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Introduction

The newspaper industry recently experienced key changes over the last two decades, with the arrival of the internet disrupting the traditional operating models of deep-rooted media publications (Karimi & Walter, 2015).  The internet and digitisation have created an impact on the business models of many media establishments.

Organisations have previously concentrated on printing media and broadcasting. However, the disruption has led to adapting an offering of online news services, digital platforms and social media pages in an effort to create diversification and new sources of revenue streams (Karimi & Walter, 2015). 

The internet has offered an increase of information broadcasting and increased accessibility enabling readers to consume digital content from a wide range of sources, with relative simplicity attaining key information  (Weaver & Willnat, 2016).  

The aim of this essay is to analyse the disruptive impact of digitisation on the media industry, and more specifically on the Telegraph Media Group (TMG); and how they have adapted their business model to combat the changing industry dynamics, and how successful this change in strategy has been. Furthermore, the report will analyse the prospects for the organisation moving forward as well as identifying the growing influence of specialist subscription-based outlets and the challenges this can impose on traditional organisations. 


Impact of Digitalisation of the Industry & TMG

The Telegraph Media Group publishes daily public British newspapers, Circulating since 1855, one of the most renowned print media publications in the industry, however due to the changing industry environments they have recently undergone a significant shift in their business model to adapt to the increased digitalisation of the industry (Files, 2020).  The UK press industry has experienced a period of destructive innovation, presenting numerous publications facing closure due to their inability to adapt to the readership losses that traditional print titles have faced (O'Sullivan, et al., 2017)

TMG have attempted to alleviate the fall in circulation of traditional style of printed media, by adapting their business models to accommodate the growing digital audiences - by adopting a multi-platform approach in an attempt to position themselves as industry leaders as the industry continues to evolve (Doyle, 2013). The decline in traditional revenues is a challenging issue that has faced the industry, as the optimum strategy for dealing with this dynamic is not obvious due to the revenue issues associated with digitalisation of written press (Thurman & Myllylahti, 2009).

Print media has traditionally relied on subscriptions, tangible product sales and paper advertising as their main sources of revenues, however with the move to digital offerings the reduction in potential revenue streams has created financial issues for media organisations (Evens, et al., 2017). The prevalent availability of free content on the internet has created issues for organisations as consumers are therefore reluctant to pay to consume content that they would have previously had to pay for (Berger, et al., 2020). 

Social media has become both a help and obstruction for organisations such as TMG, as although it is an effective medium in directly engaging with readers, the inability to control plagiarism has created issues for media organisations who will fail to attain “click through” revenue if their content is shared for free on social media sites (Faklaris & S, 2017).
Monetisation of content has become a major-issue within digital media, this has led to further exacerbation by the growing use of smartphones as a mode of information consumption as advertising space is minimal and hard to efficiently incorporate into the user experience (Phalen & Ducey, 2012).  

TMG’s Digital Strategy

In order to combat the reduction in revenue that accompanies a move to full digital platforms, TMG’s strategy is to incrementally reallocate resources throughout the organisation by offering multi platform delivery in order to retain the value printed media still offers; whilst ensuring that the necessary redirection of staff efforts were implemented in order to ensure that the resources were allocated effectively (Doyle, 2013) , (Doyle, 2015). TMG’s initial intention was to adopt a multiplatform approach in order to gradually transition to a predominantly digital media organisation (Doyle, 2013, pp16), however, the unintended consequence has been an extension of consumption opportunities, as the volume of content has increased across both platforms (Phalen & Ducey, 2012). 
Despite continuing to operate a multiplatform approach to diversify revenues, TMG’s major operational change was the introduction of subscription based digital content (Ponsford, 2020). TMG have used various subscription offerings and were the first UK company to implement a metered paywall model in 2013 that allows users to view a limited amount of articles before paying a subscription fee (Sweney, 2016). The study concluded that consumer willingness to pay for online newspaper publications is low, with little evidence about determining factors and perhaps contributing to TMG adapting their subscription package in order to find the optimum product offering. As a result of this, TMG have seen fluctuation in the success of their subscription model. However, placing 20% of their premium content behind a paywall and removing the previous metered paywall resulted in them becoming one of the most profitable UK newspaper groups (Files, 2020). TMG’s willingness to be innovative early adopters gave them a strategic advantage in the industry which was reflected in the continuous growth of their digital revenues and their profitability despite the industry contracting (Barker & Di Stefano, 2020).  
Impact of TMG’s Digital Strategy

Subsequently, TMG have seen their financial performance suffer significantly, reporting a 94% decrease in pre-tax profits in 2019 although printed and digital subscription numbers increasing to 400,000 (Barker & Stefano, 2020). TMG’s subscription-based strategy that had been initially successful, has not made up for the falling print circulations despite the increase in registered site users and the number of digital subscriptions recently overtaking print subscriptions (Tobitt, 2020). TMG’s subscription-based model success is currently undecided, especially when compared to that of the Independent who were the first UK Newspaper to rely solely on digital revenue, The Independent’s profits have overtaken TMG (Barker & Stefano, 2020). 
Despite TMG’s attempts to become a market leader in the digital news industry, their adoption of a model based multiplatform subscriptions ultimately resulted in competitors, The Independent who were more crucial with their digital strategy, gaining a competitive advantage. Consumers’ willingness to pay subscription fees for online news are a barrier for news organisations to navigate (Suárez, 2019), 

This suggests that TMG’s financial performance was worse than the declining nature of the industry and worse than that of their competitors, indicating their adoption of this strategy has therefore proven to be unsuccessful (Chyi, 2005).
Conclusion 

Although TMG’s subscriber model is part of a longer-term strategy, to reach 1 million paying subscribers by 2023, the recent performance and subscriber uptake have left them in a risky position. Although the overall market is in a downtrend, this is evidence from competitors such as The Independent, whose subscription is offering minimal, suggests that TMG may not be operating the best strategy. Pursuing a subscription model poses significant challenges going forward for TMG, which have been improved by the entrance of specialist subscription services, such as The Athletic, who are attempting to dominate sectors such as sports journalism, by headhunting recognised journalistic talent from organisations such as TMG  (Franklin, 2014). With consumers already wary of paying subscription fees, TMG need to be aware that a marketplace with numerous organisations offering subscription models is undesirable for them as they aim to cultivate their subscription model to overcome the challenges of digitalisation.
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Suárez, E., 2019. HOW TO BUILD A SUCCESSFUL SUBSCRIPTION NEWS BUSINESS: LESSONS FROM BRITAIN AND SPAIN. [Online] 
Available at: https://reutersinstitute.politics.ox.ac.uk/sites/default/files/2020-02/Eduardo_Suarez_Digital_subscriptions_fellowship_paper.pdf
[Accessed 2020].

Sweney, M., 2016. Telegraph Axes Metered Paywall And Launches Premium Subscription Service.. [Online] 
Available at: https://www.theguardian.com/media/2016/nov/03/telegraph-paywall-premium-subscriptions

Thurman, N. & Myllylahti, M., 2009. Taking the paper out of news. A case study of Taloussanomat, Europe's first online-only newspaper, 10(5), pp. 691-708.

Tobitt, C., 2020. Telegraph Pulls Out Of ABC Circulation Audit To Focus On Subscriber-First Strategy.. [Online] 
Available at: www.pressgazette.co.uk/telegraph-pulls-out-of-abc-circulation-audit-to-focus-on-subscriber-first-strategy
[Accessed 2020].

Weaver, D. H. & Willnat, L., 2016. Changes in US journalism. How do journalists think about social media?, 10(7), pp. pp.844-855.



Bibliography 

Barringer, B. a. I. D., 2012. Entrepreneurship: Successfully launching new ventures.. 4th edn ed. s.l.:Pearson Education.

Brandstatter, H., 2011. Personality aspects of entrepreneurship: A look at five meta-analyses, s.l.: Elsevier.

Burns, P., 2007. Entrepreneurship and Small Business. 2nd ed. Palgrave(Hampshire): s.n.

Collins, C. J., Hanges, P. J. & Locke, E. A., 2004. e Relationship of Achievement Motivation to Entrepreneurial Behavior: A Meta-Analysis. [Online] 
Available at: http://digitalcommons.ilr.cornell.edu/cgi/viewcontent.cgi?article=1841&context=articles

Dees, J. G., 2001. The Meaning of "Social Entrepreneurship". [Online] 
Available at: https://entrepreneurship.duke.edu/news-item/the-meaning-of-social-entrepreneurship/


image1.jpeg
,umm oo




