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Abstract

The digital archives industry that adds value to digitized cultural assets is of high interest
today. The current study adopted a value creation perspective to examine and compare two case
companies’ business strategies and core resources upon which value is created. Case A represented a
value adding approach, in which the company’s business activities are concentrated on the upstream
and downstream authorization of the digital objects. Case B represented a design and application
approach, in which profits were generated from the creative use of cultural elements extracted from
digital archives in original product design. The core resources of the two cases varied accordingly.
Case A drew on its reputation, ownership of use rights, management capabilities, relation networks,
and operational capabilities, while Case B drew on resources including reputation, management
capabilities, and expertise in product design and commercialization.
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The Value Creation Strategies and Core Resources of the

Companies in the Digital Archives Industry
Mei-Ya Wang', Hsiao-Ti Chen? Chin-Yeu Chen®

Extended Abstract

1. Introduction

The application of content from digital
archives on commercial and cultural products
has become an prominent industry in the
knowledge economy. Some studies have
discussed on the development of the digital
archives industry, but fewer had studied the
business strategies of the companies in this
emerging industry. The current study employs
a resource-based view to examine the value
creation strategies and core resources of the
companies. The resource-based view suggests
that a business organization is a conglomerate
of heterogeneous resources and capabilities
(Kelliher & Reinl, 2009; Marr, Schiuma, &
Neely, 2004; O’Regan & Ghobadian, 2004).

A company requires certain unique core

resources that are difficult to imitate in order
to retain its competitiveness (Barney, Wright,
& Ketchen, 2001; Chen & Hu, 2005; Chou &
Liang, 2004; Kelliher & Reinl, 2009; Prahalad,
1993; Sun & Chen, 2006; Tsai, 2004; Wagner
& Weitzel, 2007). Wu (1998) indicated that
resources comprise assets and competency. The
former includes physical assets and intangible
assets (e.g., brand, reputation, intellectual
property rights); the latter includes individual
and organizational capabilities in creating and
deploying resources. Because physical assets
have gradually lost its significance in the current
knowledge economy, this study focuses only on
a company’s intangible assets and competencies.

Different companies focus or specialize in

different areas of digital content production and
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value creation. This study adopted Chen’s (2008)
value creation chain for the digital archives
industry and summarized the business functions
and characteristics of companies in the industry

as Table 1.

2. Methodology
This study adopted Yin’s (1994)

multiple case study design. The researchers
first reviewed secondary resources (e.g.,
newspapers, periodicals, Internet) and identified
seven companies whose commercial activities

represented different focuses of the digital

archives value creation chain (see Table 2).
Two different major value creation
approaches were observed among the seven
cases. The value adding approach focuses on
obtaining, managing, and mediating the use
rights of the archival content and may also
involve some application of content on product
design. Artkey and Lee & Lee Communications
were representative of this approach. Their
major business activities concentrated on the
upstream and downstream rights authorization.
On the other hand, the application and design

approach focuses on ingesting and converting

Table 1. The Business Functions and Characteristics of the Digital Archives Companies

by Value Creation Chain

Business Type

Business Functions

Business Characteristics

Upstream Content Creation

Content selection
Design
R&D

Prototype product
Creativity

Upstream Rights Authorization

Content rights authorization
Intellectual property rights

Market development
Creativity
Rights management

Midstream Services

Production
Project management
Marketing

Techniques

Branding

Creativity

Integrated value creation

Market development

) L Product rights authorization Creativity
Downstream Rights Authorization . .
Intellectual property rights Consultation
Cooperation
Downstream Product Services Sales Visibility
Marketing Reputation
Customer services Skills
Convenience
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Table 2. The Business Concentration of Seven Digital Archives Companies in Taiwan

Upstream Upstream . Downstream | Downstream
. Midstream .
Content Rights Services Rights Product
Creation Authorization Authorization Services
Stony Image
_ \Y \"
(EASZED
Artkey
\% A"

(57)
Lee & Lee
Communications A" \% \%
((E3=8i¥9)
AniTime

y Vv \Y A%
(EEH)
Franz Collection

. - A A\
(ERRZS)
Win-Land
S e = \Y A%
CUHE)
Cathay Creative
e A% A" VvV

(BARAIE)

the images and ideas from the archival content
into original product design. The Stony
Image, Cathay Creative, and Win-Land were
characteristic of this approach and concentrated
on the upstream content creation and midstream
services. After identifying the two approaches,
cases A and B which respectively represented

each were chosen for in-depth investigation.

3. Case Analyses and Discussion

Case A’s focused mainly on obtaining the
exclusive use rights of art works, digitization,
and authorization of the use of the digitized
objects. Its staff is composed mainly of

professionals in laws, marketing, and digitization.

75

Its value creation strategies concentrated
on consultation and services to the business
clientele who sought art works for commercial
applications. The core resources of the company
included its reputation (being the largest and
oldest company specializing in digitizing and
authorizing the use of Oriental arts; international
visibility), ownership of use rights of a large
quantity of Oriental art works, a well-established
network of artists who continually contribute
works, and the abilities in building a large and
distributed cross-strait company organization in
Taiwan and China, computerized systems for
managing business workflows and digitization

work, and an ISO 9001 approved work process.



Journal of Library and Information Studies 10:1 (June 2012)

Case B previously concentrated on the
design and production of gift items for its
business clientele. In recent years, it expanded
to include the consultation and branding
services for external business clienteles and
the development of its own cultural design
products based on digital arts. Its major value
creation strategies focused on employing and
highlighting the Chinese cultural elements in
its original design products and the holistic
services to business clientele on utilizing digital
arts in enhancing their company images. Its

core resources included its reputation (the

company’s relatively longer history and rich
experiences in the industry; the numerous
awards won in local and international design
competitions), a mentor-apprentice system
in designer training, the designers ability in
extracting and transforming digitized objects
into original design products, and the fusion of
business activities inside the company through
which staff of various expertise were able to
work more integrally.

Comparisons of the two cases’ value
creation strategies and core resources are show

in Table 3 and Table 4.

Table 3. A Comparison of the Cases’ Value Creation and Business Characteristics

Value Creation | Business Type

Business Activities

Characteristics

Value adding | Upstream .
to digitized|authorization
objects .

Obtaining use rights from | e
artists or art owners
Digitization of art works

Reduce the cost for the
midstream and downstream
businesses

e Provide high quality
digitized objects

Case A

Downstream
authorization

Authorization and legal
services for digital objects use
Quality control of digital
object application

Accelerating the business
application of digitized works
Serving the artists and
business clienteles

Application and
design based
on digitized
objects

Case B

Upstream
services

Design inspiration from the
digitized cultural objects
Transformation of the
cultural elements into
commercial products

Storytelling via culturally
inspired design

Midstream
services

Branding for business
clienteles and packaging of
design products
Outsourcing of the product
manufacture

Creating new images for
business clienteles and
enhancing their values
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Table 4. A Comparison of the Cases’ Core Resources

Case A Case B
Value Creation Value adding to | Application and design
digital objects | based on digitized objects
Brand, reputation \Y A\
Intangible assets -
Use rights A%
Professional expertise A%
Human resources Management capability \Y
Relation network
Organizational Operational capabilities
resources Product commercialization abilities v

4. Conclusion

This paper compared and contrasted two
companies representing two types of digital
archiving and application businesses. The two
different value creating strategies and core
resources shown in this study are of practical
values for newcomers companies in evaluating
their capabilities in entering the industry and
the best strategies for their survival. Business
leaders must also understand the chain of value
creation in the digital archiving domain in order
to best position themselves in the fast evolving

industry.
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