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2 Introduction
BBC is the national broadcasting company of the UK (British Broadcasting Company) which tackle a wide range of broadcast areas and media products focusing to inform, educate and entertain people (final customers), nationally and internationally.
Here are few of the 2019/2020 numbers of achievement:
· 38% increase of viewing in their stream service called iPlayer.
· 3.6 millions of users weekly of their audio service called BBC Sounds.
· 74% of information effective information.
· Number 1 for impartial news coverage with 51% of the total UK broadcasting segment.
· 468 millions of Global weekly reach for Global audiences.
· 91% weekly UK adult reach for using BBC television, radio and on-line. 

[BBC Group Annual Report and Accounts 2019/2020.pdf; downloaded from https://www.bbc.com/aboutthebbc/reports/annualreport ]

 







3 Report Aim
This report aims to present in a simple and reduce way, how different tools of strategic management can provide different insights of such a large organization, and how each of those tools can tackle a particular area or provide us with different information and insights of such company, proving us that no one single approach may be sufficient to analyse correctly the strategy of one single company, corporation or organization where the complexity of the analysis is directly proportional to the size of the organization.
Therefore, the final aim is to prove and show that a custom-made analysis tool or a combination of several tools must be applied to obtain a successful and accurate status analysis of such company.
For the size limitations of this report, we are going to limit to three of the most popular tools in strategic management analysis like Porter’s Five Forces, PESTEL and SWOT.
After that, we will find common grounds of information about the company that will help us to design a more accurate and efficient strategy protocol.
Once again, this will be custom made and taking into consideration the most important constraint there is nowadays, TIME.
This factor is paramount to avoid getting an obsolete strategic plan even before being implemented, as technology nowadays are speeding up everything around it.

4 Body
Here we are to present the different theory and tools to be used simply and briefly.
4.1 Strategy Theory
To approach this task, first, let us find out what we understand as Strategy and what is the meaning of Strategic Management from a few different sources. We will be trying to find a common ground among them, although it can be as many definitions as authors and theorist exist, for briefing purposes, lest take three of each and see what they have in common and say about it.

4.1.1 What is Strategy (3 examples)
4.1.1.1 One
“Defining strategy as the long-term direction of an organisation implies a more comprehensive view than some influential definitions. “Figure 4.1.1.1” shows the strategy definitions of several leading strategy theorists: Alfred Chandler and Michael Porter, both from the Harvard Business School, Peter Drucker from Claremont University, California and Henry Mintzberg, from McGill University, Canada. Each points to important elements of strategy. Chandler emphasises a logical flow from the determination of goals and objectives to the allocation of resources. Porter focuses on deliberate choices, difference and competition. Drucker suggests that it is a theory about how a firm will win.2 Mintzberg, however, takes the view that strategy is less certain and uses the word ‘pattern’ to allow for the fact that strategies do not always follow a deliberately chosen and logical plan, but can emerge in more ad hoc ways. Sometimes strategies reflect a series of incremental decisions that only cohere into a recognisable pattern – or ‘strategy’ – after some time.”
[image: ]
Comment and picture diagram from [ Johnson, G / Scholes, K. / Whittington, R. / Angwin, D. / Regner, P. (2017) Exploring Strategy, Text & Cases (11th ed.) Harlow, Pearson Education]

Figure 4.1.1.1.1 Sources for the diagram “Definitions of Strategy”.
· Sources: A.D. Chandler, Strategy and Structure: Chapters in the History of American Enterprise, MIT Press, 1963, p. 13; 
· M.E. Porter, ‘What is strategy?’, Harvard Business Review, November–December 1996, p. 60; 
· P.F. Drucker, ‘The theory of business’, Harvard Business Review, September–October 1994, pp. 95–106;
· H. Mintzberg, Tracking Strategies: Towards a General Theory, Oxford University Press, 2007, p. 3








4.1.1.2 Two
In its simplest conception strategy is regarded as a unifying idea which links purpose and action. For de Wit and Meyer (1998), in an intelligent treatment of the subject, a strategy is any course of action for achieving an organization’s purpose(s). In the words of Alfred Chandler, the ﬁrst modern business strategy theorist, strategy in the area of business is deﬁned as ‘the determination of the basic, long-term goals and objectives of an enterprise, and the adoption of courses of action and the allocation of resources necessary for those goals’ (Chandler, 1962: 13). Although still tentative and preliminary as a deﬁnition, it is possible to advance a little further and say that strategy is a coordinated series of actions which involve the deployment of resources to which one has access for the achievement of a given purpose.’
The strategy, therefore, combines the articulation of human goals and the organization of human activity to achieve those goals. The setting of goals involves the identiﬁcation of opportunity. A strategy is a process of translating perceived opportunity into successful outcomes, by means of purposive action sustained over a significant period of time.  [White, C. (2004) Strategic Management (1st ed.) London, Palgrave Macmillan].








4.1.1.3 Three
Strategy is, in essence, problem-solving, and the best approach depends upon the specific problem at hand. [Reeves, M. / Haanæs, K. / Sinha, J. (2015) Your Strategy Needs a Strategy (1st ed.) Boston, Harvard Business Review Press].

So, we can simply define “Strategy as a shapeless group of doing “actions” (ideas, plans, analysis, proposals, methods, formulas, protocols, workflows, procedures, scenarios, agendas, orchestrate, choreograph, tactics, means, etcetera) completely customizable with the purpose to build a plan of action, to achieve success in short or longer-term to our objectives, under the limited or unknown amount of information or circumstances of any kind.

It's interesting the point of view of Thomson and Martin where they said, quote: Strategy is about issues and perspectives on problems – there is no single, prescriptive doctrine which satisfies everyone’s views.
[Thomson, J / Martin, F (2005) Strategic Management – Awareness and Change (5th Ed.) London, Thomson]












4.1.2 What is Strategic Management? (3 examples)
Strategic management is a complex and fascinating subject with straightforward underlying principles but no “right answers”.
[Thomson, J / Martin, F (2005) Strategic Management – Awareness and Change (5th Ed.) London, Thomson]

4.1.2.1 One
Strategic Management is concerned about the long-term development of an organisation with a clear vision about the organisational purpose, the scope of activities and objectives. The context or the need for Strategic Management has been very beautifully and succinctly articulated by renowned Management Guru Peter Drucker: Management has “no choice but to anticipate the future, to attempt to mould it and to balance short-range and long-range goals. The future will not just happen if one wishes hard enough. It requires a decision – now. It imposes risk – now. It requires action – now. It demands the allocation of resources – now. It requires work –now.”1 These observations highlight the essence of what is known as Strategic Management/Business Policy/Corporate Strategy/Corporate Planning. 
[Cherunilam, F. (2016) Strategic Management (4th ed.) Mumbai, Himalaya Publishing House]








4.1.2.2 Two
The strategic management process (see Figure 1.1 - below) is the full set of commitments, decisions, and actions required for a firm to achieve strategic competitiveness and earn above-average returns. The firm’s first step in the process is to analyze its external and internal environments to determine its resources, capabilities, and core competencies—the sources of its “strategic inputs.” With this information, the firm develops its vision and mission and formulates its strategy. To implement this strategy, the firm takes actions toward achieving strategic competitiveness and above-average returns. The summary of the sequence of activities is as follows: Effective strategic actions that take place in the context of carefully integrated strategy formulation and implementation actions result in desired strategic outcomes. It is a dynamic process, as ever-changing markets and competitive structures must be coordinated with an if’s continuously evolving strategic inputs.
[image: ]
Figure: 4.1.2.2.1 
Previous comment and figure 1.1 taken from [Hitt, M. / Ireland, D. / Hoskisson, R (2007) Strategic Management: Competitiveness and Globalization - Concepts and Cases (7th ed.) Ohio, Thomson Higher Education]







4.1.2.3 Three
Strategic management can be described as the identiﬁcation of the purpose of the organisation and the plans and actions to achieve that purpose. 
Importantly, this is not the only deﬁnition.
This deﬁnition clearly carries the implication that it is possible to plan strategy in advance and then carry out that strategy over time: rather like a doctor writing out a prescription with the aim of curing an illness – hence the word prescriptive strategy.
At the general corporate or headquarters level, basic decisions need to be taken over what business the company is in or should be in.   
Strategic management is the pattern of major objectives, purposes or goals and essential policies or plans for achieving those goals, stated in such a way as to deﬁne what business the company is in or is to be in and the kind of company it is or is to be.

At the business level, strategic management is concerned with competing for customers, generating value from the resources and the underlying principle of the sustainable competitive advantages of those resources over rival companies.
The strategy of the ﬁrm is the match between its internal capabilities and its external relationships. It describes how it responds to its suppliers, its customers, its competitors, and the social and economic environment within which it operates.
[Lynch, R. (2015) Strategic Management (7th ed.) Harlow, Pearson]  




[image: ] 
Figure: 4.1.2.3.1 
Figure 1.3 from: [Lynch, R. (2015) Strategic Management (7th ed.) Harlow, Pearson].

It looks like all of them are seeing the same thing but through different colour glasses.
All are in the same track going through a few simple and logical steps to improve the company or corporation situation:
· Be honest and self-critical to analyse the current status of the company.
· Must identify the goals to any extension of time for the company.
· Develop a “plan or plans” to put in action to achieve such goals to success.

Theoretically is quite straight forward, although always will be some constraints to this approach, and the main one is TIME, mostly nowadays in the Technological Era.






4.2 Strategy Tools
There are many types of strategic planning that can be used like SWOT,
Porter’s Five Forces, Gap Analysis, VRIO Analysis, 4 Corners Analysis,
Porter’s Value Chain Analysis, Strategic Evaluation, PESTEL, Strategy Canvas, Business Model Canvas, McKinsey 7s, Blue Ocean, Pareto Analysis, BCG Matrix, Scenario Analysis, Balanced Scorecard, Strategy Map, Gap Planning, Baldrige Framework, OKRs (Objectives and Key Results), Hosin Planning, Issue Strategic Planning, Goal Strategic Planning, Alignment Strategic Planning, Organic Models Strategic Planning and Real-Time Strategic Planning just to mention few of them.

Actually, It can be as many as analyst are around, some of them more appropriate than others, some more customized than others or better indicated than others. When you are taking in consideration a large company or organization like the BBC, to choose one single plan of action may not be sufficient, to be able to understand the complexity of such wider and varied organization, with so many different areas and departments.

To avoid getting into the discussion of which one could be more adequate to analyse a general BBC strategy, we will use briefly three of the most popular or common ones. Porters’ Five Forces, PESTEL and SWOT. 

Let us see what common ground information these tools could provide us.



4.2.1 Porter’s Five Forces
Porter’s Five Forces are main industry factors to consider competitive rivalry among companies who are susceptible by their size and products to general elements so influential in the own environment or circumstances as can be the power of the offer and the demand, the product inclusion on determinant markets and the social alternatives demand or product substitutes. 
This is a stable industry structure that has been working since the middle of the last century. Fairly use in competitive comparison analysis among a company and their direct competition.

4.2.1.1 Competitive Rivalry
· The power of the portfolio, the great variety of product and their quality make the BBC a highly competitive company.
· The viewing index with 51% of the total National audience, places the BBC as leader in its category.
· With their highly worldwide coverage and infrastructure, there are not many broadcasters who can compete with the BBC, at least no nationwide and few worldwide.

4.2.1.2 Threat of Entry
· The BBC has not much threat of new entrants as the wider range of areas and product delivered by the BBC makes extremely difficult for any broadcaster to match or even be a threat in a whole point of view.
· The Capital use and behind the BBC is significantly large and is supported by the UK government and their TV License scheme. 
· Thanks to the tranquillity and confidence that the capital available to the BBC provide them, this fact allows them to do not have to compete for viewers, instead just focus in win new viewers instead of worrying to keep the current ones.

4.2.1.3 Threat of Substitutes
· The increasing offer of VoIP (Video over Internet Protocol) VoD (Video on Demand) video streaming services, pay per view and monthly subscriptions to Private Broadcasters channels offers, they are probably the only threat of substitutes that BBC may encounter, even so, those only cover few areas of the BBC, not all the whole services or main services like Broadcasting to Air (Digital TV, Radio and Satellite services which this last one, they are subsidiaries from the BBC).

· Some big corporations who may have the IT infrastructure may be substitutes threat to the BBC, as the extensive Hollywood production portfolio from Netflix, Disney or even the new player in the industry like Amazon. But again, these contestants only are threatening a couple of areas of the BBC, not their whole as broadcaster corporation.

· The only broadcaster corporations that may be a threat to the BBC Internationally are the National Broadcasters Companies from any country around the world, mostly in terms of global coverage and international channels, like RT (Russia), ADR (Germany), PBS (USA), NHK (Japan), ABC (Australia), CBS (Canada) or RTVE (Spain) as an example.


4.2.1.4 Power of Buyers
· The BBC has a large amount of production companies and the whole world of broadcaster companies, nationally and internationally as buyers and potential buyers as by default the UK is always in the point of view of the global business interest. Therefore, any news and trends coming from the UK generate and induces global current interest. Just remember that London is one of the most important capitals of the world business-wise.

· The BBC has an extremely large portfolio to offer in all the areas of the broadcast industry, who make them be highly competitive and current in the actual market.

· To the previous point, we should comment as well, that thanks to its heritage as the first tv broadcaster worldwide, the amount of audio and video archives since its creation in 1920, and their aiming for quality, has established few quality standards that have been followed all around the world making their archive an excellent asset to create and develop new services as it has been BBC Sounds.

4.2.1.5 Power of Suppliers
· The large amount of suppliers within the industry where the BBC can buy from, where the BBC impose a quality criterion to meet, puts then in an advantage position to buy at lower cost and with the capacity to switch suppliers easily.

· Suppliers are not a threat to the BBC as the large portfolio of production in house, makes them almost self-sufficient, even including a big part of the international news market thanks to their well globally spread of broadcasting centres and delegations.

· Thanks to their size, wide range of products and capital behind the BBC, they have the advantage to acquire at lower cost products from their suppliers, with the added advantage to be able to choose and change providers seamlessly.
















4.2.2 PESTEL
PESTEL analysis distinguishes a list of six environmental factors that contribute to consider not only the legal, economic and political factors of the market, but also the non-market factors as social, technological, and ecological environmental factors.   
PESTEL stands for Political, Economic, Social, Technological, Ecological and Legal.

4.2.2.1 Political
· As a public organisation, the BBC is an independent and self-regulated where they responsibilities, functions and financial operations are controlled by a panel of trustees called the Royal Charter.  
· (A Royal Charter is an instrument of incorporation, granted by The Queen, which confers independent legal personality on an organisation and defines its objectives, constitution, and powers to govern its own affairs. The terms of each Charter are therefore somewhat different, depending on the individual requirements of the type of organisation that is being incorporated. - https://privycouncil.independent.gov.uk/royal-charters/).
· The Royal Charter is reviewed every 10 years and used to control over the broadcasted content; in particular, global news, local news, and current affairs. 
· Therefore, we can say that the political side of the BBC has a big impact and influence in what, who, where, why, when, and how of the broadcasted content of this corporation. This makes you think about the freedom of speech, isn’t it? As an example of this, we can mention the failure intention of Margaret Thatcher to privatize the BBC back in the eighties.
4.2.2.2 Economic
Regardless the consecutive savings during the last years, as an example, this year a £199 million of annual savings did not avoid the fact that their net debt of £1,613 million that includes an operating cash balance of £401 million has been unsuccessful by the wrongly sell off assets and the higher cost of renting properties for the new expansion of Broadcasting Centres that started 10 years ago within the London Olympics and BBC Media City in Salford, Manchester. 

4.2.2.3 Social
· The political influence of whatever party was in power in the government has always influenced the ongoing case of the BBC founding and if they should continue being funded by the government with public funds, which the organisation is mainly dependent of and give them the capital strength to face any economic and political change, although being kind of post-bureaucracy organization may allow them to carry on being publicly funded. 
· As the credibility of the BBC has always been in a good reputation as an honest news broadcaster. Regardless the affirmation in their annual report of being “the most trusted source of news in the country” it has been proven the avoidance and misinformation showed during big events and conflicts (like the 9/11 or the actual COVID-19 pandemic) has significantly damaged its credibility with a significant shift in numbers of viewers.
4.2.2.4 Technological
· Beginning of 2000 the Digital Switchover was happening across the country and the BBC in 2009 was finally On-Line. As a highly bureaucratic organisation, it was fighting for resources to achieve the updates and upgrades that digital technology requires, avoiding in this way, being behind their equal broadcasters’ competitors. 
· To be able to broadcast digitally, BBC must invest and put their resources into the latest digital technology (tapeless technology), where the producers and managers supported the investments for TV and Radio at that time. Mostly when nowadays the IP (Internet Protocol) era are the common ground of technological development and efficiency. 
· Under the revision and creation of the Business Process Reengineering (BPR) for reducing the cost of doing business and to support the agenda of decentralisation of the organisation and capitalising on the allocated resources, the BBC has created more problems than solutions in the long run. By trying to justify technology as workforce saving model, and mistakenly taking as an example from the telecom companies (“a call canter approach”) which is incorrectly applied to the broadcasting industry, it has been a complete failure and a highly cost implemented policy in the BBC. This usually happens when the corporation allows bureaucrats to manage technology affairs.
4.2.2.5 Ecological
· In this aspect, the BBC is getting a bit sluggish, as as a colleague of mine pointed me recently, “The BBC moves like an old dinosaur” (Laurence Murphy, Dec 2020), not just only in production but in implementing, adopting any new changes or challengers as can be a new Strategic management approach. And when they do, it’s already obsolete!
· Also, a global ecological strategic management initiative may be difficult to implement because of local government rules, including health and safety regulations and limitations.  
· Laws and energy consumption regulation can impact how the company does business. To overcome these obstacles well seeing attitudes and adjust the company's ideas to promote and pursue "green" strategies for preserving the environment and saving precious resources like the use of electric vehicles into the automotive department. This may cost the company in the short term but produce long-term gains in customer loyalty and satisfaction.






4.2.2.6 Legal
· The BBC as an organisation is self-regulated and “independent” of political or government influence, theoretically. Nonetheless, due to the deregulatory environment that appears around 19850ish by being on the scope of possible privatization, the BBC needed to adjust its internal environment, culture, and philosophy to meet the market shift, social trends, and fast turnaround of the actual times. Pyramid approaches are philosophies that are not working anymore! 
· It has speeded up the production and commissioning of assets and final products by allowing the telecoms and their latest technologies get into the broadcasting through mobile devices and wearables, being classified into the OTT (Over the Top) technologies and IPTV. 
· Now, creators, authors and performers get more as thanking the internet and all their tools like social media, the amount of content and commissioning productions has taken off thanks to the digital workflow in terms of cost and production speed times!






4.2.3 SWOT
SWOT stands for Strengths, Weaknesses, Opportunities and Threats provides a general idea of the company, analysing their resources and capabilities under a particular environment. This type of analysis can be useful as a simple base to create strategic plans and create the next action plan.

4.2.3.1 Strengths
· BBC has a Strong Distribution network with many outlets. It has a strong presence on social media as well.
· Strong Brand Portfolio It has a low-cost structure, which provides it with an advantage over the competition. It has a skilled labour force that is highly qualified, innovative, and diversified.
· Having strong free cash flows that provide resources in the hand of the company to expand into new projects. 


4.2.3.2 Weaknesses
· A high proportion of property in use by the BBC is on rent, and rental charges need to be paid.
· Low amounts of spending on research and development as compared to the competition.
· It has a high employee turnover rate, with low employee motivation and working morale.


4.2.3.3 Opportunities
· The Internet has the most users in a media platform nowadays, it’s a good opportunity for BBC to expand their presence online; by using the internet to interact with its customers for example on live chats and telepresence.
· Be present in Social Media in the main platforms like Facebook, Twitter and Instagram, have shown the big percentage of increases in a monthly number of users. Social media can be used to promote its products, interact with customers, and collect real-time feedback from them.
· Globalisation does not restrict BBC to its own country, as the English language is the second most spoken language worldwide, the BBC can extend its operations to other countries, as currently does with the creation of new foreign delegations like one of the latest in Nigeria with BBC World Service.

4.2.3.4 Threats
· Organization structure is only compatible with the present business model  ( On Air Areas, TV and Radio) limiting the expansion in upcoming areas of production and development.

· It has a very limited success outside the main business Radio and TV. The company has not been able to match the challenges present by the new technologies in the “non-on air” areas and has lost a quite decent market share in the IT / Internet niche market such streaming services, VoD and IPTV. 

· Financial planning is not done properly and efficiently, mostly because bureaucrats do not care enough about it, there are a big number of redundancy jobs and a big disregard for economizing expenditures. The actual asset and liquid asset ratios indicate that the company can use the cash more efficiently and wisely.


5 Conclusion
After being going through each one of the three analysis tools, we can deduce immediately that none of them is good enough by itself to get the big picture of such a large organization like the BBC.
Although, by combining all of them, as a joint effort, we can deduce and get a much comprehensive idea and a larger picture of the current situation of the company.
Therefore, the analyst should take in consideration that for such a larger organisation, will be more effective to break it down in more specialized areas or departments, where the hierarchy levels will decrease as much as deeper and more specialized the breakdown area is from its main branch.









6 Recommendations
To tackle effectively a comprehensive strategic management analysis for such a large organisation as the BBC it is, we must “divide to conquer”.
Breaking down to small areas or departments will make more accessible and detailed reports and the accuracy and usability of the study will increase significantly.

Also, the analyst should consider as a paramount approach a combination of analysis tools or even better to customize the analysing procedures to be able to understand and cover perfectly the intrinsic and different details of each are or department, keeping in main a big main constraint that is TIME, as if such analysis takes too much time to be created, it may be outdated by the time of its competition.

To speed up this process is recommended the use of Artificial Intelligence tools, that can deal with the most demanding task as it is the data gathering, compilation and comparison, where the machine learning tool could interpolate averages measurements and present the most significant information to the analyst in a fraction of time.

Jose Felix Sarmiento
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