
COMMUNICATION 2000 - VISIONS AND STRATEGIES 

Michae l Hancock* 

Keywords: Printing, Publ i shing, Communi cation, 
Marketplace, Strategies. 

Abstract: A study has been carried out to 
provide perspectives on likely changes in the 
communications market in which the printer and 
publisher must pursue thei r business in the next 
millennium. It offers: 

• description of the place of printing and 
publishing in the communication media industries 

• visions of how printing and publ ishing may be 
pos i tioned with regard to future global 
development 

• a framework of the best available judgment on 
the key factors essential for consideration when 
creating a company strategy 

• a set of analytical tools to aid companies in 
developing strategies for positioning themselves 
in the communications market. 

1 Key findings 

• Publishing and printing will remain significant 
players in the communications market . 

• The leading role of print i ng as a publishing 
medium i s being challenged for the first time in 
500 years. 

• Publishers may now choose from a variety of 
media for product distribution, making them 
less dependent on print, but requiring them to 
forge new relationships. 

• Printers must become multimedia resource 
suppliers and focus their skills on digital 
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information processing, automation, 
manufacturing technology and distribution 
logistics, serving new customers and existing 
customers in new ways. 

• Small, medi um and large printers all have a role 
to play but their attributes will be different -
each must identify that role to focus on meeting 
respective client community needs. 

• The cost of distributing information will become 
increasingly important; information distribution 
management should be seen as an opportunity by 
printing companies, whether that distribution is 
in physical f ormat or through electronic 
networks. 

• For publishers the issues will be cost 
reduction, waste reduction, environmental 
management and the development of markets for 
new media. 

• The protection of intellectual property rights 
and deregulation of cross media ownershi p will 
be essential to the deve l opment of European 
publishing in a world market. 

• There will be continuing growth opportunities in 
the communications market for printers and 
publishers; success will depend on leadership 
and the quality of management but particularly 
the ability to manage innovation. 

2 ~t~d 

The study methodology has consisted of desk 
research covering worldwide literature, interviews 
and focus groups held in countries of Europe. In 
addition, the experience of Pira International has 
been brought to bear on the issues, and links have 
been exploited with European and international 
organisations such as the European Publishers 
Council, the Commission of the European 
Communities and the International Electronic 
Publishing Research Centre. Thereafter Pira 
International has set out to adapt current best 
practice in forecasting techniques to the 
particular needs of the publ ishing and printing 
sectors in the context of the overall 
communications business. One part of this adaptive 
process has been to develop scenarios from the 
material gathered and analysed. 
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3 Mapping the market 

The communication market is the market for al l 
forms of commun i cation associated with the 
transfer of value. It encompasses the medi a 
markets (cinema , broadcast radio and televis i on , 
cable radio and television, publishing, audio, 
audio- visual ) and other f orms of communication 
where value is exchanged (pri nting of many k i nds, 
telecommunications services, etc) . At present the 
communi cations market appears to be a set of 
islands each described in discrete terms, wi th t he 
result t hat compar ison ac r oss media is difficult. 
To overcome these probl ems, a common 
class if icat i on is needed which can be applied 
across all media sectors and communi cat ions types. 
Communi cation can be defined in functional terms, 
according to the purpose of the communication . 
Consequently, the following types of communi cation 
are identified : 

• transaction 
• promotion 
• information 
• education 
• entertai nment . 

4 Changing customer-supplier relationships : from 
chain to network 

Communication products and services are put 
together by a variety o f or ganisations , buying 
inputs, adding value and sel l ing them on to the 
next organisation; these activities are fequent l y 
described as value chains. But in a r apidl y 
evolving envi ronment in which roles and 
relationships among a changing cons t el l at i on of 
actors - suppliers, bus i ness partners, customers -
are being defined and redef i ned , linear value 
chains have l imi ted strategi c value . Instead a 
looser and more dynamic notion of customer­
suppl ier relat i onships as a network or a web 
becomes a better too l for analys i s and s t rategic 
development . The whole business is dri ven by the 
fina l purchasers, who configure t he demand which 
provides revenue to drive the whole va l ue addi ng 
network. 
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5 Movement towards a communication market? 

Each industry sector in the communications 
market has its own way of categorising final 
demand but, to achieve comparison across the 
communication market, the most useful 
categorisation is a simple one: namely into 
consumer and business demand. Analysis based on 
this approach reveals aspects of a common 
communication market emerging: 

• evidence of medi a substitution 
• indications of parallel production across media 
• evidence of pan-European production 
• cross-media investment by companies. 

Media substitution is most notable in financial 
information, transactional documentation, 
technical documentation, microfiched information 
and in leisure products such as games . 

Parallel production involves the exploitation of 
a title, a programme or another kind of 
intellectual property (e.g. Tintin or Asterix) 
across of range of media. It covers a spectrum of 
products, from those in which shared content is 
minimal and function is complementary, to those in 
which content is stored in a presentation- neutral 
form and presented on multiple media. Parallel 
production may be used as a strategy by publishers 
as a means of gaining entry into other media, or 
preventing other players closing off new media 
markets to the publisher. Parallel production is a 
logical extension of the value network concept for 
the publisher. It depends on the development of 
markets that can be supplied by multiple media 
strategies . . . and in some sectors this is 
occurring. It poses a challenge to the printer to 
retain market share of products on paper and to 
develop the resources to win new markets in 
digital media . 

Cross-media investment is expanding as the major 
publishers and electronic information providers 
develop their holdings across a range of media and 
develop channels to distribute a growing range of 
content. These companies are also developing 
strategies to exploit the global market space, 
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ranging from production in low- cost countries to 
local distribut i on from mu l t i p l e simultaneous 
pr i nting sites. 

6 Convergence and competition 

There has been much debate on the drivers of 
change i n publ ishing . Gl obal competition in the 
supply of publisher s' information p r oducts will 
mean that the winners in this race are those 
organisations whi ch can o f fer high qual i ty matched 
to t he customer's need at a competitive price. The 
emerging communi cations market in whi ch publ i shers 
operate will be dominated by digital technology. 
Such a communi cations market will be i n f luenced by 
three technological drivers: convergence, digital 
compression and market ext ension of consumer 
electroni cs and computer compani es . 

Digitisation o f informat ion establishes a common 
l anguage between communications and comput i ng and 
increases consumer access . The most striking 
change, when considering the functional 
performance of p r int, is that the dominant role of 
print is being challenged. For 500 years print was 
the prime pub l ishing medium, but this position is 
being eroded . Print now co-exists in a multimedia 
world and printers, consumers and advertisers have 
a wide choice as to the medium they p r efer . 
Two other impor tant drivers wil l i mpinge on the 
publ isher and printer of the future. These are the 
provision of ski l ls , and management response to 
envi ronmental pressure from consumers and 
legislat i on . 

7 Human resources 

The changing national and global marketplace, 
together with the introduction of d i gital media , 
place demands on management imagination and 
vision, and they a r e trends whi c h are coupled with 
technological capabi l ity and the provision of 
ski l l s. The comprehensive combination of skills 
needed f or t he future is unlikely to be found in 
individuals . Hence, a team- based approach to 
product development will be necessary, 
particularly in publishing. 
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There is a need to have an understanding in 
universities of the skills required by the 
publishing and printing sectors. These are not 
only an extension of vocational skills as 
currently practised; formulation of new syllabi is 
needed. A new brand of techno-commercialism with 
enthusiasm for new ideas is required. There are 
opportunities to deal with this issue through 
centres of excellence working as a network. 

Lack of suitably skilled manpower is likely to 
become a serious problem for the printing sector. 
Although the volume of graduate personnel is 
increasing in most developed countries, this is 
countered in printing by the fragmentation of 
skills and attributes needed in the new business 
environment. Industry- dedicated vocational 
training fails to keep pace with such needs . In 
the medium-to-large enterprise, diverse business, 
marketing and technical skills are needed. The 
problem is to attract the large numbers of high 
calibre graduate personnel required when printing 
is associated with an old and diminishing sector. 

A new approach is required to recruit suitably 
qualified graduates in primary disciplines with 
inherent flexibility. This needs to be coupled 
with development programmes which do not restrict 
the young graduate to sectoral limitations. Such a 
policy requires a vision of the future role of 
printing in the communications market which has 
been lacking in printing management over the past 
ten years when technological advance has been 
increasing in momentum. 

8 Legislation 

During the remainder of the 1990s consumer 
pressure wil l continue to demand more 
environmental legislation. National governments 
and the EU are likely to respond positively to 
this pressure, thus increasing the burden on 
manufacturing industry. 

So far the environmental legislation related to 
informational printing and publishing has not been 
harsh . However, published products produced by 
printers do constitute an element of post-consumer 
waste. Thus, it is inevitable that publ ishers and 
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printers will ultimately be exposed to legislation 
related to waste management . 

It i s essent i al for the publi shing and printing 
communities to adopt a proactive approach to the 
assessment of environmental management, including 
total waste management in their supply streams . 
Life cycle analysis (LCA) and l i fe cycle 
assessment are the only ways in which publ i shers 
and printers can demonstrate objectively the 
harmonisat i on of their activities with optimum 
environmental p r act i ces . In order to avoid the 
difficul ties that have faced the packaging 
industry in respondi ng to a fait accomplis, 
printers and publishers must prepare their 
strategy now . Participation in the development a nd 
application of LCA methodologies should be a 
primary task for all chief execut i ves i n the 
printing and publ ishing sectors . 

9 Capitalising on the strengths of print 

The funct i onal analysis in this study of the 
communications market makes it possible to 
identify how well exist i ng p r int products sat i sfy 
their intended purposes . In addit i on, it assists 
wi th ident i fication for product i mprovement to 
satisfy better the mar ket requirement for, and 
identification of, competing products. 

The analysis also identif i es areas of 
significant negat i ve and positive c hange and other 
areas wi th minimal impact on print products . The 
implications of these findings are prof ound for 
pr i nt i ng companies and those organisations whi ch 
represent the printing sector. To maintain market 
shar e printers must market print as a compet i tive 
medium in a multimedia marketplace. The printer's 
position in the market for communications is being 
eroded. By contrast, func t ional a na l ysis reveals 
areas o f opportunity into which t he printer may 
diversify if in possess i on of appropriate 
management and production skil l s . This represents 
one of the most significant findings of the study 
and presents the g r eatest challenge to those who 
gain the i r l ivelihood from p r int i ng . However , this 
finding must be kept i n context. Pr i nt is, and 
will remain, a major communicat ions medium. 

741 



10 Trends and chal lenges 

Global trends will bear upon printing, causing 
some traditional print products to lose their 
leading role . These trends include: 

• the high potential growth for electronic 
publishing products 

• diversification of us film and video industry 
into Europe 

• the growing role and significance of telecoms 
diversification of distribution channels 

• shorter runs 
• globalisation of pre-press 
• the influence of corporate publishing. 

The principal challenges in responding to these 
trends· will be: 

• the challenge of identifying or creating markets 
• the uncerta i nty of publishers over their future 

role in a multimedia marketplace 
• difficulty i n conceptualising new information 

products 
• unwillingness to experiment wi th new media 

prototyping 
• the lack of manufacturing expertise in 

management in print companies 
• the low profitability of print companies . 

One example of global technology impact on the 
printing industry is that of telecommunications 
and cable networks. The increase in bandwidth and 
the increasing connectivity o f local area and 
international networks will open up a whole range 
of new products possibilities and customer­
supplier relationships for new and existing 
players in the communications market . Whether that 
effect is to enhance or to diminish print will 
depend on the vision and management skills 
marketing and technological - of those who lead the 
printing sector . 
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11 Scenarios 

Three scenarios are developed : 

• a communication rich scenario 
• a green scenario 
• a continuation of current trends scenario 

The first two take contemporary social and 
economic trends and explore the impact that they 
would have upon communications if they became 
dominant; the third explores the consequences of 
the current paradigm remaining dominant . 

The communication rich scenario is one 
characterised by a shared vision of Europe making 
its place in the world economy by progressively 
transforming itself into an 
information/communications society. Apar t from 
some systemat i c governmental coordination to 
ensure a common infrastructure and educational 
agenda, the strategy is one of deregulation in 
which concentration of ownership and 
internationalisation are acceptable consequences. 

The green scenario , by contrast, elaborates some 
of the implications of a social ethic in which 
environmental concerns are strong and are 
expressed in consumer values, supported by 
restrictive legislation concerning transportation, 
energy use and pollution. The essential role that 
telecommunications play in achieving this vision 
ensures that it is not anti - technology . 

The scenario which envisages the continuation of 
current trends shares much in common with the 
communication rich scenario in that deregulation, 
concentration and internationalisation continue, 
albeit rather more hesitantly. The major 
difference is i n the lack of social vision which 
drives development in the communication rich 
scenario. 

There are a variety of specific implications for 
printed products and some conclusions which will 
hold under all scenarios. 
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These are: 

• telecommunications will play a key role 
• more options will be available for publishers 
• print products will face increasing competition 

in general, although implications f or the 
printer will vary from product to product 

• there will be a growth in new players 
participating in product value matrices. 

12 General strategies 

General strategies have been identified that 
apply to printers and publishers - and to any 
organisations facing rapid change. These include 
the need for: 

• getting the process of change and the management 
of change embedded into company culture 

• examining products in the context of the 
complete product/service offering provided to 
final consumers and developing strategies along 
with suppliers, business partners, contractors 
and customers of adding value to that offering 
for all parties 

• managing the strategic planning process so that 
it too is a development activity, located in 
relation to alternative company scenarios, 
revised and reassessed as the operating 
environment shifts. 

1 3 Publisher strateg i e s 

Publishers have many opportunities in the future 
communications market. Their main constraint will 
be the lack of staff with the creative flair to 
make the most of exploiting the technology-related 
aspects of their business opportunities . 

Issues for publishers to focus upon include : 

• improving the efficiency of present production 
processes 

• managing intellectual property 
• managing the politics o f cross medi a ownership 
• tailoring products to customer requirements 
• participating in new media market making 
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• matching production volumes to market demand 
• developing environmental management policies 
• responding to the opportunities provided by 

digital media. 

14 Printer strategies 

Many printers are being squeezed by intense 
competition, shorter runs and a decline in overall 
volume. Larger European printers are experiencing 
global competition in their markets, offeri ng high 
quality and low unit costs . Smaller print ers are 
affected by technology which enables clien t 
communities to bypass their needs for a printer's 
services. As a generalisation, printers need to 
become more efficient in manufacturing and to 
establish themselves as multi-product resourcing 
businesses with high customer service capabilities 
and full use of automation resulting in low unit 
costs. 

15 Smal l printers 

Small printers should continue to focus on the 
local market. They will need to place emphasis on 
service and design and perceive their business 
operation as a local network. They will need to 
cope with diversity of client demand and they will 
need to ensure visibility of their service in the 
local business marketplace. Technology is becoming 
both cheaper and easier for the small printer to 
use. An aspect of this will be the growth of 
f ranchised technology packages which will help the 
small printer to remain competitive in terms of 
p r ice and technology. 

16 Medium s ized printers 

The medium sized printer will need to focus on 
his national market and to achieve specialisation 
based on niche products. One area of particular 
specialisation f rom which they will be able to 
derive advantage is that of finishing and 
distribution technology. The medium sized printer 
must bring to the client specialisation which 
achieves differentiation in that marketplace. One 
area of particular opportunity will be that of 
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faci l ities management for the communications 
function. 

17 Large printers 

The large printer must recognise the need to be 
a p l ayer in the global market . They will need to 
regard print as a commodity to be traded. Thi s 
will require high levels of automation to achieve 
low unit costs, and sophisticated international 
communications facilitation . Technology will be a 
major driver for these companies and will require 
enhanced innovation management capability. 

18 Technology alliance s 

The concept of technology alliances will become 
an important part of lar ge printing companies' 
strategy. These alliances will need to be built on 
the basis of equality and thus will demand high 
levels of competence in printing company 
management. In some cases these alliances will 
take the form of partnership between the large 
printer and major customers. Understanding the 
concept of mutual interest in the customer­
supplier relationships will be important as a 
business strategy. 

19 Managing (for) the future 

The communications market represents one of the 
few areas of worldwide growth. That market is a 
complex mixture of functional consumer needs, 
functional business needs and is part of the 
enormous world of global leisure. Publishing and 
printing will remain leading components of the 
communications marketplace. The real issue at 
stake is whether those sectors will have a calibre 
of leadership able to recognise the challenge 
required in the management of change brought about 
by technology, economics and market demand, and 
whether the sectors can rise to the opportunities 
provided by mankind's continuing need for enhanced 
communication . If failure occurs in a sector or a 
company, it will not be because there is lack of 
market opportunity. 
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