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1: Executive Summary 

 The organisation has clear strengths and weaknesses. With the company in some respects operating as an intermediary, the report writer would say this is a key weakness, as the organisation’s future will not always be controllable with the heavy reliance on others. This volatility is not uncommon, especially with the rise of e-commerce, and this company clearly reflects that. At the moment the report writer would also note that the organisation’s key strength, and possibly its unique selling point, is that the authors of the books are part of the e-learning process; however, this is certainly something that could change quite quickly within the market. Furthermore, there are certainly opportunities for the organisation to diversify its customer base, but it needs to be aware of the threat of disintermediation. 



























2: Introduction 
This report will carry out a systematic analysis of the company MentorBox by focusing on both its internal capabilities and the micro-environment in which it currently operates. The analysis will be focused towards how digital disruption creates opportunities within the industry due to the development of digital media technologies.

Within the digital media industry, different sectors can certainly be defined and MentorBox could absolutely be argued to be operating in the e-learning sector (a service), but it also has the ability to sell products through e-commerce. The organisation is certainly not the only company within its complex market place, but it does currently possess a unique selling point. 




























3: Research and Analysis 
The research and analysis in this section has been split into three sub-sections: ‘Internal Capabilities and Resources’ (3.1), ‘The Micro-environment’ (3.2) and ‘A SWOT Analysis’ (3.3). In order for a complete systematic analysis to be carried out of MentorBox, the company, micro-environment and macro-environment have all been analysed. In this report, both the company (in the ‘Internal Capabilities and Resources’ section) and the micro-environment have been analysed; however, the macro-environment has been analysed by Williams (2020) in the accompanying PowerPoint. Please see Figure 1 below (Fahy and Jobber, 2019, Pg. 32) for a representation of the contributing factors. 
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3.1: Internal Capabilities and Resources 
It is essential to analyse the internal capabilities and resources, as to an organisation they can ‘contribute to its long-term survival and potentially to competitive advantage’ (Johnson et al., 2017). In regards to defining the terms of ‘capabilities’ and ‘resources’, ‘organisational capabilities are the skills, routines, management and leadership’ (Lynch, 2018) that can be found within an organisation. Whereas the ‘resources’ could be sub-sectioned into both tangible and intangible: tangible resources being the ‘the physical resources of the organisation that contribute to its value added’ (Lynch, 2018) and intangible resources being those ‘that have no physical presence but real benefit to the organisation’ (Lynch, 2018). The above definitions will be adhered to when the terms are used during this report. 






[image: ]
[image: ]

Firstly, it would be useful to consider the e-commerce transactions of the business, as this will first help analyse how the organisation uses opportunities for both buy-side and sell-side e-commerce transactions. Secondly, it will assist the analysis, as it will help compartmentalise how the organisation trades and how the differing e-commerce transactions impact upon the value chain (Porter, 1985).   Figure 2 above, as set out by Chaffey and Ellis-Chadwick (2016, Pg. 21), shows the different types of e-commerce transactions. In terms of MentorBox, it could be suggested that the organisation has different e-commerce transactions such as business-to-consumer (B2C), business-to-business (B2B) and potentially consumer-to-business (C2B). Before the report looks in more detail at these, it is also important to make the distinction between buy-side and sell-side e-commerce, so the reader is clear about the categorisation shown in table 1 below.  
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Figure 3 (Chaffey and Ellis-Chadwick, 2016, Pg. 23) above shows the distinctions between both sides of e-Commerce in graphic form; however, they could also be defined in written form. ‘Buy-side’ being the ‘e-commerce transactions between a purchasing organisation and its suppliers’ (Chaffey et al., 2019) and ‘Sell-side being the ‘e-commerce transactions between a supplier organisation and its customers’ (Chaffey et al., 2019). It is worth the reader noting that the writer of this report has chosen to categorise the authors of the books as consumers, as Chaffey et al. (2019) note that consumer-to-business (C2B) is when ‘consumers approach the business with an offer’ (selling their books); however, some might deem this as a business-to-business transaction if you consider the factor of a ‘commercial transaction between an organisation and other organisations’ (Chaffey et al., 2019) – essentially the marketing of an author’s books if they were to be considered a business. 

Table 1 below summarises how the organisation has multiple types of e-commerce transactions and how they could be split into three different categories: the consumer buying a service, consumer (authors) advertising to a digital audience and the online market ecosystem. The online market ecosystem describes the customer journeys or flow of online visitors between search engines, media sites and other intermediaries’ (Chaffey et al., 2019); some companies are using this to generate revenue. Table 1 then outlines the complexity of e-commerce transactions, as the organisation is working as supplier, customer and an intermediary. 

As stated above, the organisation sits predominately in the sector of e-learning offering a service; however, it also sells some physical products as part of its learning packages. As with most businesses though, it would be extremely difficult to compete with a company such as Amazon and its infrastructure; however, due to the embedding of product links in MentorBox’s website to Amazon, it is presumed that the organisation is using the ‘Amazon Associates Program’ and the online market ecosystem to further increase revenue, as it is a way of ‘website owners monetising their traffic’ (Amazon) . This would be a clear example of the online market ecosystem and MentorBox using APIs (application program interface) for profitability purposes. Also, it is an example of how companies ‘need to not just think what they can get for themselves from technology, but how they can enable others’ (O’Reilly, cited in Stone, 2013, Pg. 262). 

[image: ]
[image: ]


Now that the report has analysed the e-commerce transactions, which will help compartmentalise how the organisation trades, it would next be useful to analyse the internal capabilities and resources as part of the company’s value chain management. Analysing the value chain within this organisation will be important to this report, as it helps form an understanding of which activities carried out by an organisation create value and possibly which do not; subsequently, this is a way of understanding if there is any potential competitive advantage currently being achieved (Johnson et al., 2017). Michael Porter’s value chain (Porter, ?), see Figure 4 (a) below (Chaffey, 2015, Pg. 267) , is one of the most known frameworks within the industry and McKiernan (1997) noted that it is ‘one of the most useful tools for internal resource analysis’; however, with the rise of e-commerce, critics believe that the market place, with the continuing development of e-commerce, now interacts differently with organisations, as businesses now compete in ‘two worlds: a physical world of resources that managers can see and touch and a virtual world made of information’ (Rayport and Sviokla, 1995). As a result of this, it is worth the reader understanding the limitations and how the report seeks to mitigate this. 
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The report will therefore seek to partly use an alternative model initially set out by Denise et. al (2000), see Figure 4 (b) and adapted by Chaffey (2015), as it helps alleviate limitations that could be considered when critiquing the original value chain (Porter, ): ‘supporting activities offer far more than just support’ (Chaffey et al., 2019); it supports Rayport and Sviokla’s (1995,1996) idea that value can be created by using internet through their five activities: gathering, organising, selecting, synthesising and the distribution of information; the original value chain (Porter, ) could be considered ‘most applicable to the physical products as opposed to providing services’ (Chaffey et al., 2019) – e-learning could be categorised partly as a service and therefore a different model would be more applicable; and it supports the ‘importance of understanding customer needs’. 
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Table 2 above summarises the report writer’s analysis of the strengths and weaknesses within the organisation’s value chain. Firstly, it could be noted that due to the organisation’s supposed lean financial investment in procurement and product development, the company has the ability to maximise profitability due to lower running costs. Also, it can take risks on new products (books as e-learning materials) if costing risks within its supply chain are appropriately managed. However, the company’s inability to produce its own products (books) and its reliance on authors also places the organisation at considerable risk due to its reliance on others (wider partners) as an intermediary in most cases. 
3.2: The Micro-environment 
After analysing the organisation’s internal capabilities and resources, the report will now analyse the micro-environment in which the company currently operates in. Figure 5 below (Chaffey and Ellis-Chadwick, 2016, Pg. 60) is a graphic representation that shows how the micro-environment is an interaction between suppliers, competitors, intermediaries and customers. These interactions, desired or not, must be analysed by an organisation, and therefore this report, in order to gain knowledge of competitive advantage.
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Michael Porter’s (1980) Five Forces Framework is a renowned framework for analysing the micro-environment and the report will use an adaptation of this by Chaffey et al. (2019), as it places more of an ‘emphasis on the competitive threats applied to digital business’ (Chaffey et al., 2019). Despite this, it is worth the reader noting that the basic principles of the framework could be critiqued: it could be seen as ‘static’ (Lynch, 2018), but as Schilling (2017) points out its original use was to assess an industries attractiveness; it could be said that it largely ignores the human resource aspect of strategy – culture, management, connectiveness of people (Lynch, 2018); and the five forces, which will change slightly for the adapted version being in this report, equally apply to all firms in an industry – ‘the strength of the forces may differ from business to business’ (Stonehouse and Snowdon, 2007). Therefore, these considerations will be taken into account by the report writer when using Chaffey et al. (2019) adapted framework (see Figure 6 below). 
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Table 3 below is a summarisation of the ‘competitive threats’ based upon Chaffey et al.’s (2019) adapted framework (Figure 6 above) from Porter’s (1980) Five Forces Framework. In terms of the competitive threats in the micro-environment, the report writer has concluded two major themes. Firstly, that the threat of new digital products would most likely need to be coupled with the threat of a new business model, as new mediums of communication would probably change how the customer interacts with the service as a whole. This would be unlikely in the report writer’s viewpoint, as it asks significantly more of the author’s and/or the staff at the company to deliver a service like this. Secondly, there is quite a significant chance of new entrants into the market due to product fulfilment that could easily occur; however, MentorBox currently could be said to have a differential advantage of its rivals, as it uses the authors of the books as part of the learning process; this could be copied by competitors, but could also be partly mitigated if the company has ‘sizeable and successful customer base’ (Dibb et al., 2019). 
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Table 4 below summarises the sell-side and buy-side threats potentially faced by the organisation and also is based upon Chaffey’s (2019) adapted framework. Firstly, the buy-side threats could mostly be attributed to the MentorBox’s ability to manage its supply chain in terms of cost. The threats within this section could easily fluctuate with the company’s possible inability to secure exclusivity with authors and/or the changing price of marketing. Secondly, there are two significant factors which could impact the sell side threats: commoditisation and disintermediation. Commoditisation could be a threat, if/when competition further infiltrates the market; however, this could lessen with the organisation working hard to maintain its differential advantage. Disintermediation, with Amazon being a part of the value network of the organisation, is also a possibility, but would depend on profitability. Galloway (2017) notes how Amazon uses third parties to generate data and income and uses it to decide if/when to enter the market; this can happen with venders’ products being sold on its platform, but it would not be inconceivable for it to use Audible to replicate a similar service. It is also worth noting that if Amazon was to be considered a competitor in the micro-environment, this would illustrate Stonehouse and Snowdon’s (2007) point of imbalance between forces. 
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3.3: A SWOT Analysis 
To conclude the analysis of the company and the organisation’s micro-environment, a SWOT analysis has been used to summarise. The reader must note that there are critics of the SWOT analysis, but as it is not being used to develop strategy, the report has concluded that it is an effective way of synthesising the data gathered in sections 3.1 and 3.2. Table 5. below outlines the SWOT analysis.  
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4: Conclusions 

As noted in Table 5, the organisation has clear strengths and weaknesses. With the company in some respects operating as an intermediary, the report writer would say this is a key weakness, as the organisation’s future will not always be controllable with the heavy reliance on others. This volatility is not uncommon, especially with the rise of e-commerce, and this company clearly reflects that. At the moment the report writer would also note that the organisation’s key strength, and possibly its unique selling point, is that the authors of the books are part of the e-learning process; however, this is certainly something that could change quite quickly within the market. Furthermore, there are certainly opportunities for the organisation to diversify its customer base, but it needs to be aware of the threat of disintermediation. 
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Figure 3. The Distinctions Between Sell-side and Buy-side e-Commerce
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Table 1. Types of e-Commerce Transactions by MentorBox
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Figure 4. Two Alternative Models of the Value Chain
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Table 2. Strengths and Weaknesses of the Value Chain
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Figure 5. The Marketing Environment
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Figure 6. Competitive Threats Acting on the Digital Business
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Table 3. Competitive Threats
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Table 4. Sell-side and Buy-side Threats
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Table 5. SWOT Analysis
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Figure 1. The Marketing Environment
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Figure 2. Business or Consumer Models of e-Commerce Transactions




