Syftet med uppsatsen är att undersöka och analysera vilka ledningsbeslut och 

strategier lokala tidningar implementerar idag för att möta konkurrensen från ny 
media. Syfte är dessutom att undersöka och analysera vad de borde göra i 
framtiden.   

 
Metod Vi har, för att uppfylla syftet, genomfört en kvantitativ, telefonbaserad, 

undersökning med ett standardiserat frågeformulär. Vi har intervjuat 30 utav 
Sveriges 36, till upplagan största, lokala tidningar, jämt spridda över landet.  

 
Slutsatser Mer än två tredjedelar av all lokala dagstidningar representerade i vår 

undersökning har förlorat prenumeranter sen 2000 och nästan tre fjärdedelar tror 
att dessa inte kommer att återkomma i framtiden. 90 % av dagstidningarna 
upplever press på deras största kund, annonsörerna, och 66 % upplever press på 
prenumeranterna, på grund av internet.     

 
 87 % av våra respondenter har en webbupplaga av sin dagstidning. Trots att 

respondenterna uppger pris som den största anledningen till det minskande 
antalet prenumeranter, tar 32 % redan betalt för delar av sin webbupplaga, och 80 
% utav de som inte tar betalt idag, har för avsikt att göra det inom fem år.  

 
 En stor majoritet av respondenterna har, trots den negativa trenden, en positiv 

inställning till framtiden. Omvandlingen från traditionell lokal dagstidning till ett 
modernt media hus tycks vara nyckeln till framgång i framtiden.    
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1 The printed newspaper and the new media 

 
This chapter presents a discussion about why we have chosen the subject of this thesis. It also presents the 
background needed to understand the research question; how do local newspapers manage new media channels today 
and what ought they do in the future?  
 
 
The way we choose to communicate and the media channels that are used for our 
communication are under constant change. Some media channels are introduced and accepted 
rapidly, while others need significantly more time or sometimes even fail completely. Internet is 
one of the media channels that has had the fastest and most aggressive development and 
acceptance rate in history. The way internet is used today is however not quite how it once was 
used. 
 
American scientists launched the internet to secure high ranked officers’ ability to communicate 
and to launch nuclear missiles in the event of a nuclear attack. Fortunately the internet has not 
been used for the purpose of launching nuclear missiles, but as most of us know, the internet has 
become commercialised and the World Wide Web is in our days used daily for communication 
between both organisations and individuals.  

1.1 The local newspaper market in Sweden 

 
As can be seen in Figure 1 below, the development of internet access in Sweden has been very 
aggressive. Only two percent of the Swedish population had access to internet in 1995. Less than 
ten years later, in 2004, internet had grown to a mass medium1 as 70 % of the population had 
gained access, a growth of 3400 % (Facht, 2005). On an average day more than one third of the 
Swedish population uses internet. Some age groups have an even higher usage rate where as 
many as 48 % in the age group 15 – 24 and 46 % in the age group 25 – 44 uses internet (Facht). 
The time spent online is also increasing rapidly for Swedes as well as for other Europeans. The 
average time spent online in Sweden is according to Facht 72 minutes per day. This must 
reasonably mean that less time is spent with other media forms, as the time available each day is 
limited. 
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Figure 1 – The development of internet access in Sweden between 1995 and 2004 (Facht, 2005). 

                                                 
1 When more then 5 % of the population uses the medium (Vizjak & Ringlstetter, 2003). 
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The online market is not surprisingly growing immensely as more people gain access to internet 
and get familiar with the medium. Different kinds of services have been introduced to the 
internet and are today accepted and seen as given amongst many internet users. One of the most 
frequently used services on the internet is the online newspaper. The first online webpage with 
news service was launched in the early 1990’s (Johnson, 2005). The development has since been 
very rapid and many newspapers have decided to launch an online edition of their paper version, 
while other companies have decided to focus merely on an online edition. Sweden has gone from 
having only a few online newspapers in the 1990’s to 109 in 2004. The development has not 
stagnated or declined during the last years, but rather inclined as the number of online papers 
grew by one third to 145 in February 2006 (Resoner, 2006).  
 
Internet users often use online-based news-services. This can be seen as a large number of 
newspapers are launching online editions as a response to a growing demand or as a reaction to 
the already existing demand. Another sign of the demand for online media forms, and also a 
proof of the advertisement power existing in the online media market, is the fact that three online 
newspapers (Aftonbladet, Expressen and Tidningsnätet2) are amongst the ten most visited web 
pages in Sweden every month (see Appendix 1) (Annons, 2006).   
 

1.1.1 The printed newspaper  

Traditionally, there is a distinction between different types of printed newspapers. According to 
Bergström, Wadbring & Weibull (2005), there is a line between newspapers that are published in 
the morning and the ones that are published in the evening. Besides the distinction between 
morning and evening media other distinctions are made between newspapers with paying 
customers and free newspapers, and between online newspapers and offline, or printed 
newspapers (Bergström et al., 2005).  
 
A further distinction is drawn by the frequency of the newspaper, meaning how often the 
customer can find a new edition on the shelf (Bergström et al., 2005). High-frequency 
newspapers are published 5-7 days a week, while low-frequency newspapers are published 1-2 
days a week. The ones in between are named middle frequency published newspapers. A third 
and last distinction is made between the geographical coverage of the newspapers. Here the 
geographical circle of subscribers separates the newspapers. A distinction is drawn between 
newspapers published in our three larger cities and the ones that turn to the smaller cities in our 
country. These local actors thus have their own unique local news and thus a local market (both 
when discussing subscribers and advertisers) (Bergström et al.). 
 
In 1980 there were 164 newspapers in Sweden and this number was intact until the mid 1990’s. 
From the mid 1990’s and on, the number of newspapers has been in a constant negative trend. 
About half of the Swedish newspapers are released at least six days per week, and it is this group 
with high frequency publication that has been the major loser according to Weibull (Bergström et 
al., 2005).  
 
Since the mid 1990’s, internet has had tremendous success on the consumer market and 
developed a strong position as a communication media. At the same time the newspapers are 
under a constant declining trend. In 2004 the total circulation of all local newspapers was 287 700 
copies per weekday (Gunnarsson & Gustafsson, 2005). This is a negative change from 2002 with 
8 500 copies, or three percent. There has also been a negative trend in the quantity of advertising 
space in the local newspapers. This is measured by the number of meters of columns that each 

                                                 
2 A cooperation on-line between 42 local newspapers. 
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year is sold in the newspaper. From 1989 until 2004, there was a shift from 803 701 to 515 706 
meters of columns, a decrease of 36 % (Gunnarsson & Gustafsson, 2005). It is interesting to ask 
the question: have the advertisers disappeared or change media? 
 
2005 was a red year for many newspapers in terms of size of circulation (Jönsson, 2006). Jönsson 
has analysed data published by the industry organisation, AB Tidningsstatistik. Out of the 25 
largest newspapers, 17 had a decreasing circulation. The survey, which included 100 newspapers, 
found that 64 % had a decrease, fifteen percent had no change, and 21 % had an increase in their 
circulation. At the same time, 13 of the 25 largest newspapers were experiencing a negative trend 
during the last three years. Among these newspapers we find well-known actors as Sydsvenskan, 
Helsingborgs Dagblad, Upsala Nya Tidning, and Östgöta-Correspondenten. The negative trend 
among these, both in circulation and financially, is according to Jönsson obvious. During the last 
three years, they have had the following situation in circulation: Sydsvenskan -7,4%; Helsingborgs 
Dagblad -7,6%; Upsala Nya Tidning -6,9%; and Östgöta-Correspondenten -8,1%. Only one of 
the 25 largest newspapers had a positive trend during the last three years: Eskilstuna-Kuriren who 
has had an increase in circulation of 1,2%. A lot of the newspapers were making profits, however 
this is according to Jönsson due to a positive trend in the Swedish economy and amongst 
advertisers.  
 
According to Andersson (Bergström et al., 2005), the share of Sweden’s population who do not 
read a printed newspaper on a regular basis has increased from 8 percent in 1989 to 18 percent in 
2004. Reasons for this is said to be that the cost is too grand and/or a lack of time. Instead of 
reading a newspaper in the morning, more and more chose to read an online newspaper during 
the day (Bergström et al.). This is however not the case for the whole population. Large 
differences exist between the older and younger generations, where the younger spend more time 
online while the older spend less time online but more time with a printed newspaper (Bergström 
et al.). This difference is illustrated in figure 2 below, which clearly shows that among those who 
read an online newspaper at least three times per week, young people are overrepresented. 45 
percent of all persons between the ages of 20-29 read an online newspaper more than three times 
per week, while the representation from persons between the ages of 65-85 only is 6 percent 
(Bergström et al.). 
 
 

 
Figure 2 – Internet news usage at least 3 days/week (Bergström et al., 2005). 
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1.1.2 The online newspaper 

Internet has become an accepted media channel for distributing public information. Events that 
have created a need for instant public information, such as 9/11 and the tsunami catastrophe in 
2004 have boosted the interest in online newspapers. However, as Bergström et al. (2005) 
implies, one should keep in mind that ever since the 1920’s, the printed newspaper has been 
doomed to extinction at the arrival of new media forms several times before. The big difference 
today is that the newspaper market was growing when the radio was launched in 1920, the market 
was stable when TV was launched in 1950 but today, when the first free alternative is offered, the 
newspaper market is in a negative trend (K.E. Gustafsson, personal communication, 2006-05-16). 
Researchers also claim that local newspapers in the Nordic countries and in Sweden have an 
extraordinary strong position at the local level (Gustafsson, 2001), giving them a unique position. 
This is partly because local printed newspapers can offer their local readers local 
content/advertisement opportunities that national newspapers cannot. People have an obvious 
interest in their local community (Gustafsson). 
 
At the same time one thing is certain; fewer and fewer people read printed newspapers. 
Newspapers are still the most widely used media channels for distribution of news, but the 
distance to online newspapers is decreasing year by year. In 1998, among young academics, the 
gap was 42 % units. Today it is only ten (Bergström e al, 2005). Bergström (Bergström et al.) 
states that this is possibly a pattern and that it thus might have a major influence on the use of 
online media and thus will set the new standard for the market. 
 
The ability for online newspapers to constantly keep the consumer updated on a 24/7-basis is 
something that the printed newspaper cannot compete with. The fact that an online newspaper is 
accessible at any time, and that the consumer can look at motion pictures and listen to radio, are 
other examples of the online newspaper’s benefits. Bergström (Bergström et al., 2005) further 
argues that the future will hold a scenario where we do not talk about news from TV, radio, 
newspaper, or online newspaper. We will instead find media houses that distribute news in 
numerous medias and we will talk about news from organisations such as SVT, TT, BBC or 
Dagens Nyheter. This is something that can be found in Sweden. The financial newspaper 
Dagens Industri provides news via a printed version, TV and the internet.  
 
It has been said that the internet is a journalist’s medium (Pavlik, 2005). Everything that can be 
done in a printed newspaper can be done online. It also offers new capabilities such as 
interactivity, on-demand access, and customisation. The journalist cannot only customise each 
story with suitable modalities and communication features, each reader can also receive 
personalised news that places each story in a personal and meaningful context. The only thing 
that limits journalists in their communication online is the bandwidth, connectivity, and 
credibility of content (Pavlik). These limits will however be less constraining in time. Readers will 
become more familiar with the internet and the online resources, and develop literacy skills that 
allow the readers to form an opinion about the material. Pavlik further argues that it is the 
journalist that sets the standards of the online newspaper. Far from all newspapers have 
developed the skills that are needed to make full use of the internet. Features such as text and 
graphics can be moved from the printed version to the online version. However, it is features like 
audio, video, animations, and 360-degrees video that make the online version unique from the 
printed newspaper. There are several reasons for the lack of implementation of these features in 
online newspapers. Pavlik believes that a) the newspapers do not have the traditions, in terms of 
culture and resources, to create multimedia content, b) newspapers view the online version as an 
extension of the printed version, c) newspapers have their staff competence in the written word 
and the staff is not trained in graphics, images, audio and video.    
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1.1.3 The power of advertisers 

The newspaper has for many years been the media channel most used by advertisers. In the 
beginning of the 1990’s, the newspapers were only threatened, as an advertising media, by a 
limited number of actors, most importantly television and radio. Since then, a various number of 
alternatives have been established for the advertisers. Digital-TV, the internet, SMS-services, e-
mail, direct individual advertisement are some examples of major channels. The arrival of new 
media channels forced the local newspaper to take use of its unique local position. When 
advertisers, in the search for the ultimate way of communicating a message, found that new 
channels such as radio and cable TV was to prefer, local newspapers took action. The local 
newspapers started to focus on the local position that has always made them strong. Focus was 
set on creating value for the local readers in a way that other media could not provide. For 
example, radio and TV do not have family pages and local sport news about the children’s 
hockey team to the same extent as the local newspaper. Having a wide range of readers, 
advertisers followed and came back to the printed media (Bergström et al., 2005).   
 
Newspapers have always been sensitive to the country’s financial state. This is due to the 
consumers’ unwillingness to spend money on newspaper when they do not have much money, 
but also because advertisers cut down on advertisement (Bergström et al., 2005). In fact, the 
major reason why newspapers were unwilling to change format from the traditional size to 
tabloid was due to changes in revenue from advertisers (Gustafsson, 2005). One question that 
caused discussion at the newspapers was if one page in a tabloid was of equal value for the 
advertisers as one page of the traditional page size, meaning, would the advertisers be willing to 
pay the same for less. To compensate the loss in revenue, advertisement was introduced to the 
front page. Another example that illustrates the influence the revenues from advertisers is that 
the revenues from the front page, for one edition, correspond to the cost of about 20 journalist 
services (Gustafsson).  
 
According to Gustafsson (2000), the era when advertisers saw the consumers as one large group 
might be over. Instead, advertisers will turn to the individual in media forms like telemarketing, 
direct advertising, and advertisement on the internet. New media and technology like the internet, 
provide great possibilities for advertisers to find and reach the wanted group of customers. Why 
would the advertisers want to pay for a spot that reaches a whole population when they can reach 
the wanted consumer by using the right media? Commercial that is sent directly to the potential 
costumer or at specific internet sites are examples of this. Advertisers are effective actors, and 
they do not hesitate to find new, more effective and/or cheaper, distribution channels. There are 
many ways for advertisers to find reach their target group, and this might be a factor that affects 
the printed newspaper as an actor on the advertisement market.   
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1.2 Problem statement 

As presented above, a number of important and interesting questions exist for most local 
newspapers. Considering these questions it is likely that traditional local newspapers are losing, 
and will most probably continue to loose, market shares to new types of media. What are the 
traditional local newspaper actors doing to meet this competition? The traditional local 
newspapers’ advantage is that they have a very strong local content position. This would 
reasonably mean that it is easier for them to attract customers, both subscribers and advertisers, 
in their immediate geographical surrounding. How is this advantage managed?  
 
Our problem is specified in the following questions: 
 

• What are local newspapers doing in order to manage the competition from new media? 
• What ought they do in the future?  
 

1.3 The purpose of this thesis 

The purpose of this thesis is to research and analyse what managerial choices and strategies 
Swedish local newspapers are implementing today to meet the competition from new types of 
media. The purpose is furthermore to research and analyse what they ought to do in the future.  
 

1.4 Delimitations 

We have in this thesis decided to conduct our research on traditional printed media with a local 
connection. That is, the analysis, conclusions and proposals based on the analysis will be based 
on non-national papers. This delimitation is implemented, as our research question requires a 
focus on local newspapers.  
  

1.5 Definitions 

 
Depending on background, education and previous experiences different people have different 
perceptions and interpretations of words. To avoid misunderstandings and misinterpretations we 
have included some definitions:  
 
Circulation Total number of copies delivered by a newspaper including the copies 

bought by subscribers, single copies-customers, and give-aways 
(Gustafsson & Weibull, 1992). 

 
Local newspaper  A newspaper that turns to its direct local customers, with specific local 

content and with a limited geographical distribution (Bergström et al., 
2005). 

 
Media channels  Different types of channels through which organisations provide the 

public with information e.g. newspaper, TV, internet, radio, SMS, etc. 
(Porter, 1980).  

 
Newspaper  A printed newspaper, national and non-national, that is published in the 

mornings at least four days a week (Bergström et al., 2005). 
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1.6 Disposition 

 
The thesis will henceforth be disputed as follows: 
 
Chapter 2 In the next chapter, which is our frame of references, we will present different 

definitions of strategy. This is necessary, as the understanding of the presented 
theories require an appreciation of the term. The theories chosen will help us 
explain the unique situation the local newspaper market faces when confronted 
with the competition from new media. The theories further have helped us shape 
the questionnaire used as a base for our empirical research.  

 
Chapter 3  The methodology chapter in which we describe how the empirical study has been 

conducted follows the frame of references. This includes amongst more, how the 
newspapers were chosen, how many local newspaper have been contacted and 
accounting for what sort of questions the newspapers were faced with. The chapter 
is concluded with a discussion about credibility and reliability.  

 
Chapter 4 After presenting what method our research is based upon, we present and analyse 

the empirical findings our research has generated. The empirical findings are 
analysed based on the models and theories we presented in the theoretical 
framework.  

 
Chapter 5 The last chapter in this thesis is the conclusion. This chapter presents the main 

findings our analysis has generated and reconnects with the purpose and theoretical 
framework. It further gives recommendations on future studies within the field of 
media strategy and management.  

 



 

 8 

2 Strategic management in a changing environment 

 
 
This chapter will present the theoretical framework that has been chosen as a foundation for our empirical study 
and the analysis. The later presented analysis will be made using theories dealing with business strategy and 
management. The presented theories are focusing on a changing environment and will help us to analyse an 
organisation facing a rapidly changing market with competition that have never been met before.  
 
 
A large number of models have been introduced and presented during the years to facilitate 
strategic choices and managerial decisions. The situation the local newspaper is facing these days 
is however unique as most of the new competition’s services are offered to costumers for free. 
Technology is a natural part of most people’s lives and the differences between generations in the 
way they are consuming information, is obviously escalating. One of few parallels with the 
situation the traditional media market is facing can be drawn to the situation faced by the 
recording industry and the competition from illegal and legal downloading. The parallel is 
reasonably strong as both markets are facing online-based competitors offering a, in most cases, 
free or at least cheaper alternative. We are, as the case with the recording industry, interested in 
the competition from new digital media and not the competition between two separate local 
newspapers.  
 
To analyse the situation of today’s local newspapers, and to predict what will have to be done in 
order to cope with a changing market, a frame of reference must be used. The frame of reference 
we have decided to use consists of well-recognized theories suitable for the purpose of this thesis. 
In the field of strategy, a combination of static and dynamic theories has been chosen. This makes 
it possible to explain an organisation’s current position and to analyse what will have to be done 
in order to affect an organisation’s position in a competitive market.  In the field of change 
management, theories have been chosen that explains industry change and the challenges of 
managing change. Before discussing what different strategies different theories suggests, we will 
discuss and explain the meaning of strategy.  
 

2.1 The dynamics of strategy 

 
Strategy is a term that is widely used in the world of business and it is constantly under 
development as a concept. Once, the heart of strategy was about positioning: finding spots in the 
market where competition was at a low level, whether it was with a low-cost advantage or a 
differentiation advantage (Hawawini, Subramanian & Verdin, 2003). Strategy can also be seen as a 
tool that a company uses to reach the universal objective of all firms: to develop and to sustain 
competitive advantage (Alexander & Campbell, 1997).  
 
When using the term strategy in this thesis, we have used the following interpretation from 
Oxford references online: “An overall practical policy for a firm that coordinates the separate 
functional areas of a business. It defines the business objectives, analyses the internal and external 
environments, and determines the direction of the firm. Each firm operates in a competitive 
environment and seeks to formulate a strategy that will provide it with an advantage over its 
rivals: design, quality, innovation, and branding are examples of ways in which competitive 
advantages may be established” (Smullen & Hand, 2005). Even though we have defined strategy, 
we still need to know strategy’s place in an organisation.  
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The model illustrated in figure 3 below show the function of strategy (Nadler & Nadler, 1998). 
The upper half of the figure shows the general picture applicable on all organisations, while the 
lower half shows a more specific picture of how the upper half is applicable on a company. 
Strategy in an organisation represents the decisions made by an organisation about how to use its 
own resources in relation to the demands, opportunities and constraints of the environment 
within the context of history.  
 

 
Figure 3 - What is strategy (Nadler, 1998, p. 31)? 

 
Today there is much more to the definition of strategy in times of dynamic markets and rapidly 
changing technologies (Porter, 1996). Recently, voices have been heard with strategy in a context 
with terms like innovation, value creation, and value capturing (Kim & Mauborgne, 1997; 
Hawawini et al., 2003). Some of the classic theories and models about business strategy are still 
leading the field, at the same time as new research of the digital and internet-era have been added. 
We will discuss both classic and newly developed theories. We will start off by discussing the 
influence that the design of an organisation has on the development of strategy. 
 

2.2 Developing strategy 

Knowing what strategy is and what it can do for a company is not enough. We have in 2.1 
defined what strategy is in this context and thus know what strategy is, but we have to understand 
strategy in the context of reality and how to develop a successful strategy. There are three major 
aspects on strategy that can be applicable on reality: the competitive force view, the strategic 
conflict view, and the resource-based view (Burnes, 1996).  
 

2.2.1 Competitive forces view 

The competitive forces view promotes that it is essential for a company to understand the 
environment since it is the industry that sets the rules of the competitive game on markets. The 
environment with its competition gives a company a choice of strategies that can be used to 
create a position that is superior to the one of the competitors (Burnes, 1996).  
 
This perspective holds one of the most influential aspects of strategy, the one of Michael E. 
Porter, which will be presented later. Porter claims that there are three strategies that can make a 
company competitive: low-cost, differentiation, and specialisation. We recognize these strategic 
choices from the five-forces framework, and it is from that framework that these three strategies 
are based upon. The five forces framework determines the potential that a company has in a 
certain industry (Hax & Majluf, 1997).  
   

2.2.2 Strategic conflict view 

A company’s strategic actions will influence a whole market environment, since every action 
made by the company leads to different actions taken by competitors (Teece, Pisano & Shuen, 
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1997). Different strategies that can influence a market and strengthen a company’s 
competitiveness can be price strategies, advertising, and investments in capacity (Burnes, 1996). 
Important to notice is that the strategic conflict based view only deals with external market factors 
in a company’s environment. It does not take into account the internal and external factors that a 
company has as resources to create a strong position on a market. The limiting aspects of the 
strategic conflict view must thus be taken into mind (Burnes). 
 
Researchers within the strategic conflict view study the interaction between firms in a competitive 
market, with focus on the game theory (Teece et al. 1997). The fundamental thought in this field 
of research is the assumption that a company’s actions are a result from how managers believes a 
competitor will act in a specific situation. This gives us that a company’s performance and 
competitiveness depends on how, and if, the company can outsmart it’s competitors by always 
monitoring them (Burnes, 1996; Vega-Redondo, 2003; Osborne, 2004).  
 

2.2.3 Resource-based view 

The resource-based view sets focus on the internal resources in a company and puts the internal 
management as determinant of a company’s performance. An emphasis on managerial 
capabilities and organisational skills leads to a view that integrates many areas of management and 
strategy research. Within this field one can find R&D, human resources, intellectual property, and 
organisational learning (Teece et al., 1997; Durand, 2004).  
 
In industries where innovation is present in the form of computers and internet, a phenomenon 
called creative destruction can be found (Durand, 2004). The concept creative destruction was 
presented in 1942 by Joseph A. Schumpeter in his work Capitalism, socialism and democracy.  Creative 
destruction is a process where a new technology kills an older. Schumpeter saw capitalism as an 
economical system in constant change, a system that would not survive in case of stagnation, and 
where creative destruction constitutes to be the core of capitalism (Schumpeter, 1942). Durand 
emphasizes the need for companies to respond to change. This will have the result of disruption 
and re-evaluation of current operational processes and strategies. An industry that is facing 
fundamental change will have new, unwritten rules for how the new competitive game will be 
played. New rules will be written as a result of the creative destruction. The destruction and the 
rebuilding of organisational strategies will give each company the chance to give form to the new 
market (Durand). 
 
What is demanded of the company is that it uses all its competence to create a competitive 
advantage towards its competitors (Teece et al., 1997; Durand, 2004). To focus on core 
competence is confirmed by Michael E. Porter who states that a company, in order to create an 
advantage must have its core competences in the very foundation of a strategy (Burnes, 1996). A 
constant search of tomorrow’s news is the key to success in a changing environment. The 
resource-based view includes the need of development of strategies and capabilities of 
companies, which is in the research field of dynamic theories (Teece et al.). This will be presented 
later in this chapter. 
 
In order to remain competitive and to reach a desired position in a market, it is necessary to 
understand the assessment of the industry to which a company belongs. There are several factors 
which are fundamental to understand in order have a business that is competitive in a changing 
environment. Michael E. Porter introduced one of the most influential and widely used models 
for this purpose, the five-forces model (Hax & Majluf, 1997). 
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2.3 Porter’s Five-Forces Model 
Porter’s five forces model was first published in the Harvard Business Review in 1979. The 
model considers the competition within a line of business and how this competition is meet. It 
emphasises the importance to choose the optimal position in the line of business based on the 
existing competition. In the business of newspapers a re-consideration about whether the printed 
form is the optimal media channel or not, can illustrate this way of thinking. The model further 
emphasises that the company or organisation needs to widen the competition concept and not 
only included the competition within the industry, between companies, but also include the 
variables suppliers, customers, substitutes and threat of new entrants (Porter, 1980).  
 
The structure of an industry is represented by this model by its main actors (competitors, buyers, 
suppliers, substitutes, and new entrants), their interrelationship (the five forces), and the factors 
behind those forces that help to account for industry attractiveness (Hax & Majluf, 1997). 

2.3.1 Competition within the industry 

The rivalry among competitors is at the centre of the five forces. There are different central 
determinants of the intensity of rivalry among competitors where the following factors can be 
identified as the most commonly used and most relevant for the local newspaper market (Hax & 
Majluf, 1997; Porter, 1980): 
 
- Number of and diversification between competitors 

The more companies that compete for a customer, the more competition there is. The 
way the companies are structured concerning costs, strategies and goals has great 
influence on the number of competitors. Local newspaper are at a first look very similar 
to new media such as online media as the most relevant news are relevant in both media 
channels and thus most probably will be mentioned in both. This would thus imply that 
the competition between different media companies off- and online is substantial.  

 
- Product differentiation  

Competition within an industry is not only affected by the number of competing 
companies, but also by how similar the offered products are. The more similar the 
offered products or services are, the more competition exist between the companies. This 
as it is very easy for the costumer to change from one company to another while still 
getting the same product or service. This is in most cases the case when concerning local 
off- and online media. The news-service offered, the number of reached people and thus 
the advertising ground is very similar between local media competing on the same local 
market. The online media does however have an advantage over the printed offline media 
as the offline media is restricted and limited in its geographical context. Whether or not 
this is a disadvantage can be discussed as many advertisers in the local market only are 
interested in reaching local customers.   

 
- Switching costs 

The easier it is for the customer to switch from one product/service to another, the wider 
the market gets. Therefore many companies try to make it difficult or costly to switch. 
One example is the frequent flyer membership that airline companies provide. It is today 
very easy and most often free for most customers to change from one local newspaper 
company to an online based. The idea with membership awards is maybe something that 
should be implemented in the media industry as well? 
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2.3.2 The suppliers’ bargaining power   

The local newspaper market is as all other businesses and lines of businesses dependent on 
suppliers. The printed media is above other in need of paper and a printing house. The printing 
house and paper suppliers thus have some power over the media company. This power is 
stronger the less number of suppliers that exist. If the printing house is the only company 
offering the needed service on the specific local market the supplier can set more or less what 
ever price they want and make heavy demands on the media company. The online-based media 
company is not as dependent on suppliers as the offline version. It does however need a web 
host or a web hotel, technical suppliers etc and is thus under some suppliers’ bargaining power, 
but in a smaller extend compared to the offline edition (Hax & Majluf 1997; Porter, 1980; 
Montgomery & Porter, 1991).  
 

2.3.3 The buyers’/customers’ bargaining power 

Whether advertisers should be classified as a supplier (of money) or as a customer (as they buy 
advertising space) can be discussed. We have decided to classify advertisers as the newspapers’ 
most important customer. This, as advertisers are the biggest source of income (Gustafsson, 
1996). The advertisers thus have great influence over the newspaper and the editorial office.  
 
The organisation has to be aware of how price sensitive the products or services they sell are. 
Customers will continue to buy a product or service independent of price level when the demand 
is inelastic. One example of this is emergency care at hospitals or asthmatic medicine for 
asthmatics. Customers will on the other hand change to a different product with similar qualities 
even after the smallest price increase if the demand is elastic. One example of this would be 
eating potatoes instead of rice if the price on rice would increase, or taking a bike ride outside 
instead of participating in a spinning class when the price on spinning increased. A local 
newspaper have to be aware of whether the product and/or service they offer has an elastic or 
inelastic demand before they raise the price on the printed edition to finance a web-launch, or 
asks for money for the online edition. If the content offered by the newspaper off- or online is 
unique, something the customers request and thus has an inelastic demand for, the media 
company can raise the price on their off- and/or online product. What makes internet unique is 
that many companies offer services for free. A clear parallel can be drawn to the example given 
previously with bike riding and spinning. Even though most of us can take a bike ride outside for 
free, many choose to pay money for a spinning class. Why? Because the customer experience that 
some value is added that they are willing to pay for. Does this added value exist off- and/or 
online for media companies also (Hax & Majluf 1997; Porter, 1980; Montgomery & Porter, 
1991)?  

2.3.4 Competition from substitutes 

The above-presented conversation in 2.3.3 underlines the importance for the companies to 
identify what substitutes exist to their product and/or service. The company should also examine 
how willing their customers are to change or abandonee their product at a viable price increase 
for another product. If it is a matter of cost, a customer of a printed local newspaper will find it 
easy to switch to an online newspaper offered for free. The company should further identify what 
quality their product has compared to existing competition. Companies that sell products or 
services with high quality normally have more loyal customers and thus customers that will stay 
with the company even after an increase in price (Hax & Majluf 1997; Porter, 1980; Montgomery 
& Porter, 1991). The customers’ loyalty might here be found in the habit of having a printed 
newspaper. This is however, as has been discussed earlier, under pressure from a switch in the 
usage of media between generations. In the context of this research, the competition from 
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substitutes is certainly the force that has the largest influence on today’s local newspapers 
competitive situation in Sweden. When substitutes arises with qualities such as a free of charge, 
easy accessible, and most importantly offered via new technique that is rapidly changing the 
market conditions (see chapter 2.5) the substitutes obvious threatens the existing actors. The 
situation for local newspapers is today unique. A printed newspaper faces competition from 
substituting actors as TV, web sites, or national newspapers, but as some newspapers offer these 
services, they cannot, in Porter’s five forces model, be classified as substitutes, but instead as 
competition within the industry. A customer can switch from the printed newspaper and chose to 
consume the online version of the same company. The competition might come from inside a 
company where a substitute is offered to the customer. The boarder between substitute and 
competition is thus hard to draw, as they in many cases (in the media market) cover the same 
area. Substitutes and industry competitiveness are thus seen as one actor; the biggest and most 
important for local newspapers to identify and observe.  

2.3.5 Threat from new entrants  

If a company has an annual yield that is far greater than their operating costs, new entrants will be 
attracted to the market, as they want to take a part of the profits. The establishment of new 
companies will lead to a situation in which the profits decrease until equilibrium between supply 
and demand is achieved. The companies within the industry have to identify what barriers of 
entry exist to be prepared for the threat faced by potential new entrants (Hax & Majluf 1997; 
Porter, 1980; Montgomery & Porter, 1991).  Some of the barriers to entry in the media industry 
are:  
 
- Brand recognition and the natural industry inertia 

Companies with a well-recognised brand and well-recognised products have an advantage 
over new entrants whose brand and products are not as familiar amongst customers 
(Gustafsson, 1996; Porter, 1980). This implies that it would be easier for a traditional 
local newspaper to launch an online edition with the same name instead of launching the 
website under a new brand.  
 

- Demand on large capital investments 
Some lines of business demand large initial capital investments. This is the case both for 
off- and online editions. Local newspaper companies that want to go online normally 
have to invest much before launching an online service. The same goes for companies 
that want to launch a local media service/product offline (Porter, 1980; Gustafsson, 
1996). 
 

- Cost benefits 
Already existing companies normally have a cost benefit advantage over newly established 
companies as the older have great awareness about how the market works, has a good 
network and access to cheaper raw material. The cost benefit existing for local newspaper 
is for example that they already have the editorial office, the news in a printed form and 
connections with news services (Gustafsson 1996; Porter, 1980). 
 

- The power of the advertisers 
As the media companies are dependent on large advertising investments the advertisers 
have great power. The new establishment needs advertisers to survive, but to attract 
advertisers the company needs readers and subscribers (Gustafsson, 1996).  

 
The five forces are shown and summarised in figure 4 presented on the following page:  
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Figure 4 - The different competition forces that affect an industry (Montgomery & Porter, 1991, p. 12). 

2.3.6 Advantages with Porter’s five forces model 

One advantage with the Porter’s five forces model is that it shows what factors in the companies’ 
environment have the greatest influence. The model is easy to use at the same time as it gives the 
company a powerful tool to understand the line of business it operates in (Grant 1995). By 
understanding what competition exists, what the profitability is and by understanding what the 
industry looks like and works, it is possible to answer the following three strategic questions 
(Porter, 1980): 
 
- Identify key success factors – these factors are the key to success and thus also survival. 

One example for the local media companies would be to identify which key customer 
markets are most valuable for the advertisers and through what media channel is the 
group most easily reached? Which strategy is optimal towards the online threat?  

 
- Predict the profitability in the line of business and thus knowing where and how much to 

invest and how much the company has to diversity itself from the competition. Will 
online news in printed form be profitable? Will advertisers start spending more money 
online and less offline? Do we need to diversify our future/already existing online 
service?  

 
- To identify if the company can influence the line of business it operates in to minimise 

the competition and maximising the own profitability.  
 
 

2.3.7 Disadvantages 

On disadvantage mentioned by Grant (1995) is that the company forms the industry it operates 
in. The industry is thus under constant change and no equilibrium can thus ever be achieved. 
Grant further accentuates that Porter’s five forces model is to static and that it does not take into 
account the fact that the environment the company operates in is under constant change. 
Frankelius (2001) underlines that the model is too simple as it, according to Frankelius, only 
looks at the relationship between the buyer and the seller. Another disadvantage mentioned by 
Frankelius and Rosén (1993) is that other factors exist in the companies’ environment that have 
great influence on the company and thus are more important to identify and observe. A model 
that takes all of these actors into account and identifies what effect they might have on the 
company is the lifecycle model.  
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2.4 The lifecycle model 

Johnson and Scholes (2002) present the lifecycle theory where the growth of products and 
markets are said to follow a lifecycle. The model is a modification of similar models presented by 
amongst others Fox (1973), Wasson (1974), Porter (1980), Anderson and Zeithaml (1984), and 
Hill and Jones (1998).  
 
A lifecycle is divided in five phases: development, growth, elimination, saturation, and decrease. 
In the phase of development, the first companies are established and followed by other actors 
that will give the market a phase of growth. The high level of competitiveness will eliminate the 
actors that cannot please the customers. This will make the market mature, leading to a phase of 
saturation. When the market is becoming saturated, the number of new establishments as well as 
consumers will decline and finally stop increasing, leading to a decrease. The decrease is due to 
the high competition that a saturated market brings, and the increasing competition between 
actors that have a smaller market to compete in. The consequence will be that actors are forced 
to leave the market in the phase of decrease. The decrease in number of actors during the last 
centuries (Bergström et al., 2005) could be a sign that the local newspaper market is in a phase of 
decrease. 
 
In the three first phases, the market is under constant growth. An actor can experience growth 
even though the actor is not increasing its market share. The last two phases creates another 
situation. When the market is shrinking, actors must conquer market shares in order to grow as a 
company. As the three first phases do not demand an increase in market share, but the two last 
one do, a completely different strategy is demand by the company depending on where in the 
lifecycle it is situated (Johnson & Scholes, 2002).   
 
 
 
 

 
Figure 5 - The lifecycle model (Johnson and Scholes. 2002, p. 119). 

 

Development Growth Elimination Saturation Decrease 
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2.5 Dealing with competition  

The local newspaper faces competition, as mentioned previously, both from competitors, but 
maybe more importantly, substitutes. It is not enough for an organisation to define strategy, there 
also has to be an understanding of how to craft and develop strategy. The essence of business 
strategy is to create an advantage in a market (Smullen & Hand, 2005). This part of the frame of 
reference will present dynamic theories about how to develop and sustain a strong position on a 
competitive market. 
 

2.5.1 Competing through insights 

 
Strategy is developed by the organisation, and it is, not surprisingly, a lot about having an insight 
in the business’ environment. Sometimes there is confusion between the strategy and the daily 
planning in a company. Planning copes with immediate needs of the organisation, while strategy 
is about developing insights and capture knowledge that will make the company come up with a 
winning long-term competitiveness (Alexander & Campbell, 1997). In the constant search for 
ways to gain an advantage over competitors, an organisation cannot afford to ignore the market. 
Even if a company finds a superior process to create value for a customer, this process will be 
more and more widely used amongst competitors and the competitive advantage will disappear. 
There are no long-term solutions, only temporary solutions. If an organisation cannot keep up 
with generating insights, the price to pay will be significant (Prahalad & Hamel, 1990).  
 
There are three different groups of strategists that Alexander & Campbell (1997) mention when 
they talk about development of insight: those who focus on operating issues, those who focus on 
gazing into the future, and those who focus on behaviour and culture. 
 
The operating school claims that some of the ways to develop insight in an organisation is 
through reengineering, time-based competition, benchmarking, and total quality management. 
These tools can evaluate the effectiveness of operations and produce better processes for 
operations. These insights lead to effective strategies that will increase the competitiveness of a 
company, but they rarely lead to great unique strategies (Alexander & Campbell, 1997).  
 
Focusing on the future to meet the customer needs and demands before its competitors, is a 
winning strategy according to the future-gazing strategists. Designing an organisation after and 
focusing on tomorrow is a critical factor to outsmart the competitors according to Prahalad & 
Hamel (1990).  Analysing and debating over the future to create an insight, is one of the most 
important processes in an organisation in order to create a competitive advantage through 
understanding of the future (Alexander & Campbell, 1997). 
 
The behaviour and culture camp consist of two different groups. One group advocates clear vision 
as the factor for developing insight and creating competitive advantage. A clear vision will make 
employees believe in themselves and in the organisation (Alexander & Campbell, 1997).  The idea 
of having a clear vision is that individuals will convince themselves that they will achieve an 
objective and can clearly imagine that achievement.  This creates a culture that focus on the 
behaviour of the individual person as the link an organisation’s success. The other group focuses 
on organisational learning. By eliminating certain routines, the employees will be more receptive to 
new insights, and hopefully develop insights as well. The organisation focuses here on the 
individual mind to create insights (Prahalad & Hamel, 1990). 
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The different ways of developing strategy through insight may confuse managers. This is why a 
lot of the managers choose to rely on planning instead, focusing on daily processes and routines. 
The consequence will be that many companies and organisations have a lack of strategy, and 
cannot keep up with the competition from other actors, and therefore fail to attract customers 
(Alexander & Campbell, 1997).   
 

2.5.2 The Vc2 model 

Competitive advantage in an industry is according to Hawawini et al. (2003) related to the 
strategic choices of value propositions and how such choices position the firm in relation with 
the external environment. Positioning is the classic way of a value proposition, either with a low 
cost advantage or a differentiation advantage. The difference between a successful company and 
an unsuccessful one is according to Hawawini et al. the ability to create and capture value. Value 
creation is the value that a company is able to create in the face of the customer while value 
capturing is the creation of value for the shareholders of the company. Both value creating and 
capturing is demanded to make a company successful in the long run.  
 
The Vc2 model, illustrated in figure 6 below, gives an understanding of the dynamics of 
competitive market. A position in the dream part of the model represents a company that does 
not create much value for its customers, but still remains profitable. This is common for markets 
with monopoly and markets where there is a lack of choices for the customers. In hell the 
company is neither value creating nor value capturing. Both products or services or the value 
proposition is not good enough to compete on the market. A nightmare position is a company that 
creates value for the customer, but it does not manage to capture the value created. This 
happened during the dotcom era when companies created both customer and stakeholder value, 
but no shareholder value. The fourth position is a position in heaven. Even though there are 
choices for the customer, the customer chooses the company’s product. In this square there is a 
creation of both value and a value capturing. This scenario can be found in markets where 
companies are highly specialised and with niche products or services (Hawawini et al., 2003). 
 

 
Figure 6 - The Vc2 model (Hawawini et al., 2003). 

 
The Vc2 model is a dynamic model and it gives an understanding of the dynamic in a given 
industry. A static position informs companies and their managers where they are, but not what 
needs to be done or if the current position is sustainable (Hawawini et al., 2003). The model 
shows what will happen for a company in a certain position and how to play the game of 
competition. Companies in the upper right position are having a comfortable situation. But in a 
dynamic and changing world, the situation will not be static or last for eternity. When other 
actors start to identify and copy the successful value proposition, competition will increase and 
the value proposition will loose power. Sooner or later, forces will push a company from the 
upper right corner down the lower right corner, and further on to the left. If competition is 
unexpected, it will force a company that does not recognize the competition to fall into a hell 
scenario, where the company cannot please the customers, or the stakeholders. Other actors have 
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a superior value creation and capturing, and the company that is being pushed into the left corner 
cannot compete with its existing service or product.  
 
When a company is realising that it is loosing ground, there are three common ways of dealing 
with the situation: denial, prevent the change or buy the way out (Hawawini et al., 2003). All 
these three scenarios are a part of the horizontal game, a game that will try to push the company 
back to the lower right and make it stay there. Companies playing the horizontal game do not 
recognize or respond to signals that the industry is changing. Instead of trying to force the 
company back to the lower right box, a complete change has to be made in term of value 
proposition. The struggling company must find a way to find its way back to the customers. A 
fundamental rethink on the value proposition becomes central to reviving the firm’s 
competitiveness in the changed industry conditions. A complete re-thinking about the customer 
and the market demands a whole different organisational logic and behaviour. This will be a hard 
way to walk for the company and its staff and internal organisational and cultural barriers have to 
change. Even though it takes time and is painful for the company, it will make the company more 
competitive and take the company back to a situation where both value is created and captured.  
The most important point that can be summarised from the Vc2 model is that fundamental changes 
in an industry that are ignored will lead to a fall in competitiveness. The only way out of this position is to 
develop a strong value proposition to attract customers. The ultimate scenario is that a company 
recognizes the changes in time, and never falls into a situation when they are loosing customers 
because other actors have a more appealing value proposition (Hawawini et al.). 
 

2.5.3 The value-seeking customer 

As customer needs, wants, and expectations are always changing, the competitive pressure on 
companies increases and it is the companies who understand the needs of the customer at any 
time, that will be superior to its competitors (Chattell, 1998). The local newspapers’ customers are 
offered news and information in many different media channels such as internet, radio and TV, 
giving them an opportunity to change preferences in media use. The ability to deliver an 
insightful, intelligent response is the only way for a company to keep and to create customers. 
The companies with a bright future will be those who understand customers, and those who can 
identify what will be valuable in the future. A company must also be able to do the necessary 
changes in time, before competition has taken over (Chattel). 
 
A fundamental part of the process of learning and shaping customer relationship is continuously 
examining what customers’ value and will value in the future (Chattell, 1998). The old way of 
one-way communication directed to the customer is today obsolete. If a company does not listen, 
it will not hear what the customer wants. Dialogue as discovery and learning is replacing 
communications as telling and selling. A company’s result of learning must be response. Today’s 
technology give companies the ability to have a two-way communication with the customers, 
constantly being updated on what needs and opinions they might have. Whatever new insights 
are generated, and whatever changes in an environment, the successful company has to be able to 
adopt its response after its customers (Chattel).  
 
A customer of today is a value-seeking customer. An organisation of today must therefore focus 
on value-creation. An intelligent company has the ability to generate new insights and new 
possibilities, and most important, bring them to the attention of the customer. In this digital era 
the creation of value depends on the human capital in a company. But it is not only the 
management that has to be far-sighted in its strategy, everyone has to understand the importance 
of value-creation, and be willing to work hard for it (Chattell, 1998). 
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2.6 Change management 

 
The knowledge of how to manage change is important for organisations to understand. Without 
this knowledge, change might have a negative influence that will decrease the competitiveness of 
an organisation. Just as change might have a negative influence, managing change in a superior 
way can be the one thing that puts an organisation on the top of its market. According to Nadler 
& Nadler (1998) there are two ways to categorise change: on the basis of scope and on the basis 
of the timing of the industry change cycles. Let us start by presenting the scope of change. 
 

2.6.1 The scope of change 

The scope, or breadth, of change falls into the categories continuous and discontinuous change. 
The constant process of change that takes place in all organisations as the management is 
constantly trying to improve efficiency and eliminate problems, is called incremental or continuous 
change. These changes are a part of a logical flow, and each step builds upon the previous one. 
Incremental change takes place and it should take place all the time. This is where the term kaizen 
arises from: a step-by-step continuous improvement of an organisation. Incremental change can 
have an impact on a large number of people, but it does not necessarily change am organisation’s 
fundamental strategy, structure, or operating environment. A system of constant improvement 
cannot however help an organisation through a major discontinuity (Nadler & Nadler, 1998). 
 
Complicated, extensive changes due to fundamental shifts in the external environment are called 
radical, or discontinuous, changes. The term discontinuous stand for something that disrupts the 
normal progression. Discontinuous changes require fundamental changes in an organisation’s 
strategy and abrupt departures from traditional work, structure, job requirements, and culture. A 
change in all these factors demands a complete overhaul of the organisation to survive the 
changing market. A comfortable, smoothly running organisation is often blind to gradually 
escalating external threats, and people’s satisfaction with the status quo makes it difficult to 
persuade employees that a radical change in the organisation is demanded. Radical change has the 
consequence that both people and organisation has to change dramatically. Procedures, rituals, 
beliefs, work habits, and ways of dealing with customers, suppliers, and co-workers: all have to 
change radically (Nadler & Nadler, 1998). 
 

2.6.2 The timing of change 

Anticipatory changes are made in the absence of pending threats from the environment. Early 
planning for a change in the legislative house of a country is one way of timing adaptation to 
change. The market knows what is to be, and it is up to the individual player to take action for 
the future. The company that take early actions in order to handle the change will have an 
advantage on the market (Nadler & Nadler, 1998).   
 
Reactive changes most often come in response to strategic initiative by a competitor, but also 
when an organisation has no other choices. The companies that find themselves to be reactive to 
change have been slumbering throughout the changing process in the market (Nadler & Nadler, 
1998). 
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2.6.3 Four responses to change 

Nadler’s & Nadler’s (1998) description of changes in terms of scope, incremental and 
discontinuous change, and in terms of timing, anticipatory and reactive change, can be illustrated 
in a matrix (see figure 7). The matrix presents the basic responses that organisations can make to 
the four types of change. These responses are tuning, redirecting, adapting, and overhauling. 
 

 
Figure 7 - Nadler's matrix for change (Nadler & Nadler, 1998, p.  54). 

Tuning is a situation where two companies have the same prerequisites and are competing evenly. 
Suddenly, one of the companies finds a way in the market conditions to create an advantage. 
Before the competitor realises this change, the first company has put the competitor in 
disadvantage. To anticipate a change in conditions with a fairly routine, incremental, action to 
exploit this change, is the first sort of response to change. When the competitor reacts to the 
change that the tuning company just made, the organisation is adapting to the change in 
conditions.  Adapting is thus a response to the changed environment, keeping the original 
strategy. 
 
A response to an impending change in the environment is called a redirecting response. An 
anticipatory change demands a complete change in strategy. Responding to what is anticipated to 
be a radical shift in conditions, will give the first movers a clear advantage on a market. The 
companies/organisations, who do not respond to changing conditions in an environment, will be 
in a situation where sooner or later overhauling is the likely response. A radical change in every 
aspect is a reaction to immediate threats, with severe damage on the competitiveness of an 
organisation.  
 

2.6.4 The age of discontinuity 

According to Drucker (1970), the age of continuity ended after the economic return that 
followed World War II. During the two world wars, the work and thought of these generations, 
more or less stood still from an economic perspective. When the Second World War ended, the 
countries could focus on rebuilding their economics, starting where they once abruptly ended. 
This age of continuing change where productivity and industrial development was in focus, has 
now taken us to an age discontinuity in world economy and technology. Drucker argues that the 
new age will have an equally, if not superior, economical growth as the generations before us 
accomplished during the age of continuous.  
 
In the context of new technology, Drucker (1970) find four industries that will experience a rapid 
change, and one of these is the information industry. New technology will create a new concept 
of information, which will need a new understanding of learning and of teaching. Drucker saw 
the impact that cheap, reliable, fast, and universally available information would have, will be of 
the same magnitude as electricity once had. He further predicted that especially young people 
would use information systems as their normal tool. Even though new, upcoming technologies 
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are often overrated in expected degree of impact, this new technology in contrast to the industrial 
major changes represents a qualitative rather than a quantitative change. Nadler & Nadler (1998) 
presents three challenges that a discontinuous, or radical, change, brings and discuss how to 
manage them in an effective way.   

2.6.5 Challenges of discontinuous change 

Incremental change is a constant factor in most competitive markets that rarely demand a frame-
braking change in an organisation’s management (Nadler & Nadler, 1998).  Change is a natural 
process for an organisation. Discontinuous change on the other hand threatens an organisations 
existence. Discontinuous change presents leaders of an organisation with three challenges: 
recognition, strategic choice, and organisational redesign (Nadler & Nadler). 
 
Recognition  To recognise changes that are about to happen, or have already happened, 

in time to develop a response. 
Strategic choice   To make the right choices that will enable the organisation to survive or 

profit from the period of disequilibrium. 
Organisational redesign  To reshape components of the organisation in order to implement the 

new strategic direction. 
 
The three challenges provide organisations with three ways of failing. Failing one of these 
challenges can be a fatal failure for an organisation. Leaders must in other words actively 
confront all three challenges in order to respond to the change in a successful way. Over time the 
three challenges are played out in a cycle of discontinuous change that breaks down in five phases 
(Nadler & Nadler, 1998):  
 
In the recognising the change imperative phase, the organisation must ask the following question: what is 
going wrong? Analyse the organisation’s components and examine how well they fit. This 
includes examining the strategy, the work, the people, the formal structures and processes, and 
the informal environment. After having recognised the need for change and diagnosed the 
problem, a two-step stage occur: providing direction for change and building a combination that will 
provide the support essential to the success of any radical change effort. The first step involves 
the creation of a plan that develops and adapts to the changing market conditions. The second 
step is to build a coalition at the top of the organisation to support the need for change and the 
direction to which the managers is committed. When this is done, it must be implemented in the 
organisation. This process takes time and is hard work. One of the easiest ways to sending signals 
about a change is staffing. Reassignments, promotions, and dismissals all send messages through 
an organisation.   
 
The steps in the implementation stage can be broken down into four steps:  

 
- Redefining strategy and rethinking the nature of the work required employing that 
strategy. 
 
- Redesigning the organisation’s formal structures, systems, and processes. 
 
-Rebuilding the operating environment of the organisation and creating informal 
arrangements that support the new strategy. 
 
- Re-staffing making sure the right people are in the rights jobs in keeping with the new 
strategy, structure, work, and culture. 
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The consolidating stage involves three activities. Firstly there is communication and diagnosis to find out 
if the change is winning ground in the organisation. This can be made through interviews, 
surveys, or simply face-to-face communication between top management and employees. 
Secondly refinement will find out if the changes are working. If they are not fulfilling its purpose, 
the management have to go back and make adjustments. The consolidation phase is when what 
once was and radical starts getting to be a part of the organisation, which is the third activity. 
Employees and managers starts to walk the talk, and the ones who are still resisting the changes 
will be supported or even removed.   
 
The final stage, sustaining change, is for the managers to maintain the awareness of the organisation 
when the changes have slowed down and business gets back to normal. Managers must supervise 
the changes and decide if the changes should be kept or adjusted. This is a phase when one part 
in the organisation is looking for constant change, while another part is searching for stability. 
This is also the time when the organisation sustains the radical change through a series of 
incremental changes and makes the midcourse corrections that maintain growth and success and 
position the organisation for the inevitable next period of disequilibrium and radical change.  
 
Even though the phases often tend to overlap each other, there is a logical flow through the 
change cycle. Defining this flow in phases give us a general map for planning and managing the 
most complex discontinuous change (Nadler & Nadler, 1998). 
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2.7 Summary of theories 

 
The theories of Porter (1980), Hax & Majluf (1997), Burnes (1996), Nadler & Nadler (1997), 
Durand (2004) and Teece et al. (1997), help us understand how strategy is developed considering 
the internal and external environment. In an industry such as the newspaper business, it can be 
claimed that the strengths in a company lies in the internal human resources, and that the external 
environment is a factor that has to be considered in order to compete on the market. 
 
According to Porter (1980), there are five forces that have influence on a company’s 
performance. The five forces framework looks at the competition within a line of business and 
how this competition is meet. It emphasises the importance to choose the optimal position in the 
line of business based on the existing competition. The model further emphasises that the 
company or organisation needs to widen the competition concept and not only included the 
competition within the industry, between companies, but also include the variables suppliers, 
customers, substitutes and threat of new entrants. With focus on substitutes, the lifecycle model 
presents different phases in a product’s life, phases where substitutes will have different levels of 
influence on the market. 
 
A strong strategy is according to Alexander & Campbell (1997) developed by insight in the 
internal and external environment. Insight can be developed by optimising the efficiency of the 
operating process, trying to find out what will be successful in the future, and by having a strong 
culture where everyone in the organisation know what is demanded and why. If insights are not 
generated, it will leave a company standing still in a moving environment, reducing its 
competitiveness. 
 
Further ways to win the customer and the market, is having a strong value proposition that 
appeal to customers. A strong value proposition will create value for the customer and will also 
give the company ability to capture value to its shareholders. The Vc2-model developed by 
Hawawini et al. (2003) is a dynamic framework that gives us an understanding of where a 
company is positioned in a market. Most importantly it can be used as a tool for company when 
they want to know what will have to be done for them to move from an unwanted position to 
the desired one. This model will be used to analyse the strategic choices taken by the newspapers, 
and what decisions that ought to be taken in the future. 
 
With the help of Nadler’s & Nadler’s (1997) theory we learn how to create and to keep 
customers. Today’s customer is a value-seeking customer who will reward the company that give 
highest value for the cost. By continuously seeking out what customers value and will value in the 
future, the company will be competitive. A dialogue must be held to keep the company updated 
of the customers’ situation. Today’s dynamic world makes it important for organisations to 
understand how to manage changes. Change can either come as a natural development or it as a 
radical transition. Nadler’s and Nadler’s theory (1997) presents four responses to change where 
the focus is on response to radical change and the challenges arising with managing an 
organisation in a radically changing environment. The three challenges are according to Nadler 
and Nadler; recognition of change, making the correct strategic choice at the right time, and to 
implement the new strategy.  
 
Together, these theories constitute a theoretical aspect of reality. This knowledge will be used as a 
tool in order to describe, analyse and explain the situation that today’s local newspaper are facing 
due to new media. The theories will furthermore, from a theoretical point of view point out what 
the local newspapers ought to do in the future regarding their strategy and managerial choices. 
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3 Method 

 
This chapter will describe the quantitative method we have chosen for the conduction of our research. We will 
furthermore declare what selection our research is based upon. The chapter is concluded with a discussion about our 
research’s, as well as our respondents´, validity and reliability and a discussion about the planned behaviour theory.     

 
 

3.1 Choice of method 

The problem we have stated for our research makes a quantitative research method relevant. This 
choice has been made since a quantitative method allows generalisations to be made on the 
whole population based on the conducted research and analysis. Our presented results can 
therefore be generalised and adopted on all local newspapers in Sweden (Eriksson & 
Wiedersheim, 1987).  As the research questions have a secondary economical perspective we are 
interested in the possibility to quantify the answers from the empirical study. The choice is 
further motivated by the fact that we believe that the relevant variables are measurable and can be 
structured in a way that allows a quantitative study to generate a good base for analysis.   
 
Quantitative research methods are generally believed to show a more objective picture of reality 
as they allow generalisations to be made on a whole population (Holme & Solvang, 1997; Patel & 
Tebelius, 1987).  These generalisations are made possible as quantitative research methods have a 
high degree of structure and are standardised.  This is achieved through questioners in which the 
respondents are asked to answer the same questions in a prearranged order (Andersen, 1994).     
 
Both the quantitative and qualitative research method give the researcher a better understanding 
of society and how different organisations and groups act in different situations (Holme & 
Solvang, 1997). Even though the different research methods have a number of smaller 
differences, the biggest difference lies in the fact that the quantitative research method uses few 
variables on many respondents to reach a result that can be generalised, while the qualitative 
research method uses few respondents but many variables to get a deeper understanding (Darmer 
& Frevtag, 1995). The final decision between the two research methods has to be made by the 
researches depending on how they have decided to formulate the research question and thereby 
also what the researcher wants to achieve (Patel & Tebelius, 1987; Holme & Solvang). As 
mentioned above, we valued generalisation higher than a deeper understanding and thus choose a 
quantitative method. Had we had more time, it would be very interesting to complement our 
quantitative study with a qualitative follow-up. This would than allow us to get even greater 
knowledge about our respondents and their actions. We suggest that future studies look at the 
same problem statement but chose a qualitative method based on our research.  
 

3.2 Research technique 

 
As our respondents are spread all over Sweden and thus over a large geographical area and 
because of the short period of time we had at disposal we decided to conduct telephone 
interviews based on a questionnaire (see appendix 2). As all respondents answer the same 
questions, it is possible to generalise the conclusions on the entire population.  Research based on 
questionnaires is according to Ejvegård (2003) a technique well suited when the researcher wants 
to gain information about an opinion in a population in a fast and accurate way. To evaluate our 
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assessments, secondary data was used, when available, to either support or contradict our 
findings. 
 
The similarities between a standardised telephone interview and a questionnaire sent via mail are 
large, as both techniques are constructed in a way where each individual in the research replies to 
the same pre-ranked and pre-arranged questions with given answer alternatives (Andersson, 
Christensen, Engdahl & Haglund, 2001; Patel & Tebelius, 1987). Interviews conducted via 
telephone often generate a higher respondents frequency compared to questionnaires sent via 
mail. Another benefit is that interviews conducted via telephone are less time consuming and 
more cost-efficient than mail questionnaires (Eriksson & Wiedersheim, 1987). The fact that 
phone calls are less costly and a faster channel for communication makes it easier and cheaper for 
the researcher to establish a connection with respondents who where not available at first 
(Andersson et al.). As a telephone call is a two-way communication channel the risk of non-
respondents or misunderstandings are essentially lower compared to the alternatives (Winter, 
1979).  
 
Criticism raised against questionnaires is mainly based on the researcher inability to know 
whether the information generated from the questions can be used in the analysis. If the 
information cannot be used and the problem is noted to late, the researcher has no chance to 
attend the problem (Holme & Solvang, 1997). During our process we have been aware of this 
problem and therefore tried to be as objective as possible while forming the questionnaire, at the 
same time as we have asked outsiders to read and comment our questionnaire. We furthermore 
conducted a test-interview after which smaller changes and clarifications were made. We thus 
believe that we have avoided the information problem as far as possible.    
 
A closed questionnaire combined with open-ended questions has many advantages in a 
quantitative study compared to a questionnaire based on only open-ended questions. The 
answers given are easy to compare and to structure as the respondents normally only have to 
choose between given answer alternatives. One example of this would be a question where the 
respondent can choose between a yes and a no. The closed questions can beneficially be 
complemented with open-ended questions for the researcher to acquire more detailed 
information and nuances. This gives the respondent the opportunity to express their opinion 
with their own words. Another advantage with questionnaires is that questions are ordered in a 
pre-decided way. The respondents thus have the same prerequisites to answer the questions 
(Ejvegård, 2003).  
 
The questionnaire used in our research contains three different categories of questions; ordinal-, 
nominal- and fact questions. Ordinal questions are questions in which the respondents are asked 
to rank different alternatives, or give each alternative a grade of impotence (Holme & Solvang, 
1997). Examples of ordinal questions in our questionnaire are:  
 
 Question 44 Which of the following is most important for you to watch?  

(Rank 1 – 5, where 1 is the most important) 
 
Ordinal questions are associated with some downsides. The researcher runs the risk that the 
respondents do not understand the meaning of all alternatives, and thus chooses the alternative 
they are the most familiar with instead of revealing their actual preferences had they understood 
all alternatives. Another downside with ordinal questions is that the ranking is only internal. That 
is, the researcher will only find out that one alternative is superior to the other and not how much 
more important or valuable the alternative is. When the respondents are asked to rank the 
alternatives and have many alternatives to choose from, there is a risk that the respondent cannot 
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remember all alternatives. The risk is then that the respondents choose the alternative, or the 
alternatives, they heard last and thus remembers. One last downside with ordinal questions is that 
the researcher might be more enthusiastic about one alternative than the others and thus 
pronounces this alternative differently or with more power (Holme & Solvang, 1997). We were 
aware of these problems and have tried to ask all questions and list all alternatives as 
consequently and neutral as possible. Ordinal questions of course have a number of upsides as 
well. One of these is that the researcher finds out what internal ranking the respondent has 
between the given alternatives. These numbers can then be used to calculate the whole 
populations’ order.   
 
Nominal questions are yes and no questions. Examples of nominal questions in our questionnaire 
are:  
 
 Question 28 Do you have a web-edition? 
 Question 42 Is the cost for technique a problem?   
 
One of the advantages with nominal questions is that they are easy to understand for the 
respondents and that the answers thus are easy to analyse. It is however not possible to rank 
answers to nominal questions. It is not possible to say that a yes is more valuable or more 
important than a no. Instead nominal questions are used for the researcher to get a sample’s 
opinion and classify variables in groups. Another of the downsides with nominal questions is that 
the researcher loses valuable information in the spectrum between yes and no. It is important that 
the researcher is aware of this risk and when necessary complements the nominal questions with 
other questions to capture all nuances (Svenning, 1997). We have been aware of this and when 
necessary complemented our nominal questions with open-ended questions.  
 
The last question category in our questionnaire is fact questions; e.g. questions concerning actual 
facts. Fact questions differ from the other question categories in the way that a “correct” answer 
normally exists to each question. Examples of fact questions in our questionnaire are:  
 
 Question 4 How many days a week is your newspaper published? 

Question 5 What is your daily circulation?  
 
The correct answers to the above mentioned question would be the actual days the newspaper is 
published in question 4, and the actual daily circulation in question 5. Fact questions are with 
benefit used when the researcher wants to be able to detect differences and nuances between the 
respondents’ answers and opinions. The researcher will through fact questions and the answers 
given to them, be able to calculate means, variances and to rank the answers in preferred ways. 
The fact that fact questions normally are asked with an open end, that is the respondents do not 
have any alternatives to choose from, is one of the downsides with fact questions. This is a 
problem, as the researcher has to code the answers before putting them into a computer. The risk 
is then that the researcher misunderstands the respondent, presses the wrong keys or 
unintentionally interprets an answer in a faulty way (Holme & Solvang, 1997).  To avoid this we 
have double-checked our computerised tables with the respondents’ answers to the questionnaire 
and compared them with the answers given by the respondents written on paper. We thus have 
two copies of every respondents answer and as these match, we believe that mistyping or 
miscoding has been avoided as far as possible. 
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3.3 Selection 

To guarantee that the answers given to our questionnaire would fulfil the requirements of the 
Central Limit Theorem, that is that the answers statistically are normally distributed, it was 
important that n (n = the number of responding local newspapers) was at least 30 (Aczel & 
Saunderpandian, 2002).  
 
As we were interested in the largest actors on the local newspaper market and their actions, 
strategies and beliefs we decided to use a judgmental selection instead of a stochastic selection. 
This implies that we have chosen the 30 local newspapers with the largest daily circulation. The 
selection was made based on statistics over the print media market in Sweden 2004 presented on 
the Nordicom website (see Appendix 3). The judgmental selection method further implies that 
when one of the desired respondents is unable or unwilling to take part in the research the next 
coming respondent should be contacted, so called failing reduction (Svenning, 1997). This means 
that when one of the 30 newspapers with the largest daily circulation was unable or unwilling to 
take part in our research we instead contacted newspaper 31 (in circulation-size-order). If still 
another newspaper was unable or unwilling to take part, number 32 was contacted and so on 
until we had 30 respondents.  
 

3.4 How the interview was conducted 

The questions included in our questionnaire are all based on the theories and methods presented 
in the frame of references chapter (se chapter 2). To achieve highest level of accuracy possible it 
was important that the persons interviewed represented the respondents well and had the 
knowledge required about the companies organisation and history, as well as insight and power to 
predict and influence the companies’ future and future actions. We therefore primarily strived 
after interviewing CEOs or editors-in-chief. Our secondary interview group was other persons 
with good or great insight into the newspaper, mostly in the form of news-managers. The 
distribution of respondents based on their position is shown in table 1 below. 
 
 

Position at the newspaper   

CEO 16 53 % 

Editor-in-chief 8 27 % 

Other  6 20 % 

Table 1 - Distribution of respondents. 

 
To receive as many answers as possible to our questionnaires during our limited time period we 
decided to conduct phone-interviews. All interviews were conducted during week 17 2006 
between 09.00 and 17.00. We presented ourselves as students at Jönköping International Business 
School and explained that we were writing our master thesis regarding local newspapers and the 
competition faced by new media. In those cases we were unable to talk to the CEO, the editor-
in-chief or another person with good or great insight in the newspaper, we booked a later date or 
time for the interview when possible. If we were unable to make a booking we called back later 
the same day and the following days until contact was established. In those few cases nobody 
could be reached after several attempts, had time or wanted to take part in the research we 
instead contacted the next local newspaper in size-order. 
 
We followed our questionnaire and all respondents were thus asked to answer the same questions 
and in the same order (see appendix 2). Even though all respondents were faced with the same 
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questions the interviews took between fifteen and 30 minutes to conduct. This mainly because 
some respondents wanted to explain their situation further or deeper than our questionnaire 
required as it often offered given answer-alternatives. This was however very positive as we got a 
chance to understand even more about the local newspapers’ unique situation and got ideas for 
future further studies.     

3.5 Answering frequencies  

Out of the 30 largest local newspapers in Sweden 25 agreed to take part in our research. As stated 
earlier we required 30 respondents to attain the prerequisites of the central limit theorem and 
thus needed to call another five local newspapers. All in all 36 newspapers were contacted for us 
to achieve 30 interviews. This as one out of the six next-coming newspapers was unable or 
unwilling to take part in our research and we therefore called the next coming newspaper. The 
total daily circulation for the contacted newspapers was 1 181 000. This means that over 31 % of 
all newspapers printed in Sweden every day and 58 % of all local newspapers are represented in 
our research.  
 
The average daily circulation in our sample is 39 370 (1 181 000/30), while the median is 33 200. 
The average is slightly higher than the average for the 101 largest newspapers in Sweden who’s 
average is 37 697. Our sample is thus 4.24 % higher than the average. This is however not as 
large of a difference as expected as we have focused on the largest actors. The comparison is 
however not fair as we further have, based on our purpose and our delimitation, focused on local 
newspapers in our research. As eight national newspapers exist amongst the 101 they have to be 
subtracted before calculating the mean. The average local newspaper in Sweden has a daily 
circulation of 21 908 (2 037 400/93). Our sample thus has a circulation that is 44.35 % higher 
than the average local newspaper. This large difference is however both expected and wanted as 
we, as previously mentioned, have focused on the largest actors. 
 
As we interviewed 30 out of the 36 biggest local newspapers in Sweden we assumed that the 
distribution of publication days, that is the number of days a week the newspaper is published, 
would be slightly higher than the national average. As can be seen in Table 2 and Table 3 below 
the newspapers who are published seven days a week are over represented in our research, 
compared to the national average. This is once again both expected and wanted as the larger local 
newspapers that we have interview most likely also have higher frequency.  
 
 

  
 Nb Percent 

7 days 6 20 % 
6 days 23 77 % 

Less than 6 days 1 3 % 

Table 2 - Number of days a week the respondents' newspapers were published. 

 
  
 Nb Percent 

7 days 8 9 % 
6 days 58 63 % 

Less than 6 26 28 % 

Table 3 - Number of days a week the local newspapers are published. 
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3.6 Factors influencing the respondent’s credibility  

 
When conducting research and evaluating the respondent’s opinion and attitudes towards a 
specific topic it is very important for the researcher to ask the research questions in a way in 
which the answers mirrors the respondents’ actual, or planned, future behaviour. One factor that 
could emerge and would result in an error is due to the phenomenon Priming. Priming happens 
fast, unconsciously and unintentionally and is thus an example of automated thinking. Priming 
implies that resent experiences increases the chance that the individual interprets a situation 
based on these experiences and thus colours the answer based on this (Atkinson, Smith, Nolen-
Hoecksame, Fredricson & Hilgard, 2003; Ajzen & Fishbein, 1980).  These experiences can come 
from the respondents’ environment, from recent happenings or from questions previously asked 
in the questionnaire. The risk in our questionnaire is that the questions asked in the beginning of 
the questionnaire influences the respondent to continue on this track and thus answers according 
to previous questions instead of revealing their actual opinion. This can result in a situation in 
which the respondents believe that internet and new media are the most important factors to 
observe or watch as many questions about internet and new media has been asked previously in 
the questionnaire.  
 
A good example of planned behaviour is the decision a local newspaper company takes when it 
decides what action, if any, it needs to, and will take, towards the threat the competition from 
new media implies. The term planned behaviour can be explained as a decision or a behaviour in 
which the action relies on consideration and thought and thus not on impulse. A good example is 
when we decide what school we want to be educated at, or when we decide to accept a job offer 
or not. These kinds of questions normally need deeper engagement and are rarely taken without 
consideration and deeper thought (Ajzen & Fishbein, 1980).  It is very important that the 
researcher has this in mind when conducting the research. One of the most recognised theories 
discussing how attitudes can predict planned behaviour is the theory of planned behaviour (Ajzen & 
Fishbein). The theory states that the researchers’ best way to predict respondents’ actual 
behaviour when the respondents have time to reflect over the way they are presumed to act 
(actual behaviour), is through observing the intended behaviour. This intended behaviour is, as 
can be seen in the figure 8 on the following page, influenced by what specific attitudes the 
respondent has towards the behaviour, what the respondent’s subjective norms are and what 
expected control the respondent has over the behaviour.  
 

 
Figure 8 - The theory about planned behaviour (Ajzen & Fishbein, 1980, p. 222). 

 

The researcher can, by asking the right questions, find out what specific attitudes, what subjective 
norms and what expected control the respondent has over the behaviour, and thus figure out 
what the respondent’s intended and actual behaviour is or would be. By asking questions with a 
precise focus it is possible for the researcher to figure out what specific attitudes the respondent has 
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in a more narrow perspective. This is done to avoid inconsequence between the respondent’s 
answer or general behaviour and his or hers actual behaviour. Researches have shown that the 
more specific a question is, the better the correlation between the answer and the actual behaviour 
(Ajzen & Fishbein, 1980).  This can in our questionnaire be exemplified by instead of asking, 
“What would higher prices imply?” to the more specific and measurable question: “What would happen 
if you would raise your price by 5%?” Another example is the explanations we have included in 
question 58, in which we exemplify external and internal factors. This is done to avoid general 
answers from the respondents. 

 
The second factor, subjective norms, is measured by the researcher to find out what the respondents 
believe that close friends and other persons think and believe about the planned behaviour 
(Ajzen & Fishbein, 1980). This can be illustrated in an example in which everybody in a family 
supports team α, except one family member who instead supports team β. It is not likely that this 
individual will continue to support team β after some time. Instead it is likely that the individual 
will start supporting team α to make the other family members/close persons/friends happy. It is 
important for the researcher to be aware of these subjective norms and the influence they have 
over the respondent and his or her behaviour. Will the answer really predict the intended or 
actual behaviour?  The problem for us here was whether the respondents revealed their actual 
intended behaviour or if they answered accordingly to what they believe that others expect them 
to answer. We do not believe that this is the case in a large extend in our research as the 
questions we asked are relatively neutral in their nature and in a large extend cover facts and thus 
not personal beliefs. We have minimised the risk further by informing all respondents before 
conducting the interview that their identity would be kept secret. This anonymity will allow the 
respondents to reveal their actual believes and not just answer what they expect others to expect 
from them.  

 
The last factor in the model influencing the intended and thus actual behaviour is the 
respondents believed control over the behaviour. The intentions are influenced by how easy the 
respondent believes that the behaviour is to conduct. If the respondent believes that the 
behaviour is hard or almost impossible to conduct, as for example swimming across the Pacific 
Ocean, the respondent will not build a strong intention on actually conducting this behaviour. If 
on the other hand the behaviour is easy to conduct, as locking the door when leaving the house 
every day, there is a greater chance that the respondent builds strong intentions and thus 
conducts the behaviour (Ajzen & Fishbein, 1980). A question about whether or not the 
respondent plans to launch a website in the future would possibly give a low correlation to what 
will actually happen depending on what attitudes the respondent has towards the difficulties 
related to the launch.  

3.7 The research’s credibility –Validity and Reliability 

The conclusions based on our analysis presented in this thesis would not be of much interest if 
we did not have a high level of validity and reliability. A research has validity and is valid when 
the same result can be achieved independent of what research method is used (Andersson et al., 
2001). The researcher wants to achieve a high level of validity to assure that the information 
gathered and measured really is what was intended to be measured (Befring, 1994; Svenning, 
1997; Holme & Solvang, 1997). This is also called internal validity. The ability to generalise the 
results and the ability to apply the results on a whole population is called external validity 
(Svenning, 1997).  
 
Reliability, which will be discussed below, is a prerequisite for validity: if the reliability is low, one 
cannot know that one measures what one intended to measure (Winter, 1979). We believe that 
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we have achieved a high level of validity as we have used models, both statistical and non-
statistical, that are well recognised and constructed by acknowledged and well-reputed professors 
and PhDs. We thus believe that our results can be applied on the whole population (external 
validity) and that we have measured what we intended to measure (internal validity).  
 
As mentioned above, validity cannot be reached without reliability. A high level of reliability gives 
a fair and trustworthy portrait of reality. This is achieved when the same answers and results are 
obtained from several independent sources (Andersen, 1994). How the research is conducted and 
the level of accuracy and precision while treating the information influences the level of 
reliability. Would the same result be achieved if we conducted the research once again with the 
same problem (Holme & Solvang, 1997)?   
 
One way to achieve objectivity and reliability is by using structured questionnaires with given and 
pre determined answer alternatives (Befring, 1994). The Swedish dictionary Nationalencyklopedin 
defines objectivity as “… only looking at facts at an assessment”.  This definition is however 
questioned by many. Is it really possible to only look at facts at an assessment without including 
subjective norms and values? Do objective interpretations exist at all and if they exist how can 
one know which interpretations are objective and which are subjective? The problem is that all 
definitions and all scientific statements in scientific journals, magazines and books are based on 
choices and thus also on the researcher’s values and opinions. The critics mean that subjectivity is 
impossible to avoid and that it therefore is impossible to find perfectly objective statements or 
publications to build research on. The important thing then is to identify the obvious cases of 
subjectivity and to avoid them or acknowledge them as far as possible (Bergström, 1976; 
Mannenheim, 1936; NE, 2006).  
 
We believe that the reliability in our research is high as 83% (30 of 36 and 25 of 30) of the local 
newspaper CEOs, editors-in-chief or others agreed to take part in our research. According to 
Ejvegård (2003), a frequency over 80 % gives an accurate and fair portrait of reality and thus a 
good base for analysis. The reliability was strengthened by the fact that all respondents were 
presented with, and answered to, the same questions. The reliability was strengthen even more as 
the questions followed a standardised questionnaire and the respondents thus answered the 
questions in the exact same order and the questions where formulated in the exact same way. 
This made it possible to avoid the so-called interview effect in which the respondents are influenced 
by the interviewers’ personal references and values (Ejvegård).  A possible bias in our research is 
the fact that we have no or very little information, about the six editorial offices that decided not 
to take part in our research?  Why did they decide not to take part? Is there a common factor 
between the non-respondents?    
 
One method to measure the level of reliability is to conduct the exact same research once again 
but on a different statistical selection and then to compare the results to see if they correspond, a 
so-called test-retest method (Anderson et al., 2001; Befring, 1994). Due to our limited time and 
restricted budget we have not been able to conduct these kinds of tests. We still believe that we, 
based on the above mentioned, have achieved a high level of reliability.  
 
To conclude we want to mention that conducted methodological researches have shown that 
interviews conducted via telephone have the same level of validity and reliability as personal 
interviews (Befring, 1994).  
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4 Empirical study and analysis 

 
This chapter presents and analyses the empirical results our research has generated through our questionnaire and 
through secondary data. The presented and analysed results are based on, if nothing else is mentioned, the 30 local 
newspapers that agreed to take part in our telephone-based questionnaire. This sample represents 31 % of all 
(national and local) newspapers’ and 58% of the local newspapers’ daily circulation. Cross tabulations have been 
conducted and are presented where interesting differences has been found. Shorter conclusions will be presented 
throughout the chapter to help the reader identify the connection between the research question and the presented 
analysis. The main conclusions will once again be presented and discussed in the last chapter.       
 
 
As mentioned in the methodology chapter we were interested in researching and analysing the 
competition between local newspapers offline and new media (most often in the form of 
internet).  We therefore investigated how the individual local newspapers acted and followed the 
market. The local newspapers are not direct competitors, as they most often do not compete in 
the same local geographic position.  
 

4.1 The vicious spiral 

One of the biggest barriers of entry existing in the media market, and also one of the biggest risk 
factors for local as well as national newspapers is mentioned and discussed by Gustafsson (1996); 
the power of the advertisers. The largest part of all income to a newspaper comes from their 
advertisers. These thus have great power over the newspaper and the future strategic choices the 
newspaper takes. The newspapers are in large dependent on the advertisers invested capital. The 
dilemma is that the newspapers need subscribers to attract these advertisers. Without subscribers; 
no attracted advertisers. The newspaper is thus, when newly started or when existing subscribers 
decide to cancel their subscription, forced to take large initial losses or to raise their subscribers’ 
fee. Some subscribers are then likely to cancel their subscription. This will in turn lead to a 
situation where it is even harder to attract advertisers as the number of readers is still fewer, or 
where the newspaper is forced to raise their prices even more. This vicious spiral is very hard to 
break. We wanted to know if this was the case for some of our respondents. To see how the 
situation was today we first wanted to research how the development of subscribers has been and 
how it is likely to be in the future. We also wanted to know how price sensitive the subscribers 
were, and finally, to see whether advertisers are gaining more power, we wanted to research how 
the income from ads, as part of the total income, has developed.    
 
Facht (2005) mentions that the average European spends more and more time online. On an 
average day more than one third of the Swedish population uses internet. In fact the average 
Swede spending time on-line spends 72 minutes connected to the internet everyday. We thought 
that this would have to mean that less time was spent consuming other types of media – 
especially media that you had to pay for, as most web pages are free. According to secondary data 
we have found that is not the case. In fact the number of people who read online newspapers 
does not affect the number of people who read offline newspapers (Nordicom, 2005). We 
wanted to research if this was a trend that the local newspapers had felt and we thus asked about 
the development of subscribers since 2000. The results are presented in figure 9 on the following 
page and show a negative trend. Only 30 % of the respondents state that the number of 
subscribers have increased in the last five years. As many as 70 % state that the number of 
subscribers have stayed constant or has decreased. This number would possible be even higher if 
it was not for the fact that some local newspapers stated that the reason to their increase was the 



 

 33 

fact that their main local competitor had filed for bankruptcy in the last couple of years. The 
reduction of a competitor is said to lead to a 40 % survival rate to the remaining actors’ 
circulation, meaning that 40 % of the subscribers of a failing newspaper is recovered by the 
remaining newspaper(s) (K. E. Gustafsson, personal communication, 2006-05-16).  

 

 
Figure 9 - Change in circulation since 2000. 

When asked about the future development of subscribers our respondents gave a very similar 
picture. As can be seen in Figure 10 below, only 27 % believed that they would actually increase 
the number of subscribers over the next five to ten years. The picture was slightly more positive 
when it came to the number of unchanged or decreased as 20 % believed that their number of 
subscribers would stay unchanged, while the last 53 % thought the number would decrease. The 
picture is thus more positive in the future if one only looks at the number of respondents who 
believed that the subscribers would decrease. If one, on the other hand, looks at the number of 
respondents who believe that the number of subscribers will increase, the picture is negative. The 
fact that the newspapers will lose or already have lost subscribers should be seen as a wakeup call.  

 

 
Figure 10 - Expected development of the circulation. 

4.1.1 Age differences 

Even though the secondary data implies that more time spent online would not influence the 
consumption of other types of media (Nordicom, 2005), written as well as un-written, our 
primary data does suggest that the consumption of local newspapers have decreased. This does 
not necessary have to do with the fact that the potential subscribers choose internet as a 
substitute, but something is influencing the potential subscribers’ preferences and behaviour. 
Facht (2005) mentions that the younger age groups spend substantially more time online than the 
older age groups. According to Facht, as many as 48 % in the age group 15 – 24 and 46 % in the 
age group 25 – 44 uses internet every day. We therefore wanted to know if an inverse correlation 
could be found between the consumption of internet and the decrease of subscribers. To do this 
we asked our respondents if one age group had changed (increased or decreased) more drastically 
than others in the last five years. We also asked our respondents if one age group was more 
essential than another, and if one was less essential than others.  
 
73 % of our respondents answered that the most unessential part of their subscribers were 18 
years of age or younger. This is maybe not surprisingly as many of these potential subscribers still 
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live at home with their parents and thus does not have their own subscription. It is however 
interesting to see that this group most often is the group who spends most time online. This 
picture is also shared by the industry organisation Tidningsutgivarna whose data shows that persons 
born in the 80s, have an even lower newspaper consumption rate than the previous generations 
(Mediebarometern, 2004). These younger age groups will eventually be the next mid-age group 
on whom the newspapers will have to rely. One idea for the local newspapers to attract younger 
age groups and thus future subscribers to the paper edition would be to not only have sections of 
the newspaper assigned to this age group, but a whole paper within the paper. In this way the 
younger generations would be as familiar with the paper version as with an online edition.  
 
When asked an open-ended question on which age group had had the most drastic change 14 out 
of the 19 who had an age group that changed more than others, said that the younger adults had 
changed the most. Comments like “the younger the bigger decrease”, “20-30 year olds have decreased”, “the 
younger age groups are decreasing” and “we have had an average age on 57 years for quite some time and I believe 
that it will stay at that for quite some time” indicates that the next generation of subscribers is getting 
harder and harder to attract, while at the same time the older subscribers are increasing. Some 
might argue that it is not relevant that the younger generations are not as interested in 
subscriptions, as the older generations live longer today and have more money to spend. This is 
true in the short-run, but for the newspapers long-term survival it is important to attract the 
young readers, independent of media.  

4.1.2 Web-editions? 

As presented in 4.1.1 the age group that has decreased the most is the same age group that 
spends most time online. We therefore thought it would be interesting to research if the local 
newspapers had reacted towards this and launched web-editions of their newspaper to attract this 
and other age groups. As can be seen in figure 11 below as many as 87 % of all respondents 
already have a web-edition of their newspaper. This alternative media channel should thus reach 
the younger age groups. Whether younger age groups are covered or not is something our 
research cannot answer, as most local newspapers are unaware of whom their internet reader is! 
(Male or female, employed or unemployed, subscriber or non-subscriber, young or old)? This is 
something that would have been very beneficial for the newspapers to know and something that 
both Nadler and Nadler (1998), Chattell (1998) and Michael Porter (1980; 1996; Hax & Majluf, 
1997) emphasise. We recommend the local newspapers offering a web-edition to conduct some 
research on who their average customer is online. Most, if not all, newspapers already have good 
statistics over their target and average reader offline. A better picture of the online user would 
probably make it easier for the newspaper to on one hand attract more customers in the form of 
more readers as the material can be segmented better, on the other hand more customers in the 
form of advertisers as they better know who they are advertising for and what target group they 
reach.  
 

 
Figure 11 - Do you have a web-edition of your newspaper? 
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Even though most local newspapers already had a web-edition of their newspaper, we wanted to 
know the reasons behind those newspapers’ decisions that did not have a web-edition. As figure 
12 below illustrates the most common answer was because it was to expensive, while around 20 
% stated that their customers, both in the form of subscribers and in the form of advertisers, did 
not demand a web-edition.   
 

 

Figure 12  - Reasons for not having a web-edition. 

4.1.3 Income from subscribers or advertisers 

The local newspapers’ largest sources of income and thus their customers are advertisers and 
subscribers. The income-share advertising has as part of total revenue, has traditionally been far 
larger than the subscribers’-income-share (Gustafsson, 2005). To analyse if subscribers where 
price sensitive we wanted to research if the subscribers’-income-share as part of total revenue had 
grown, stayed unchanged or decreased since 2000. 
 
As can be seen in table 4 below more than half of the respondents in our research stated that the 
subscribers-income-share as part of total revenue had stayed unchanged during the last six years. 
About one fifth believe that the subscribers of today are responsible of a larger part of the 
revenue than 2000, while more than a fourth believe the opposite.     
 

  

   Percent 

Increased   21% 

Unchanged   52% 

Reduced   28% 

Table 4 - Development of subscribers’-income-share since 2000. 

 
What was even more interesting to see was what believes the local newspaper market had for the 
future. We wanted to know if the newspapers believed that the picture they gave in table 4 would 
stay the same in the future. As can be seen in table 5 on the following page almost half of the 
newspapers believe that the subscribers’-income-share of total revenue will decrease and that the 
advertising-income-share thus will increase. This indicates that the competition for advertisers 
will be even stronger while the competition for subscribers will not necessarily be price driven. 
This as it is not as important to gain a large part of total revenue on subscribers. This is a natural 
trend and can be seen as a response to the fact that the competition from free alternatives like 
internet or free papers like Metro is increasing. These alternatives offer a, according to some, 
viable product without charging a fee.     
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Percent 

Increase   14 % 

Unchanged   41 % 

Decrease   45 % 

Table 5 - Future believe of the development of subscribers'-income-share of total revenue. 

4.1.4 Price sensitivity 

Porter (1980) argues that the newspaper has to be aware of how price sensitive the products or 
services they sell are. Customers will continue to buy a product or service independent of price 
level when the demand is inelastic. Customers will on the other hand change to a different 
product with similar qualities even after the smallest price increase if the demand is elastic. Some 
may argue that the local newspapers should raise their prices for subscription to compensate for 
the loss they suffer from decreasing number of subscribers and the fact that the subscribers’-
share of total revenue is increasing. To research if this was a possible option for the local 
newspapers and to investigate whether the prices on these newspapers are inelastic or elastic we 
asked our respondents what would happen with their subscribers if they raised their subscription 
fees with 5 %.  
 
As can be seen in figure 13 below as many as 97 % of our respondents stated that they would 
lose less than 5 % of their subscribers if they raised their prices by 5 %. Only 3 % stated that they 
would loose more than 5 % of their subscribers, while none of the subscribers believed that they 
would loose exactly 5 %. This strongly indicates that the demand is inelastic. One of the 
respondents exemplified this by saying that they raised their prices by 10 % but only loss 3 % of 
their subscribers.  

 
Figure 13 - What would happen if you increased your subscription price by 5 %? 

 
Looking at the above stated, it might at a first glance seem very strange that the newspapers do 
not compensate their loses by raising their prices. This would result in a profit, as the newspaper 
would lose fewer readers than they would gain money on the remaining readers. This is however 
not as strange as it might seem at first. Even though the local newspapers gain more money than 
they loose subscribers when raising their prices, this small decrease of subscribers might be 
enough to loose advertisers or at least make it harder to motivate the prices taken for 
advertisements. This will in turn force the newspapers to take even higher subscription-fees, 
which in its turn will result in even fewer advertisers. The vicious spiral is once again started.    

4.2 Competition from new media 

As presented previously, 67 % of our respondents state that their daily circulation has decreased 
since 2000. As Porter (1996), Nadler & Nadler (1997), Chattell (1998), and Hawawini et al. (2003) 
mentions, it is crucial for the newspapers to know where their competition comes from. We 
where therefore interested in knowing what the respondents who believed that the market would 
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decrease in the future, believed was the reason behind the decrease. As can be seen in figure 14 
below, one quarter of the respondents believed that the consumption of media as a whole would 
decrease and that they as a result of this would loose subscribers. Even more, 29 %, believed that 
costumers would become more price-concerned and thus chose another alternative that was 
cheaper or maybe even free. This is interesting considering the results presented previously in the 
discussion about price sensitivity. If 97 % believe that they can increase their prices without 
loosing the same amount of subscribers, why would subscribers become more price sensitive in 
the future? Are the newspapers indirect aware of the threat free media is generating? If so, what 
actions are they taking?  
 

 
Figure 14 - Reasons for future decrease in subscription. 

One variable that we thought would be ranked higher was the time factor. 21 % of our 
respondents believe that the lack of time will affect their future subscription numbers negatively. 
When conducting a cross tabulation (see table 6 on the following page) we can however see that 
this figure differs between newspapers with a 7-days-a-week-edition and those with a 6-days-a-
week-edition. 33 % of the respondents with a 7-days-a-week-edition stated that time will be a 
reason for a future decrease in subscription, while only 13% of the respondents from a 6-days-a-
week-edition believed the same. This is likely explained by the fact that the 7-days-a-week-
editions consumes more time from their subscribers, than do the 6-days-a-week-editions, as these 
are not published on Sundays. Another cross tabulation showed that editors-in-chiefs generally 
believe that the time factor is more important than the local newspapers represented by a CEOs 
or others. This is not as easily explained and would therefore be a good question to develop in 
further studies.   
 
As presented in figure 14 above, 8 % of all respondents believed that the interest in media would 
decrease. This number is not quite representative as a cross tabulation shows that all respondents 
behind the number are represented by the fifteen local newspapers with the largest circulation. 
One can thus conclude that larger local newspapers see a decreased interest as a bigger threat 
than smaller actors. Another conclusion that can be drawn when comparing the fifteen largest 
newspapers with the fifteen smallest is that smaller local newspapers believe that price will be a 
more important source of decreasing subscription, than the larger actors.  
 

    
Largest 

half 
Smallest 

half 
CEO 

Editor-in-
chief 

Other 7 days 6 days 

Changed behaviour 0% 7% 0% 0% 17% 0% 4% 
Decreased interest 13% 0% 6% 13% 0% 0% 9% 
Not enough time 20% 20% 19% 25% 17% 33% 13% 
Decreased general consumption 13% 20% 13% 25% 17% 17% 22% 
To expensive   13% 27% 25% 25% 17% 33% 22% 

Table 6 - Cross tabulations of reasons for future decrease in subscription. 
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To summarise our respondents’ answers and to draw some conclusions based upon them, 
independent of size or number of publication days a week, it is vital for future newspapers that 
do not wish to loose subscribers, to offer their product at a low price and in a format that is 
consumed fast.  
 
Porter (1980) mentions the importance for companies in an industry to identify what substitutes 
exist to their product. We wanted to identify these and therefore asked the respondents to state 
whether any of the mentioned variables (see the figure below) had a negative influence on their 
market situation. As can be seen in figure 15 below the most important variables that influenced 
their market share in a negative way where internet, local free press and other local newspapers.  
 

 
Figure 15 - These variables affect our market situation in a negative manner. 

Porter (1980) further argues that the company should examine how willing their customers are to 
change or abandonee their product at a viable price increase for another product, most often 
changing to a substitute. A possible substitute to local newspaper is of course other forms of 
local or national media, printed as well as non-printed. To examine what subscribers who will end 
their subscription in the future, or potential subscribers who decide not to start a subscription, 
would consume instead we asked our respondents what substitutes they believed that they would 
have. As can be seen in figure 16 on the next page, none of the respondents believed that 
potential subscriber would end their subscription, or avoid starring one, based on the fact that 
they instead would consume local radio or national press. On the other hand, almost half of the 
respondents believed that internet would be a viable alternative for those subscribers who decide 
to end their subscription today or in the future. Other potential substitutes mentioned by the 
respondents were other local press (21 %) and local TV (13 %).  
 
The newspaper market has been facing competition from new media at several occasions in 
history. These new media, such as radio and TV, were not, unlike the online edition, offered to 
the customer for free. Furthermore, the printed newspaper was in different phases at the times of 
arrival of the new competing media. In the 1920’s when radio arrived, the printed newspaper was 
in a phase of growth, when TV entered the information industry in the 1950’s, the printed 
newspaper had reached a phase of saturation. Considering the phases of the newspaper market 
and the lifecycle model (Johnson & Scholes, 2002), this aspect puts further light on the question 
of new media as a substitute. Neither radio nor TV did threaten the existence of the printed 
newspaper as these where not offered for free, and because the newspaper industry was in 
different phases of the lifecycle. In a phase of saturation, substitutes will become a natural threat 
when customers are looking for alternatives. The findings presented in the figure below show us 
that free online information is the major threats, or substitutes. Together with the general 
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declining trend on the newspaper market, this gives us a picture of the printed newspaper in 
phase of decline, a phase where substitutes have a great potential to threaten the printed 
newspaper. We argue that the situation today differs from the past arrival new media, creating an 
immense concern for the local newspapers’ future. 
 

 
Figure 16  - What would potential subscribers consume instead? 

 
After analysing the numbers presented in the figure above we thought it would be interesting to 
analyse if any differences existed between different groups of respondents and thus conducted a 
number of cross tabulations. These are all presented in table 7 below. As can be seen in the table, 
internet is ranked as a stronger substitute amongst the largest twelve newspapers and those papers 
that are circulated 7-days-a-week. This can partly be explained by the fact that many of the 7-
days-a-week-newsppaers are amongst the twelve largest in the country and partly by a second 
factor, presented later. Another interesting difference is found when conducting cross tabulations 
on local press as a substitute. As many as one third of the twelve largest local newspapers in 
Sweden state that subscribers ending their subscription or potential subscribers not starting a 
subscription, would instead consume other local press. The fact that many of the large local 
actors do not have any direct local competition on their home-market could possible explain the 
fact that the larger actors see internet and local press as larger substitute threats, than do the smaller 
actors. The smaller actors have everything to gain, while the larger have much to lose. A last 
interesting point we want to highlight from the table is that all respondents stating that local TV, 
national TV or local radio are potential substitutes, where positioned as CEOs. Does this mean that 
CEOs have a wider and more accurate picture than Editors-in-chief, or are they only more 
concerned?  
 
 
                
  12 largest 12 smallest CEO Editor-in-chief Other 7 days 6 days 
Internet 58% 33% 50% 33% 50% 75% 40% 
Local press 33% 8% 14% 33% 25% 50% 15% 
Local TV 8% 17% 21% 0% 0% 0% 15% 
National TV 0% 17% 14% 0% 0% 0% 10'% 

Local radio 0% 8% 7% 0% 0% 0% 5% 

Table 7 - Cross tabulations for what customers would consume instead. 

 
The fact that local newspapers rank other local newspapers, local radio and local TV as more 
important substitutes than national papers, national radio or national TV is not strange. 
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According to research conducted by Jan Strid (Bergström et al., 2005) almost 90 % of all readers 
of a magazine read all, or almost all the local news articles everyday (see figure 17 below). This is 
twice as many readers as debate or leisure articles and three times as many as sport and culture 
and can be seen as another proof of how strong the local newspapers’ position is on the local 
market.  
 

 
Figure 17 - Percentage who reads everything, or almost everything in each section (Bergström et al., 2005). 

 
Gustafsson (2005) presents another upside for printed local media. According to Gustafsson 
people in general believe that advertisements are a natural part of offline media at the same time 
as the majority does not believe that ads are a natural part of TV or radio. This would reasonably 
mean that printed media would have it easier to attract advertisers than for example internet 
would. This can be interpreted as if local newspapers do not need to worry about competition for 
advertisers from internet. A couple of years ago this was probably right, but according to 
statistics presented by IRM (Trotzig, Alvenstam Wahlund, Hedström & Funck, 2006) (see 
appendix 4). Internet is prognosticated to generate almost one forth of the total advertising 
investment generated by total daily papers. This is still far from the daily papers, but as can be 
seen in table 8 below, internet has grown immensely compared to the daily newspapers in the last 
couple of years. In 2003 the total amount of money invested in advertisements on internet was 
about 14 % of that invested in daily newspapers. In 2006 the same difference is believed to be 23 
%.  
 
 
  2003 2004 2005 2006 

  MSkr % MSkr % MSkr % MSkr % 

Daily newspapers 7773 0,6% 7850 1,0% 8322 6,0% 8738 5,0% 

internet 1064 -4,9% 1274 19,8% 1608 26,2% 1978 23,0% 

Table 8 - Total amount of money invested in advertisements in different media (IRM, 2006). 

 
If the investments in advertisement on internet keeps on growing at a rate of 23 % a year, while 
the investments in advertisement in daily newspapers grow by 5 % a year it will only take ten 
years before internet is bigger than daily newspapers and thereafter only another four years 
before the investments in advertisements on internet is twice as big as the daily newspaper 
advertisement market. 
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4.3 Actions taken  

Even though the local newspapers are strong in the local market and most already have a web-
edition of their paper it is, as for all companies, important for the local newspapers to develop a 
future strategy. To find out what strategy would be good and what actions are to be taken against 
the competition faced by new media, we referred to the literature and the models presented in 
our theoretical frame of references’ chapter.  
 
According to Durand (2004) the organisation’s foundation is the knowledge and the capabilities 
of the human resources of the company. According to Teece et al. (1997) the internal resources 
determine the performance of the newspaper. This thus makes the managerial capabilities and 
organisational skills the most important tools for the strategy of the organisation. This is relevant 
as it makes it easier to understand how a strategy can be developed. 
 
According to Durand (2004) and Schumpeter (1942), the phenomenon of creative destruction 
can be found in business environments where internet has had a major impact. If the internet has 
forced newspapers to change and to re-evaluate operational processes and strategies, it results in 
creative destruction as a part of the organisation’s strategy. The majority of the local newspapers 
have realised that new technology has caused a fundamental change of the conditions in the 
market. By adapting and implementing technologies such as a web page with including services 
such as pod-radio, blogs, web-TV, and interactive photo pages, many newspapers have found 
new ground, but of course also faced some difficulties. More than 75% of our respondents do 
not have a web page that creates more revenues than costs. In the beginning of the process of 
developing new and untested technology, this was most likely something that was met without 
ease and confident at the boardrooms. The destruction and rebuilding of the organisational 
strategy among the early adapters has given signals through out the market, forming the rules for 
the local newspaper market. 
 

 
Figure 18 - Is your web-edition profitable? 

 

In an industry were the printed media has been the platform since the beginning, a change to 
another platform must be hard to face. Considering that a majority of the newspapers have 
implemented new technology after noticing a changing environment, an important insight has 
been found inside the organisation. During the interviews, almost every respondent told us that 
they do not see themselves as a supplier of a printed newspaper. Instead, the printed newspaper 
is one of many distribution channels that the newspaper uses to communicate information to the 
consumer. One of the respondents stated that they started this process of re-evaluating the 
strategy in the late 1990’s, leaving the focus on the printed for other type of media. Important to 
note is that the Swedish newspaper market as a total is a lucrative market (Gunnarsson & 
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Gustafsson, 2005) with revenues deriving from the printed newspapers. Those newspapers that 
considered an alternative strategy were not leaving a sinking ship at that point, but it might be 
their rescue in the future.  
 

4.3.1 Strategic decisions  

The local newspapers are dynamic organisations with various internal and external resources that 
have influence on the performance of the organisation. This makes it impossible to position the 
newspapers in only one of the strategic views, since these theories are static and are difficult to be 
adapted on a complex reality. On one hand, it is essential for the organisation to watch the 
external environment and adapt the five-force model, which will position the local newspapers 
with the competitive forces view camp. On the other hand, the local newspaper market develops 
its capacity through human resources. The industry is an intellectual industry, not an industry 
where machines can take over a person’s work (Burnes, 1996; Hax & Majluf, 1997; Teece et al., 
1997; Durand, 2004). This makes the local newspaper a member of the resource-based view 
camp. This insight tells us how strategy at a local newspaper can be developed. An actively 
developed strategy will be an advantage for the company. What is interesting to understand is if 
the local newspapers use their resources to create a strategy that will make each individual local 
newspaper successful? In other words, do they actively search for ways that will create value and 
capture the customer? Are they offering the customers what the customers demand, or do the 
offer the customers what they believe they want? 
 
According to Alexander & Campbell (1997), an organisation cannot afford to ignore the market 
if it wants to have an advantage over its competitors. Even if a company finds a superior way of 
creating value for its customers, it will not be a long-term solution. The company must actively 
generate insight or else competition will duplicate the strategy and catch up. During the 
interviews, this insight seemed to be widespread in the market. The majority of the respondents 
talked about searching for, and adapting to, a future behavior and technology. Few of them 
believed in the printed local newspaper as a profit generating media. What is interesting to know 
is if this insight really is adapted to the strategy. Some respondents indicated this, but it would for 
further studies be interesting to analyse if this really is the case!  
 
The findings in figure 19 (following page) suggest that the newspaper market is dealing with cost-
reducing activities for e.g. print-processes and distribution-processes. A general understanding 
from the respondents is that a cost-effective production and distribution is essential for surviving 
economically. Whether it is about cutting costs or a more flexible organisation, internal factors 
are essential for a newspaper’s performance. 43% of our respondents claim that internal factors 
are the most important, e.g. these factors will have the greatest influence on the survival of the 
paper edition. 23% put external factors, like competition and legislative changes, first while the 
last 13% stated that both variables were of equally importance. The conclusion is that operating 
processes do have influence on the strategy at many of the local newspapers. According to the 
majority of the respondents, efficiency is a way of creating competitiveness at the local 
newspapers. 
 
Internal factors such as organisational culture and behavior are factors that also are of importance 
at the local newspapers. A majority of the respondents claimed that internal issues were of 
greatest importance and mentioned that one issue was difficulties in convincing the staff of a 
change in the use of media. An interesting study would be to investigate the demographical 
structure at local newspapers. Is the age of the staff of importance when it comes to investigating 
the acceptance and implementation of new media at local newspapers in Sweden? According to 
one respondent, the process of informing and convincing the staff will be a difficult and long 
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process which will delay and dearer the transformation to a media house. This time factor could 
be a problem for the local newspapers. Keeping up with new media is essential for the 
competitiveness of a company in a dynamic and changing business environment.  
 

 
Figure 19 - Factors that are considered important for competitiveness. 

 
The average local newspaper started its online newspaper in 1997 (1 respondent could not give 
exact information). The first was started in 1994 while the last was launched in 2005 (see figure 
20 below). The majority thus went online as the internet boom hit Sweden (see figure 1). At this 
time, the local newspapers were reaching for more or less unknown grounds. This was most 
likely a way of trying to find out what the consumers might ask for. A lot of the local newspapers 
were at this time gazing into the future.  
 

 
Figure 20 - Year publishing an online version. 

 
The motives behind the choice to go online were slightly different at the different newspapers 
(see figure 21 on the following page). Some of the newspapers said that the reason for creating an 
online newspaper was the presence of a genuine interest at staff members, other acted after a 
demand from its customers, and some looked at its competitors and followed the development 
of the market. Some of the newspapers were moving first, while other waited and followed the 
development later on. A number of the local newspapers were at an early point watching the 
environment, searching for new distribution channels for their product. This was a way of 
creating insight through analysing and debating over the future (Alexander & Campbell, 1997).  
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Figure 21  - Reasons for having a web-edition. 

 
Some differences existed amongst the different respondent groups. As can be seen in table 9 
below the half with newspapers with the smallest circulation hade a slightly higher own interest in 
the new media, than did the half with the larger circulation number. This small difference can 
also be seen based on the number of days of circulation. The biggest difference exists in the 
profitability purpose factor where the 7-days-a-week newspapers mentioned this factor as the 
purpose for going online, three times as often as the 6-days-a-week did. This difference can once 
again be seen when the newspapers are divided in to halves, based on size. One last interesting 
difference we want to highlight is the following development factor when dividing the newspapers in 
to two groups based on circulation size. As can be seen in the table the fifteen largest newspapers 
follow the market in a much greater extend than the fifteen smallest did.  
 
The cross tabulations can be interpreted as if the smaller newspapers had an interest in the new 
media and thus had a first move advantage over the later half with a larger circulation number. 
The fifteen largest newspapers identified this and decided to follow the development based on 
profitability purposes. The 7-days-a-week-newspapers were even more interested in profitability 
online. This is possibly explained by the fact that these newspapers are published and distributed 
one day more every week and thus have a larger cost-account to cover.  
 

                

  15 largest 15 smallest CEO Editor-in-chief Other 7 days 6 days 

Own interest 47% 53% 44% 38% 83% 50% 52% 

Profitability purpose 33% 20% 31% 13% 33% 67% 17% 

Demand 20% 20% 13% 13% 50% 17% 22% 

Following development 33% 7% 31% 0% 17% 17% 22% 

Table 9 - Cross tabulations based on reasons for having a web-edition. 

 
As Alexander & Campbell (1997) implies, the many different ways of developing a strategy 
through insight may confuse managers. When the managers get confused, they rely on daily 
planning instead of a strategy. Daily planning might be enough for surviving in the short run, but 
not likely in the long run. To create a strong future position, local newspapers have considered 
internal and external factors, to develop a strategy. The development of the strategy has made 
93% of the local newspapers claim that the future will not be dark. More than nine tenth of the 
local newspaper market have plans, something that makes them believe in their competitiveness. 
They are confidence that they will be able to adapt to, and to please the future customer demand. 
The fact that 67% has had a decreasing circulation since year 2000 and 83% believe in an absent 
of an increase of circulation in the future, tells us that the printed edition is not essential for the 
local newspapers in their strategy. The conclusion is that the future potential lies in some other 
media channel.  
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4.3.2 The local newspaper market - advertisers 

Hawawini et al. (2003) advocate that the competitive advantage in an industry is related to the 
strategic choices of the value proposition and how such choices position the organisation in 
relation with the external environment. The value proposition must in order to be successful 
both create value for the customers and capture value for the shareholders. The local newspapers 
have throughout the years provided their customers with a valued value proposition. This has 
been a value proposition that provide local news and information in a printed format. Empirical 
findings show us that the situation for the local newspapers is rather special. The average 
subscriber amongst our respondents was above the age of 40 (for some newspapers even over 
60) and willing to pay for the product. People under this age do read newspapers but they are not 
as willing to pay for it. The newspaper market has a history of a clear demographical structure. 
The most common scenario is that the customer starts to subscribe when they reach a steady 
situation in life. This can be when they have an income or when they decide to start a family. The 
problem for the local newspapers is that people of today study longer at university and chose to 
start a family at a later point in life, if they ever starts a family. The amount of single households 
has at no time in history been this high. As this was not enough trouble for the local newspapers, 
the customers have many alternatives to choose from instead of reading a newspaper, of which 
many are completely free of charge. As mentioned earlier some actors do not see this as a large 
problem as the older generations are bigger, live longer and have more money, then the earlier 
older generations. We do however believe that it is a problem as these older generations will 
eventually be replaced by the today younger generations. If the younger generations of today do 
not have the habit of subscribing on a printed local newspaper, the risk is large that the printed 
local newspaper will die with their current subscribers. The younger generations have to be 
captured, independent of media.   
 
Since many years, the local newspapers have had a comfortable position. Even if the printed 
newspapers have been doomed several times since the 1920’s, today’s newspaper market as a 
whole is a profitable market (Gunnarssson & Gustafsson, 2005). The printed newspaper has 
grown into the minds of customers, customers who cannot imagine starting of a day without 
reading the morning paper. These customers were not born in the 1990’ or in 21st century, and 
they are not increasing in numbers. Our own experience and our findings tell us that the channels 
for distribution news and information are changing. New media is threatening the printed 
newspaper while the circulations are decreasing. According to Hawawini et al. (2003) it can be 
said that it is the forces of a dynamic and changing world have affected the situation of the local 
newspapers. The profits from subscribers and advertisers are decreasing at the same time as the 
new media, the web page with its services, do not generate profit. Several of the interviewed 
newspapers have been stimulating the revenues by raising the price, making more money out of 
fewer customers. This is a scenario where the so-called horizontal game is played out, e.g. 
temporary solutions are used instead of dealing with, and solving, the real underlying problem.  
Even though the market is changing this is not always recognised and even sometimes ignored. 
This will in the long run lead to a lower value creation and to a lower value capturing. According 
to Hawawini et al., a complete change of the value proposition is the only way back to satisfy the 
customers. Should the newspapers go for the new media or should they stick to the printed 
newspapers until the end, walking the subscribers to their graves? To answer this question, one 
must know if the market is facing a rapid change or if the change is of incremental art. Is there a 
need for dramatic change of strategy or can the local newspapers use a strategy where the printed 
newspaper and new media is working together? It must be remembered that when fundamental 
changes in an industry are ignored, a company will not manage to please the customers nor the 
shareholders, leading to a decrease in competitiveness.  
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To analyse this we first wanted to research if our respondents experienced any pressure within 
the field of advertisements because of internet. As is illustrated in figure 23 below as many as 72 
% of our respondents said that they indeed did experience pressure. We thought that some of the 
respondents who answered no, did this because they interpreted the question as if the 
competition from internet could only come from other online newspapers. To clarify the 
question we thus asked the no-respondents if they still believed that the answer was no if they 
included services like blocket.se, bytbil.com and/or ebay.se. As many as 63 % of the respondents 
than changed their opinion, while 37 % still stated that they did not experience and pressure. 
When adjusting the numbers as many as 90 % of our respondents stated that internet is a source 
of pressure when it comes to advertisers (figure 22).  
 

 
Figure 23 - Experienced pressure because of internet. 

 
The fact that almost all our respondents (90 %) do experience pressure because of internet is a 
very strong sign that the market is really changing and that the local newspaper, in its printed 
form, is loosing power in what it offers towards its customers to internet. The reason to this 
experienced pressure is according to the Vc2 model by Hawawini et al. (2003) that the local 
newspapers are losing value proposition and that the advertisers thus have better ways/channels 
to reach out to their target segment. Hawawini et al. advocates that the local newspapers need to 
make a complete change and offer a product no other company is offering instead of only 
following the mass. This important here is not that the change is limited to the off- or online 
edition. Instead the important is to have an early move advantage at the same time as the 
company acts proactive instead of reactive. Even though internet seems to be a great arena for 
advertisers, the newspapers should not always follow the mass, but instead try to offer something 
unique. This can of course be in the form of new services online, not offered by others, or in the 
form of completely new technical solutions.  
 
Based on the above-presented discussion we wanted to know if our respondents lost 
advertisements within a specific field – this to see if a change, according to the Vc2 model, was 
needed in a specific field or direction. As with the above-discussed question we reminded our 
respondents about the competition online faced by for example blocket.se, bytbil.com and other 
direct advertising services like real estate. As is illustrated in figure 24 on the following page, the 
biggest decrease has been within the personal advertisements (one person puts in an ad in a 
newspaper to sell his or her bike/TV/stereo or furniture). The loss has above all been to 
blocket.se who offers the same service as the newspapers previously did and still do, but 
blocket.se charges less than the local newspapers at the same time as blocket.se reaches a bigger 
audience. This is very hard to compete with as both a lower price and a bigger audience is a 
winning combination. A number of respondents have however tried to meet the competition by 
offering a similar service through cooperation with each other. The loss of personal 
advertisements has however not resulted in a great financial loss, as they do not generate much 
money for the newspaper, but instead in a loss in reading-value. This is however as serious, if not 
even more, as this could lead to the vicious spiral mentioned in the beginning of this analysis. 
Other big decreases have been observed in food advertisements and advertisements from big 

Figure 22 - Experienced pressure including Blocket. 
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technique-chains. This as these actors uses their computerised customer-bases to send direct-ads 
to their customers.  
 
 

 
Figure 24 - Advertising segments where local newspapers lose market share to internet. 

 
As presented, a large majority of our respondents experience pressure from internet and are 
above all loosing advertisements in the personal-ads-section. The papers did no lose too much 
money on this move, as personal advertisement does not generate much money for the local 
newspapers. We therefore wanted to know whether internets influence on the newspapers’ 
income from advertisements had been large or small. A bit to our surprise as many as 68 % stated 
that the influence had only been small, while 4  % stated that no influence what so ever had been 
noticed. We interpret this as if most newspapers have started to see what affect internet might 
have on their advertisements, customers and profits. The reason that only 29 % states that 
internet has had big influence on their advertisement-income can be explained by the fact that 
internet is, in comparison to the printed newspaper, a young media and is not as established yet 
as it will be. We believe that the fact that the newspapers have started to lose market-shares 
amongst advertisers to internet is a sign of what will come in even larger scale in the future.  
 
Some of the local newspapers in our research where planning for or already used new media in 
the mid 1990’s, while other still today have not implemented this new technique. Why do the 
newspapers that do not have a web-edition do not put effort in this groundbreaking new media? 
It is simply a question of financial resources! Three out of four newspapers claim that the cost for 
new technology has influenced their decision. One of the newspapers without an online version 
claimed that their customers do not want this service. Does this mean that one out of 30 local 
newspapers is facing a different market than the other actors? The same respondent also stated 
that even though internet and other media were taking market shares, the customers were loyal 
and would continue demanding a printed newspaper.  
 
Most of us can agree that internet has changed our lives in some ways. Does this automatically 
mean that the local newspapers market has changed to? Statistics presented earlier show a clear 
decrease of the newspapers’ circulations, a negative prognosis of the future circulations, 
substantial pressure from internet actors, but still the majority of our respondents believe in an 
overall positive future for their company. As many as 93% of the respondents believe in a future 
that will be as good as it is today or better (see figure 25 on the following page). This appears not 
to be a market in radical changes. We asked if the internet could be seen as a radical change. We 
believe that our findings show that a complete change in the newspaper market has taken place. 
The local newspaper market will never be the same, and this is an understanding that a majority 
of the respondents share. The challenge for the newspapers has been, and is still for some, to 
react to this change in time, and with the right strategic choices. Even though discontinuous 
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change changes a market fundamentally, it does not happen over a night. The average local 
newspaper launched their online newspaper nine years ago. Did they change their strategy at that 
point or was it something that they did without thinking of the enormous impact that internet 
would have? The respondents told us that a transition from having a printed newspaper focus to 
a focus on various distribution channels have been going on at extensive levels. These actors 
have most likely been acting in a redirecting way, forecasting a change at the customers’ demand, 
changing its strategy. The newspapers that still today have not reacted to the change in the 
market, runs the risk of being overhauled. This would most likely lead to critical damage on the 
business. One of the respondent said that the city could not live without having the printed 
newspaper at the breakfast table. Today, this might be true as the tradition for the printed local 
newspaper is very strong. It has been like this for over 100 years, but will it be the same 
tomorrow?  
 

 
Figure 25 - Future attitude and believes. 

 

4.3.3 The local newspaper market – subscribers 

As discussed in numerous places in our research newspapers have two main categories of 
customers; advertisers and subscribers. As part of the Vc2 model we analysed the advertisers’ 
position and development in 4.3.2. We were interested in analysing if new media was a source of 
pressure also when discussing the other big customer group – subscribers. As presented in figure 
26 below not quite as many of our respondents stated that new media was pressurising the 
relationship between the newspaper and their subscribers. Still two thirds did experience pressure 
because of new media.  
 

 
Figure 26 - Do you experience pressure on subscribers because of new media? 
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While the respondents where asked to answer whether internet was a source of pressure for 
advertisers, the question regarding subscribers was instead asked whether new media was a 
source of pressure. The question was later followed by a question in which the respondents 
where asked to clarify what new media was the biggest source of pressure. This was done for us 
to identify if a move in one specific direction, towards one specific media, was necessary 
following Hawawini et al.’s (2003) Vc2 model. The three most frequently given answers to this 
question where alternative free media (in the form of free papers like Metro), internet and TV. None 
of the respondents believed that a decrease in interest for local news affected the subscribers’ 
actions, when changing to an alternative new media channel. As is illustrated in figure 27 on the 
following page, the two free alternatives, free newspapers and internet, were far more common 
than the only presented non-free alternative. This implies that customers are becoming less 
willing to pay for their consumption of media. If newspapers are to follow this, or respond to it, 
one alternative could be to become more dependent on financing from advertisers and thus offer 
their subscribers the newspaper for free, or at least at a lower price. This might be an interesting 
alternative as the vicious spiral is avoided. In fact some local newspapers choosing this alternative 
might then experience the same positive spiral experienced by Metro.   
 

 
Figure 27 - Source of new media pressure on subscribers. 

 

4.3.4 Coping with the future at the local newspapers 

Giving the customers what they want is the key to success. If the customer demands change, then 
a company must follow the customer. Today’s consumers are used to finding information via 
new media such as internet. Local newspapers have shown willingness to follow this change in 
demand. As customer needs, wants, and expectations are changing, the company that realises this 
and adapt to it, will be the winner. In the local newspaper market, the newspapers at different 
geographical locations do not compete with each other. They compete with the local competition 
such as free newspapers, internet sites, TV, and radio. By having focus on the direct 
environment, and at the same time looking at other local newspapers, will be the way to outsmart 
competitors. The actor who can offer the customer something that is unique will be rewarded. If 
a local newspaper can offer the customers, young or old, what they want, they will be successful 
(Chattell, 1998). This might lead to the situation where news from one company can be found as 
a printed version, online, on TV/radio, or new technology that might arrive in the future. The 
companies with a future are those who understand customers, who can identify what will be 
valuable in the future, and who makes the changes necessary in time (Chattel). We asked our 
respondents what they are doing and what they plan to do in the future in terms of organisational 
development (see table 10 on the next page). 
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Looking at the table on the next page, it is obvious that actions have already been taken and that 
the local newspapers will continue to develop their organisation. Almost one third of today’s 
newspapers have a separate editorial department for their online newspaper. A majority of the 
respondents find cooperation with another media or other newspaper to access new media, to be 
important for their newspapers competitiveness. This is an understanding shared by the market. 
In the future, 70% of the local newspapers that do not have cooperation today claim that they 
will cooperate with another newspaper in order to get the access to new media. To offer the 
customer something more than just an ordinary edition of the newspaper something that adds 
value to the product, is one way to increase the value proposition. Our findings tell us that more 
than half of the respondents offer theme papers to give their customer added value to the 
ordinary printed version. Offering services via new technology is an option for the newspapers to 
satisfy the customers who are used to new technology and to attract attention on the media 
market. Making people talk about the web page of a newspaper, and the new and interesting 
services that are offered, can be an effective way of marketing. The conclusion is that even 
though there is a certain degree of activity at the local newspapers, the organisations are quite 
closed in a dynamic and changing market. The cooperation between local newspapers in the 
country is extensive, and will expand. However, the cooperation with other media players who 
are not at part of the newspaper market is limited. This might limit the competitiveness of the 
local newspaper.  
 
 

Action: Exist today Will exist 

Separate editorial department for online version 27% 10% 

Cooperation with local TV 13% 20% 

Cooperation with local radio 23% 13% 

Cooperation with other newspaper to access new media 47% 23% 

Deliver local news to a national internet-based newspaper 3% 23% 

Deliver local news to a national printed newspaper 10% 20% 

Develop the printed media with e.g. theme papers 53% 23% 

Do you offer services via: SMS 53% 23% 

  WAP 37% 23% 

  POD 7% 50% 

  E-mail 13% 23% 

  Digital-TV 10% 30% 

Table 10  - Decisions for the future. 

 
Once again a number of interesting differences was found when conducting a cross tabulation. 
The table is presented on the next page and in Appendix 5. Looking at the table, a large amount 
of interesting observations can be made, some of which will be discussed here. The half with the 
smaller newspapers (based on circulation) is keener on having a separate editorial department for 
the online edition. This can be seen as a sign that the smaller local newspapers are more willing to 
invest online. This is reinforced when doing a cross tabulation on the willingness of developing 
the printed media. It is clear that the larger half puts more effort in developing the printed media 
form.  
 
Almost one fifth of the 6-days-per-week newspapers cooperate with a local TV-station, while 
none of the 7-days-per-week have cooperation. Does this mean that 6-days-per-week newspapers 
are more open-minded towards cooperation? Probably no, as the cross tabulation further show 
that 33 % of the 7-days-per-week newspapers are willing to start cooperation in the future. When 
it comes to delivering news to another news provider, internet-based media is more frequently 
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occurring than printed newspapers. This might be a sign of the belief at the local newspapers that 
internet is the media with the highest potential in the future. Of course many more interesting 
differences is found in the cross tabulation. We do however believe that these were the most 
interesting and important.  
 

 

Table 11 - Cross tabulation on current and future actions. 

4.3.5 What are they doing? 

Newspapers have taken the decision to leave the focus on the printed newspaper and to move 
towards multiple media channels. This is the trend in the local newspaper market today. Noticing 
the threats, newspapers developed their new strategies with the purpose to put themselves in the 
best possible position on the market. What is interesting to know is whether the managers really 
have re-designed their organisations with the help of the new strategies? What is interesting to 
look at is the degree of implementation of the new strategy. This is one of the essential challenges 
for the management that Nadler & Nadler (1997) presents.  
 
From our interviews we find information about how far the newspapers have come in their 
implementation of new technology. We asked the local newspapers to what extent their online 
version is separated from the printed version, in the context of contents. One fourth stated that 
their online version is a mere copy of the printed version, e.g. a PDF-edition that can be 
downloaded from their web page. A separate online edition was used by more than 80 % of the 
newspapers (see figure 28 below). 10 % of these newspapers responded that they had a mixture 
between a copy of their printed version and a separate online version. In this case the online 
edition was updated separately as news and other information came to their knowledge. Only 8 
% of the interviewed newspapers have a completely separate online version that does not have 
any connection to the printed version.  
 

 
Figure 28 - The web-editions relationship to the printed newspaper. 
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At the same time, more than 80% of the respondents responded that the responsible person for 
the printed version was the same person who was responsible for the online version (see figure 
29). Only 16% of the respondents had separate persons in charge for the printed and the online 
version. Both these findings can be seen as a negative signal in the light of the general 
understanding of a local newspaper market where new media is seen as the future media. 
 
 

 
Figure 29 - The web-editions' editorial staff. 

 
When the respondents were asked whether their online version had blogs or motion picture, 60% 
stated that they had blogs and 84% stated that they had moving pictures (figure 30). These 
numbers give us a hint that the newspapers do not make full use of the capacity that internet has, 
especially in the context of providing added value to the customer. The discussion in 4.3.4 
stresses this suspicion even more. This could be an example of Pavlik’s (2005) theory that it is the 
journalist who must adapt new technology at the practicing level to make full use of internet’s 
capacity on the online version. It could be the journalists, the everyday key persons that are 
restraining the implementation of new technology at the newspapers. According to Pavlik, 
internet is as an outstanding media channel for newspapers, offering features that the printed 
newspaper cannot compete with. A more dynamic use of the internet would create added value 
for the customer, leading to more customers online for the newspapers.  
 
 

 
Figure 30 - Percentage of respondents who have a blog or/and motion picture on their web page 

 
To refer to the challenges of radical change that Nadler & Nadler (1997) presents, we argue that 
the market is somewhat divided in its process of implementing new technology. Maybe it is a 
choice from the newspapers, not to move too fast towards the new media. The majority has 
recognized that new media will be the future distribution channel, a lot of them claim that they 
have changed strategy, but the level of implementation at the local newspapers is after analysing 
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the findings, generally low. There are however some signs of a more dynamic usage of internet at 
the local newspapers. In the context of providing the customer with added value via new media, 
as illustrated in figure 31 below, 84% of the respondents cooperate with an external service 
provider. This makes it possible to offer a more wide-ranging product. This can be financial 
information, search engines, online buy and sell markets, weather forecasts and so on. A national 
cooperation between local newspapers to sell advertisement space via an online portal is 
widespread in the market. This collectively financed platform makes it possible to have this 
online resource at a lower cost.  
 

 
Figure 31 - Do you have cooperation online? 

 
Local newspapers have noticed that it is possible for them to provide services on their online 
newspaper, and also make the consumer pay for it. We have previously mentioned the usage of 
different services like SMS and Pod-radio, services that sometime are offered at a cost to the 
customer. Other parts that are possible to make accessible for the customer at a certain cost can 
be archives and photo pages. When asking the respondents if they had a feature on their online 
version that was only available in exchange of payment, 32 % had implemented a cost-based 
service (figure 32).  

 
Figure 32  - Is some part of the online version only available for paying customers? 

 
An interesting fact is illustrated in figure 33 on the following page, where more than 80 % of the 
local newspapers without non-free-features believed that they would have implemented non-free-
services within the next five years. This indicates that the online newspapers are changing to 
become a profit creating part of the organization, and that is crucial for the local newspapers. 
Money could be attracted from advertisers or by making the customer pay for various online 
services, even though our belief is that it will be very difficult to make the readers pay for an 
online newspaper as the situation is today. 
 

 



 

 54 

 

 
Figure 33 - Will some part only be available at a cost in the next five years? (Of those who do not have a non-

free section today. 

4.4 The optimal position 

Porter’s five forces model emphasises the importance for the newspapers to choose the optimal 
position in the line of business, based on the existing competition. This optimal position might 
for many appear to be with presence online. This is, as presented above, a picture that is shared 
by most local newspapers as they have decided to have a web-edition. But according to some 
respondents the optimal position is offline, at least for now, or until other new techniques are 
developed that will facilitate the reading of a large amounts of text from a screen. One of our 
respondents who did not have a web-version of their paper exemplified this well by the following 
quote “I do not believe that internet will be the future, as the computer is not a natural media for reading, instead 
I believe in some other medium which is not established yet”.  
 
Porter (1980; 1996) further mentions that it is important for newspapers in the industry not only 
to look at the competition faced by obvious competitors within the industry. Porter emphasises 
that the newspaper must include the competition faced by suppliers, customers, substitutes and 
threat from new entrants as well. We wanted to know what believes the local newspapers had in 
this matter and thus asked them to rate the variables from one to five, where one was the most 
important. As can be seen in table 12 on the following page customers are stated to be the most 
important factor. This is not surprising as customer, both including advertisers and subscribers, 
are the newspapers source of income. If any of these are unhappy with the delivered product the 
newspaper must listen and change. This could also explain why some newspapers have a digital 
edition, while others do not. The second most important variable to watch was according to the 
respondents the competitors. This includes other local newspapers competing in the market, web 
pages like blocket.se or bytbil.com. The fact that the respondents state that competitors are 
important to watch is not surprising as this is where the customers often go if and when they 
decide to end their subscription. If competitors offer something I do not offer and customers 
request it, I must change if I do not want to lose income.  
 
The third most important variable was substitutes. This includes web pages for those newspapers 
that did not have a web-edition, radio stations and TV. Even though we understand the 
prioritisation of the previous mentioned variables, we find it interesting that not more emphasis 
is put into substitutes. We believe that the risk is big that the traditional local newspapers only 
look at competition limited to the medium they operate in and thus forgets to look for potential 
competition by substitutes or new establishments. New establishment was as can be seen in the 
table the fourth most important variable. The least important factor according to our 
respondents was suppliers. This is maybe not to surprising when considering that many 
newspapers own their own, our at least have very good prices at the printing house. One supplier 
that we believe has great power over the local newspapers and thus should influence the grading 
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is the distributor. The local newspapers have an advantage over free newspapers, like metro, 
because the local papers are distributed to the subscribers’ home. This is something most 
subscribers demand and also something that costs the newspaper a lot. As one of the 
respondents put it “Distribution is a problem”.  
 

Porters Five Forces   

Competitors 2,25 

Suppliers 4,54 

Customer 1,46 

Substitutes 2,82 

Potential new establishments 3,57 

Table 12 - Porters five forces graded from 1 - 5 by the respondents (1 is the most important). 

 
As presented above and shown in table 12, customers are ranked as the most important factor to 
observe and react to, while suppliers are seen as the least important. We thus believe that our 
assumption, presented in the frame of references chapter, that advertisers are to be seen as 
customers and not suppliers is proven to be correct, based on our respondents’ answers. We 
believe that this will be the case in the future too. If advertisers are willing to spend money on 
new media, newspapers and media houses will follow with subscribing and paying customers.  
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5 Conclusions 

 
This chapter highlights the main findings our analysis has resulted in, reconnecting to our problem: how do local 
newspapers manage the competition from new media channels today and what ought they do in the future? The 
chapter furthermore gives recommendation to further studies within the field of new media and the competition 
between traditional newspapers and new media.  
 
 
The purpose of this thesis has been to research and analyse what managerial choices and 
strategies Swedish local newspapers are implementing today to meet the competition from new 
types of media. The purpose was furthermore to research and analyse what they ought to do in 
the future. New media has grown immensely in the last couple of years, not only in the eyes of 
consumers, but also when looking at the amount of money spent online by advertisers. Our 
research has shown that this growth has not influenced the local newspapers’ circulation in a 
positive way. Actually, the effect has been the opposite, as 70 % of all local newspapers 
represented in our research state that they have lost subscribers in the last couple of years.  
 
Fewer subscribers result in decreasing revenues to the newspapers. It is not only the change in 
the usage of media nowadays that affects the printed newspapers’ situation. Today’s younger 
generations spend more time online and consume more online news than previous generations 
did. This difference is not surprising as internet is a rather new every-mans-phenomenon, but 
should still be seen as a challenge by the printed local newspapers. The group that would 
normally start their subscription of a printed newspaper might not share the same preferences in 
their usage of media, as today’s subscribers have.     
 
The respondents share this picture as our analysis show that a large majority of the local 
newspapers do not believe that the decrease in subscribers is a temporary trend. As many as 73 % 
of the local Swedish newspapers believe that they will have a non-positive development in terms 
of subscribers in the next coming ten years. The respondents mainly believe that subscribers 
instead will consume free alternatives in the form of free newspapers or internet services.  
 
Local media, in its printed form, has been domed many times before. This was the case when the 
radio was presented in the 1920’s and once again when TV was launched in the 1950’s. As we 
today know, the local newspapers survived and some newspapers thus take the threat from new 
media less seriously today. The biggest difference today is that local newspapers find themselves 
in a different segment in the lifecycle at the same time as the competition this time comes from a 
free media.  
 
Almost 74 % of our respondents state that free media is a source of pressure on subscribers, 
while 69 % identify this free alternative as internet. This could possibly explain why 79 % of the 
respondents have stated that the subscribers’-income-share of total revenue has been non-
increasing in the last years and why 45 % believe that the share will decrease in the future.  
 
Subscribers are together with advertisers the most important customers, and thus also the most 
important source of income, the local newspapers have. A decrease in subscription can thus be 
compensated by an increase in advertisements. Revenues from advertisers are essential for the 
newspapers financial status. A problem for the printed newspapers is that the advertisers are 
finding other channels to reach the wanted customers. Our research show that new media has 
affected the share of the local newspapers’ revenue that derives from advertisers. Competition 
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comes from internet, TV, radio, free magazines, and printed commercial delivered in the mailbox. 
What is worrying for the printed local newspapers’ future survival is that our analysis has shown 
that 90 % of our respondents state that they experience pressure in terms of advertising because 
of internet.  
 
One way of avoiding an eventual loss to internet or other types of new media is of course to 
enter that media form. 87 % of the local newspapers taking part in our research already have a 
web-edition of their newspaper. Still only less then 25 % of the web-editions generate more 
income, than they generate cost. This can be explained by the fact that internet users are used to 
consume qualitative products online for free. It is thus very hard for the local newspapers to 
charge money for their services and their only available source of income is thus advertisers. Still, 
32 % of our respondents already have sections of their web-edition that is non-free and 80 % of 
those respondents, who have a web-edition that is free today, believe that they will charge for 
parts of it within five years. This is an example of the inconsequence the respondents have in 
some questions. At the same time as almost all local newspapers expect to charge money for their 
online service in the future, the number one mentioned reason for future decrease in subscription 
was price. If customers are not willing to pay for a paper version of the local newspaper, why 
would they want to pay for an online version? The contradictories can be drawn even further as 
97 % of the respondents believe that they can raise their price on their paper-version by 5 % and 
still not lose 5 % or more of their subscribers. If this is the case, why do they at the same time 
mention price as the most important reason for future decrease in subscription? One probable 
reason is that the newspapers are trying to avoid the vicious spiral, in which a lower circulation 
leads to fewer advertisers, which in its turn leads to an even lower circulation, and so on.  
 
The local newspapers offering a web-edition should conduct some research on who their average 
customer is online. Many newspapers already have good statistics over their target and average 
reader offline. A better picture of the online user would probably make it easier for the 
newspaper to on one hand attract more customers in the form of readers as the material can be 
segmented better, on the other hand more customers in the form of advertisers as they better 
know who they are advertising for and what target group they will reach.  
 
Our analysis show that almost four times as much money is expected to be spent on 
advertisements in daily newspapers than on internet in 2006. What is worrying for the printed 
local newspaper is that internet advertising is growing five times faster than newspaper 
advertisements. This means that if both channels keep on developing at the same paste it will 
only take ten years before more advertising money is spent online than in daily newspapers. This 
does however not only generate problems as it enables high-quality web-editions to be offered to 
readers around the globe for free. As mentioned previously most internet users are used to 
getting a product for free and this might thus be a necessary, maybe short-termed, solution.  
 
Personal ads is superiorly the advertising segment in which our respondents lose their biggest 
market share to internet. Our analysis has shown that this has not resulted in a big direct 
economical loss, as these advertisements generally do not generate much income to the 
newspapers. Personal ads are however requested by many readers and thus have a high reading 
value. The absence of these personal ads might trigger a vicious spiral where fewer readers lead to 
fewer advertisers, because of the decreasing circulation. 84 % of the local newspapers who 
participated in our research had some sort of cooperation with other newspapers or other 
companies online. Our suggestion to the local newspapers is to join forces with other companies 
online even more. If more than 80 % of all newspapers lose personal ads, and thus lose reading 
quality, to internet – something more must be done.  
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5.1 The future 

Despite the decrease in the number of subscribers, the future prognosticated negative trend, the 
pressure on advertisers because of internet and despite, or maybe because of, the contradictions 
between wanting to charge for a web-edition and the believe that customers will be price 
sensitive, 87 % of the respondents have a positive attitude towards the future. Our analysis 
predicts that one possible, and maybe needed, transformation is the transition from a traditional 
printed local newspaper to a media house. The risk that local media, as a phenomenon, will die 
out is extremely small. Media consumers have in all times been most interested in local news, 
regardless of media channel. The challenge for today’s local newspapers is to transform their 
concept into a media house. It is important to capture future customers, both in the form of 
paper subscribers, paper advertisers, online readers and online advertisers, as soon as possible 
independent of media channel. This transition has already started at number of our respondents 
and many stated that their future was dependent on this transition.  
 
Our analysis has shown that most local newspapers with a web-edition do not know who their 
average online user is. We recommend the local newspapers offering a web-edition to conduct 
some research on who their average customer is online. Most, if not all, newspapers already have 
good statistics over their target and average reader offline. A better picture of the online user 
would probably make it easier for the newspaper to on one hand attract more customers in the 
form of more readers as the material can be segmented better, on the other hand more customers 
in the form of advertisers as they better know who they are advertising for and what target group 
they reach.  
   
The analysis has shown that the local newspapers have accepted the fact that the printed 
newspaper has been in a declining trend for many years, and might continue to decrease in 
attractiveness in the future. The majority of the local newspapers have moved their focus from 
the printed newspaper to also include other media such as radio, TV, and internet. 57 % of the 
local newspapers already have, or will have, pod-casts and 40% state that they offer, or will offer, 
digital-TV online. This is a natural and probably needed evolution of the media market and the 
information industry.  
 
The future successful local newspaper must constantly watch the customer and the external 
environment and constantly be prepared to adapt. No organisation can be competitive in the 
long run with a static strategy. It is important for the local newspapers to not only give the 
existing customers what they want, but also to gaze into the future for upcoming trends. This is 
something that has already taken place at a lot of the local newspapers. The printed newspaper 
still possesses a strong position even though it is losing ground. The changes that the local 
newspapers are facing today, is the most radical change that the industry has faced. No media has 
in history made the local newspapers doubt the strength of the printed media. Sure, the printed 
newspaper has been doomed several times due to introductions of new technology, but the focus 
on the printed media has never left the local newspapers. Today, several of the local newspapers 
believe that the printed newspaper will be no more in 15 or 20 years from now. This is dynamic 
approach at the newspapers and it is essential that the newspapers do not fall back and feel 
satisfied only because they believe that they have figured out rules of the game. A new 
groundbreaking technology might arrive and change the condition on the market the same way 
that internet has done today.  



 

 59 

5.2 Suggestions for further studies 

 

During the process of writing this thesis a number of questions have arisen that we believe would 
be interesting for others to study further.  
 

In a longer time aspect, five to ten years, it would be interesting to do a follow-up study. This 
study should have the exact same questions and be based on the exact same selection, but on 
those days’ largest editorial newspapers. It would then be interesting to compare these 
researches and analyse what trends have arise, what attitudes have changed and what 
decisions have been taken? 
 

As we wanted our results generated by our research to be generalisable on all local 
newspapers in Sweden we chose a quantitative method. Had we had more time it would be 
interesting to complement our study with a qualitative study to gain a deeper understanding. 
This would beneficially be done by interviewing CEOs and/or editors-in-chief and asking 
them deeper questions about their strategies and future believes.  

 

Even though one of our objectives was to make our research applicable on the whole 
population it would be interesting to divide our respondents based on their geographical 
location and analyse if the geographical location in some way influenced their opinion 
towards new media. This as demographic changes influences the number of people living in 
the local newspapers home market.  
 

Our research has a newspaper-oriented perspective as it is based on responses from CEOs 
and editors-in-chief. It would in further studies be interesting to research and analyse what 
customers requested. Are customers, both in the form of advertisers and in the form of 
subscribers, interested in a local media house hosted by internet?  
 

As our choice of method has made our research bias towards larger local newspapers, it 
would for further studies be interesting to do the same research but based on a statistical 
random sample instead. How much would this affect the results? Will there be other bias or 
is that answer more representative on the whole population even though our research covers 
more than 58 % of all circulations of local newspapers in Sweden.  
 

Another interesting aspect for further analysis would be to conduct a new research focusing 
on a possible relationship between the age-distribution in the editorial staff and the 
newspapers’ overall attitude towards new media.  
 

Internet does not, as most of us know, have any geographical boarders. This means that the 
same situation and conflict covered in this thesis exists in many other countries in the world. 
A suggestion for further studies is thus to analyse the situation in other countries and based 
on those observations, make recommendations to the Swedish actors.  
 

As shown in a number of places in this thesis the opinion of the newspaper is reflected by the 
respondents’ position on the paper. It would therefore be interesting to redo this insisting on 
only interviewing CEO’s or editors-in-chief.  
 

Out of our different respondent groups (CEO, editor-in-chief and other), CEOs where the 
only who believed local TV, national TV or local radio to be potential substitutes. It would in 
further studies be interesting to research what this depends on? Does this mean that CEOs 
have a wider and more accurate picture than Editors-in-chief, or are they only more 
concerned?  
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Appendix 1 

The KIA-Index top 30 for week 19, 2006 (Annons, 2006). 
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Appendix 4 

Distribution of advertising investments between 2003 – 2006 (Trotzig et al., 2005). 
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