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[bookmark: _Toc74086422]Executive summary
This report evaluates Jordahl’s positioning and marketing amidst the digital disruption which does not stop short of the manufacturing industry. As a leading German company for construction products used to connect reinforced concrete elements, Jordahl has to hurry not to miss the boat heading for new digital shores – Industry 4.0 is also for the construction product industry the final port of destination.
Following the introduction (Section 1), the positioning of the company is studied according to Porter’s Value Chain model (Section 2). The interim conclusion made clear that the marketing plan of the company should be analysed which was carried out based on the SOSTAC concept (Section 3). After highlighting Jordahl’s fundamental strength and weakness, the conclusion was drawn that Jordahl is positioned in the middle of digitalising the processes (Section 4). Moreover, building information modelling (BIM) should be marketed and mass customised manufacturing (MCM) established – the combination of both would be innovative. The findings were boiled down to three key recommendations (Section 5), namely accelerating the digitalisation of all processes, entering a symbiosis with the customers employing BIM, and exploiting data to establish a profitable MCM, which could become Jordahl’s nucleus for Industry 4.0. The Appendix of the report provides the business canvas of Jordahl and definitions of BIM and MCM.
Digital disruption is a challenge Jordahl has to accept not to become a victim (Bradley and O’Toole, 2016). It cannot be denied that Jordahl’s digitalisation is partly lagging behind. As a fast follower with a recovered acuity, however, Jordahl can catch up with the spearhead and become a winner.
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[bookmark: _Toc74086423]Introduction
Jordahl is a medium-sized enterprise manufacturing and selling construction products for structural and non-structural connections (turnover 70,000,000 GBP, headquarter in Berlin). Most of the products are standardised, e.g. anchor channels and special reinforcements; other products are customised, e.g. façade brackets (Figure 1.1).
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[bookmark: _Ref73535446]Figure 1.1: Examples of Jordahl’s product portfolio

As shown in the presentation ‘Jordahl’s ecosystem amidst digital disruption‘, the world and work are rapidly becoming ever more digitally, calling for a response. While the presentation focused on the external environment of the company, this report analyses the internal setup of the company. Jordahl’s current positioning and marketing are studied based on Porter’s Value Chain model (Section 2) and the SOSTAC model (Section 3). Conclusions are drawn (Section 4) to formulate substantiated recommendations (Section 5) on how Jordahl can cope with the ongoing digital disruption. The appendix following the references shows the business model canvas provided in the presentation.
[bookmark: _Toc74086424]Positioning of the company: Porter’s Value Chain
Porter’s Value Chain framework (Porter, 1985) is a standard model to analyse how a company is organised to create value for the customer. The model is divided into primary activities required to process inputs (e.g. raw material) into outputs (i.e. products) and support activities necessary to keep the process going (Figure 2.1).
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[bookmark: _Ref58532182]Figure 2.1: Representation of Michael Porter's Value Chain (Singh, 2009)

[bookmark: _Toc74086425]Primary activities
Inbound logistics
The previously isolated warehouse system was implemented into Jordahl’s enterprise resource planning (ERP) system which was an important stepping stone for a holistic digital concept. In contrast, the high rack logistics require modernisation in terms of wirelessly communicated jobs, automated registration, and autonomous transportation.
Operations
Some of Jordahl’s products are standardised and manufactured automated, for example anchor channels. Other products, such as the façade brackets, are customised and the process to convey the data from the customer into Jordahl’s manufacturing process is not digitalised which is error-prone and unprofitable.

Outbound logistics
The shipping of Jordahl is professionally organised. For four years, the customers are offered tracking of their delivery; and the batch number tagging allows upstream tracing. No downstream tracing is possible, however, because the tags are not scanned before shipment. This should be introduced for better service and control.

Marketing and sales
Jordahl’s marketing started to use social media as a channel to communicate with customers. For better engagement, the implementation of data mining and the involvement of influencers should be the next steps. Jordahl’s sales, however, still rely on the acquisition by phone and face-to-face meetings. A webshop is urgently needed.

Service
Some of Jordahl’s products are fitted with QR codes that connect the customer with specifications and manuals. This should be extended to all Jordahl’s products for better support and engagement during design and installation. When new products are developed, possibilities to offer digital after-sales service should be a target.

[bookmark: _Toc74086426]Support activities
Infrastructure
Jordahl’s accounting, controlling, and quality management are fully integrated into the ERP system and thus operate according to the state of the art. Due to the COVID-19 pandemic, the general management fostered the use of intranet and webcons. What is missing yet is a document management system for digital archiving.

Technological development
In recent years, the engineering department defined, structured, digitised, and digitalised all works and processes. Moreover, the designs of products were simplified, parametrised, and stored in the ERP system. Yet building information modelling (BIM) must be extended to foster mass customised manufacturing (MCM).

Human resources management
In recent years Jordahl’s human resources management became more digital: Payslips are sent by email and recruiting is managed with an online platform. Job posting and application screening, however, are still carried out without any artificial intelligence. Moreover, an online learning platform for the employees is missing to date.
Procurement
The ERP system is also used to email requests for quotations to potential suppliers. Even nowadays, however, purchase requisitions have to be made quasi manually. Furthermore, Jordahl needs supply chain management that is also connected to online trading platforms for better bargaining power.

[bookmark: _Toc74086427]Interim conclusion
The analysis shows that Jordahl’s value chain still clings to the brick-and-mortar business. Because data is the new oil to fuel business (Humby, 2006), and because the purpose of business is to create and keep a customer (Drucker, 1954), the well of the data must be the customer. Therefore, Jordahl needs a marketing plan which purpose is to exploit the data at the customer which will be discussed in the following.

[bookmark: _Toc74086428]Marketing plan of the company: SOSTAC
SOSTAC is the acronym of a marketing model (Smith, 1998) comprising six steps (Figure 3.1). In recent years, the model became popular to focus on the implementation stages of digital marketing (Chaffey, 2021). In the following, the six steps of SOSTAC are used to reflect the previous analysis and to suggest how Jordahl can grow and become more digitally.
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[bookmark: _Ref74068798]Figure 3.1: Representation of SOSTAC (McKnight, 2019)

[bookmark: _Toc74086429]Situation
Jordahl’s internal situation has been pointed out above, revealing particularly the need to become more digital. The two most important findings of the analysis of Jordahl’s external situation (refer to the presentation ‘Jordahl’s ecosystem amidst digital disruption‘) were that Jordahl’s customers progressively want building information modelling (BIM) for better working and Jordahl’s competitors started to use mass customised manufacturing (MCM) for cost-saving production.

[bookmark: _Toc74086430]Objectives
Jordahl’s overall objective therefore should be to focus on digitalisation with the main aim to connect with the customers via BIM in order to get the data needed for feeding MCM. To this end, Jordahl must engage with the customers. Checking the 6C’s of online motivation (Chaffey, 2015) helps to evaluate and develop Jordahl’s Online Value Proposition (OVP), nowadays better generally termed Digital Value Proposition (DVP), based on six channels (Table 3.1).

[bookmark: _Ref72958843][image: ]
[bookmark: _Ref73736320]Table 3.1: 6C’s of online motivation

[bookmark: _Toc74086431]Strategy
The saying goes that marketing is everything (McKenna, 1991). Traditionally, the right ‘mix of ingredients’ was developed according to the 4P marketing mix (McCarthy, 1960) which was later expanded to the 7P marketing mix to better account for non‑physical products (Booms and Bitner, 1981). The analysis of the seven ingredients shows where Jordahl has room for improving the digital marketing mix (Table 3.2).

[bookmark: _GoBack][image: ]
[bookmark: _Ref73736418]Table 3.2: 7P’s of marketing

[bookmark: _Toc74086432]Tactics
The RACE framework became popular 10 years ago to support digital marketing (Chaffey, 2010) and may be used ‘to integrate all […] tactics into one plan’ (Mangles, 2021). An analysis reveals that Jordahl’s current tactics fulfil the first half of the RACE framework but fall short with the second half due to the lack of digitalisation.
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Table 3.3: RACE digital marketing 

[bookmark: _Toc74086433]Action
Several actions to be taken were addressed already above. The single most important action point is to develop and market BIM as a channel to the customer to get data for MCM. The combination of BIM and MCM would offer Jordahl a great potential to innovate which is imperative to survive (Tidd and Bessant, 2014).
[bookmark: _Toc74086434]Control
Nothing is permanent except change – this holds in particular for today’s fast-changing digital world. Therefore, regular re-evaluation of the SOSTAC concept is crucial to keep control and to correct if necessary. For monitoring, only meaningful, channel-specific key performance indicators (KPIs) should be employed (N.N., 2021).

[bookmark: _Toc74086435]Reflections on strengths and weaknesses
Jordahl’s strength stems from the long company history as one of the leading companies for structural and non-structural connections for reinforced concrete structures, making the company attractive and profitable in the past. However, the long company history is also a weakness because it makes Jordahl prone to core rigidities (Schilling, 2008), limiting the company’s ability to innovate as a response to digital disruption.

[bookmark: _Toc74086436]Conclusions
Though Jordahl as a manufacturer of physical products cannot be totally digitalised, primary activities and supporting activities could be considerably more digitalised as the value chain analysis showed. A higher degree of digitalisation would allow better communicating between the activities and synching of all activities without media breaks. Particularly the manufacturing would operate more profitable if data could be used to control automated processes. The optimal solution would be to get the data directly from the customer via building information modelling (BIM) to feed mass customised manufacturing (MCM). To this end, Jordahl has to engage customers. The analysis on the basis of the SOSTAC concept highlighted the potentials to move forward in this direction.

[bookmark: _Toc74086437]Recommendations
If compared with competitors, Jordahl’s progress of digitalisation appears to have fallen behind. This is hard to accept but typical for a former incumbent. Jordahl has to act immediately and decisively. The following three key recommendations are made:
· Step up efforts to digitalise all processes as much as possible.
· Build a direct ‘data line’ to the engaged customer via BIM.
· Use the data to implement MCM, the starting point for Industry 4.0.
If Jordahl succeeds in doing so, the door would be opened to e-business, creating ‘value innovation’ (Kim and Mauborgne, 1997) for the customer and thus a better standing for Jordahl to compete with competitors.
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Jordahl’s Business Canvas
[image: ]

Definition of Building Information Modelling (BIM)
Building information modelling (BIM) is a process supported by various technologies involving the generation and management of physical objects such as buildings including structural and non-structural components using digital representations, aka digital twins. BIM became a powerful tool for everyone involved in the construction business – for example prefabricating medium-sized companies (Yoo et al., 2019).

Definition of Mass Customised Manufacturing (MCM)
Mass customised manufacturing (MCM) is a made-to-order process that allows the production according to the designs of customers. Notwithstanding, the costs can be kept near mass production prices even for lot size one if the process is digitalised. MCM is a stepping stone also for medium-sized companies to start with Industry 4.0 (Torn and Vaneker, 2019).


	Channel
	This is already provided
	This is currently missing

	Content
	Recently re-arranged online content puts all Jordahl products in a context; Jordahl started to use social media
	BIM objects of all Jordahl products to offer customers added value and to hook them not yet provided

	Customisation
	The web page is available in German and English, depending on the entry point
	No personalisation of online content, let alone any analytics to allow 
hyper-personalisation

	Community
	Meeting the customers virtually in a ‚Digital Jordahl Building‘ is possible during the COVID-19 pandemic
	Jordahl cannot engage customers due to the lack of any forum, provided for example to support specifiers

	Convenience
	Web page was set up completely new last year with a state-of-the-art surface for a better user experience
	No technical advice on a 24/7 basis 
– neither in person nor with a chatbot – and search for documents provided

	Cost reduction
	First talks started about an online shop that will allow dynamic and online exclusive pricing
	Overhead costs are distributed evenly, ignoring that customised products are more elaborate to date

	Choice
	The selectively provided information on online and offline media is more and more synched
	Without inbound marketing: unawareness of the customer’s pains, inability to offer customer gains






	Ingredient
	This is already provided
	This is currently missing

	Product
	Some of Jordahl’s products, e.g. façade brackets, can be customised – a sales plus but very elaborative as the process is not automated at all
	Digital twins of steel components are in dire need for the ever more dominating BIM, the starting point for total a digitali-sation of the process culminating in MCM

	Price
	Material cost fluctuation is taken into account, however, work preparation costs for customised products are not monitored and billed, distorting prices
	Dynamic pricing should be introduced to respond to demand volatility, and true production costs for customised products  should be analysed to offer fair prices

	Place
	Jordahl’s business mostly depends on engineers designing Jordahl products out of habit which can be easily turned by powerful competitors 
	Placement in social media and employment of analytic tools allow the understanding and engagement of the customers

	Promotion
	COVID-19 was proclaimed to be the coffin nail of traditional fairs and online fairs were an epic failure – Jordahl has to look for alternatives
	The influx of Gen Y and Z into the customer base makes marketing with internet influencers and data mining possible

	Process
	Computer-controlled laser cutting machines are used for the production of façade brackets, however, programming is done ‘manually’
	Platform based data collection via BIM could be used for contracting, programming and controlling MCM, and ultimately Industry 4.0

	People
	Being situated in an attractive city, Jordahl managed to hire some digital natives with a ‘start-up mentality’ willing to move digitalisation forward
	The vast majority of employees urgently needs upskilling in computer knowledge and English language; an online learning platform would be a suitable tool

	Physical evidence
	In recent years, Jordahl made a brush-up of the facilities to generate a better image for customers and to become more attractive for talents
	In the digital age, ‘digital evidence’ is even more important to impress potential customers and talents; authenticity is key when reaching out via social media






	Stage
	This is already provided
	This is currently missing

	Reach
	Completely new Jordahl web pages show solutions to attract the attention of customers; social media posts direct customers to landing platforms
	Active inbound and outbound marketing to attract the attention of customers, influencers must be hired to drag customers to Jordahl’s social media

	Act
	Jordahl’s sister companies provide vlogs on social media to advise customers and to promote the benefits of products
	Jordahl has to provide valuable content, for example design and installation vlogs, and employ web and search analytics for SEM and SEO

	Convert
	Currently, the digital customer journey ends here
	Conversion is king – use automated marketing and retargeting for CRO, supported by contextual relevance and brand trust, to guide customers to shop

	Engage
	–
	Research the loyalty driver of customers and turn customers into referrals with social proof that becomes ever more important
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