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Executive Summary

The purpose of this report is to analyse the strategic path that Disney has taken in the last five years to ensure that it is competitive and relevant in the market.
The report looks into the Disney Plus video streaming service as the major business strategic change made in the last five years. This is a significant strategic shift for Disney. The report looks at why and how this service has come to be.
The benefits of having a strategy in place for an organisation is explained. The advantages and disadvantages of the Disney Plus product for Disney as well as the consumer is considered. The competition is made mention of that can impact Disney’s decisions.
The report looks at strategic analysis models that Disney can use to help its decisions and evaluate it options. These include SWOT, PESTEL, Porter’s differentiation strategy, the Five Forces and the Stakeholder analysis.
In the conclusion of the report, it is mentioned that Disney has been smart with its business decisions and extremely successful so far with the product due to its strategy. Some recommendations are given for Disney to consider maintaining a sustainable business model and still see growth in the future. 
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Introduction 

“Strategy is about the future plan of an organisation”, Shimizu (2012, p. 1). Strategy involves goals, vision and mission. It can be implemented with talented employees, the right resources, the right environment and a little bit of legal wrangling. Strategy is paramount for an organisation to develop and flourish. Without strategy the organisation would be stagnant and lack direction. 
Strategy can come about through many different avenues such as teamwork, authoritarian leadership, environment, culture, creativity and innovation. A strategy needs to be laid out so that the advantages and disadvantages of any business venture can be analysed. 
Strategy can be in the evaluation of the performance of a product or service. This would allow an organisation to better understand where it has succeeded or failed and how to go about improving. 
Strategic management is vital to large organisations that have many departments that need to work together as a whole unit. It is an ongoing process that continuously evolves and looks at problems that need to be addressed and solved.
This report looks at the strategic management of Disney in recent years with a major new service that it provides. 
















Main Findings 

Walt Disney is a household name and brand. It is generally associated with family-oriented entertainment and merchandise and has a very good image around the world. Names such as Mickey Mouse, Donald Duck and The Lion King are synonymous with Disney. The company was founded in 1923 by Walt and his brother Roy. They started off with humble beginnings making animated shorts. The success of these shorts allowed them to move onto full length animation films such as Snow White, Pinocchio, Dumbo and Bambi. 
Disney found tremendous success through these films and, over the years, has expanded its repertoire by purchasing the rights to Pixar, Lucasfilm (Star Wars) and more recently Marvel and 21st Century Fox.
Disney also has business activities in its theme parks, such as Disneyland Paris, merchandise of its licensed properties, Sports – ESPN, and Cruise services, to name a few. Apart from ESPN sports, Disney also owns other media content aimed at older generations such as Hulu, ABC and FX, (Lakritz, 2020).
One of the most drastic changes to its business model within the last 5 years has been the launch of Disney Plus. This is an online streaming service through which consumers can stream movies, shows and documentaries on their electronic devices for a monthly subscription fee. Disney Plus launched in the latter end of 2019 in North America and the rest of the world in early 2020. In a little over 2 years later it has gained more than 137 million subscribers, (Stoll, 2022). This equates to about a billion dollars a month in revenue from the streaming service alone for Disney. This business model has become extremely successful and has even more potential to grow. Part of the reason for such rapid success of this service can be attributed to the pandemic in early 2020 that forced people to stay home and look for ways to keep family and children entertained. Disney expects to reach a paid subscriber base of over 230 million by September 2024, (Spangler and Lant, 2022). This has been made possible because of the success of other streaming services such as Netflix – the current leader of the streaming market, Amazon Prime, Now TV and even the BBC iPlayer service. These services have paved the way for streaming services and now the consumer base fully understands what these services offer in terms of entertainment and value. The underlying technology behind the success of these services and business models has been access to fast broadband connections. 
Disney is a Public Limited Company with over $200 Billion in assets, (Reuters, 2022). Its headquarters are in Los Angeles, California, United States. The current CEO of Disney is Bob Chapek, who took over from Bob Iger in Feb 2020, (Dammann, 2022). The largest stakeholders in Disney are Vanguard Group, Inc., BlackRock Fund Advisors, SSgA Funds Management, State Farm Investment Management, and Geode Capital Management LLC, (Rahman, 2022).
There has been a significant change in consumer attitudes towards media consumption within the last decade and a half. Fast internet connections have made it easy to stream content and enjoy media instantly rather than wait for it to be shown on television at a particular time or day. Netflix has proved that consumers enjoy binging on their favourite shows and enjoy the freedom that a streaming service allows compared to traditional network television. “Big networks figured out that online programming consumption is the way to go in today's world”, (Vatu, 2022).
Disney has realised that consumers now want ease of access to their content, whether that be movies, music or games. Thus, their business vision to expand into this market is smart and timely. Disney has the catalogue of content, power and financial backing to make this change. It can be confident that consumers, businesses and the industry in general will sit up and take note.  

The Disney Plus Service
Advantages to the consumer:
Huge library of content – This includes Disney’s classics. Easy to keep children occupied. 
Something for everyone – Disney plus also offers content from 21st Century Fox, Marvel and National Geographic
Regularly updated – high quality content is added every month. This includes big budget movies that would have otherwise been released in cinemas.
Cheap and convenient – at £7.99 a month it is very competitive. Also saves money and hassle compared to taking the family out to the cinema which usually involves going to a restaurant after.
No contract – can be cancelled anytime and re-subscribe at any time. 

Disadvantages to the consumer:
Monthly fee – this would be another monthly fee to an already expanding list of monthly payments people make in the modern day, including phone bills, broadband, other streaming services, etc.
A lot of content – some may feel a little overwhelmed with all the content on offer and the regular new content that is provided. It may be difficult to stay up to date with it all.
Broadband speed – if the broadband speed is not sufficient then the service will not be enjoyable due to constant lag.
Free time and Demotivation – some may find it is too easy to stay home and watch a movie or show rather than exercise or do outdoor activities. Others may struggle to make time for watching all the content.


Advantages to Disney:
Keeps Disney relevant – Disney is an entertainment company and social influencer. If they can have consumers constantly on their platform, they can possibly send certain influential ideas. Similar to Facebook. 
Financial safety – massive and reliable revenue is brought in every month. Disney will not have to share revenue with cinema chains.
Less piracy – at an affordably priced subscription model, consumers are less likely to illegally download Disney created content. Once content is on the service it will not be removed. 
Fans – Disney, Star Wars and Marvel have legions of fans around the world that will continue subscribing to receive content. 
Take more risk – allows Disney to take more risk with unique and niche content.

Disadvantages to Disney:
Regular content – Disney will have to put in great effort to regularly release good quality content. 
Pricing – any change to the price could cause Disney to lose subscribers. Especially during a recession. 
Tech issues – Disney will have to be constantly monitoring its security and performance in regard to the technical aspects of its product. If a failure occurs, then millions of consumers will be unhappy.
Image – some consumers may still see Disney as a company only for children. Others may consider that there is too much content available for adults. A careful balance must be made. 
Competition – Disney must beware of the competition in terms of content, quality and pricing. If consumers feel they will get more value elsewhere, then they may leave Disney Plus. There are many other streaming services available, with more coming out in the near future.
Strategic management involves many factors for the organisation to consider, (Nickols, 2016):
Setting goals – the vision and mission of the organisation can only be accomplished via the establishment of attainable goals through aims and objectives.
Allocating resources – whether this is financial or personnel resources, the organisation has to determine how much it needs to achieve its goals.
Teamwork – this must be a priority as without a cohesive team and conducive environment, then the project will not get off to a good start.
Research – research needs to be conducted to determine whether any project is feasible and worth all the effort. The organisation needs to make back any investment put into a project and make profit.
Evaluation – this is ongoing once the product is on the market to determine the future path of the product. This will determine whether the product needs to be changed or adjusted to customer liking.  
Not everyone within the organisation needs to concern themselves with strategy. “Strategy questions naturally concern entrepreneurs and senior managers at the top of their organisations”, (Johnson et al, 2017, p. 3). Strategy involves having a vision or goal in mind where the organisation wants to get to and formulating a thorough plan in how that would be achieved. This could mean organisational change, culture change or even new business ventures. It may take place over many months or even years for the organisation to achieve this. That would depend on the type of change the organisation wants, the complexity and resources needed in achieving this and how it wants to get there. However, the strategy must align with the long-term objectives, (Johnson et al, 2017)
Disney has been planning for the Disney Plus service for many years. Even though it has over 137 million subscribers, it is not making a significant profit from this service yet. For the time being, Disney is looking to invest around $10 Billion a year on creating content, (Moreau, 2021).
Streaming services have become very popular and successful. It is still a relatively young market. Disney has managed to emerge into the market at a very prudent time.
One of Disney’s strategic plans is to sell merchandise as a by-product of the movies and shows it produces. An example of this being that since Disney has bought the Star Wars franchise, it has earned billions of dollars from it. This includes content such as movies, shows, cartoons, toys, books, theme park attractions, etc. Nearly half of those earnings are from merchandise alone, (Runkevicius, 2020). 
The overall strategy and mission being that Disney Plus and other media act as a catalyst to drive sales of its toys. The more exposure the intellectual properties get on the media side, the better the chance of retail sales. Disney actually makes most of its money from toys, (Runkevicius, 2020). 
This is where Disney implements its differentiation strategy. Porter’s Differentiation strategy is when an organisation is preferred by customers over others due to the unique services or products on offer, (Holt, 2022). This may cause customers to pay more for the service or product compared to the competition. The customer gets some type of assurance that the product or service they are receiving is better in some way. Whether that be quality, quantity, after care or even friendliness in customer service.  It is vital for an organisation to think and act in this manner or otherwise face being non-essential to the customer. No other streaming business has this variety of merchandise linked to its service available as of yet. The closest another organisation gets to this type of strategy is Amazon with its Amazon Prime Video service. The benefit of consumers who subscribe to Amazon Prime is a premium delivery service that offers next day delivery on a vast range of products. It also offers some other perks such as music and photo storage.
Sometimes “a real cost-leadership strategy is not necessarily equated with a low price strategy”, Shimizu (2012, p. 50). Therefore, Disney may be able to adjust prices based on how many subscribers they get and the number of sales it generates for the merchandise. They may decide to take a minor loss from Disney Plus subscription if it means the there will be more retails sales as a result of it. This will cover the cost of the loss from the subscription service. This is called Linkage. An example of another company that has done this is Sony. Sony can take a loss at selling games consoles because they make money back from advertising, merchandising, subscription services and royalties/licensing fees from third parties.  

Many different frameworks of analysis may be applied to Disney to evaluate its current business position in terms of strength and other factors. These analytical models give a better idea of how Disney can approach its business operations and where it needs to put more focus.
The SWOT analysis is a very simple tool used to start this type of evaluation.
Strengths	Weaknesses
Vast media catalogue	Popular franchises	Disney fans around the world	Good public image	New to streaming service	Huge re-investment	Regular content updates	Some countries will censor content
Opportunities	Threats
Reach global market	Bring more brands into the fold	Keep new and old content relevant	Sell more merchandise as result		Other streaming services – Netflix, Amazon Prime, HBO Max	Being undercut on price 	Being taken offline by tech issues


The SWOT analysis shows that Disney has every right to be present in the video streaming market and has a very strong chance of being an important and influential play in the long term.
Another strategic advantage of having an online service is that consumer activity can be monitored in real time and consistently. The technology behind Disney Plus can gather all this data and evaluate it. Millions of consumers can somewhat unwittingly provide invaluable information on trends and hot topics. This would allow Disney to analyse its most popular content and seek to replicate, which can further improve performance and achievement of targets. 
Regular updates can be given to consumers to remind them of things they can watch and anything they may have missed. Disney can email customers regularly when new content is added. It can also make older content relevant by advertising it very cost effectively on the service by highlighting it on ads. 
PESTEL is another type of analytical framework that goes into a little bit more depth than the SWOT. It factors in aspects such as political, technological and social issues at play that may affect the day to day running of the business.
Political – Since the consumer receives their service online rather than a physical product, there has been little political ramifications of Disney Plus. The only thing being, as Disney typically promotes liberal content, they can expect some governments to require them to censor parts of it.
Economic – Disney is one of the most successful media organisations in the world with many media branches. It has a huge financial backing for this service and to see it through to success for many years to come. The one thing they will need to consider is the different levels of corporation tax they will have to pay in the regions that they will operate. This may force them to adjust prices in different regions. 
Social – There has been little to no social resistance to the service as it is a family-oriented service. Fans have been looking forward to the service ever since it has been announced. Fans would find it easier to access their favourite content and be worried about having the time to watch it all.
Technological – As the service is all online, operations can be conducted from one HQ and delivered around the world via this method. Huge data centres would have been set up to make sure that all the consumers online at any particular time does not slow the service down or com promise it in any other way, including cyber security. 
Environmental – the service itself will have relatively little impact on the environment. However, the production of more and more media content around the world to be shown on the service will definitely have an environmental impact in terms of carbon footprint and climate change.  
Legal – Disney will be keen to make sure no other organisation copies its most successful movies and programmes too closely. This sort of behaviour from another service could jeopardise its competitive advantage. Not all content will be possible to be shown in all regions. Due to licencing agreements some regions will get access to certain content at different times.
The strategic factors table is similar to the SWOT in that it considers the same aspects for evaluation. However, analysis this framework attaches points to determine which aspects are more important than others. This allows the organisation to look more carefully into what they need to work on and improve. 





Strategic Factors: IFAS & EFAS
	Weight 	Rating 	Score 
Strengths:	Franchises	Image	Finances		0.175	0.175	0.175		5	4	4		0.875	0.7	0.7
Weaknesses:	New to market	Re-investment	Younger audience		0.05	0.075	0.075		3	3	2		0.15	0.225	0.15
Opportunities:	Increase toy sales	Global audience	Innovate 		0.05	0.05	0..025		5	4	2		0.25	0.2	0.5
Threats:	Other streaming services	New to market	Pricing 		0.05	0.05	0.05		3	4	4		0.15	0.2	0.2
Overall 	1		3.5125


An overall higher score indicates that the organisation is in a strong position of competition. The table shows just some of the things Disney has to consider when operating its business. Strategy involves prioritising tasks and allocating attention, time and resources to those tasks.
As Disney has many media arms such as ESPN and ABC, they can use these to promote new content on Disney Plus to get more exposure and consumers to subscribe. Corporate strategy involves making plans to involve many parts of the business profit each other. Sony for example has games, movies and electronics divisions. Sony can advertise its electronic devices through its movies and games. Or they could advertise games through showing them in the movies.   

Stakeholder analysis looks at the key players that have a direct influence on the business and its operations. “Stakeholder analysis is often considered the first step in strategic planning activities on an organizational level”, Smith (2000). It is also known as the Power/Interest Matrix. These influencers hold different levels of power and interest. Each stakeholder, once identified, can be looked at individually for their impact on the business. Stakeholders have different interests and expectations from the organisation. A shareholder may want to get the maximum profit from the organisation. An employee may want to express their creativity or get a good salary. Or a supplier may want to get a long-term contract to supply goods and materials. Disney needs to carefully consider who to keep most happy and who can be given a lower level of priority. An example of someone with high power and high interest in the business is the CEO Bob Chapek. An example of someone with low power and low interest could be the general public. Stakeholders could also be categorised as internal and external, as well as primary and secondary.

Stakeholders that hold the highest interest and power would expect that the company would follow their request and desire for the company and service to grow year on year and bring in more revenue. This is very much possible for the service as it is still new, and their forecasts show strong future growth. However, there may come a time when the service reaches saturation in terms of its customer base and target market. At that time, the service may need to look at new ideas and ways to reinvent itself or look to diversify its customer base even more. The competition may have a hand in making this happen sooner. If a business ignores the interests of investors and stakeholders, then it is asking for trouble. The most powerful stakeholders may decide to shut certain operations of the business down causing job losses and closing entire sections of the business down.

The Three Horizons Strategy, (Johnson et al, 2017, p. 6)
This has been achieved through purchasing popular culture entertainment franchises and announcing plans to develop them further by bringing new movies and shows to Disney Plus. Furthermore, promising to keep these franchises at the forefront of their creative endeavours, thus helping to sell more merchandise.
Disney also has a social responsibility to its employees and the general consumers. The employees are usually the lowest in the chain of command and priority. This means that they get the least say in the direction the organisation is moving towards and how it gets there. However, the organisation must make sure the employees have a fair and conducive environment to work in. This can be accomplished through training, coaching, mentoring, participative leadership, emotional intelligence, change management, etc. To achieve this, an organisation will need to take into consideration more than just profit in the short term, (Benabou and Tirole, 2009)
Porter’s Five Forces is a model of analysis that looks at the competitive side of strategic management, (abdo.org.uk, 2022). This allows an organisation to focus on the immediate activities and capabilities of the competition as well as suppliers and the customer.
Five Forces:
Rivalry between existing competitors – the first part of the analysis looks at the number of immediate competitors and their strength in the market. The main rival to Disney plus is Netflix. It has over 200 million paying subscribers. It is extremely popular with consumers with a very good brand image. Netflix has high rated programmes and movies. One of its strengths is that it produces its own content that rivals that of Hollywood studios. Disney also has been producing its own content specifically for Disney Plus. This is one of the major strengths of Disney Plus. Both services are also competitively priced. Although, Netflix has been steadily raising its prices in recent years, causing them to lose some subscribers. 
Bargaining power of suppliers – Disney needs to either purchase raw materials or pay a manufacturer to make its merchandise. Among its toy manufacturers are Mattel and Hasbro, (Thomas, 2022). Disney then sells these through its own stores as well as other retailers. The more manufacturers it has the better for Disney. This is because it provides a greater base for the toys to be made. If a manufacturer goes under, then Disney has others to make sure that its products are still available to the customer. This way Disney can also get a more competitive price from manufacturers. Disney can then negotiate with retailers to purchase its products to then sell to the customers. 
Bargaining power of buyers – Disney Plus is currently on the up with the number of subscribers. If this number starts to go down, then Disney will have to reconsider its pricing. It will also have to reconsider the amount of content it releases as it will have less revenue to re-invest. This is something Disney will have to monitor and evaluate constantly.
Threat of substitutes – Disney does not need to worry about another organisation copying its business model immediately. It needs to consider its pricing and that of its competition. This is one of the ways other businesses can take away its customer base.
Threat of new entrants - the video streaming market is becoming more crowded. New players are coming into the market, namely HBO Max and Paramount. These two services will certainly have its subscribers. Disney will need to analyse and determine how many, if any, of its subscribers these services are likely to divert. To do this Disney will need to consider the quality and quantity of the service provided by these organisations and the pricing on offer.

Conclusion

The Disney Plus strategic business model has been tremendously successful thus far. Its growth in just over two years has been unprecedented. There is no sign of it slowing down any time soon. Disney has managed to do this with the power of the media it has in its grasp. The business moves that Disney has made has been very smart and well planned strategically. It seems that Disney can continue to expect growth and success for the near future. This will add confidence to Disney that any other future business ventures they take will see similar success. Each venture must be examined strategically and with the interests of the stakeholders in mind.
However, this sort of growth may not continue in the long-term future. 
How can Disney continue to improve on and deliver sustainable growth? 
Expand on core franchises - as loved as some of Disney’s current franchises are, it may become boring for some fans who would like something new. There is a lot of talk about Star Wars fatigue at the moment.
Add new elements – Disney Plus could add new elements of interactivity to the service. Netflix have tried something similar where consumers can decide on what sort of path a story takes. This could add something fresh to the service. Look for ways to innovate and grow the business not just in size but in terms of features. 
Add Gaming – another thing that Netflix are doing is adding free games for consumers to play on the service. Disney Plus could add this to make the site more appealing to a new audience.
Release more classics – Not all the Disney back catalogue has been added to the service yet. There is still more content to be added from Disney’s vast content.
Plan for future – draw up strategic plans for the future. This could involve having plans for change management. Things such as another pandemic and how this could adversely affect the number of subscribers. 
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