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Here’s my big idea:
I have a dream of being an independent podcaster.

20 years ago I was a DJ at a popular radio program. 
Later I became a producer, a leader, and then I quit my 
job.

Now I want to try and start all over. I joined the 
school of creative leadership because I thought it 
could help me reinvent myself - and make me adaptable 
to the world where money counts. I worked for public 
fundings all my live. So I have no idea about the value 
of my voice.

My thesis is therefor about finding the formula that 
can make your podcast sustainable. How to take the one 
thing, that you really love and know all about and find 
an audience for it. How to make a concept and set up a 
business plan, so you can get financing to do the 
project and followers to back up. Where to distribute, 
what tools you need and how to motivate yourself.



THE SITUATION
In Denmark we have a very exciting and growing 
podcast environment. Stuffed with talented 
storytellers who love the audio medium. But we still 
do not have success stories about independent 
storytellers who can survive without a radio channel 
to commission them. The few who can make it 
commercially are comedians who have well established 
names already. The common explanation is  that 
Denmark as a language area is too small (6 million 
people speak Danish). My former workplace DR has 
established itself pretty well in the field (which 
is partly due to my previous efforts), the competing 
channel radio24syv also, but independent producers 
can't make it. And most of their podcasts suffer a 
silent death in all unnoticed ness.



MY RESEARCH QUESTION
So I set out to find out: 

How to turn your Podcast from passion into profit? 

To succeed, you need to find the right business model for your Podcast.

In order to do so, you need to be relevant to listeners in a world where the digital revolution is 
currently rolling through all mass media.



WHAT DID I DO?
my methods:

- litteraturreview
- financial analysis
- field study
- listening review
- qualitative interviews
- experiment (focus group and a small survey)



LITERATURE REVIEW
I wanted to investigate if a way to be 
relevant is by creating a strong connection 
between the host and the listener.

So I studied Para-social interaction PSI. 

Personalities have always been pivotal to 
mass media. This has been broadly recognised 
since Horton and Wohl wrote a groundbreaking 
text in the 1950s. This is still the case, 
and to some degree more than ever. Since 
competition is becoming tougher, it is also 
getting more important for personalities to 
form a bond with their audiences. 



Para-social interaction PSI
Horton/Wohl measured the feeling of togetherness: – opposite to 
loneliness - when spending time with you favourite host 

Lombord/Ditton measured the feeling of Presence: as a social richness, 
as realism, (if a medium can produce realistic representations of the 
stuff they are interested in), as transportation (the sensations of 
you-are-there, we-are-together), as a perceptual immersion, as medium 
and presence as a social actor.

Kumar/Babasat studied Connectivity: The ability to bring together 
people who share common interests or goals.

Savage studied Credibility and Trustworthiness: testing if the host’s 
credibility impacted by mediated self-disclosure and what effect this 
self-disclosure would have on PSI. The result of the study was that 
on-air self-disclosure had positive effect.

       “when the media host provided self-disclosure over the air, the 
parasocial interaction from the listener was increased.”



PSI – Cont…
Frey studied the now-ness in flow vs on demand: Do Podcast followers feel a stronger tie to their 
Podcast host than other personas?

         “The listener learns about the Podcaster’s personal life, their moral standing on 
issues, and what they value-yet the relationship is largely one-sided” 

Perceived reality factors seem to be important to the development of dependency, for if a person 
does not believe the content of what he or she consumes, media use should have less impact than 
using content perceived as being more believable.

  Rubin/Step studied Attractiveness: Exciting entertainment motivation helped explain talk radio    
exposure, that attraction helped explain acquiring credible information from a favorite host, and 
information motivation helped explain a sense that the host influenced one’s attitudes and 
behaviors.



WHAT DID I FIND? LITERATURE
Altman/Taylor proposed that self-disclosure plays a 
critical role in the process of forming a closer 
relationship. So did humor. They argued that the more 
people interact, the more likely they are to achieve 
deeper states of intimacy. The reason for this should be, 
because the more time you spend may perceive a sense of 
intimacy.

Rubin/Perse/Powel showed that the motivating need for PSI 
may come from an active bonding with a persona who is 
perceived as real and similar.

After more than 60 years of PSI research we know that PSI 
gives us valuable information on how Podcasters can 
establish a connection between their programmes and 
audiences. The bottom-line is that Podcast can establish 
a parasocial relationship between the persona and the 
media user, which most likely makes the media user spend 
more time with the media.



Economic analysis
I then analysed the economic market: In second half 

of 2017 15% af the danes used Podcasts weekly. The 

Numbers increase every month. (new numbers just came 

out. over 18% now)

The US the market is huge and stabil. But Podcast is 

like a togged sword. It is easy to make but difficult 

to get an audience if you haven’t got the right 

distribution platforms. Downloads are the currency of 

Podcasting. There is money to be made in Podcasting 

but critical mass is needed. Progress is steady, with 

a continuing growth of branded Podcasts. 

hh



DANES LISTENING TO PODCASTS
The power and secret weapon is applying narrative 

storytelling - but producers have been slow to respond 

to these new opportunities. The key is for the 

Podcasting industry to not fall into the online 

programmatic traps of the past. The “we need more 

crap” - phenomenon; racing to the bottom with low 

value, poorly targeted and executed formats. Instead, 

the industry must deliver Podcast-specific creative 

that resonates with listeners, makers and, ultimately, 

brands.



TEN KEY DRIVERS
1. They’re free

Most Podcasts are free. There are hours upon hours of free content which lowers the barrier to attract 
new consumers

2. Wide Variety, Niche Genres

For entertainment, for business, for anything, creators of Podcasts have access to audiences looking for 
a wide range of topics

3. The way you like it

Because content is on demand Podcasts create new listening situations that didn’t exist on radio (for 
example shows about sex and intimacy)

4. Reuse existing content, find a new audience

If you already have a blog, a magazine or are active on another content platform this is new platform to 
leverage get the content in front of new people

5. Anywhere, Anytime

We are getting close to having real-time Internet wherever we are.  At home.  On the move. In a moving 
car, it's going to be very difficult for conventional radio to compete with this model where content is 
completely on demand.

6. Keep multi-tasking

Let’s face it you are probably watching TV, checking your phone and eating dinner as your read this.  The world is multi-tasking 
and Podcasts are perfect to listen to when you are already doing too much. Now you can listen in the bus, on your run, driving a 
car

7. Have it your way/techs

Podcasts are available across multiple platforms which means it’s easy for consumers to find and access.  

8. Trendy

Podcast audiences tend to trend towards the younger consumer.  This consumer is typically more comfortable paying for access 
to content they really want and is often a good indicator of platforms that become more mainstream.

9. Money isn’t the issue

Unlike many other content types creating Podcasts doesn’t require a lot of upfront financial investment or specialist skills.

10. Flexible content format

There are no hard guidelines that Podcasts need to adhere to.  Your Podcast can be as long, or short as you desire and there 
are relatively few content restrictions.



MATRIX: TEN KEY DRIVERS



Field study
I went out on the Streets of Copenhagen and 

counted How many people listen to Podcast. I 

met in total 179 people. Of them 110 was 

without headphones and 69 with. So 39 % of 

the people I met had headphones. 

In average 1/3 listened to Podcast. That is 

13 %. 

So the general picture would be that 1 out of 

8 people in Copenhagen is listening to 

Podcast on their way to work. 

Podcast is the perfect TO GO- medium



WHAT DID I FIND? field study



listening review
In my listening review I focused on danish 

content. And only on “other danish podcasts”, 

5%, meaning Podcasts launched on private 

platforms.

I listened to 88 Podcast produced by danish 

independent Podcasters.

I divided the Podcasts into 12 different 

categories to get a clear picture of what is 

trending. 



WHAT DID I FIND - LISTENING REVIEW
Talks are most popular. Next comes Friends 
(also called common humanity or relational 
talks). More traditional genres known from 
radio as Interviews and Documentary are 
also  strong represented. Lifestyle is 
uprising.

I also found concepts that I thought are 
very original. This makes me believe that 
there are very much potential out there. 

This exercise also shows where there could 
be a space for development and growth. Eg. 
Extended brand versions. Children is also a 
genre with close to no competition.  



SCENARIO MATRIX - CONTENT



WHAT DID I FIND? -please stop me! I could talk for hours about this..

I used an importance/unctainty matrix with a graph with entertainment vs factual/information - and 
a graph with young vs mature audience.
When you look at the grid, it is obvious to see, that young entertainment is doing good. There are 
few shows allocated for adult entertainment.  That could either be because there is no audience for 
shows in that category (because adults are still listening to traditional flow and they want more 
factual traditional news) Or because nobody has tried yet to reach that audience.

When you put it up like this, it is very obvious to conclude that there are a lot of shows for 
factual/mature. So there is a lot to listen to for the more mature segment who likes factual. But 
the challenge is that this graph doesn’t represent the listeners, because it is the younger 
generation who listens most to podcast.
In the category Young/Factual, there seems to be potentiel. It is also clear looking at the grid, 
that crime serials are still very attractive to listeners both young and adult. Friends and 
Extended brand versions go younger/entertainment. And if you look at the matrix 
mature/entertainment it is almost empty. We do not have (m)any shows like the really popular 
american shows where mature hosts talks with guests in a more relaxed and fun atmosphere.
And the opposite: Why isn’t there any factual to the young audience?  You could see it as an 
immature unstable market with great unpredictability but many possibilities.



INTERVIEWS



interviews
I did 21 interviews with Podcast producers and editors. They operate in different genres: eg. topic 

driven, guest driven, or narrative driven, So I can’t conclude that one genre is working better 

than others. On the contrary it seems there is room to make it in all genres.

They use different business models: from podcast being the basic marketing platform of a company, a 

side product to a business or the foundations of all of the business. Common for a lot of the 

podcasters is that they have tried to provide sponsors without luck. 

I think there would be a lot to gain here if they made an effort to get info about the 

market/audience and work more strategically approaching the companies.

Common is also that they have very little knowledge of how to prize themself and their products. 

They all express a need for help in finding out basic skills like: What do I charge for my show?



what did i find? interviews
There does not seem to be a single factor or a one-size-fits-all formula that can be used to 
explain what works, when you want to make your Podcast profitable. But looking at the Podcasters 
who made it, there does seem to be a few common themes in their way of handling the business 
models:

First of all they have a genuinely passion for their shows, which can contribute to their 
programmes and which can add value to their work. They all assume an identity as Podcasters.

Secondly, I find it striking that most of them had no idea about how to make business before they 
started. For most it was learning by doing. So it is possible to learn everything along the way.

Thirdly, they all produced several seasons of their show. What characterizes a Podcast with succes 
is that they keep on producing- episode after episode. Several people told me that it was first 
after 10 episode somebody started to noticing. So a keyword is continuity.

Another keyword is ownership; several of the interviewees talked about keeping control and freedom. 
It's MY medium! There is no one else to come and tell me what to do and why. They all have a very 
authentic drive.



EXPERIMENT How can I make a Podcast out of my own voice?

FOCUS GROUP
I track down some of my old followers and ask them, what 
they liked about me as a radio host back then. And if I 
went back on air - what kind of programme, would they like 
me to do - to start listening to me again.

If I look at the statements from the focus group and 
compare them to my findings in the literature review, I can 
connect the findings in the statements with the theory of 
the para-social relationship. Both the focus group and the 
PSI-theory had following keywords:
Togetherness (instead of Loneliness), Presence, 
Attractiveness, Connection, Dependency, Affiliation, 
Credibility, Trustworthiness, Now-ness, Self-disclosure & 
Intimacy



what did i find? experiment
By conducting the experiment I was surprised that they all still felt so strong and had such clear 
memories about the programme. 
And I got even more surprised that some of them talked, like they (still) got feelings for me. They 
talked about the programme like it was a family. 
The next step was to test the focus group results on a bigger audience. I therefor wrote a status 
on my Facebook and Linkedin profile. 
I asked out in the open, if people wanted to listen to a Podcast show with me today - and in case: 
what content should I produce. 
It turned out to be an open brainstorm. More than 150 people liked or commented on the post. It was 
both people I know, and people who was unknown to me.  
There were a lot of suggesting of what to do. Both fun and serious, for a small niche and for the 
masses. Some of the ideas, people commented and liked more than others. So I made a top 9 out of 
all the suggestions.
I send the ideas out to my focus group asking them to rank their top 3. (if they like any of them)

Then I produced my podcast show - after the findings of PSI and their recommendations - and tried 
to go find fundings..



TO SUMMON UP:
According to my research the following 
fundamentals are all becoming increasingly 
important and should be seen as cornerstones 
when connecting to audiences:

In my literature review I concluded that 
Podcasts has a big potential for interaction 
and para-social relationship to the audience.

So producers should still look for talent who 
are masters of PSI and who understand that 
their connection with audiences is probably 
the most important feature of Podcasting.

In my economic analysis I defined that the 
danish Podcast market has a growth potential 
and the way to do is by focusing on quality 
content.

In my little field study I showed that 
Podcasting has moved from a niche towards a 
mass media.

In my listening review I found that there is 
still a huge growth potential. Especially 
regarding factual for the younger generation 
and more relational entertainment for adults.

Judging from the interviews with indiependent 
Podcast producers I found examples of how to 
build a sustainable business, eg. if you have 
a strong concept and build your activities up 
around the Podcast.

With these recommendations in mind, 
podcasters should be less anxious about the 
future. However, there remains much we do not 
have a thorough knowledge of.



CONCLUSION
What are the implications?
I found that that this isn’t all about profit. We need to look at the symbolic value: For several 
of the people I talked to, money wasn’t the most important thing. Podcast is a medium to express 
yourself doing other stuff. About freedom, branding, self esteem. Some use it as a digital business 
card to positioning yourself.

So we need new business models where we use the differiencense of all the new and disruptive. 

What are the limitations of my findings?
In the end, I asked about the finance, would they pay to listen? If it was for free, everybody 
would listen. And there was no difference if the programme had a sponsor or not. More interesting ⅓ 
said they would pay to listen. Eg donate a regularly amount pr. episode. ⅓ would consider donating, 
if they liked the product. One mention that she would like if the programme was found on one of the 
streaming services she pays for already. (like Spotify or Mofibo)

The language issue: We can’t say if the market will ever get there. Are we too small? Will we never 
go beyond the “we need more crap”-stage? 



SO WHAT IS PROFIT???
So what is profit? All value are in some ways socially constructed by narrative, beliefs, 
preferences and value consumption. It is about creating a narrative, that changes our beliefs and 
preferences, and then creates value. This leads to more storytelling.
Prof Kaire states that we have to look at the Properties of cultural products: Products have 
greater symbolic value than material value. The paradox is that it is difficult to evaluate 
quality. The demand is deeply intertwined with norms of appropriateness, value identity and 
aspirations. As a result consumer tastes are subjective. This means that the profit modul/motive 
needs to change. 
The internet is not only a distribution channel but an acceleration platform for the transition of 
media structures, activities and orientations in the new digital era. Podcast creates autonomous 
professionals. The unpredictability of the media product's success tends to be high. Hence, the 
rate of failure is high for unique creative products. This is evident in the creation of new 
products and the drive for innovation.

We need diversification of revenue streams and the drive for new business models. Cooperation with 
competitors and other companies in the ecosystem. Crossform-platform and content with coordination 
between managers and makers. We have the need for continuous training. Focus on customer relations.
In sum, if the above mentioned avenues are explored and utilised wisely, I believe that it will be 
possible for many other Podcasters to find a revenue stream and turn their passion into (some kind 
of) profit.



SO WHAT HAPPENED? - AND WHERE DO WE GO FROM HERE?

- wrote a book
- got a lot of assignments
- got a sponsor for my podcast
- still planning to try 

crowdfunding
- still working on the radio 

chanel
- working on building a new 

education for audio
- tell the world about my 

findings :-)


