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ABSTRACT

Mediacompaniesworldwidearetryingtoadapttothenewchallengesbroughtaboutbytheeconomic
crisisandtechnologicalrevolution.However,someoftheseeffortsaredoomedtofailbecausemedia
tendstoconcentrateonadaptingparticularelementsoftheirbusinessmodels,insteadofchangingthe
entirebusinessmodellogic.Thisworkproposesaninnovativebusinessmodeltypologyandisbased
onthehypothesisthatifacompanycouldre-arrangeitsstructuralelementsaroundthistypology,it
couldhavemuchbetterchancesinitsfighttoovercomethechallengesposedbytheeverchanging
andcompetitivedigitalecosystem.Totestthistypologytheauthorsusedcasestudymethodology
anddrewfromevidencecollectedfromin-depthinterviewswithjournalistsfromtwoGreekwebsites.
Ultimately,thearticleprovidesthebasisforgeneratingnewtheoriesaboutbusinessmodelsandfinds
thatevenintimesofcrisisandtransformationalchange,mediacompaniescansurviveaslongasthey
perceivecrisis-andanyotherkindofchallengeforthatmatter-asanopportunityforcreativechange.

KEywoRdS
Business Models, Change, Crisis, Digital, Entrepreneurial, Greece, Media, Strategy, Typology

INTRodUCTIoN ANd METHodoLoGy

Media organizations worldwide are in a state of flux, facing enormous challenges that are
threateningtheirownsurvival(Picard,2014).Asmanyexpertsintheindustryhaveoutlined,in
ordertosurvive,mediacompaniesneedtodevelopneworganizationalpractices,newbusiness
concepts, entirely different skills and new strategies (Malmelin & Villi, 2017). This means,
accordingtoHorstandMurschetz(2019),thatthefocusshouldbeplacedonunderstandinghow
andwhatkindofprocessesandpracticesoforganizations,managersandcreativeworkersare
helpingthemtodrivetheirnewideasandstrategiesforward.However,mostmediatrytochange
byexecutingafewrandomprojects,suchasupdatingawebsiteorlaunchinganewmobileapp.
Othersputalltheireffortintothepursuitofdifferentrevenuemodels,ignoringotherstructural
partsofamediabusinessmodel(Picard,2016).
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Bearingthisinmind,thispaperisbasedonthehypothesisthatifmediaorganizationscould
re-arrangetheirstructuralelementsaroundaspecificbusinessmodeltypology,thentheycouldhave
muchbetterchancesintheirfighttofaceandovercomethechallengesposedbytheeverchanging
andcompetitivedigitalecosystem.

However,thisreadjustmentiseasiersaidthandone.Tosucceedinsuchanendeavor,astrategic
approachtomanagingbusinessmodelsinthemediaindustryisconsideredtobeanecessity.Indeed,
anabundanceofstudiesinthefieldofmediamanagementemphasizethatstrategy–togetherwith
entrepreneurship-constitutesthebasisofsuccessformediapractitionersintoday’smediaindustry
(Horst&Murschetz,2019)andthatstrategyprocessesandpracticesareneededmorethaneverto
helpmanagersmakesenseoftheirchallengesandanticipateorrespondtoongoingdevelopmentsin
today’srapidlychangingenvironmentsinastrategicmanner(Burgelman,Floyd,Laamanen,Mantere,
Vaara,&Whittington,2018;Hutzschenreuter&Kleindienst,2006).

Astrategicapproachessentiallyentailscopingwithchange;AsHorst,Järventie-Thesleffand
Baumann(2019)pointout,thiscopingcanbeboldandinnovativesuchasstartinganewcampfor
ideadevelopmentintheorganization’sstartup-incubator.Inthesamewayitcanbelessradicaland
moreincrementalsuchaswritinganewappforamagazine,tryingoutanewwaytoreachcustomers
foradvertisements,orchangingthestyleofwritingincoverpagesinanichemagazine.Accordingto
theauthors,thesestrategicactionsmaynotreorientanentirebusinessmodel.Nevertheless,astheir
studyhasshown,theyareenormouslysuccessfulforensuringstrategicsurvival,becausetheyallow
peopletoplayfullydevelopideas,visionsandpossibilitiesanddevelopthefutureinsharedmanner.

Notwithstandingstrategy’simportantroletomanagingmediabusinessmodels,researchatthe
intersectionofstrategyandbusinessmodelsremainsscarcesincewestilllackanunderstandingof
ashowtheconceptofbusinessmodelcanbeusedasstrategictoolforsupportingmanagersand
entrepreneursinthiscontext.

Followingtherecentcallsfromthefield,whichemphasizetheneedformorestudiesandefforts
fortheorybuilding(Mierzejewska,2018;Rohn,2018),themainobjectiveofthisworkistodevelopa
strategicbusinessmodeltypologythatadvancesthetheoreticalperspectiveoftheconceptandserves
asavaluablestrategictoolformediacompaniesworldwide.

Also,thearticleaimstoaddressZot,Amit,andMassa’s(2011)argumentthatscholarswhohave
developedtypologiesappeartohavebeenlessconcernedwithempiricaltestingandactuallytestthis
typologyintwowebsitesfromGreece,acountrywhosemediaindustriesexperiencedtwoparallel
crisesofdifferenttypes—aneconomiccrisisandacredibilityone.

Todoso,theauthorsusedacasestudymethodology,sinceitisproventhatcasestudiesare
becomingmoreandmoreimportanttomediamanagementandinnovationresearch(Habann,2008).
Theresearchfocusesonmorethanonecasesaimingtoaddvaluetothefindings(Habann,2008),
especiallysincethesecasesarepolaroppositesinsomeway.Morespecifically,twocasesareexamined:
tovima.gr,anonlinenewsorganizationpartofalargetraditionalmediaconglomerateinGreecethat
wasfirstestablishedin1922andnews247.graGreekmediastartup,launchedin2007,partofa
steadilygrowingdigitalpublishinggroupthatmanagespremiumbrands.

Bothwebsitesaretryingtosurviveinthenewmediaecosysteminvestingintheirdigitalpresence
however theyhavedifferentbackgrounds andhave followedcompletelydifferent strategieswith
regardstotheirbusinessmodels.In-depth,semi-structuredhour-longinterviewswitheachwebsite’s
chiefeditorsandreporterswereconductedandsecondarydatasuchasbalancesheetswerealsoused.

Thisarticle isstructuredasfollows.First, theresearchersprovideacritical literaturereview
thatsummarizesthebodyofknowledgeproducedaboutmediamanagement,entrepreneurshipand
businessmodels,threekeyconceptsinthecurrentmediafield.Second,theydelineateaconceptual
typologyofbusinessmodelswhichunderscoresthemultifacetedchallengesthatmediaorganizations
arefacinginthecurrentecosystem.Third,theyusethistypologyasanalyticallenstostudytwomedia
organizationsthataretryingtosurviveinGreece.Intheconclusion,theauthorsdiscusshowtheir
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