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Abstract 
Several industries have been affected by digitalization over the last decade. Currently the 
world of printed media is experiencing numerous turbulent changes. Printed newspapers 
are increasing their presence online and starting to compete in digital channels. This makes 
for an interesting area of research. With this study we hope to create a greater 
understanding for how the newspaper industry is affected by digital technology. The 
theoretical framework of this study is based upon Christensen’s (2005) concept of disruptive 
technology as well as Yoo & Lyytinen et al. (2010) theories on digitalization and digital 
innovation. We conducted a case study at the local newspaper Alpha News. Five semi-
structured interviews were performed with different employees with various distinct roles; 
all of them important to obtain an insight into the changes occurring at Alpha News. In our 
study we are able to identify several aspects of changes due to digitalization within Alpha 
News. The printed newspaper, for instance, faces a steady decline in subscription rates due 
to the readers increased reliance on digital alternatives for local news. Other shown effects 
of the digitalized business where also revealed. The pace of change, the use of technological 
aids, as well as the reader-relationship, all act as examples of these shown effects.  
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1. Introduction 

Several industries have been affected by digitalization over the last decade. The music 

industry is an early example where Napster and file sharing led to the restructuring of the 

entire industry. Another example is the photographic industry where firms such as Kodak 

were challenged by the emergence of the digital camera (Lucas & Goh, 2009). Currently the 

world of printed media is experiencing several turbulent changes. Printed newspapers are 

increasing their presence online and starting to compete in digital channels. The newspapers 

are facing a need to innovate their operations, a need to find alternative ways to attract 

readers.  

Studies aimed at creating an understanding for digital innovation processes have been 

performed in information systems research as well as in the management literature. The 
innovator's dilemma is a concept created by Clayton M. Christensen (2005). The concept 

explains how experience and competence can become a disadvantage in the pursuit of 

innovation. This is similar to the paradox of novelty described by Youngjin Yoo & Kalle 

Lyytinen et al. (2010). When working with innovation, competence can be both a barrier and 

an asset. There has to be a delicate balance between novel knowledge and confirmed 

knowledge. The terms digital innovation and digitalization are defined by Yoo & Lyytinen et 

al. (2010), these terms help explain opportunities enabled by the digitalization of products 

and ideas. Historically, the digitalization process has taken place in three different stages; 

Yoo & Lyytinen et al. (2010) call this the three waves of digitalization.  

Alpha News (fictionalized name) is a well-established local newspaper, founded as early as 

the year 1900. This means that Alpha News has over one hundred years of experience within 

the printed media. In comparison, their digital operations, such as their online newspaper 

and their different social mediums, have only existed for a short time. Alpha News has 

invested both time and money into different digital solutions, which makes them an 

interesting case to study. 

Our objective is to analyze how Alpha News have worked historically and how they are 

planning to work with digital technology in the future, in relation to the innovator's dilemma 

and the paradox of novelty. Is Alpha News's hundred year of collected competence in the 

printed medium an obstacle when they try to innovate their digital operations, or is it a vital 

resource? We are also interested in analyzing Alpha News’s level of digitalization to help 

understand how the newspaper industry approaches their work with innovation.  

 

“There is no reason to believe that the waves of digitalization are finished. What we 

have witnessed to date may well be just the early phases” (Tilson et al., 2010:8). 

 

The purpose of this thesis is to create an understanding for the digital innovation challenges 

facing the newspaper business. 
The thesis is guided by the following research questions: 

• How have the different stages of digitalization affected Alpha News’s organization 

and its use of digital technology? 
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• How does Alpha News's competence, within the printing medium, affect their 

intentions for digital innovation? 

2. Related Research 
Innovation refers to a creation and adoption of an idea, a product, a technology, or a program 

that is new to the adopting unit (Gupta et al., 2007). Historically, innovation has been 

conceptualized as a linear, sequential process (Attewell, 1992; Fichman & Kemerer, 1997; 

Swanson, 1994) or as a model based on incremental, consecutive stages (Utterback, 1994). 

Lyytinen & Damsgaard (2001) mention the main theoretical positions that explain the 

evolution of innovation. These explanations consist of; diffusion theories, continuous 

innovation theories, evolutionary theories, heterogeneous innovation theories, and theories 

of technology shaping. Nevertheless, since the breakthrough of digital technology, these 

theories need to be extended to take into account the characteristics and enabling functions 

of digital artifacts. In the following we will present the theories of digitalization and digital 
innovation presented by Yoo & Lyytinen et al. (2010). In our theoretical framework these are 

combined with Christensen’s (2005) concept of disruptive technology. 

2.1 Digitalization 
Digitalization has been described by Yoo & Lyytinen et al. (2010) as the transformation of 

socio-technical structures and relationships that takes place when moving from non-digital 

artifacts to digital artifacts. Historically digitalization has taken place in three stages. They 

came to call these specific levels for the three waves of digitalization (Yoo, Lyytinen et al., 

2010). These three waves are: 

 

1. The transition of analog content to digital content. 

2. Separating devices that were historically tightly coupled. 

3. The emergence of novel products. 

 

Yoo & Lyytinen et al. (2010) clarifies the first wave in the following way:  

 

“The first wave of digitalization involves the technical digitization of converting analog 

contents and services into digital ones without fundamental changes in the industry 

structure” (Yoo, Lyytinen et al., 2010:13).  

 

The main core of this particular wave regards the transition of the analog world into a digital 

one. This leads to a reduction of cost but it does not change any of the processes in the 

organization. It is still business as usual. One important note is that this wave does not 

contribute to any specific changes in the tightly coupled layer of the product architecture. A 

tight coupling of this kind can, for instance, be the relationship among data and device within 

a VHS tape (Yoo, Lyytinen et al., 2010). 

The second wave of digitalization regards the separation of devices, networks, services 

and contents that historically used to be tightly coupled. 
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“… media services, such as music, books, e-mail, and movie can be delivered over 

multiple different types of networks using multiple devices” (Yoo, Lyytinen et al., 

2010:13).  

 

Thus, the second wave of digitalization contributes to the separation between data, devices, 

networks and services, making them to become independent of each other (Yoo, Lyytinen, et 

al., 2010). Digital technology is more malleable and generative than their analog 

counterparts, making them less fixed in their meaning and usages (Zittrain, 2006). 

The core of the third wave of digitalization is described in the following way: 

 

“In the third wave of digitalization, we begin to see the emergence of novel products 

and services through the “mash-up” of different media across different product 

architectural boundaries. Devices, networks, services and contents that were created for 

specific purposes are now being re-mixed in order to repurpose its usage” (Yoo, 

Lyytinen et al., 2010:13). 

 
These innovative mash-up services can be continuously re-combined “… creating a constant 

stream of innovative possibilities” (Yoo, Lyytinen et al., 2010:14). In other words, the third 

wave of digitalization contributes to the creation of new digital products and services as well 

as it imparts to the digital exploration and embedding of previously non-digital artefacts 

(Yoo, Lyytinen et al., 2010). 

 
“As a result, in the third wave, vast amounts of information that used to be invisible can 

now be captured, and related to a layer of semiotic logic. The separation between a 

physical artifact and the semiotic logic of its device and network layers of previously 

non-digital artifacts becomes a loose coupling of four layers in a digital service 

architecture and forms the basis for continuing innovations in the third wave of 

digitalization”  (Yoo, Lyytinen et al., 2010:14). 

 

The emerging innovations in this specific wave differ from earlier innovations. These former 

innovations where roughly about the simplification as well as automation of different kinds 

of work, thereby creating a more effective and cost-effective organization. While the age of 

industry was about making physical tasks more efficient, the age of information is about 

digital models and tools able to perform semiotic processes with global observability and 

analysis (Yoo, Lyytinen et al., 2010). 

2.2 Digital Innovation 
Yoo & Lyytinen et al. (2010) define digital innovation as follows: 

 

“By digital innovation, we mean an innovation enabled by digital technologies that 

leads to the creation of new forms of digitalization” (Yoo, Lyytinen et al., 2010:7).  
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They identify six dimensions of digital innovation. We have chosen to focus our attention to 

four of these, namely; heterogeneity, locus of innovation, pace and digital convergence. 

Within the dimension of heterogeneity we focused solely on the paradox of novelty. 

• The paradox of novelty: denotes the fact that knowledge is both a barrier and a 

source of innovation. Innovators must have both confirming and novel knowledge for 

creating the so called innovation sweet spot. Yoo & Lyytinen et al. (2010) says that the 

sweet spot is only reached by a delicate balance between novel and confirmatory 

knowledge. Too much novelty leads to chaos and the opposite leads to stagnation, 

which is equally dangerous. 

 

• The locus of innovation: is described as the main location of innovation within an 

organization. Since digital technology has reduced the cost of communication there 

has been a de-centering of innovation. Open source and crowd sourcing, or other new 

forms of innovation, moves the locus of innovation from inside an organization to its 

edges and periphery. This is also seen as a reflection of looser coupling in the digital 

service architecture (Yoo, Lyytinen et al., 2010). 

 

• Pace: is a term used to describe the rate which change is enabled within a digitized 

platform. Innovation needs to be continuous to keep up with the increased pace in the 

digital domains, especially since the acceleration of pace occurs continually. An 

increased pace will lead to the reduction of the importance of experience. Yoo & 

Lyytinen et al. (2010) means that if an industry has a high rate of pace, it will lessen 

the role of seniors while increasing the role of digital artifacts. 

 

• Digital convergence: has been enabled by the growth of digitalization, which 

means that “digitized technologies have unified points of intersections where they 

share the same infrastructural capabilities and open novel opportunities for products 

and services” (Yoo, Lyytinen et al., 2010:16). These novel products are a result of 

combining previously unconnected devices and services. Products are changing more 

and more into digital platforms; many former non-digital artifacts now possess digital 

components that enable them to interact with the Internet or other digital devices. 

When the development of services and products are becoming more deeply digitalized 

it opens up new ways of digital convergence. Firms strategically control their 

products as part of their innovation trajectories, which is enabled through the 

establishment of digital service architecture. In other words this means that a space to 

act out new types of innovation processes can be created by connecting previously 

unconnected data of the construction process (Yoo, Lyytinen et al., 2010). 

2.3 Disruptive Technology  
The Innovator’s Dilemma by Christensen (2005) describes the problems organizations face 

regarding disruptive technology. To explain disruptive technology we first have to explain 

sustainable technology. This kind of technology improves the standards of mainstream 
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technical products.  

 

“What all sustaining technology have in common is that they improve the performance 

of established products, along the dimension of performance that mainstream 

customers in major markets have historically valued” (Christensen, 2005:xviii). 

 

This means that this kind of technology is sustaining in character. Disruptive technology, on 

the other hand, regards products that perform inferior to sustainable technology, as an 

alternative they bring new values to the market that has not previously been available 

(Christensen, 2005). 

 

“Generally, disruptive technologies underperform established in mainstream markets. 

But they have other futures that a few fringe (and generally new) customers value” 

(Christensen, 2005:xviii). 

 

Disruptive technology can potentially present major challenges to organizations since it 

forces them to change the way they manage and work within their company. Examples of 

successful ways of working with sustainable technology is listening to customer needs, 

keeping track of competition as well as constantly designing higher quality products. 

Working with disruptive technology is different from sustainable technology; failure to 

realize this can be dangerous. These traditional processes have indeed worked well 

historically, but they will never contribute or lead to the development of innovative products 

in terms of disruptive technologies. 

 

“Applying the traditional management practices that lead to success with sustaining 

technologies always leads to failure with disruptive technologies” (Christensen, 

2005:266). 

 

Lucas & Goh (2009) provide an extended version of Christensen’s (2005) theories regarding 

innovation and the innovator’s dilemma. Lucas & Goh (2009) stress the fact that when 

disruptive technologies open up new markets for organizations, the disruptive technology 

will additionally invite “a whole new group of competitors into the marketplace” (Lucas & 

Goh, 2009:51).  

Additionally, Christensen (2005) describes five principles to help managers identify and 

adapt to emerging disruptive technologies. These principles form a framework that explains 

why productive practices that exploit existing technology are anti productive when it comes 

to the development of disruptive technology. We choose to focus on the first three of 

Christensen’s (2005) five principles because we saw the fourth and fifth principle as less 

useful to interpret our empirical findings. By narrowing our focus on three principles we 

hoped to create a greater understanding for our case. 

2.3.1 First Principle 
In the first of these five principles Christensen (2005) introduces the following: companies 

depend on customers and investors resources. This principle is, in other words, founded in 
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the theory of resource dependence. In short this theory concerns the aspect that managers 

may believe those governing a company’s resources, while the reality in the end shows that: 

 

“… it is really customers and investors who dictate how money will be spent because 

companies with investment patterns that don’t satisfy their customers and investors 

don’t survive” (Christensen, 2005:xxiii).  

 

As a result it becomes very difficult for these concerned companies to invest in disruptive and 

innovative technology. Which is to say because their customers usually are not interested and 

by the time they are it is too late to invest (Christensen, 2005). 

2.3.2 Second Principle 
The second principle regards the aspect that small markets do not solve the growth needs of 

large companies. Christensen (2005) points out that successful companies need to 

continuously grow so that, for example, they can maintain the creation of internal 

opportunities as well as their share prices on the market. As a result, the bigger and more 

successful a company is the bigger a new market has to be to have a positive effect on the 

company’s growth. Although the emergence of disruptive technology opens up new market 

they are not large enough to satisfy a big and successful company. Therefore large companies 

are seldom able to use emerging market for growth (Christensen, 2005). 

2.3.3 Third Principle 
The third principle explains that markets that do not exist, consequently, cannot be analyzed. 

In this principle Christensen (2005) talks about the problems experts have in forecasting the 

emerging markets of disruptive technology. 

 

“… the only thing we may know for sure when we read experts’ forecast about how large 

emerging markets will become is that they are wrong” (Christensen, 2005:xxv). 

 

Unlike dealing with sustaining technology, the disruptive technology market does not 

possess any generally known aspects of its marketplace, simply because the market do not 

exist. It is in the phase of emerging and has not been well established yet. Therefore 

Christensen (2005) says that we cannot forecast about its upcoming size and growth. Thus, 

companies who need to quantify the market and the financial returns of disruptive 
technology are unable to do so which paralyzes them or leads to mistakes (Christensen, 

2005).  

3. Research Methodology 
We performed our study of the newspaper business as a case study with five semi-structured 

interviews. To answers our research questions we used the data collected in the interviews. 

Our theories are based on the concept of disruptive technology by Christensen (2005) as well 

as the theories of digital innovation presented by Yoo & Lyytinen et al. (2010). 

The case study and the semi-structured interviews had a qualitative approach that gave us 
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the know-how to answer the important questions, “how” and “why” (Yin, 1981). Thus, our 

study’s objective was to test and verify a theory rather than developing a new one (Creswell, 

2003). The reasons why we did not use quantitative methods in our research were founded in 

the argument that we did not need to compare a large amount of data to reach a conclusion. 

Instead we focused our work on the individuals and their subjective opinions regarding their 

work and organization. By doing this, we hope to create an understanding for the 

phenomenon. 

3.1 Case Studies 
A case study is a detailed study focusing on the complexity and specific nature of a single case 

or multiple cases. The case could be a location, a society or an organization. What separates 

case studies from other methodologies is the idiographic illustration of the unique traits of 

the specific case (Yin, 1981). 

 

“The need to use case studies arises whenever: an empirical inquiry must examine a 

contemporary phenomenon in its real-life context, especially when the boundaries 

between phenomenon and context are not clearly evident” (Yin, 1981:98). 

 

The biggest challenge when conducting a case study is the amount of sources that are 

relevant. The investigator must train to deal with the variety of sources to get the relevant 

information. Our main sources of data are face-to-face interviews and annual financial 

statements. The interviews are semi-structural, meaning that they will appear more like 

guided conversations instead of structured queries. Documents, such as financial statements, 

might lead to inferences and open up to new insights and questions about the case. It is 

important to understand that documents and interviews might not be literal descriptions of 

the actual events (Yin, 2003).  

 

“Given this array of evidence, the case study investigator’s main task is to ascertain 

whether evidence from different sources converges on a similar set of facts” (Yin, 1981). 

 

The investigator has to analyze data during the collection process to make out what is 

important. When all of the data has been reviewed the major informants should get a chance 

to inspect the factual evidence. The informants might not agree with the interpretations of 

the interviews but they should be confident that the facts have not been misconstrued. This 

process prevents factual errors and helps investigators to see the case from different 

perspectives (Yin, 1981). 

3.2 Semi-Structured Interviews 

The semi-structured interview is a qualitative interview method that finds its base in a 

specific and predetermined theme or themes. These themes will act as clear and helpful 

guidelines for the interviewer trough out the interview itself. However, the semi-structured 

interview method is also a very flexible one. Beyond these guidelines the interview method 

will consequently give a great deal of room for the interviewee to express and formulate his or 
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her answers in their own way (Bryman, 2001). In other words: “It is hoped that these 

questions will be answered freely by the interviewee” (Flick, 2002:91). 

The actual interview questions within the semi-structured interview method tend to be 

more generally formulated than in the case of other interview methods, for example the 

structured interview method. Bryman (2001) also points out that the specific questions and 

guidelines within the method don’t have to follow the pre intended order when the actual 

interview takes place. He argues that the interviewer can determine the issues in order based 

on the exclusive interview situation.  
Regarding the interview layout Bryman (2001) furthermore describes that it is to be seen 

important that the interview questions are formulated in a way which makes it possible for 

the investigator to get information about how the interviewees experience their world and 

their lives.  

According to Kvale (1996), interview questions within a qualitative interview method can 

be formulated in many different ways. Nevertheless he: “… depicts some main types of 

questions that may be useful in the semi-structured interview form…” (Kvale, 1996:132). As 

said by Kvale (1996), these kind of questions can be illustrated in terms of; introducing-, 

follow up-, probing-, specifying-, direct-, indirect-, structuring- and interpreting questions. 

Silence is also one of these main question types. Kvale (1996) points out that this specific 

aspect of an interview is essential. He argues that:  

 

“By allowing pauses in the conversation the subjects have ample time to associate and 

reflect and then break the silence themselves with significant information” (Kvale, 

1996:134). 

 
Bryman & Bell (2007) argue that: “Qualitative researchers are frequently interested not just 

in what people say but also in the way that they say it” (Bryman & Bell, 2007:489). Therefore, 

an important aspect of the interview work is the recording and transcribing of the actual 

interviews. The advantages why you should record and transcribe your work are many. One 

major aspect can, for instance, be described in terms of that:  

 

“It helps to correct the natural limitations of our memories and the intuitive glosses 

that we might place on what people say in interviews” (Bryman & Bell, 2007:489).  

 

In other words Bryman & Bell (2007) points out that the transcribing of interviews allows 

more thorough examination of what the interviewees actually say. These characteristic 

supports the researchers desire to create a deeper understanding in the interviewees’ 

answers. 
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3.3 Analysing Case Study Evidence 
Strategies and techniques for analyzing case study evidence have unfortunately not been well 

defined.  

 

“Unlike statistical analysis, there are few fixed formulas or cookbook recipes to guide 

the novice. Instead, much depends on an investigator’s own style of rigorous thinking, 

along with the sufficient presentation of evidence and careful consideration of 

alternative interpretations” (Yin, 2003:110). 

 

Nevertheless, according to Yin (2003), every case study should have a general analytic 

strategy. Our strategy relies on the theoretical propositions that led to our case study in the 

first place. “The propositions would have shaped your data collection plan and therefore 

would have given priorities to the relevant analytic strategies” (Yin, 2003:112).  

Specific techniques are used in the analyzing phase, such as explanation building, pattern 

matching and logic models. It is also important for researchers to strive for generalizability to 

increase validity of the theories, that is to say “to form general notions by abstraction from 

particular instances” (Lee & Baskerville, 2003:221). Ultimately an interpretive case study 

seeks to contribute to theorizing (Truex et al., 2006; Walsham, 1995). Our study is focused on 

contributing back to the domain of digital innovation and disruptive technology. 

4. Case Study 
We collected our case study data by exercising five interviews and then compiled the results 

into four different themes that we saw fit and mattered considering our thesis. The four 

themes are presented in sections 4.3-4.6. In the following two sections we will present Alpha 

News and the informants. 

4.1 Alpha News 
Alpha News is a well-established local newspaper, available both in print and online; the 

online version of the paper, Alphanews.se, also hosts a popular blog portal. The company was 

founded as early as the year 1900. They have had a distinct expansion over the years and is 

today a diversified media house that owns five subsidiary companies in different fields. These 

fields consist of web development, radio, real estate and a printing press business. In 

addition to these companies the Alpha News concern also has some ownership within four 

other companies. These are; a second local daily newspaper, a local Internet community, a 

paper distributer and a dating site.  

The financial year of 2008 showed that the Alpha News corporate group turned over about 

309 million Swedish kronor. The same year Alpha News made a profit for approximately 13 

million Swedish kronor. According to the Alpha News Annual report of 2009, there is an 

ambition for a continual growth and investments within new products and new markets. 
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4.2 Informants 
We conducted five semi-structured interviews with six different employees working at Alpha 

News. 

• The Web developers (TWD): were the two males that we met up with in the 

first interview. One of them had been working on Alpha News as web developers 

for two and a half and the other three and a half years. TWD are the only ones 

responsible for the web development on Alpha News; therefore they possess a lot 

of knowledge regarding technology and its actual use within the organization. 
 

• The Junior Employee (TJE): is the woman we met in the second interview. She 

has been working on Alpha News for six years in a variety of roles within the 

organization. Her role contains a mix of duties within customer service, writing 

articles for the entertainment section of the newspaper and managing the youth 

editorial staff. In addition she also has her own blog on Alphanews.se. TJE’s 

unique position within Alpha News makes her a highly interesting and relevant 

informant for us to study. 

 

• The Journalist (TJ): was the woman we got the chance to meet up with in the 

third interview. She works as a reporter on Alpha News with her main focus on 

local municipal coverage. The responsibility area she covers consists of questions 

regarding the local politics and economics. TJ is a traditional journalist within a 

modern newspapers business, an interesting position for us to look closer at. TJ 

has worked at Alpha News for nineteen years. 

 

• The Web Business Developer (TWBD): was the male informant we met in 

our fourth interview. He is the only one on Alpha News working within this specific 

position. TWBD has been operative in his position ever since the role got 

introduced in about one and a half years ago. His main tasks consist of finding new 

commercial revenues for the website, as well as to produce actual commercial web 

ads. 

 

• The Web Editor (TWE): is one of several web editors that work within the 

Alpha News organization. Content management is his main field of responsibility, 

yet another fascinating role for us to study. In the fifth and last interview we got 

the chance to meet up with TWE and talk to him about his everyday work life on 

Alpha News. 

 

4.3 Organizational Properties 
According to the informants Alpha News is a non-bureaucratic organization, new ideas are 

encouraged and easily implemented by “just doing it” (TJE). TJ described this as Alpha 

News’s biggest advantage. TWE presented this way of work as; tell someone, discuss it, look 

at it, do it. When it comes to technology and new business models, Alpha News is just one 
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step behind the forefront according to TWD. He says that they are happy to have someone in 

front of them to test new ideas and business models.  

TWDB sees a genuine technological interest from the managers. He means that they are 

interested in new technology and want to reach all platforms. TWD does not though agree 

that Alpha News is close to the technological forefront. According to TWD, Alpha News 

wastes a lot of money in unnecessary investments. They have expensive technology that they 

do not even use. Something that he thinks is a waste.  

 

“Generally speaking, managers are a little bit older, they have grown up with a printed 

newspaper and understand that medium. By placing an ad in the paper they know that 

it will physically be there. If the managers were twenty something things would 

probably be different” (TWBD). 

 

Both TWBD and TWE believe that the problem is lack of technological understanding from 

the managers, both at advertisers and at Alpha News. TWE said that this problem remains 

until managers understand how to use technology in the right way.  

4.4 Digital Workplace 
The Alpha News organization uses a wide range of digital tools to help the organization and 

its employees in their everyday work. One specifically protruding is the in-house statistical 

software, which has emerged within the last few years. TWD says that they have been using it 

since 2006. Prior to that time, they did not have a clue which articles that worked well or if it 

was well allocated on the site. According to a majority of the informants, this particular utility 

now helps Alpha News to keep an efficient and constant overview on the website traffic, thus 

acting as a guide and support in their work. 

Many of the informants also described a mutual experience that the use of digital artifacts 

has, in one way or another, contributed to the way they can conduct their work. The 

introduction of the Smartphone’s where seen as one of the major digital artifacts. TWE was, 

for example, very positive when he talked about his Smartphone. He told us that he uses his 

Smartphone for calls and e-mailing as well as Twitter and Facebook, thus making it more 

than a phone. TWE’s opinion is more or less shared by all the other informants. Another 

shared opinion regarding the Smartphone is that they have increased the informant’s 

accessibility. TJ told us that she does not use her computer any less because of the 

Smartphone but it made her more available. 

As an active blog user in her everyday work, TJE base the blog’s growing popularity within 

the fact that it is now much easier to blog than it was before. As an exemplification of her own 

statement she said that it is now much easier to answer comments because they get an 

instant approving if your logged into the blog portal. This increased simplicity of the blog 

system has made it a lot more fun for TJE to blog. 

TWD, as well as TWE, talked with enthusiasm when they explained to us that their current 

company cars are outfitted with digital WiFi transmitters, something that has emerged just 

within the last six months.  
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“Now, all cars are equipped with 3G-modems and wireless transmitters. Everyone 

working with the Web also has their own camera with a built-in FTP server and a 

wireless receiver” (TWD). 

 

This kind of digital technology creates new and exciting opportunities according to our 

informants. For instance TWD informed us that now they can send photos directly from your 

camera while shooting.  
 
“The pictures will be sent here through your car, and with really good quality. They will 

even hold a quality level which you can run in the newspaper. So thanks to this 

technology we can now get a professional image in about 30 seconds from an accident 

scene” (TWD). 

 

TWD pointed out that the technology within Alpha News always should be accessible, not 

requiring any technological skills to be able to use it.  

 

“In reality you are not required to be a technician. If you for example want to add 

something to a map, you should be able to just click a simple button; ‘add to map’. 

Many of our technological solutions are based on this easy to use assumption” (TWD). 

 

All of the informants mostly talk about new technology in a positive way. Even so, a shared 

opinion among them was that there still are “technological reactionaries” within the Alpha 

News organization.  

 

“There is a technology resistance, even against the Web. That is to say a general web 

resistance, people who may actually believe that Alpha News should not even be on the 

web” (TWD).  

 

Regarding these technological reactionary’s, TJ had a rather protruding point of view that 

separates her from the other informants:  

 

“I think it is a good thing that not everybody within the organization is a technology 

fanatic. It slows down things a bit and does not make the technology the main thing in 

the company. The technology is still just a medium; it is a means to an end to achieve 

what we want to do” (TJ).  

 

Thus, according to TJ, this contributes to a healthy reflection regarding the organizations 

current and future use of technology. “It is probably only a good thing if you ask yourself; 

‘why is this specific thing important?’” (TJ). 
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4.5 IT Strategy 
IT-development at Alpha News is mostly directed at projects that can generate income. TWD 

said that if something can generate revenues it will be prioritized over the editorial work. As 

said by TWE it would be beneficial to put some focus on the editorial work as well. According 

to him, Alpha News should have a specific role that only work with technical solutions for 

editorial work. That way, Alpha News would be able to use technology in a much more 

efficient way. 

 Prioritizing profit and old business models is a problem for the user experience according 

to TWD: 

 

“We can’t build the site for the users; we build it for the advertisers. Every time the site 

is refreshed we earn money, we could make the site one hundred times better if we 

didn’t have to adapt to that situation” (TWD). 

 

TWE believes that this situation emerged because of lack of understanding from the 

advertisers. He believes that Alpha News have to convince the advertisers that it’s better to 

show your ad to ten people who are interested instead of a thousand people who does not 

care. 

There is an explicit desire for Alpha News to publish their material on multiple platforms.  

 

“Subscriptions are down and the solution is to spread into all the different platforms 

and not put focus on individual platforms (TWBD). It doesn’t matter if we get our 

income from the printed paper, from our site or from a TV channel as long as we get the 

money” (TJ).  

 

Regarding the absolute latest technology, both TWD and TWBD points out that it is very 

enjoyable to be at the so called technological forefront, however not at all that beneficial. 

They tell us that they see themselves and Alpha News in a slightly different position.  

 

“I think it feels like we are always one step behind the technological forefront. Thus you 

have some time to evaluate what is good, what works well for others and what does not. 

We’re happy to have someone in front of us to test new ideas and business models” 

(TWD).  
 

All the informants we met did not share this specific viewpoint. For instance, TWE meant 

that a statement like the one TWD made, only could be seen as the public image Alpha News 

strive for, not the actual reality.  

 

“That is what you say you want to do, but I would like to say that is not like that in 

reality. Alpha News do not generally know what happens at the technological 

forefront, usually it just sounds good to say that they do” (TWE). 
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A majority of the informants emphasized that Alpha News in the near future is entering the 

Smartphone application market. TWD says that it for starters will be a very simple 

application.  

 

“It will actually only be the website adapted for the phone. But later on we will try to 

make it more specifically accommodated, as to make use of the unique strengths of the 

Smartphone itself” (TWD). 

 

Furthermore TWBD points out that the application market still is in an early stage, but it will 

certainly grow and expand in the future. TWBD believes that the Smartphone is the future 

and that it is important for Alpha News to be active on the platform from the start. 

Different platforms require different strategies. For instance, TWD said that you cannot 

just take the online newspaper and put it into a cell phone. He points out that it has to be 

adjusted to the specific platform to utilize the strengths of that platform.  

The informants see Alpha News’s web department as successful. TWE said for instance 

that Alpha News has very good revenue from the web in comparison to many other papers. 

Though they still do not make any profit; they carry their own weight and not many papers do 

that, according to TWE. TJ thinks the success is due to well-integrated routines. She told us 

that it was an important principle from the start to work integrated and not have two parallel 

organizations competing with each other. Alphanews.se main income is advertising, they 

have been unable to find other successful business models for the web.  

 

“The biggest mistake was not charging for the news on the web in the first place. That 

mistake can’t be undone but we won’t do the same mistake with the mobile platform. 

We’re the best at local news; but unfortunately nobody is willing to pay for that” 

(TWD). 

 

Alpha News’s current blog portal was seen by the informants as an important part of the 

organization, despite the fact that at this time it does not generate any revenue. TWBD tells 

us that he has been trying to find some kind of commercial benefit out of the blog portal, but 

unfortunately with no success. 

4.6 Re-Defined Relations  
The latest local news and the ability for readers to comment on articles were seen as the main 

features to attract readers to the online newspaper. People who visit Alphanews.se want two 

things, according to TWD, the latest local news and the ability to read comments made by 

other readers. All the informants shared this view although TWE saw the negative aspects of 

anonymous commenting. He pointed out that anonymity makes people behave in a different 

way from face-to-face meetings, creating a less than constructive environment. TJ views the 

comments as a vital part of the product that encourages the readers to contribute to the site. 

 
“If I make a mistake, the readers can easily write a comment online. The ability to 

comment articles have given them a voice of their own” (TJ). 
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To keep the online newspaper interesting TWBD stresses the fact that the site has to be alive. 

If you read an article on Alphanews.se and return an hour later the site mustn’t look the same 

he informs us.  

Alpha News receives tips on stories from comments made by the readers. 

 

“Media have always been dependent on tips and it is important for us to increase the 

transparency and invite the readers to participate and make them understand that they 

are important to us... The ability to do this has been expanded by our site” (TJ). 

 

Regarding the blog portal, TWD stress the fact that it nowadays is an important arena for 

Alpha News and their readers.  

 

“Much of the things that previously were in the debate- and editorial sections of the 

paper has moved and can actually now be found within the different blogs. For 

example, many debaters and politicians have their own blog at Alpha News and ‘battle’ 

each other there” (TWD).  

 

This view has, according to TWD, consequently been changing over time. They described that 

the content of the blog portal from the beginning was just a bunch of nonsense. Thanks to the 

blog portals present popularity, a lot of Alphanews.se traffic is today running through the 

portal, at least ten percent according to TWD. 

The blog portal is another way for Alpha News to increase the transparency of their 

organization. The blog has become an arena for debate according to TWD. TWE believes that 

these blogs builds a relationship that links reporters and readers together; thus reducing the 

threshold between them. All informants agree that Alphanews.se is an appealing site to blog 

on. According to TJE this is because Alpha News is such a well-known brand within the 

community and that automatically gains you a lot of readers. The main reason for keeping the 

blog portal open for anyone is not for direct profit by advertising, instead the informants 

believe that it is a good way to keep the readers to return to the site and improve brand 

awareness. 

 

“There are no commercial thoughts behind the blogs, but if the readers find the site 

interesting they will come back again and again” (TWBD). 

 

TWBD told us that lack of commercial possibilities from the blogs is because they are hard to 

categorize into a specific category since most people blog about themselves. If there was a 

specific blog about sport, Alpha News could sell advertising concerning this specific subject. 

The informants agree that Alphanews.se and the blog portal have enabled Alpha News to 

reach a younger audience, but they still consider news as something that appeals to all ages.  

There is a noticeable generation gap among the readers of Alphanews.se and the readers of 

the printed newspaper according to TJE.  
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“The older readers want to have the paper in print, that’s just the way it is. But times 

are changing and a lot of young people don’t feel the need for a daily paper” (TJE). 

 

TJ thinks that the majority of Alpha News readers use the online newspaper more as a 

complement and not as a replacement of the printed newspaper. This is a way for the readers 

to update themselves on the latest news since the paper is printed only on a daily basis. The 

informants are pessimistic about future subscription rates but they predict a growing market 

for online newspapers. 

 

“I believe that less people will subscribe to a daily newspaper in the future. It’s not like 

we can decide where people should get their news, people are on the Internet so we 

have to be there as well, we have to adapt to the situation” (TWD). 

 

Most of the informants believe that Alpha News have to develop new business plan that are 

more adjusted to the Internet. “The Internet has to become more serious, a lot of people are 

already blocking ads. They have learned to look away from stuff that’s blinking… in the end 

we have to find smarter solutions” (TWD). 

5. Discussion  
In this section we will analyze our case study data, using the theoretical framework presented 

in section 2. 

5.1 Waves of Digitalization at Alpha News 
Our case study tells the story of how Alpha News’s existing blog portal is nowadays an 

important part of its organization. This being said, the blog portal in itself does not create any 

financial revenue. An interesting finding regarding the blog portal lies in its content. The 

interviews revealed that the local political debate, which previously has been located in the 

debate- and editorial sections of the paper, now actually takes place on Alphanews.se; to be 

more specific it takes place within the blog portal. TWD says that many local politicians 

nowadays have their own blog and use it as an arena for debate. 

The shift in platform for the debate can thus be compared to the first wave of 

digitalization. Yoo & Lyytinen et al. (2010) declare that:  

 

“The first wave of digitalization involves the technical digitization of converting analog 

contents and services into digital ones without fundamental changes in the industry 

structure” (Yoo, Lyytinen et al., 2010:13). 

 

This analog to digital transition is exactly what has happened with the political debates on 

Alpha News. They have previously been located in the printed newspaper, which is to say 

within an analog and more static medium of expression. Nowadays they can be found in a 

digital format on the web, posted in a more dynamic medium of expression. This kind of 

transition can distinguish emulations with the first wave of digitalization in terms of the 
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actual switch between an analog to digital medium, without having any specific or 

fundamental changes in the organization structure.  

Despite these similarities, there still exists fragments within the blog portal that cannot be 

fully emulated by the elements contained in the first wave. The former tight coupling 

between the newspaper and its content has now, as a result of the digital transition, resulted 

in a more loosely coupled structure. The blog portals content is no longer locked to a certain 

medium or platform, something which according to Yoo & Lyytinen et al. (2010) usually do 

not occur within the first wave. As long as you these days have access to the Internet you also 

have access to the blog portal and its content. This specific aspect of the blog portal is 

consequently not fully equivalent with the first wave of digitalization. 

Yoo & Lyytinen et al. (2010) declare that the second wave of digitalization regards the 

separation of previously tightly coupled devices, networks, services and contents. Thus, 

making them more loosely coupled and therefore more independent of each other.  

Our study shows that Alpha news’s introduction of the Smartphone has, according to the 

informants, created new major opportunities for their everyday line of work. The ability to 

use their phone when they, for instance, write and read e-mails, log on to Twitter or maybe 

Facebook, has remarkably increased their accessibility. This new potentiality, introduced by 

the Smartphone’s, can be compared with the second wave of digitalization as the phones in 

this perspective act as fully independent devices. The Smartphones play a contributing role to 

the separation of formerly tightly coupled structures within the everyday work on Alpha 

News. As an employee you are no longer locked on to a specific platform or geographical 

position to be able to do all of your work. 

Another element that was shown in our study as akin to the second wave of digitalization 

is the features produced by the company cars at Alpha News. For about six months, the cars 

have been equipped with wireless 3G Internet connection. This creates, according to the 

informants, an opportunity to send photos directly from your camera while photographing 

out on a scene. This new and innovative feature contributes, in the same way as the 

Smartphone, to a more loosely coupled relationship among content, devices, networks and 

services. A statement which finds it main grounds within the fact that you now, thanks to the 

cars current technology, have created a digitalized tool which acts as a helpful independent 

resource in terms of the transmission of photos and other digital content. 

The third wave of digitalization is in short described by Yoo & Lyytinen et al. (2010) as the 

emergence of novel products and services which have come into existence from the re-mixing 

of devices, networks, services and content. The in-house statistical software, which has 

emerged within Alpha News in the last few years, can be seen as an exemplification of the 

third wave. That is to say in terms of the shown aspects that it actually has generated for 

Alpha News and its organization. For instance, TWD stress the fact that Alpha News now has 

the ability to constant overview their website traffic. Unlike before, they can now monitor 

which articles that have gone well and which articles that have not. This kind of information 

has historically been hidden for Alpha News, not knowing where their reader’s main 

emphasis has been on the website. The information can be seen as essential as Alpha News’s 

web editors now know where to put their focus, thus guiding and supporting them in their 

work to improve and make Alphanews.se more attractive to their readers and advertisers. 
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The emergence of this digital statistical tool can hence, in accordance with these statements, 

be imitated by the third wave of digitalization. How Alpha News moreover will make use of 

this information is up to them. However, this information still remains invisible within the 

printed medium since it is impossible to get the same feedback from the readers. 

Alpha News’s prospective ambitions regarding their Smartphone investment can also be 

comparable to Yoo & Lyytinen et al. (2010) third wave of digitalization. The upcoming 

Smartphone application will for starters, according to the informants, be a very simple one. 

However, Alpha News will over time make use of the Smartphone itself. That is to make use 

of the platforms strengths and avoid its disabilities. By making use of the platform in this 

way, Alpha News will thus utilize the existing technology in order to re-mix it and repurpose 

its usage. In other words it thereby creates opportunities for the emergence of novel products 

and services. Thus, these Smartphone ambitions can be compared with the third wave of 

digitalization. 

5.2 Tracing Dimensions of Digital Innovation 
For Alpha News, digitalization has enabled changes in the way they perform their business. 

The online newspaper is by many readers used as a complement to the printed daily 

newspaper to get the latest news. Before the release of their online newspaper Alpha News 

only published the news once every day. The swiftness of the Internet has forced Alpha News 

to publish news articles continuously over the course of the day to keep their news site alive. 

Since the readers are able to comment the articles they have gained a “voice of their own”. 

The preferential right of interpretation was previously owned by the reporters. For instance, 

reports from political debates are nowadays not only found in the newspaper; today you can 

find the same information published on blogs. Knowing this keeps reporters on their toes; 

they constantly need to sharpen their skills according to TJ. Working with the web and the 

blog portal is a way for Alpha News to reach a new and younger audience that does not 

usually read a printed daily newspaper. 

Alpha News has the ambition that their technological solutions should be easy to use 

without any extensive training. This corresponds with Yoo & Lyytinen et al. (2010) idea of 

pace; which explicates that a fast rate of change within a digital platform reduces the 

importance of experience. The lack of technical understanding within the management, that 

TWE describes, also corresponds with the consequences of pace. The management cannot 

keep up with the swift changes in technological development. That makes the managers 

oblivious to both the actual technical needs of the organization and the benefits technology 

can bring. 

Yoo & Lyytinen et al. (2010) paradox of novelty demands both confirmed and novel 

knowledge in an organization. Most of our informants talked about the positive atmosphere 

at Alpha News where new ideas and new technology are always encouraged. TJ saw a 

different side where not everybody is as excited to use the latest technology. They ask the 

important question “What good will this do?” (TJ) instead of automatically accepting change. 

There has to be a healthy mixture of both confirmed and novel knowledge according to TJ. 

Alpha News has integrated their work on the web with the rest of their editorial work. TJ 

informed us that this is because Alpha News does not want to have any parallel organizations 
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working against each other. Instead Alpha News tries to spread knowledge throughout the 

organization decentralizing the locus of innovation. The readers’ ability to influence the 

content of articles is also an effect of decentralization, made possible by Alpha News’s 

increased transparency. Alpha News is using their readers to improve their product. There is 

an ambition at Alpha News to be active on many different platforms; the printed-paper, the 

Internet, mobile platforms and their latest project, local TV. Previously unconnected devices 

have become connected; the increased digital convergence is creating new ways for Alpha 

News to distribute the news. 

5.3 Disruptive Technology - Three Principles Applied 
In this section we will apply Christensen’s three principles of disruptive technology as 

presented in section 2.3. Table 1 gives an overview of the main findings. 
 

Disruptive technology principles Alpha findings 

First principle 
The theory of resource dependence 

• Advertiser dependence 

• Reader dependence   

 

Second principle 
Small markets cannot solve the growth of 

large companies 

• No existing growth problems due to 

multiple financial incomes 

Third priniciple 
The inability to forecast new and emerging 

markets creates problems regarding an 

organizations investments 

• Divided opinions regarding the base 

of the organizations operational 

investments 

 

Table 1. An overview over Christensen’s three principles and the equivalent findings at 
Alpha News. 

 

The first of Christensen (2005) five principles regarding disruptive technology deals with the 

theory of resource dependence. Our study shows that Alpha News in some regards reveals 

fragments that can be equivalent to this specific theory that Christensen (2005) clarifies. To 

begin with, our interviews showed that the main income for Alphanews.se is the sales of 

advertising space. The business model used by Alphanews.se is therefore built around this 

particular foundation. TWD says for instance that: “… we could make the site one hundred 

times better if we didn’t have to adapt to that situation” (TWD). This statement by TWD can 

be seen as a clarification that Alphanews.se in fact is dependent on the people who invest 

money in their site, that is to say those who buy advertising space. As a result, Alpha News is 

stuck in their website’s current technical and structural composition.  

In the role as web editor, TWE believed that this kind of situation derive from the 

advertiser’s lack of understanding. According to him, they do not comprehend the fact that is 

better to focus on quality than quantity when it comes to advertising on the web. Until the 

advertisers realize this, it will consequently be hard for Alpha News to invest in new ways to 

build and structure their website. Thus, these statements can be emulated by Christensen 

(2005) theory of resource dependence. Based on our current case study data we, however, 
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cannot make a statement if it is too late for Alpha News to make these investments when the 

advertisers in the future may come to realization. That is to say in accordance with the 

proposing of Christensen (2005) theory.  

Alpha News is in the newspaper business and is naturally also dependent of their readers. 

But as the times are changing, more and more readers change their platform for daily news 

coverage. As an example TWD said: “… people are on the Internet so we have to be there as 

well, we have to adapt to the situation” (TWD). For Alphanews.se, the dependence of the 

readers does not fall under the resource dependence category. This is simply based on the 

reality that the web readers do not generate any direct income for Alphanews.se. 

Within the second principle Christensen (2005) means, in short, that small markets 

cannot solve the growth of large companies. Alpha News is by Swedish measures a large 

company; its organization expands over several different affiliates and businesses. Despite 

Alpha News’s actual size, our case study data indicates that this specific principle is not a 

problem within the Alpha News organization. They have in other words found a way to work 

around it. The solution can be identified in terms of a spreading between different businesses 

and incomes. As TJ, for instance, said “It does not matter if we get our income from the 

printed paper, from our site or from a TV channel as long as we get the money” (TJ). Thus, 

this is the philosophy Alpha News works after. This mode of operation leads to a group of 

minor financial incomes that all together generates a sum that is large enough to satisfy 

Alpha News’s growth. Based on the case study data we can, in other words, not identify this 

kind of growth problem, despite the organizations actual size. 

In the third principle Christensen (2005) identifies a problem with new and emerging 

markets; you cannot forecast them in advance because the market does not exist yet. 

Regarding the absolute latest technologies and its connected markets, our interviews reveal 

that most of the informants see the Alpha News organization as just one step behind the so 

called forefront. According to TWD, it is thanks to Alpha News’s observing approach to 

emerging markets and technology that they manage to choose and focus on the things that 

they experience as the most important. Thus, Alpha News does not base their operational 

investments strictly within detailed forecasts. Their approach can rather be interpreted as 

more of a trial-and-error activity, to find out what is good for them and what is not. 

Alpha News’s current investment in the Smartphone application market can be seen as an 

up to date illustration of their more observing approach. Here they did not base their 

application market investment within big forecasts, but rather by gently entering the market 

themselves with a simple Smartphone application. Thus, in this aspect they work by means 

that do not correspond with Christensen (2005) third principle. 

TWE did not agree with this specific view regarding Alpha News and the technological 

forefront. According to him, Alpha News has no clue what happens in the forefront. It is 

mainly to uphold an image to say that they do. Instead they invest money in expensive new 

technology that they are not able to use correctly. With these investments it can be seen as 

Alpha News is overshooting their technological needs due to deficient analyzes of the 

technological investments within the organization. Thus, Alpha News may be missing out on 

beneficial possibilities because the managers do not understand how to use technology to its 

fullest, and therefore are not able to reach full potential. 
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6. Conclusion 
“Creativity is thinking up new things. Innovation is doing new things” — Theodore 

Levitt 
 

This study has given us an insight into local newspapers and some of their future challenges. 

Our informants had various backgrounds and roles that provided an interesting case for us to 

study. However, we did not have the chance to interview any of the higher-ranking executives 

at Alpha News, which probably would have been helpful for our research since executives 

possess information that could have led to further insights. 

During our study we came to the realization that all the digital artifacts at Alpha News 

have not emerged from the same wave of digitalization. For instance, the blog portal is an 

example of the first wave of digitalization while the Smartphones is an example of the second 

wave and the in-house statistical software the third wave. 

The study also showed that Alpha News is resource dependent of its advertisers, and that 

dependency will continue to grow while newspaper subscription rates are declining. Alpha 

News’s advertisers seem to be unaware of the possibilities the Internet possess, and in the 

end that affect how Alpha News structure their website and how they form their business 

models. Alpha News has split their operations between different platforms since no single 

market can support their growth need. Since some of these markets are new they should, 

according to Christensen (2005), be impossible to analyze. Smartphone is one example of a 

new market; though it is quite unlikely that Smartphones are not the future of the mobile 

phone market, it is still uncertain in what ways it will help Alpha News generate revenue.  

In the following sections we will in turn draw conclusions to our research questions. 

6.1 The Effect of Digitalization 
Through our study we have been guided by two main research questions. To begin with, our 

study shows that digital technology has had a lot of different effects within Alpha News. In 

this chapter we will highlight the four aspects that we consider to be the most important and 

interesting to discuss in relation to of our first research question. 

The first of these aspects regards Alpha News’s now created opportunity to distribute 

themselves, their products, as well as services over multiple platforms. Thanks to this 

technological development you can now find Alpha News, in addition to the printed medium, 

within a website, a blog portal, a Smartphone application as well as on Facebook and Twitter. 

Secondly, increased digitalization has widened the audience for Alpha News; creating 

possibilities to better reach out to their existing as well as newfound readers. According to us, 

the different platforms have furthermore established many minor financial incomes that all 

together generate a sum that is large enough to satisfy Alpha News’s growth. We believe that 

this will become more important in future for the newspaper industry as the subscriptions to 

the printed newspaper steadily decline. 

Thirdly, we uncovered the in-house statistical software developed by Alpha News. This has 

given them access to previously unknown information about their readers. Alpha News 

monitors the traffic of Alphanews.se to see which articles are popular and which articles are 

not. Our study shows that this gives Alpha News the chance to modify their site within 
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moments; adjusting the site to the interests of their readers.  The ability to analyze the 

readers’ behaviour gives Alpha News an edge over their competitors. A bonus for Alpha News 

is the extra motivation the journalists get from the statistics; knowing that a thousand people 

have read your article is encouraging. This information was unavailable before the 

establishment of Alphanews.se.  

Fourthly, digital innovation has enabled Alpha News to develop new routines in their 

work. Not in the sense that the technological development have made their work burden any 

less, rather the opposite. Our study shows that the new technology combined with the 

increased interaction with the readers force newspapers to work harder, faster and more 

rigorous, but in the end this probably results in a better product. 

6.2 Competence and Digital Innovation 
Our study show that Alpha News’s ambition for easy to use technological solutions increases 

the pace of change, and consequently reduces the importance of technical experience by the 

employees using these digital tools. Thus, based on our study we draw the conclusion that 

Alpha News aim at creating an environment where a fairly level of technological skill is 

required to make use of the digital technological tools that they develop and invest in. When 

applying the theories of digital innovation, our study reveals that this contributes to the fact 

that existing knowledge within a newspaper organization does not act as an obstacle when it 

comes to the use of new technologies. 

However, we believe this viewpoint is to be seen a bit different when it comes to the 

managers’ view of these technological aids. In fact our study showed that managers within 

Alpha News could be interpreted as unable to keep up with the pace of change in 

technological development, thus we draw to conclusion that it makes their own knowledge 

and experience become a barrier for digital innovation. They become oblivious to the 

benefits technology can bring, as well as the actual technical needs of the organization. 

Consequently, the organization may be missing out on beneficial possibilities. This is a 

finding that relates to our second research question. The lack of understanding from 

managers is nothing we believe is unique for Alpha News and its area of work. Instead we 

believe that this is to be seen as a general view of managers within all kinds of large 

organizations. 

Some of our informants claimed that Alpha News was just one step behind the 

technological forefront while others claimed that this was far from the actual reality. TWE 

claimed that Alpha News invest heavily into new technology but fail to use it to its fullest 

potential. But we should ask ourselves if the latest technology is necessary for news 

organizations; does it provide a competitive edge or is it overshooting their technological 

needs? Our study does not reveal if this shown failure in technological investments is a result 

of Alpha News present competence. However, we still can come to the conclusion that it 

indeed affects Alpha News daily operation. 

 In general, Alpha News proved to be positive as well as open to new thinking regarding 

digital technology. Though TJ made us realize that there still exist naysayers within the 

organization. According to us, these naysayers can be seen from two different perspectives. 

On the one hand, when applying the theories of digital innovation, we draw the conclusion 
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that they act as a healthy input for organizations, which is to say in terms of the paradox of 
novelty. Thus, in this point of view the naysayers contribute to the mixture and balance 

between both confirmed and novel knowledge within an organization, something that is to be 

seen as important if you want to be able to support innovation and reach the so called 

innovation sweet spot. Though we are still unsure whether the managers at Alpha News are 

explicitly working to attain this paradox or if it is just a fluke followed by an insightful 

observation by the informant.  

On the other hand these naysayers can be interpreted as an obstacle when it comes to new 

thinking and the use of new digital artifacts. This statement finds its main grounds within the 

fact that these people simply do not want to contribute to the emergence and use of new 

technology, thus acting as a barrier in terms of Alpha News’s intention for digital innovation. 

This is of course not an explicit statement from Alpha News’s side; it acts only as an 

interpretation from our point of view. Either way the competence of these naysayers clearly 

affects organizations, thus making this a finding that intervenes with our research question 

regarding existing competence as a barrier. 

6.3 Recommendations for Further Research 
We believe that our study makes three types of contributions. Firstly, to the field of 

information systems research, and in particular the recently highlighted area of digital 
innovation. We believe that this area of interest will become more and more relevant as more 

industries become increasingly digitalized. Secondly, we hope that our study can make a 

contribution to future applications of Christensen’s theories on disruptive technology.  

Thirdly, we hope to contribute to the news industry practitioners field through new insights 

on the process of digitalization and challenges ahead. 

Digital innovation is still a new area of research but it is an important one. We hope that 

this paper has inspired to further research this field.  

We suggest further research in the following fields: 

 

• How the media business work with digital innovation. 
• How to create a beneficial business model for the Internet and other digital platforms; 

to create a will to pay for the news. 
• How to efficiently use loosely coupled technology within the newspaper business. 
• How to identify new markets enabled by disruptive technology. 
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