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Abstract
This article discusses media work and the changes that have swept

the media industry from the vantage point of professionals working

in media companies and organisations. The concept of media work

guides towards new understanding about the media industry and

media professions under digital transition. Media work indicates a

move towards more diversified job tasks, closer cooperation among

different media professions, increased commercial thinking, and

interaction with audiences.
1 | INTRODUCTION

Media work is a relatively novel concept that was coined by Mark Deuze (2007) in his book Media Work and the

articles that followed (e.g., Deuze, 2009a, b). Deuze's definition of the community of professionals involved in media

work is rather broad and holistic, but in this article, we focus especially on work in the media industry. We embrace an

understanding of media work that covers media content production, journalistic work, concept development and

design, marketing and communication with audiences, as well as online services.

Media work refers to the processes of planning, producing, and marketing media contents, products, services, and

brands within media organisations. Media work is not limited to journalistic work or content production, but consists

also of other activities undertaken by media professionals in order to advance the success of media products and

services. This breadth and inclusiveness of the concept reflects the many changes that have been sweeping the media

industry in recent years.

In this article, we focus on media work as both an evolving analytical concept and a growing professional field.

Drawing on Deuze's theoretical elaborations (e.g., Deuze, 2007), media work is approached as a specific concept,

not as a general expression referring to work in media and the media industry in general (Hesmondhalgh, 2016;

Hesmondhalgh & Baker, 2011; for early notions of “media work,” see Christopherson, 2006; Gill, 2002). We are

interested in exploring how the ongoing changes in the media industry impact the work of media professionals.

According to Deuze (2007), when examining media work the main dimensions are content, creativity, commerce,

and connectivity. Accordingly, in this article, we approach media work by studying the integration of professions

and skills, media convergence, co‐creation, and commercialisation.
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2 | INTEGRATION OF MEDIA PROFESSIONS AND SKILLS

Media professions have traditionally been differentiated, with various industry sectors having their own job charac-

teristics and requirements. It has long been customary to distinguish between different types of television, radio,

and newspaper work, for instance, as well as between specific roles in media companies, including journalistic and

editorial roles, production, and marketing. Recently, however, there has been increasing convergence between

media job roles and descriptions, to the extent that it is now possible to talk about media work in a generic sense

instead of different media industry jobs (Deuze, 2007, 2009a).

These trends have meant that in many job roles, media professionals today need to have a broader range of skills

and knowledge (Bakker, 2014). Increasingly, the processes of content production and marketing are interwoven and

simultaneous, and often the people charged with these tasks are actively involved in other processes as well. Market-

ing professionals, for instance, are required to have better knowledge of journalistic processes than before, whereas

journalists are expected to show sharper commercial instincts. Given these unified skills and knowledge requirements

across different media industry sectors, it is indeed legitimate to talk about a community of media work professionals

and a unified set of media work skills. The concept of media work provides a broad and inclusive perspective on work-

ing in the media industry.

The concept of media logic has been used to describe the practices and processes that are most distinctive of

each media form (Altheide & Snow, 1979; Deuze, 2007). Traditionally, television and the print press have had their

own, distinct principles, practices, and ways of working. Indeed, the concept of media work provides a useful tool with

which to integrate different media logics and create a more coherent structure that applies to the media industry as a

whole, instead of seeking to define which factors and practices characterise each individual media form.

Integration of the job roles is a relatively new trend in the media industry. Corresponding tendencies have been

apparent in the marketing and advertising industry for some time. An early example of professional integration in

advertising dates from the 1950s when Bill Bernbach brought copywriters and art directors working in advertising

agencies together in two‐person teams: before they used to work separately in different departments, copywriters

in one team and graphic designers, together with other visualisation professionals, in another. Bernbach's decision to

erase the boundary between these two professional groups and to place greater emphasis on cooperation by

reorganising practices in the workplace implied a major change in everyday design work. The team of copywriter

and art director became standard practice in the advertising industry throughout the world (e.g., Berger, 2001;

Nixon, 2003, 40–41).

Much the same is now happening in media work: People working in the media industry need a broader range of

skills and knowledge about other media jobs and professions. To an ever greater extent, content design and production

is a teamwork effort in which a successful outcome requires the bringing together of different viewpoints and ideas.

Content producers also need to embrace commercial thinking, marketing skills, and brand awareness (see, e.g., Cornia,

Sehl, & Nielsen, 2016; Thompson, 2016). Marketing professionals, for their part, must have a better understanding of

media contents so that they can more effectively commercialise them and build attractive media brands.

The changes that are now sweeping the field of media work are largely the outcome of convergence in the media

industry. Media convergence can be understood in many different ways, for instance in terms of the integration of

communication systems and media forms, the merging of media companies, or the centralisation of their roles and

functions (Murdock, 2000), or in terms of a cultural shift in which media professionals and the audience contribute

jointly to content production and other media work (Jenkins, 2006). These shifts and trends can be described as tech-

nical, economic, or cultural media convergence.

In the everyday practice of media work, convergence hasmeant, first, the ever closer integration of differentmedia

sectors as part of the broader media production network. Second, roles and functions in themedia industry that used to

be considered distinct and separate, such as creative and commercial roles (Poutanen, Luoma‐aho, & Suhanko, 2016) or

content production and marketing (Tandoc & Vos, 2016), are more and more often incorporated simultaneously in

media production. Third, media contents and services are to an increasing extent co‐produced (Moisander, Könkkölä,
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& Laine, 2013; Papacharissi, 2015), with media professionals joining forces with audiences, advertisers, and companies

in other areas to produce and distributemedia contents. The roles ofmedia companies, consumers, and advertisers have

thus become increasingly converged, especially in the digital media (Deuze, 2009a, 474).
3 | PARTICIPATORY CULTURE

The perspective that links media convergence to participatory culture and to co‐creation is particularly interesting from

the point of viewofmediawork. This highlights a cultural shift that is blurring the boundaries betweenmedia production

and consumption (Jenkins, 2006) asmedia consumers or audiences become active participants inmedia production pro-

cesses. At the same time, audiences are becomingmore integrated, forming tighter communities aroundmedia products

and contents in social media and other online environments (e.g., Malmelin & Villi, 2016, 2017).

These audience or consumer communities have increasing importance for media companies today as consumers

can easily be in contact with one another and share media contents, especially online (Deuze, 2009b, 152; Kozinets,

De Valck, Wojnicki, & Wilner, 2010; Pitta & Fowler, 2005, 284). Close ties with media brands lower the threshold for

consumers to engage in co‐creation, and participation in the brand community may further strengthen the consumer's

commitment to a media brand (Hatch & Schultz, 2010, 594; Muniz & O'Guinn, 2001; Schau, Muniz, & Arnould, 2009).

Media companies may support and nurture consumer communities formed around their brands and reinforce the

sense of community.

Media contents are increasingly produced outside the circle of media professionals. User‐generated content

accounts for a particularly large part of social media contents. This trend in development is also having an impact

on design and production processes and in this way changing media work practices. Many media companies are in

the process of evolving from content producers into service providers by offering platforms and tools for user inter-

action (Malmelin & Villi, 2017; Villi, 2012). Examples are provided by consumer communities, blogging platforms, and

tools for sharing news and other content. Indeed, audiences can no longer be regarded simply as groups of passive

consumers, but they are actively involved in value creation processes in the media market. In short, old ways of think-

ing that date from a more industrial media economy are no longer adequate and applicable to the media industry

today (Banks & Humphreys, 2008), as the use of media is more than just about the reception and consumption of

ready‐made media productions (Chan‐Olmsted, 2006, 31; Livingstone, 2008, 394; Merrin, 2009, 24).

Participatory culture can also be seen as a threat to journalism and media companies. Audiences are now produc-

ing content that is in direct competition with traditional journalism, and in this sense, they may be considered to rep-

resent a challenge for media professionals (Domingo, 2008, 688; Hermida & Thurman, 2008, 347). On the other hand,

media companies may also benefit from the contributions of the participatory audience, especially in the areas of con-

tent production and distribution. As a consequence, the job descriptions of increasing numbers of media professionals

include interacting with audiences. Furthermore, completely new job descriptions are being born in the media indus-

try, such as that of community manager (Bakker, 2014).

Social media are a platform for content production and sharing that in principle is open to all. Social media engender

a stronger sense of community, but at the same time, social media companies use the content created by users and their

involvement for their own profit purposes (Van Dijck, 2013). In other words, social media is a commercial environment,

not just an arena for the participation of autonomous users. Also, it is important to note that the major social media

services such as Facebook are in direct competition with media companies in the area of online advertising.

This has led to an interesting paradox in the social media. On the one hand, it is pointed out that social media are

helping to liberate audiences from the media industry's top‐down model, but on the other hand, media companies

(both traditional and social media companies) are penetrating the domains of content production and social relations

and using consumers as a source of free labour (Fuchs, 2010; Terranova, 2004). The co‐creation economy is based on

media companies expanding their operation by tying themselves more closely to consumers' media practices and at

the same time integrating consumer activities into their own platforms and services and thereby into their own
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creative processes. Indeed, talk about interaction and co‐production hides from view the fact that media companies

benefit commercially from the input of audiences, as audience members rarely receive compensation for the contri-

butions they make to online discussions or for sharing news in social media (Andrejevic, 2009, 47; Gillmor, 2004;

Van Dijck & Nieborg, 2009, 856).
4 | AUDIENCES AND CO‐CREATION

Media audiences and users have become increasingly autonomous agents with ever greater influence over media con-

tents—their creation, production, and distribution. Like many other branches, the media industry is changing so that

interaction and cooperation among consumers and companies in the areas of ideation, design, and production is emerg-

ing as a major practice model. The role of interaction and cooperation with partners and stakeholders is emphasised

alongside the sale of media products (Prahalad & Ramaswamy, 2004; Ramaswamy&Gouillart, 2010). Media companies

should look for new attractive concepts and platforms that make possible the collaboration with consumers.

Co‐creation can be defined as an activity in which consumers contribute creatively both to content production

and to service innovation and development. Another closely related term is co‐production, which refers more nar-

rowly to cooperation in the specific context of content production. As far as media companies are concerned,

co‐creation requires a preparedness to interact with consumers and consumer communities, which also challenges

the clear‐cut distinction between company and consumer and between production and consumption. Co‐creation

involves broad‐based interactive processes and service development in collaboration with consumers (Potts et al.,

2008, 461; Schau et al., 2009, 30–31).

Co‐creation is based on the participatory culture where consumers no longer remain in the user and consumer

role, but instead want to contribute to creating and developing products and services (Jenkins, 2006). Consumers

want to have active interaction with companies and to share their views and experiences about products and services

with other consumers. Despite this trend, many companies, including those in the media industry, continue to follow

and promote company‐centric business practices.

Consumers are traditionally regarded as relatively passive objects of business marketing and sales efforts. They

are categorised on various criteria into different market segments and as members of these segments are offered dif-

ferent products and services. This thinking implies a rather one‐way understanding of the interaction between com-

panies and consumers: This is seen as being steered and dictated single‐handedly by the company. In so doing,

companies fail to take advantage of the opportunity to involve consumers in the processes of designing, marketing,

and developing products and services. Media consumers do not usually have such interaction with media companies

that they find meaningful and that would reinforce their commitment to these companies (Domingo et al., 2008;

Thurman, 2008; Wardle & Williams, 2010).

However, audiences can be extremely valuable to media companies in at least three areas: in content production

and the provision of networks, in development and innovation, and as a source of information (Bechmann & Lomborg,

2013). Here, media companies approximate the practices of social media companies as they develop their collabora-

tion with audiences based on co‐creative practices. Facebook and other social media companies hardly produce any

content themselves, but instead provide a platform for mutual interaction among users. Social media services would

not exist without users in the role of either content producers or content distributors. Following the same logic, it can

be argued that present‐day media companies would not exist without consumer‐audiences, but in the future, they

might not exist without co‐creator‐audiences.
5 | THE COMMERCIALISATION OF MEDIA WORK

Media professionals work for the most part in commercial businesses such as magazine and publishing houses or radio

and television companies. Traditionally, commercial media operations have been based on products and services that
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are sold to consumers and advertisers. The long‐standing business model for magazine publishers, for instance, has

been to sell magazines to consumers and to sell advertising space in these magazines to companies. Areas of business

focus do of course vary by region and by company: In some countries, magazines are predominantly sold on a

subscription basis and delivered to the customer's door; in others, magazines have relied primarily on single‐copy

sales. In addition, the ratio of revenues from the sale of magazine advertising space varies depending on the concept

of the publication and its target readership (e.g., Picard, 2011).

The foundations of doing business in the media industry have changed very rapidly. Media companies following a

traditional business model are no longer as profitable as they used to be before. For instance, the decline of

advertising in printed magazines and newspapers and the growth in its place of online advertising, the distribution

of free online contents, and changes in consumers' media behaviour have combined to undermine the industry's

traditional business model. In practice, the dual model of combining earnings from both readers and advertisers is

outdated in many respects, and media businesses depend increasingly on pulling in money from more diverse revenue

sources. Traditional publishing houses are evolving into diversified media corporations with extensive product,

service, and brand portfolios.

As far as the practices of media work are concerned, this means that commercial considerations regarding media

brands and products carry greater weight than before. Competition has intensified in the media market, and commer-

cial success is an increasingly important consideration in content production. In addition, media work increasingly

involves the design of new commercial concepts and services as well as the implementation and marketing of new

platforms (Malmelin & Nivari‐Lindström, 2017).

The introduction and integration of commercial thinking as part of media work has provoked much debate among

media professionals. Some take the view that commercialism and business management are a threat to journalism,

others consider them as key aspects of successful journalistic operations (see also Malmelin & Nivari‐Lindström,

2017; Raviola, 2012). This contradiction is also reflected at the conceptual level: Journalists have conventionally

conceived people as audiences, readers, viewers, and listeners, whereas marketing staff refer to consumers,

customers, and target groups. In addition, now with the advance of online communication and social media services,

people can be increasingly understood as users of media content (Villi & Matikainen, 2016).

Marketing of media content has not traditionally been part of the journalist's job description, but it has now

become an area of expertise that is increasingly integral to media work (see, e.g., Tandoc & Vos, 2016). Until recently,

journalistic work was regarded as a job clearly distinct from the marketing, promotion, and sales of media products,

but this side now figures ever more prominently in the day‐to‐day job of content production professionals. Concrete

examples include journalism aimed at generating large volumes of audience traffic as well as advertorials—

advertisements in the form of editorial content—and content marketing efforts.

Definitions and understandings of marketing have also expanded in the media industry. Traditionally, it is thought

that marketing should begin when the product is nearing completion and when it is necessary to make sure there is a

high level of consumer interest. Nowadays, however, content production and marketing more and more often go hand

in hand. Nor is the marketing of a media product a job for the media company's marketing department alone; content

producers such as journalists are increasingly involved in this role as well. Generating interest is critical to the success

of media contents and the whole media brand, and content producers have a critical role to play in creating this

interest (Malmelin & Villi, 2016).

It is always crucial to ensure that there is a large enough and a sufficiently attractive market for media contents

that are in planning. The launch of media products should normally be based on a careful analysis of market potential

and profitability calculations. The development of new concepts must be grounded in an understanding of the

relevant consumer base, and contents and products must be weighed and assessed from the point of view of their

marketability. Therefore, content producers should also have a stronger understanding of the logic of

commercialisation and branding.

One distinctive feature of media brands is that the constantly changing and developing product is also marketing

itself. In the media industry, the creation of meaningful contents and interesting concepts is in itself a marketing
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exercise, and investments in developing these contents and concepts can be thought of as investments in customer

relations. At the same time, the development of commercial solutions and brand extensions requires that media com-

panies embrace more diverse views of customer needs and interests and of how they are expected to develop in the

future (see Chan‐Olmsted, 2011; Malmelin & Moisander, 2014).

The marketing of contents is then an important part of media work. One of the principles steering content pro-

duction is that contents must be both interesting and shareable in online environments (Jenkins, Ford, & Green,

2013). Satisfied users will be pleased to inform other potential users about interesting and worthwhile contents, espe-

cially in social media, and thus contribute to marketing the service and promoting the brand (Singer, 2014; Villi, 2012).

Sharing contents in social media means two things from the point of view of marketing: First, the sharing of good con-

tents creates perceptions and images of a high‐quality service, and second, it generates debate and reputation that is

beneficial to the media brand.

The willingness of users to share their thoughts about contents can also present a risk to the reputation of a

brand. Just as users will readily tell others in their networks about things with which they are pleased, so they will

readily criticise when they are not satisfied. Negative commentary around a brand may spread very rapidly and lead

to adverse and very harmful publicity.
6 | CONCLUSIONS

The ongoing transformation of the media landscape impacts the work of media professionals. The changes we have

described in this article have greatly complicated the media business, and they can also be considered to present a

threat to journalism and the journalistic profession. At the same time, it is possible to take an opposite view. That

is, the changes that are sweeping the media industry provide an opportunity to reassess media work from novel angles

and to innovate and create new ways of working in the media industry.

The role of media professionals is expanding from that of content production towards designing and facilitating

different kinds of content products, services, and platforms. This does not necessarily mean to say that the importance

of traditional journalistic skills is dwindling. As information continues to diversify and become more fragmented, so

the quality and credibility of journalism will assume ever greater importance and become a more distinguishing

competitive factor (e.g., Meyer, 2009). This is the case especially in times when fake news and alternative facts circu-

lating in social media can potentially harm the fabric of civil society. Although it is clear that the professional

journalistic community must change in response to the transformations happening in the media industry and develop

new practices, we expect the significance of journalism in society to remain largely intact, despite the efforts to dis-

credit the media.

One of the biggest future challenges facing media companies has to do with the development of their skills base.

A major concern for media firms today is how journalists can upgrade their knowledge and skills to meet the require-

ments of media digitalisation and commercialisation. Of course it could be that the new media environment is so pro-

foundly different from the existing one that media contents in the future will be produced by a different set of

professionals with different sets of skills (Aris, 2011, 271–272).

This line of development also draws attention to the future of the work force in the media industry. Particularly

David Hesmondhalgh and Sarah Baker (2011) have shed light on the critical aspects of media work in the context of

commercial and industrialised media. An essential question is how the future of journalists and other media workers

is influenced by such phenomena as precarity. We need further critical elaboration on the future of creative labour

and the exploitative dimensions of media work (Banks, 2007; Banks & Hesmondhalgh, 2009; Hesmondhalgh, 2016).

The audience, especially in social media, represents a labour power that produces attention to ads as well as data,

which then feeds into the production of ads (Fisher, 2015, 65). Importantly, much of the user work or audience

labour in social media is associated less with production and more with communication and interaction (Villi &

Matikainen, 2016, 111).



MALMELIN AND VILLI 7 of 9
Media companies have to develop new business models and business strategies, which often means that

commercialism and innovation will have an increasingly prominent role in future media work. Media companies will

also need new kinds of skills in multichannel publishing and in the use of digital platforms and technologies. These

skills may be described as convergence skills (Bartosova, 2011, 196). They include knowledge and skills needed in

project management and interaction.

One major growth area for media work is the creation of online services and the development and nurturing of

online communities. The roles of media professionals in online media work are different from those in traditional jour-

nalistic work. Indeed, the roles of managers in media companies increasingly have to do with managing networks of

collaboration and developing systems and processes that support creativity and interaction (Bilton, 2007, 58–59;

Deuze & Steward, 2011, 8; see also Puccio, Murdock, & Mance, 2007). Thus, the context of media work must be

viewed not as a value chain, but more broadly as value networks in which companies, consumers, partners and

subcontractors work closely with one another (Bilton, 2011, 37; Jenkins et al., 2013; Küng, 2008, 19–20). Media work

and the management of media work are increasingly about co‐creation and the coordination of partnerships.
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