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Abstract:
The Game workshop is a company located in the UK which 
primarily focus on the tabletop business, trying to expend 
their beneficial range by constantly work on transforming 
their potential intellectual property value to a really 
profitable property. Reflected by their market performance, 
the change of their value is able to show their development 
during the recent years and wether their efforts are worthy 
after making various tryings in the different industries 
including but not limited to video games, animation and 
live drama series. This study aim to find the role played 
by intellectual property (IP), a key factor, in the process of 
formation and operation of the brand new profit model of 
Game Workshop——motivating them to make the decision 
of launching and keeping such a diverse and constructive 
expansion plan. To figure out the question, this study will 
use the methods including financial statement analyzing, 
meta analyzing and case study as the main research means.
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1. Introduction
With the great development of global entertainment 
industry led by the invention of various and advanced 
electron equipments, intellectual property (IP) has 
become a central asset driving growth and profitabil-
ity. Those companies owning several of valuable IP 
like a popular character or widespread film series are 
now able to create a sustainable competitive advan-
tage and generate significant revenue in many differ-
ent ways through the process of diversifying these 
assets into more channels. Games Workshop Group 
PLC (GAW.L), a British manufacturer of tabletop 
war games, has developed many famous series of 
classic tabletop games including Warhammer 40K 
and Age of sigma. As a company which controls 
several of popular IP, the history and phenomenon of 

transition it has shown is no doubt a typical and con-
structive source to figure out the key factors and the 
roles they played. Originally known for its detailed 
miniature figures and niche war games, GW has stra-
tegically evolved into a multimedia entertainment 
company by harnessing the power of its expansive 
Warhammer and Warhammer 40,000 universes. This 
research will explore and discuss about how GW 
successfully transitioned from a traditional manu-
facturing model which mainly earn profit though its 
pieces to an IP-centric profit engine, examining the 
economic implications of this strategic shift.
The purpose of this study is to analyze the economic 
mechanisms and final outcomes of GW’s IP licensing 
strategy. To speak more specifically, this study will 
investigate how GW maximizes the popularity of IP 
assets and generated real revenue through various 
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platforms like video games, cg animations and merchan-
dise licensing [1].  By reaching the final conclusion, we 
may be able to forecast the development of other similar 
case and take more effective strategies.
Overall, this study will employ a qualitative case study 
approach combined with quantitive financial analysis. 
Primarily, the data mainly come from the annual financial 
report of the Game Workshop from 2010 to 2023, investor 
presentations, and strategic communications. Focusing on 
the different kinds of income from various channels like 
the consumption from video games, the revenue generated 
by their continuing pieces selling business and licensing 
income, are analyzed to accurately quantify the impact of 
the strategies made by GW and estimate wether each of 
them are really constructive. Meanwhile, this paper is also 
framed on the foundations of established economic based 
theories of IP industry running and business model inno-
vation. After finishing the work of the extraction of those 
factors, the study will discuss the content of the current 
risks and threatens associated with this business model.

2. Literature Review

2.1 The Limitation of Traditional Manufactur-
ing
Before its transformation, Games Workshop’s economic 
engine was fundamentally based on a traditional manufac-
turing and retail model characterized by complete vertical 
integration. According to the company’s 2018-2019 Annu-
al Report, this capital-intensive operation achieved an op-
erating profit margin of approximately 33.6% while main-
taining a global network of over 500 proprietary retail 
stores, demonstrating both the model’s profitability and its 
physical footprint constraints [2]. The company controlled 
the entire value chain from plastic injection molding and 
production in its UK facility to worldwide distribution 
through its proprietary retail stores and e-commerce plat-
form. Although this approach ensured quality control and 
brand consistency, it imposed significant economic con-
straints. The business can be capital-intensive, requiring 
continual investment in manufacturing equipment, global 
logistics, and physical storefronts. Such an enormous 
scale of investment structure can be both costly and risky, 
especially compared with GW’s revenue sources. Its rev-
enue was directly tied to the volatile unit economics of 
boxed game sales, facing the limitations of market satu-
ration within a community which almost entirely consist 
of hobbyists, a challenge noted in analyses of traditional 
manufacturing reliance on niche markets, and sensitivity 
to the number variation of consumer spending. Further-
more, this model presented substantial operational risks, 
including inventory management challenges, exposure to 
fluctuations in resin commodity prices, and the high fixed 
costs associated with maintaining a global retail footprint 
[3]. These constraints collectively capped the company’s 

growth potential and profit margins, setting the stage for a 
strategic reevaluation.

2.2 The Strategic Pivot: from Physical Manu-
facturing to IP Leveraging
Games Workshop’s transformation from a manufacturer 
of tabletop game pieces to a manager of valuable intellec-
tual property represents a classic case of business model 
innovation [4]. For decades, GW’s primary revenue came 
from selling plastic miniature figures, paints, and rule-
books to a dedicated but limited customer base of tabletop 
gaming enthusiasts. While this business maintained a loy-
al following, it faced inherent limitations typical of manu-
facturing-intensive operations, including production costs, 
inventory management, and market saturation concerns. 
The turning point came when management recognized 
that the true value of the company lay not in the physical 
products themselves but in the rich narrative universes of 
Warhammer and Warhammer 40,000 that captivated cus-
tomers’ imaginations.
A crucial aspect of GW’s strategy was the deliberate de-
velopment of its fictional universes into comprehensive 
settings with deep lore, complex characters, and ongoing 
narratives. This transformation positioned Warhammer not 
merely as a game system but as a cohesive fantasy world 
that could support multiple forms of media and entertain-
ment [5]. The company invested heavily in expanding 
these narratives through novels, comics, and animated 
content, thereby increasing the intrinsic value of the IP 
and making it more attractive for licensing partnerships 
across various media platforms.
The strategic pivot was driven by several economic 
factors. First, the company faced increasing pressure 
from rising manufacturing costs and global supply chain 
complexities [6]. Second, the management recognized 
the untapped potential of their IP assets, which could be 
leveraged through licensing agreements with minimal ad-
ditional investment [7]. Third, digitalization and the grow-
ing popularity of video games created new opportunities 
for IP monetization beyond the traditional tabletop format. 
This shift aligned with broader trends in the entertainment 
industry where franchise models based on strong IP had 
demonstrated significantly higher profitability than stand-
alone products.

3. Multi-Channel IP Monetization: Ex-
panding the Warhammer Universe

3.1 Core Manufacturing Business: The Founda-
tion
Despite the strategic shift toward licensing, GW’s core 
manufacturing business of miniature models and rule-
books remains fundamental to its ecosystem. This seg-
ment serves as both a revenue source and a marketing 
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vehicle that introduces new consumers to the Warham-
mer universes. The company has maintained premium 
pricing strategies for its physical products, with profit 
margins consistently exceeding 70% in recent years. This 
high-margin approach is sustainable due to the strong 
brand loyalty among GW’s customer base and the per-
ceived value of the detailed miniatures as both game 
pieces and collectible items. The core business effectively 
functions as a customer acquisition cost that is more than 
covered by direct sales, while simultaneously building the 
IP value that drives other revenue channels.

3.2 Licensing Operations: The High-Margin 
Engine
The most significant aspect of GW’s transformation has 
been the development of its licensing operations, which 
have become increasingly important to the company’s 
financial performance. GW partners with video game de-
velopers, film and television producers, and merchandise 
manufacturers to extend the Warhammer experience to 
new audiences and formats. Notable successes include the 
“Total War: Warhammer” series from Creative Assembly 

and “Vermintide” from Fatshark, which have introduced 
the IP to millions of computer gamers worldwide. More 
recently, the company announced a landmark agreement 
with Amazon to develop Warhammer 40,000 television 
series, signaling a major expansion into mainstream me-
dia. This shift from an elite, exclusive licensing model to 
a broader, non-exclusive strategy allowed wider IP expo-
sure.
The economic advantage of licensing lies in its excep-
tional profitability. Unlike manufacturing, which involves 
substantial variable costs for materials, production, and 
distribution, licensing generates revenue through royalty 
agreements that require minimal incremental investment 
from GW [6,8]. The company’s annual reports show 
that licensing income has grown from negligible levels a 
decade ago to contributing significantly to overall profit-
ability, with margins estimated near 90% for this segment 
according to the Table 1 [1]. This model provides scalable 
revenue that isn’t constrained by production capacity or 
shipping logistics, representing a fundamentally different 
economic profile than the traditional manufacturing busi-
ness [2].

Table 1: Games Workshop Financial Performance (2018-2025)

YEAR Total Revenue (million GBP)
Operating Profit (million 

GBP)
Operating Margin (%)

Licensing Revenue 
(million GBP)

2018 221.3 74.32 33.6 ~5
2019 256.57 81.2 31.6 ~8
2020 269.7 90 33.4 ~15
2021 353.2 151.7 42.9 ~25
2022 414.8 157.1 37.9 ~35
2023 470.8 170.2 36.1 ~45
2024 525.7 201.8 38.4 ~60
2025e 607.73 246.88 40.6 ~85

4. Economic Impact Assessment: Fi-
nancial Performance Analysis
The strategic transformation of Games Workshop’s busi-
ness model has produced measurable impacts on the com-
pany’s financial performance and market evaluation. An 
analysis of financial statements from 2010-2025 reveals 
substantial improvements in profitability metrics, revenue 
diversification, and shareholder value.
The most dramatic change has been in the company’s 
profit margins. As GW shifted from reliance on manufac-
turing to an IP-centric model, its operating margins ex-
panded significantly. Between 2015 and 2025, operating 
margins improved from approximately 14% to over 40%, 
reflecting the changing composition of revenue toward 
higher-margin licensing income. This margin expansion 

has occurred despite continued growth in the core manu-
facturing business, demonstrating that the licensing strat-
egy has been additive to profitability rather than canni-
balizing existing operations. The improved margins have 
substantially increased GW’s returns on capital and equity, 
with ROI reaching 73.69% in recent reporting periods.
Revenue growth has accelerated under the new mod-
el. From 2015 to 2025, GW’s total revenue grew from 
£119.13 million to an estimated £607.73 million—a com-
pound annual growth rate of approximately 17.7%. This 
growth rate significantly exceeds the company’s historical 
performance and industry averages for both the toy manu-
facturing and entertainment sectors. Particularly notable is 
the changing revenue composition, with licensing income 
growing from an insignificant portion of revenue to an es-
timated £85 million in 2025, representing approximately 
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14% of total revenue but a substantially higher percentage 
of profits due to its exceptional margins [2,9].
The financial impact of GW’s transformation is further 
evident in its market valuation. The company’s price-to-
earnings ratio expanded from historical averages around 
15-20 to approximately 26.47 in 2025, reflecting investor 
recognition of the higher growth potential and improved 
business quality associated with the IP-centric model. The 
total market capitalization has increased corresponding-
ly, creating significant shareholder value. This valuation 
multiple expansion demonstrates how financial markets 
reward business model transitions that reduce cyclicality 
and improve scalability through IP monetization [10].

5. Conclusion
This research demonstrates that Games Workshop’s strate-
gic pivot from manufacturing to IP licensing has generated 
substantial economic benefits, including enhanced profit-
ability, accelerated growth, and increased shareholder val-
ue. The company’s multi-channel approach to monetizing 
its Warhammer intellectual property through video games, 
television, and merchandise licensing has created a more 
diversified and resilient business model less dependent on 
physical production and distribution. The financial analy-
sis confirms that this transformation has driven meaning-
ful margin expansion and revenue growth, with licensing 
operations contributing disproportionately to profits due 
to their capital-light nature and scalability.
This study has several limitations that should be acknowl-
edged. First, as with any case study research, the gener-
alizability of findings may be limited to companies with 
similar characteristics—specifically, those owning valu-
able intellectual property with potential for cross-media 
adaptation. Second, the research relies primarily on pub-
licly available financial data, which provides insight into 
quantitative outcomes but limited access to the strategic 
decision-making processes within the company. Third, the 
evolving nature of GW’s transformation means that some 
of the most recent initiatives, such as the Amazon tele-
vision partnership, have not yet fully impacted financial 
results and cannot be completely assessed.
Future research could explore several avenues building 
upon this study. Longitudinal analysis tracking GW’s 
performance over an extended period would provide ad-
ditional insights into the sustainability of the transformed 
business model. Comparative case studies examining oth-
er companies that have attempted similar transformations 
could help identify critical success factors and potential 
pitfalls in IP-centric business models. Additionally, more 
granular research into specific licensing agreements and 
their economic terms would enhance understanding of the 
revenue structures and risk sharing in such partnerships.
From a practical perspective, Games Workshop’s experi-
ence offers valuable lessons for traditional manufacturing 

companies seeking to innovate their business models. 
The case demonstrates that intangible assets, particular-
ly intellectual property, can become powerful drivers of 
value creation when strategically developed and mone-
tized, aligning with contemporary IP management theo-
ries. However, success requires careful balance between 
nurturing the core business that builds the IP value and 
developing new revenue channels that leverage that value 
without diluting it. As GW continues to expand its licens-
ing operations and explore new media formats, its journey 
from miniature manufacturer to multimedia empire will 
remain a compelling example of business model innova-
tion in the contemporary entertainment industry.
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