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[bookmark: _Toc44941222]Executive Summary

This report analyses the internal organisation of the automotive publication Autocar. Its value creating activities have been assessed using both Porter’s Value Chain and a Value Network perspective. The core value generating activities are reported to be content generation and protection, and facilitation of exchanges between customers, advertisers and the actors on the content market (e.g. Automotive organisations). The report concludes with several recommendations to improve Autocar in response to the challenges presented by digital transformation:

1. Adopt a service-based strategy to facilitate co-creation of content and improve engagement between customers, advertisers and the actors on the content market.  

2. Further develop and fully adopt a digital ecosystem approach to content delivery.

3. Evaluate marketing strategy and ensure value proposition continues to meet market demand in light of digital disruption. 
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This report analyses the internal organisation of the automotive publication Autocar (Autocar, 2020). The internal organisation will be mapped against Porter’s Value Chain (Porter, 1985) to discover how value is created. The marketplace has and is continuing to undergo significant changes (Wilson, 2020), the ways in which Autocar are developing to combat these changes will be discussed and recommendations made where appropriate. 

Autocar is a long running automotive publication with printed and digital content. It is published primarily in the UK and Republic of Ireland but also has several international editions. Average total circulation per weekly print in 2019 was approximately 24,000 copies (ABC, 2019).

[bookmark: _Toc44941224]Value Chain Analysis

The activities that add value within Autocar have been mapped against Porter’s Value Chain framework (Figure 1).

[image: Porter's Value Chain Diagram]
[bookmark: _Ref44768200]Figure 1 - Porter's Value Chain (MindTools, 2019)

Support Activities
· Firm Infrastructure – The key factor in Autocar is to be an agile organisation that can adapt to changing market demands but also short-term actions. For example, when an important news story breaks the organisation must be able to react by sending the most suited team member and enabling fast content creation and conversion into consumer ready material.  
· Human Resource Management – The content creators within Autocar are at the core of their value proposition. HRM within the organisation must ensure the right talent is available and that new talent can be attracted when required. Many journalists, authors, illustrators and others operate as freelance. The balance between freelance and permanent staff must be a consideration to maintain the desired culture within the organisation. 
· Technology Development – As the market progresses further towards full e-commerce, the latest technology must be understood and applied to the way the business generates content, engages customers and positions itself. 
· Procurement – As a media business, procurement in Autocar includes obtaining rights to use pre-created content, agreeing contracts with advertisers, travel contracts and IT services.  

Primary Activities
· Inbound Logistics – The raw materials for Autocar include stories and information about the Automotive industry. They are the articles that will be processed and transformed into the product offering. 
· Operations – The operations for Autocar is the content creation for customers. 
· Outbound Logistics – Distribution to sales outlets for printed media and content aggregators for digital media are the outbound logistics. 
· Marketing and Sales – Marketing and sales effort is directed towards consumers, advertisers and distribution channels. 
· Service – There is no need to support Autocar’s customers with the exception of support to online offerings. 

The media industry is often regarded as a creative industry with several similarities to the service industry. The key value creating activities have often taken place before or in-parallel with the production of the physical product (Hafstrand, 2017). With digital content, distribution can happen at any stage after initial content creation and carry on through until final production release (pwc, 2013). The value chain cannot therefore be described as a sequential, linear process as in Porter’s Value Chain.  

Thompson (1967), classified organisations by their environments and technologies and proposed three categories of technologies: long-linked, mediating and intensive. Building on this work, Stabell & Fjeldstad (1998), developed three value configuration models: The value chain, value shop and the value network. 

Assessing Autocar’s organisation as a value network, that is, a mediating technology that delivers value by enabling direct and indirect exchanges between customers, the printed magazine itself is not the value creator – it is the mediating technology. It can therefore be proposed that value is created through the organisation and facilitation of exchange between  readers, advertisers and the different actors on the content market (Hafstrand, 2017). 

Figure 2 shows that advertisers want to connect with readers, but also that readers often want to be connected with advertisers (particularly in specialist areas). The true is same for the other actors on the content market (automotive OEMs, artists, organisations, companies, etc…) that need to connect with readers to share their content. 

Autocar 
(Mediating Technology)
Desired Relationship
Actual Relationship
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Analysing the value network, it can be argued that content generation itself is not a sustainable competitive advantage as it can be traded and imitated (Barney, 1991), but the ability of the organisation to organise and manage the network is (Hafstrand, 2017). Consequentially, the core value creating activities should be focused around expanding the scope and strength of this network.  

[bookmark: _Toc44941225]Digital Transformation

Developments in technology and shifting consumer mind-sets require incumbent organisations to adjust how strategy is implemented and re-assess value creation within their business (Deloitte, 2016). An increased amount of options for media consumption has created differing consumer needs and use habits and is leading to a dispersing customer base (Napoli, 2011). 

Taking a value chain approach, the production and ownership through copyright of content is a core competence of Autocar. An appropriate strategy would therefore be to deploy this competency in other technologies, such as the internet. Using a value network approach, competitive advantage is gained through managing the network. Consequently, the internet could be viewed as more than a new channel, but as a way to enable interactive communication between consumers and the rest of the network. 

Viljakainen and Toivonen (2014) also report that it is important for businesses to view customers as members of their networks instead of isolated entities. The recommendation is to create platforms that encourage customers and partners to form communities which provide a context to engage and shape their own experiences. This co-creation of value is a key part of an emerging trend towards servitisation in the media industry (Viljakainen & Toivonen, 2014). 

[bookmark: _Toc44941226]Conclusion & Recommendations

The analysis of the Autocar organisation has shown that the core value creating activities are the production and ownership of content and the management of the interaction between consumers, advertisers and the rest of the content market. 

There is a growing trend in the media industry to adopt service-based strategies to remain competitive (Viljakainen & Toivonen, 2014). It is recommended that Autocar re-assess their market segmentation, targeting and positioning with a value network mindset. To leverage the change in consumer mind-set and enhance their position as a mediator, Autocar should build strategic networks with organisations and look for opportunities for horizontal integration with businesses such as content aggregators. The global nature of these networks increases the potential exposure of content and the brand. 
Technology advancements have impacted both the internal and external environment of Autocar. The business needs to understand how their target market want to use their produced content and what information the networked organisations want to share. Multiple formats need to be considered to cater for a diversification of media consumption habits. The digital nature of these allows for data collection and mapping of consumers habits. Metadata of content can enable the right type of content to be delivered in the right way at the right time (pwc, 2013). This full adoption of a digital ecosystem generates opportunities for Autocar, advertisers and the wider network.

Although Autocar has recorded sales increases over recent years and has already adopted digital by offering online and video channels (Haymarket, 2019), the online traffic analysis shows it lags behind its competition (SimilarWeb, 2020). Specifically, only 2.33% of website traffic is referred from social media, compared to 20.5% of competitor TopGear.co.uk – signifying increased focus is required in this region on online marketing. Autocar should ensure their value proposition continues to meet their markets need. 
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