Nichola Farr 1906931
Digital Entrepreneurship BMMB7002D




Digital Entrepreneurship
BMMB7002D



Assignment 1
Part B


Internal Analysis
New York Times Company
20th June 2021

Nichola Farr
1906931













Contents

Executive Summary	3
Introduction	3
Digital Disruption	4
Porter’s Value Chain	5
Virtual Value Chain	6
Stage 1 – Visibility	7
Stage 2 – Mirroring Capability	7
Stage 3 – New Customer Relationships	8
Conclusions	9
Recommendations	10
References	10
Appendices	12









[bookmark: _Toc58949708][bookmark: _Toc75038094]Executive Summary

This report provides an internal analysis of the New York Times Company, in light of digital disruption and its impact on traditional news media. Porter’s Value Chain Porter’s Value Chain and the Virtual Value Chain have been used to evaluate business activities within the organisation, and findings suggest that the Times is responding proactively to the changing media landscape by creating new value-added activities to maintain competitive advantage. Customer Experience is a key focus digital marketing strategy appears robust when mapped against the 6 C’s of Online Customer Motivation. Further decline of the printed press is likely, particularly following the Covid-19 pandemic, but the Times’s digital-first strategy should ensure that it is well-prepared for further disruption. Ongoing investment into R&D of new technologies will be crucial, supported by an agile and innovative workforce, and efforts to retain its new digital audience in the longer term should be a priority.


[bookmark: _Toc75038095]Introduction
The New York Times Company (NYSE: NYT) is a U.S. newspaper company started in 1851 in New York City, which has since grown to become one of the most recognisable newspapers in the world. It is a trusted brand, known for delivering high quality news and information, and regularly features as one of the top ten daily newspapers in America (Agility PR, 2021). Despite the high profile that the brand commands, print circulation figures have dropped to an all time low, and for the first time ever the company saw digital revenue outstrip print (New York Times Company, 2021). 
The Covid-19 pandemic has accelerated what was already a rapid advance in digital technologies, at a speed that has disrupted the traditional newspaper press. The profitability of the New York Times has been dependent on income generated through print sales and advertising, but a consumer shift to online news consumption (Forbes, 2020) has forced the Times, and others, to reconsider its business model. This report examines the internal environment of the New York Times, using Porter’s Value Chain, the Virtual Value Chain and the 6 C’s of Online Customer Motivation to analyse the company’s current position, before making recommendations for future strategic direction against a backdrop of digital disruption.
	

[bookmark: _Toc75038096]Digital Disruption
Academic definitions of digital disruption vary but can be described as the wider systemic effects of digital innovations (Skog et al, 2018). For the New York Times, a shift in consumer tastes from traditional to digital news has caused it to reconsider its business processes, and to develop new capabilities to adapt to the changing environment. The Times is harnessing these new capabilities though a digital transformation strategy that has been in development since 2014 (Mullin, 2017), requiring changes to many areas, from organisational culture to business processes and activities. To stay relevant and profitable, The Times must ensure that these activities provide value.

[bookmark: _Toc75038097]Porter’s Value Chain

Porter’s Value Chain (PVC) is based on the idea that the combined activities of a company create value for its customers (Porter, 1985), thereby determining its profitability, and ultimately its competitive advantage. Porter’s generic value chain, as detailed in Figure 1, can be used to assess the New York Times Company’s activities and performance to determine whether they add this value. 
[image: ]
Figure 1.
Porter’s Value Chain (Toolshero, 2021).

Primary and Supporting Activities for the Times can be found in Appendix 1 and are based on information detailed in the company’s annual report 2020, unless stated otherwise (New York Times Company, Ibid).

[bookmark: _Toc75038098]Virtual Value Chain

While Porter’s generic value chain helps identify how the Times’s activities create value in the physical world, Rayport & Sviokla (1995) assert that the processes for value creation in the virtual world are different, and as such need to be mapped against five information-based activities as part of the Virtual Value Chain (VCC) as shown in Figure 2.  These “information” processes, they argue, are adopted in three stages of: information visibility, mirroring capability and forging new customer relationships. Liu & Wu (2010) find that both the VVC and the PVC must be used in tandem, as extracting value from both will provide a holistic analysis that will glean more opportunities than treating them in isolation.
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Figure 2.
Virtual Value Chain (Toolshero, 2021)

[bookmark: _Toc75038099][bookmark: _Hlk67227887]Stage 1 – Visibility

The impact of Covid has hit most industries, including the paper industry, and the NYT should be mindful of the impact of this on the global paper supply chain, which may be forcing prices for raw materials up. Utilization of supplier relationship management software is an option, for data-driven insights into supplier health and performance. An integrated Information system with capabilities to reach across all aspects of the business, both with suppliers and within the company would allow for efficient monitoring of everything from sales to distribution, to online readership and more. The advent of the Internet of Things, analytics and AI are helping companies to make huge strides with value creation and making process efficiencies (Nagy et al, 2018). As technology develops, ongoing investment in Research & Development and new innovative tools will be required.


[bookmark: _Toc75038100]Stage 2 – Mirroring Capability

The Times has made significant headway into mirroring physical activities in the virtual space. Its digital transformation strategy leads the company in a digital-first approach to news publication. The New York Times newspaper, plus the international edition, have made their way onto a digital platform. Gloomy statistics on newspaper circulation and the decline in advertising revenue have forced the company to focus its efforts on the digital offer. The approach was to develop a collaborative workforce of cross-silo collaboration and new digital capabilities. Agile product experimentation (Tiersky, 2021) has resulted in the development of an app version of the much-loved Times crossword, and a selection of reader subscription packages.
 A leaked report from the New York Times (Mashable, 2014) identified some major challenges for the organisation in the face of digital disruption, and a series of bold moves were implemented to claw back their standing in the news media. Disruptive innovation (Clayton, 2015) in the form of new media has seen start-ups and big tech, like Buzzfeed and First Look Media entering a new market of digital news, and exploiting opportunities that traditional, incumbent news media companies had failed to recognise: an untapped, largely younger, audience of readers who like to consume their news on their laptops and smart devices. The Times’s Innovation Report (Mashable, Ibid) recognised its lack of foresight in this area, and promptly changed the course of its business strategy.  Part of the Times’s own innovation strategy has been to benchmark against incumbent competitors, and with traditional newspaper companies like the Wall Street Journal and The Guardian pushing ahead with digital best practice, the Times has followed suit. Bessant (2015) refers to the company’s approach as Business Model Innovation, to capture the process of changing their existing model to capture value.  

[bookmark: _Toc75038101]Stage 3 – New Customer Relationships

A smaller print circulation and increased online products has created added value by widening readership. Despite competition, the Times offers a unique Online Value Proposition (OVP) that plays to its strengths as a publisher of superior journalistic content. Chaffey & Smith (2017) detail 6 C’s of motivation for eCustomers that make an OVP successful, and the Times appears to be meeting these criteria.  With digital news available 24/7 and set to local preferences in terms of news feeds, the Times can tap into the convenience that digital services provide. A wide range of content is offered, that offers live briefings alongside written articles, and consumers can choose from a range of formats to access information. Subscription packages offer a range of low-cost options, including discounts for students and money off deals. Data analytics provided through the company’s Customer Relationship Management system allows for customisation of user content, which provides subscribers with the opportunity for personalised, curated content (Divakaran, 2021). 
This is a comprehensive customer experience offer, supported by engagement via social media platforms, but the Times will need to stay ahead of the game in order to retain this new audience. Their USP of high-quality news may not be enough to keep up with the speed of innovation in the digital marketplace, and the company will need to stay agile in order to adapt to a changing environment. A recommendation would be to ensure a focus on longevity of customer loyalty through co-creation initiatives with partners and use, for example, of the RACE framework for digital marketing (Smart Insights, 2021), to keep readers engaged via a multi-platform approach.
[bookmark: _Toc75038102]Conclusions

Taken together, the PVC and the VVC offer a well-rounded picture of the New York Times Company. The physical activities of the firm are efficient, and the company is adapting well to new technologies and changing consumer reading habits. It remains to be seen whether the printed newspaper will cease completely, but the Times’s digital transformation strategy should ensure that the business is sustainable and profitable as news media continues to evolve.

[bookmark: _Toc75038103]Recommendations

	Recommendation 1
	Ongoing investment in Research & Development for the innovation of new products and services for digital readership

	Recommendation 2
	Ongoing development of an agile and innovative workforce

	Recommendation 3
	Pursue opportunities for co-creation and partnerships, and further reader contribution, pursuing opportunities for further diversification of services

	Recommendation 4
	A multichannel approach to digital marketing strategy, to promote customer engagement and retention. 
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Appendix 1
Porter’s Value Chain Analysis
Primary Activities

	Inbound Logistics
	Newspapers are printed onsite, at a facility owned by the company, where production and distribution is undertaken. 26 distribution centres globally for the international edition of the newspaper Raw materials in the form of paper and ink are from regular suppliers in N. America and Europe, with one company supplying the majority. 

	Operations
	Operations include a number of players that that input to produce the printed newspaper. This includes the practical considerations of warehouse and printing processes, and also the creative output from journalists, editors, publishers, photographers, and various news agencies who contribute to content creation. A move to digital now requires the management of the website, a variety of apps, social media and various standalone products. 

	Outbound Logistics
	In-house manufacturing of printed newspapers provides a lean approach to distribution: on demand print runs and daily distribution negating the need for significant inventory management. A tight logistics network for the distribution of newspapers ensures that retailers receive the products at a certain time each morning. The NYT uses both third-party wholesalers and their own drivers.  

	Marketing & Sales
	The NYT relies on its trusted brand identity and high-quality journalism to sell newspapers and subscriptions. It’s “digital first” approach includes brand campaigns that promote honesty, integrity and transparency in the Times’s journalistic process. Investment has been directed towards the promotion of digital subscriptions and tailored content. Alongside this, the company invests substantial resources into advertising sales and content marketing.

	Services
	Top quality journalism has been the bedrock of the service that the NYT provides to readers in its daily newspapers. High circulation figures have made it appealing to advertisers wanting to make use of the newspaper’s far-reaching popularity. With the focus on digital content, the Times has moved to the diversification of services to cater to both online consumers and advertisers and have introduced a variety of options in order to meet changing demands. Opportunities for partnership initiatives and co-creation could help the company diversify further.



Supporting Activities
	Infrastructure
	Main operations are largely undertaken at the company’s building in New York City, where Finance, Marketing, HRM, R&D and the Newsroom are located. Satellite office locations in Europe are interconnected, and the business teams support a global team of journalists and distribution networks. 

	Human Resource Management
	The Times is a prestigious company to work for and attracts top talent. The organisation promotes diversity and inclusion and welcomes forward-thinking applicants in a variety of roles to help shape the future of the brand. Benefits are competitive (New York Times Company, 2021). The workforce is agile and adaptable. 

	Technology Development
	The Times has invested a significant amount into product development for its digital subscriptions, as part of its digital transformation, to support growth in digital subscription services. Other digital developments include the NTY app, the NYT games app, and investments in audio/video news, as well as augmented and virtual reality technologies. 

	Procurement
	The NYT works with global suppliers to procure the best deals on raw materials. Integrated information systems will help to make these processes efficient.
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