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1. BUSINESS & MARKETING REVIEW 
 
 
 

E-SUCCESS  ï  A TOTAL ORGANISATION APPROACH 
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Adopting eSuccess involves a total organisation approach to developing, growing and managing 
your business.   
 
In the following key areas of any business, the strategies involved in optimising eCommerce and 
multimedia solutions have an impact in other areas of the organisation.  
 
 
1. People Resources (Human Relations):   When you engage in eSuccess, there are a 

number of areas that have a direct effect on the people resource activities, whether it be 
one person or a large number of people.  The typical areas affected are: 
 

1. Training and development 
2. Staff recruitment, selection and management 
3. Understanding and accepting a 24/7 eculture and response 
4. Multi-skilling involving eCommerce and multimedia 
5. The online culture in conjunction with the offline culture 
6. Management of risk, security and confidentiality 

 
 
2. Accounting and Administration:  While working online has a major impact on the people 

resources, it also changes the way in which the accounting, finance and administration 
areas function.  The typical areas affected are: 
 

1. New systems that increase cost effectiveness in billing, invoicing etc. 
2. Review of standard costing for procedures that affect profit 
3. Management and updating of pricing  
4. Accounting and management of changing resource utilisation 
5. Accounting for and evaluation of Internet marketing, hosting etc. 
6. New ways of promotion and customer acquisition 
7. People management and outsourcing costs 
8. Increased focus on product/service costs and revenue 
9. Accounting for online sales and risk management 
 
 

Traditional Business 
Development & 

Marketing 

eSuccess with 
Ecommerce and 

Multimedia 

Integrated 
Communication 
Strategies and 

Promotional Platform 
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3. Operations/Production:  Although not an area that is always directly involved with initial 

changes in eCommerce and multimedia as part of an eSuccess, these areas are 
sometimes the lucky recipients of systems and cost effective changes.  The typical areas 
affected are: 

 
1. Ability to work online versus offline at reduced cost 
2. Ability to inform customers of stock, stock in transition etc. 
3. Ability to bill work in progress to assist cash flow 
4. Improved buying through online procurement 
5. Obtaining Expressions of Interest and sub-contractors 
6. Applying online for tenders, projects etc. 
7. Maintaining buffer stock and auditing warehouse withdrawals 
8. Informing customers of products and services, especially if tailor-made 
9. Creating credibility in process, capacity, capability and know-how 
10. Project reporting online and project management 

 
 

4. Marketing & Sales:  In a customer-centric organisation where the focus is on the 
customer as the greatest asset, marketing and sales are usually the early recipients of 
changes in eCommerce and multimedia.  These have a resounding effect on the rest of 
the organisation as marketing and sales are able to drive traffic to Websites, communicate 
nationally and globally, take orders and market 24/7, communicate quickly with clients and 
influence sales and bottom line results.   
 
Typical areas affected are outlined throughout this publication.  The ones that impact on 
the total organisation and help óconnectô marketing and sales in a more positive way to the 
rest of the organisation than before, are: 

 
1. Interactive Website which impacts on the way the organisation operates 
2. Online promotion, brochures etc. which reduce internal handling costs 
3. New emphasis on updating products/services for customer information 
4. Use of Internet marketing and Website to promote events etc.  
5. Training of staff to be involved in the selling function & respond quickly 
6. Innovative use of Internet to communicate and deliver superior service 
7. Review of standard costs and margins based on cost effectiveness 
8. Emphasis on intellectual property, branding and corporate identity 
 
 

In addition, we can review actual applications using eCommerce that the various 
departments can make to capture opportunities and to contribute to the effective and 
efficient servicing of customers.  
 
The chart on the next page outlines some of these possible applications and highlights 
how a small change in eCommerce or multimedia can lead to large and important changes 
across the organisation to deliver better bottom line results. 
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eCOMMERCE BUSINESS APPLICATIONS 
 
FUNCTIONAL  AREA TYPE POSSIBLE APPLICATIONS 
PEOPLE RESOURCES 

(Human Resources) 
Training People Response role 

Global awareness 

 Scripting responses ï customer relations management 

Use of Web as reference 

Online material support 

Staff/Mgmt Recruitment/selection online 

Corporate Website - DNA 

Forms/expenses etc.  

Time sheets online 

Employee surveys 

Online training programs 

Forums ï idea sharing 

Online evaluations/reviews 

Other? 

ACCOUNTING/ADMIN Transactions Banking online 

  Payment systems online (eg PayPal) 

Invoicing online 

Procurement online 

Business Support Trade marks online 

 Hosting & domain name management 

Sourcing travel, accommodation, office supplies etc. 

Taxation, GST/compliance 

Price lists/suppliers etc. 

Expressions of interest (EOI) 

Agency/distribution documentation 

Servicing promotional material 

Other? 

MARKETING/SALES Online Website ï to the world 

  Brochures, company profiles etc. 

Statistics 

Customer/directories etc. 

Internet marketing ï email & other campaigns 

New product/service releases 

Trade show participation 

Proposals/project costings 

Offline Hotlinking to material 

 Public relations to Internet 

Trade shows driving to Website 

Proposals 

Other? 

OPERATIONS/PROD
N
 Online Order receipt & order status 

  Specification matching 

Paper/customs clearances etc. 

Material procurement 

Stock availability 

Design & drawings etc. 

EOIs/Sub-contracting 

Proposals/tenders 

Variations 

Q.A. audits 

Delivery scheduling 

Warehouse locations & withdrawals 

Buffer stock maintenance 

Costs/budgeting procedures 

Reporting 

Other? 
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BUSINESS REVIEW ï A PORTFOLIO APPROACH 
 
In order to maximise the benefits that come from eCommerce and multimedia strategies within 
the eSuccess concept, it is important to understand the current basis of your business and the 
marketing priorities that will have the greatest impact on existing and future business. 
 
To discover these business and marketing priorities, it is important that you review your business 
using a framework to draw out the best strategies for implementation.  
 
The use of Portfolio Analysis, which uses product or product group life cycles, is the framework 
we recommend for such a review. 
 
 
PORTFOLIO ANALYSIS FOR BUSINESS REVIEW & UNDERSTANDING  
 
By graphing the life cycles of a product (services are products) or product group against four 
notional and distinct grids which all have a relationship to each other in terms of the two axes - 
relative market share projection and market growth projection - we can analyse our business 
against four traditional life cycle positions.   
 
The ósnapshotô of your business that emerges can be summarised by the four positions depicted 

on the matrix below.   
 
 
 
 
       High Market Share   Low Market Share 
 

  STAR     PROBLEM 
      $          $ 
High               
Growth    sales           ?           ?     costs   
                sales  
     costs            ? 
 
 
          vol                 vol 
 
           

CASH COW    DOG    
  $             $ 

Low     ?  sales 
Growth                
 
     costs         costs 
 
            sales 
           vol                                       vol  
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The portfolio matrix reveals the market share, cost and strategies associated with the four life 
cycles above.  It shows: 
 
1. Cash Cows or products that have reached maturity in a no growth or slow growth market.  

These products or product categories will have high market share.  They are major 
contributors through margin and volume to the welfare of the company in terms of cash 
flow, cash generation and future profit as well as current profit. 
 
The end goal of all organisations is to create a number of Cash Cow products that have 
reached maturity, are margin effective, do not rely unduly on a high degree of 
management, are time and cost effective and contribute, hopefully for the long term, to the 
organisation.  

 
 
2. Stars or products that are currently running fast in a fast growing market and taking high 

market share.  This growth is relative to their competitorsô success and they will be 
amongst the leaders in this growth market. 

 
As such, they contribute cash flow but they take extraordinary amounts of management 
time as they become successful and commercialise to take advantage of future market 
share.  Market share creates corporate identity, supports brand development and loyalty 
and is a strong ódriverô for the realisation of future market penetration and market share 
development.   
 
From Stars, if management is successful in their strategies, tomorrowôs Cash Cows 
emerge, rewarding the investment in the products chosen by management.   
 
 

3. Problems or complicated products occur where the market is growing quickly, but for 
some reason, the companyôs products are not assuming a strong position in either cash 
flow or market share.  As a result, they consume large amounts of cash, large amounts of 
management time and sometimes it is desirable for the company to divest themselves of 
the brand or products, rather than continue to manage them in adversity. 

 
On the other hand, they may present opportunities for solving problems and they could 
move forward to become Cash Cows or Stars, depending on what happens in the market. 
 
Once management decides to invest in Problem products or product categories, it will 
strive to create a Star or Cash Cow situation.  What is important is that management does 
not over-invest in the Problem areas at the cost of supporting Star products or maintaining 
the profitability of Cash Cows.   

 
 
4. Dogs or decline products are usually Cash Cows or possibly failed Stars or Problem 

products.  At this point in time they are not growing, they have a downturn in sales and are 
costly or contributing on a marginal basis to the companyôs bottom line.  

 
Sometimes Dogs are products that have gone through the full product life cycle and as a 
result they have ended up being an extended product, or a product that the customer still 
desires, but there is not enough volume of customers to make them profitable.  Customers 
have turned to other products or services, or even traded onto other systems and only a 
minority of customers remain to use the product.  
 
These products take time, contribute little money and they complicate such areas as stock 
holdings, production runs etc.   Their investment becomes costly so unless customers 
demand these services or products alongside other products and services, they are 
usually deleted.  
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The beauty of the Boston Portfolio Matrix is that:  
 
1. It shows the positive effect of market share and margin on overall company growth.  

Cash Cows provide the funds for the other categories of products and services.  
 

2. It shows the importance of early breakeven ï that is, reaching a position where your 
variable and fixed costs are covered completely by margin in a short period of time.  At a 
time when product life cycles are decreasing and product life cycles of 3 to 6 to 9 months 
can be experienced in some technological products, it is important that companies 
concentrate on products with early breakeven results.  
 

3. It demonstrates that while products can break even over time, it is important that 
they can be seen as contributing long term to the company and, in fact, becoming a 
Cash Cow. 
 

4. The most valuable product in the company is a mature product that stays in maturity 
as long as possible and contributes maximum volume and margin that creates internal 
investment in products and bottom line results. 
 

5. The role of marketing is to create mature products and to concentrate on holding 
products in maturity so they achieve high returns.  This dispels the theory that all 
marketing is about new products and new customers.   New products are the means of 
renewing tomorrowôs Cash Cows as some move to decline.  
 

6. It acknowledges that at any point in time, some products will be earning good 
money, while others will be growing, some will be in Problem areas and some will be 
Dogs. 
 

7. Not all product or product categories can be in a high profit product area.  Some will 
be in R & D projects taking on a risk and introducing a launch of new products, while 
others will be trying to turn old products around, or substitute old products for new, more 
adventuresome products and others will be involved in solving product Problems. 
 

8. It is important to launch new products to renew the companyôs market offering and to 
maintain relevance to customers as products and services change in the market.  
 
If new product development and R & D is not an ongoing basis for the company, then the 
company must gain new products that will become tomorrowôs Cash Cows by: 
 
1. Merging with other companies. 

 
2. Buying products on the open market that have already gone through 

commercialisation, or are at early R & D stage. 
 

3. Taking over licences or making other arrangements for new products. 
 

4. Going to the bank once the Cash Cows run out of money, because there are no 
new product developments and there are no new Stars. 
 

 
Managing the business is, therefore, like running a portfolio of shares in which there must be 
growth stocks, investment stocks and blue chip stocks.  As a result of these two óasset sidesô of a 
business, there must be liabilities in terms of some problems with some products at points in time 
and some products that never make it, or in terms of market, óbomb outô, or eventually die. 
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The Portfolio Analysis brings a strong business development dimension to a company.  It ensures 
that management think about the whole process of product and service marketing and 
development for market share and growth as a basis for business development.   
 
It removes the emphasis on one product, one product category, one division, or one good market 
segment for corporate growth and viability.  It creates balance within the management about 
managing the full goods or service program.   

 
 

PORTFOLIO EXERCISE 
 
Repeat this exercise for your own business: 
 
You will need to copy the matrix and the product life cycles on to a page.  Then: 
 
1. Put those fast growing products and services on the STAR quadrant of the diagram 

 
2. Put the mature products/services that provide most of the positive cash flow to your 

business on the CASH COW quadrant of the diagram  
 

3. Put any products/services that are taking time and cash flow to your business on the 
PROBLEM quadrant of the diagram 
 

4. Put any products/services that are in decline on the DOG quadrant of the diagram 
 
 

Having done this exercise, you are in an excellent position to ask the following questions: 
 

1. Do I have a balanced portfolio, with some income earning products/services, some 
new products to cater for tomorrowôs market? 
 

2. Do I have too many products in decline or problem areas? 
 

3. How does my portfolio look overall?  Is it balanced?  Is it workable in terms of the 
number of products/services for the income return? 
 

4. How do I want to structure my Website in terms of the product and service 
gallery/descriptions?  Will I need to be discriminatory in terms of the key areas I wish 
to foster and improve? 
 

5. How will I need to design my Website in such a way that I leave space and even a 
category for new product development, given my current portfolio? 
 

6. Does my portfolio of products and services support my core business and value 
proposition? 
 

7. Where should I be utilising eCommerce initiatives to improve my portfolio and to 
gain maximum impact for my time and resource input?   

 
 
This analysis has major implications for how you utilise eCommerce and supporting multimedia 
strategies to maximise the opportunities of an eSuccess.   
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2. UNDERSTANDING & MANAGING YOUR ePLATFORM  
 
 
It is vital for your business personnel to have a strong understanding of how they can benefit from 
eCommerce and multimedia to make the eSuccess before they identify the best strategies for 
developing an integrated communication platform for your business.   
 
Everything you can do for your customer to increase the convenience of purchasing, the 
effectiveness of purchasing and the perceived value of purchasing through you, strengthens your 
company, strengthens repeat purchase and brand loyalty and gives you a competitive edge in the 
market.   
 
After all, the greatest asset in your organisation is the customer.   
 
Without a customer, the greatest infrastructure, the best factory, the best technology, the greatest 
customer service and counter service, the best salesforce and the best management team in the 
world is ineffective.  
 
In todayôs world, SMEs are facing the challenge in terms of new technologies, the echannels 
versus the traditional channels of distribution, but more importantly, the effect of changing 
population shifts. 
 
We are moving from a generation where we have a well-balanced demographic or age group 
across all ages, to an ageing population base in Australia.  Look at how we have changed since 
1945. The oldest Baby Boomer still has 25 years to live and that group will control 69% of 
Australiaôs wealth in the next 30 years.  

 

 
 
 

© 2006 Competitive Edge 

IMPACT OF  POPULATION CHANGE ON FUTURE DEMAND
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This means that the ageing market (i.e. those over 55 years) is heading towards 10 million, or 
about 50% of our population by the Year 2040.  The other two major age groups (from 25-55 
years and from 0-25 years) will account for approximately 25% of the population each. 
 
The impact of this is that we must retain customers, as well as gain and maintain customers.  
Retention of customers is a major focus of eSuccess as it costs five times as much to acquire 
new customers as it does to maintain them as customers.  
 
The marketing resources area of your business must impact on gaining, maintaining and retaining 
customers.  
 
We can do this by having an integrated approach that allows us to push both: 
 
1. Online support for the business (eSuccess)  

 
2. Offline support for the business (traditional marketing approaches)  
 
Online support includes:  good websites, responsive emails, online customer satisfaction surveys, 
details of products in a product gallery, information about the company, ways in which customers 
can be in contact by email or phone within very short periods of time. 
 
Offline support means:  the ability to receive brochures, to understand the company through trade 
shows and through traditional means of marketing.  
 
What are the most important marketing resources you can muster to develop an integrated 
communication platform for your company, regardless of size? 
 
The areas that you can consider are as follows: 
 
1. Corporate Identity 

 
Customers want to deal with organisations and companies they know.  Knowledge brings 
trust, and the ability to learn about a company increases trust and the ability to build a long 
term relationship.  Just like people, we want to deal with those who identify themselves 
and, through appearance, have a strong identity and personality and appear to be the type 
of business we want to deal with.  
 
Just like people, corporations develop their own DNA.  The DNA they develop provides a 
corporate identity and this is created through a variety of activities that include: 
 
1. A strong, memorable brand that appears on all corporate correspondence.  

 
2. A strong brand that is not too complex, but easy to remember when 

purchasing.  If the brand includes a name, this can be very useful.  However, avoid 
using too many letters or acronyms, or too many words.  A study of leading brands 
like Ripcurl, Kellogg, Mars, Kraft, Mortein, Mobil etc. shows that their brands are 
very simple, usually two colours, but no more than three and easy to remember.    
 

3. A strong sense of identity provided through: excellent letterhead; professional 
proposals; strongly branded corporate documentation; point of sale; good signage 
above the building and on corporate vehicles; outdoor advertising and advertising 
in magazines, directories and online.  
 

4. A strong identity as reflected in individuals - especially if there is strong after-
sales service and personal service.  The use of corporate uniforms, embroidered 
shirts, good use of templated or branded documents that are exchanged between 
customers etc. 
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It is important to create a total integrated communication platform where the brand 
and corporate colours are óthemedô across all promotional and corporate material 
to create a memorable brand, colour, identity and positioning for your organisation.  
This includes the Web and online/offline support material.  
 

5. The business card is, of course, the standard and most important way of 
identifying your corporation and your own identity.  The business card should be 
easy to read, consistent with the industry culture and not be too flamboyant.  While 
some cards vary when you travel internationally, a good business card is the most 
cost effective and efficient promotional tool given the effect it can have in the 
market place through contacts, commerce and transactions.   
 
 

2. Product/Service Positioning & Range  
 
It is important that we pay attention to, and present, our products and services in a simple 
and easy-to-understand manner.   
 
Everybody wants to know what products and services you produce after they have 
decided they know who you are and they know what your company does.  They also want 
to know more about your products and services.  
 
Today, there are many products and services and the only point between them is the point 
of differentiation, which is really based around consumer needs.  A number of individuals 
may want a particular product or service, but they may want it within a particular 
catchment area, or within 20 minutes drive.  
 
Another group of customers may want a product/service where the individual knows a 
particular area ï e.g. real estate.  The positioning of the products/services and the correct 
use of products/services (the range of products and services) is an important use of your 
business resources, cash flow and at the same time, it provides you with the most 
appropriate positioning compared to your competition.  

 
In everything we do in marketing, we try to develop a point of difference, rather than a 
close point of competitiveness which makes it difficult for us to sell our product or service.  
You can be different, but you can lose customers as a result.  The challenge is to make 
certain that you provide both a different and a valuable product/service that delivers 
excellent after sales support and service to the relevant target market segments, meet 
expectations and maximise your commercial viability.    
 
Product or service differentiation is an important part of your service and this must be 
reflected through your marketing resources, especially your Website and online 
promotions - which are scrutinised globally and compared to competitors locally, nationally 
and globally.  
 
Try to imagine that you are in a particular box in your market place.  The box on the next 
page is a good example.   
 
Here we have shown that there are a number of companies producing similar 
products/services, but they vary in their positioning in the market (for this example based 
on price and quality) due to the types of service and back-up they provide in the market 
and because of their chosen marketing approaches ï i.e. positioning in the market. 
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Putting You in the Picture 

 
 
           Low   QUALITY        High    

 
 
 
 
               PRICE 
 
 
 
                     

          High                                                    © 2006 Competitive Edge              
   

A High price, high quality positioning 

B Over-priced positioning for low quality 

C óEl Cheapoô positioning:  low quality, low price, or super 

           bargain depending on needs 

D High price, high quality performance ï brand leader? 

E Affordable, average, adequate price and quality  

 
 
In marketing we call this ópaying attention to the market in the gap, rather than the gap in 
the marketô. 

 
For example, there is an excellent gap in the market for banks to provide mortgages at 2% 
interest p.a.  However, this is not commercially viable.  A gap in the market exists, but 
there is no viable market in the gap.  
 
Your market resources should be focused so that they are distributed towards the best 
products and services that provide the best market in the gap and hence a better 
commercial reward.  Once you have made this decision, you can represent yourself better 
in eCommerce.  
 
 

3. Brand Reinforcement 
 
A brand is your signature.  It is your identification in the market place.  When people 
think of the shorthand for a company, they usually think of the brand and brand recognition 
is extremely important to them. 
 
Three of the greatest brands for the youth of today are:  Quicksilver, Billabong and Ripcurl.  
All three of these brands have great following and great brand loyalty.  
 
Because of perceptions of ómeeting consumers needsô, especially young consumers in the 
surf and related sports and entertainment/leisure industries, these brands have received 
good customer support over time. 

C  
  
    

  A 

E    

 
B  
  
    

  
         D
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They also carry with them a bundle of promises that consumers love to consume when 
they buy the brands.  Promises for Ripcurl, Quicksilver and Billabong include:  excitement, 
contemporary and modern approach to life, carefree attitude, outdoor and active, good 
standard of sports achievement or competitiveness and buying the best quality and 
equipment for their sport.   
 
While this can vary from customer to customer, the brand carries a number of very 
important messages that are communicated by a symbol and this makes the brand very 
cost effective for advertising, communication and marketing purposes. 
 
Brand reinforcement is an essential part of growing wealth and creating cash flow 
for your marketing organisation. 
 
People recognise companies in trade shows from a distance by their brand.  People 
search for companies by their brand, people judge the stores and suppliers by the brands 
they keep. 
 
In eSuccess, it is important that you keep your brand at the premium position in your 
communication process.  You may be using the Website or other technologies, which 
make the search for your products and services easy through listings or pattern matching 
of words, but more important than anything else is the importance of reinforcing your 
brand.  

 
 
4. Multi-Brand Problems 

 
Sometimes the company develops a number of sub-brands or product brands that 
can sometimes become the companyôs own ónoiseô in the system.  By ónoiseô, we are 
talking about those brands conflicting with the main brand and create customer confusion.   
 
Brands can also drive the customers into segmenting your products or services.  
Wines are a good example, where a number of different wines branded individually and 
supported strongly by different individual product branding systems, can work against the 
company rather than for it.  
 
At all times you want the company to promote the brand of the corporation, rather 
than the product brands.   
 
Product brands come and go.  Product brands disappear because products become no 
longer viable, or because technology moves on, or consumer trends and needs change. 
(Remember the section on Portfolio Analysis?)  
 
If your product brand is a major brand, then you have lost all the investment you have put 
into that brand that may have been better invested in strengthening your corporate or 
óindustryô brand.  Be aware of the trade-off and invest wisely.  
 
Products are the vehicles of companies.  They are not ends in themselves.  While 
product brands are important to create excitement and to help extend the product lifecycle 
of a brand, it is important that we maintain the brand relevance and support these product 
brands for their product outcomes.  We should not see them as competitive with, or 
replacing, the corporate brand.  
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Many companies have lost sight of this and sometimes people know their product brands 
before their corporate brands.  When those products ódecline or dieô, then the brand is lost 
in the market place.   
 
For example, a software company may heavily promote a new health and wellbeing 
system called óN.U.R.S.ô.  Their company may be called IT Integrated Software, but their 
clients refer to them and their system as óN.U.R.S.ô (Natural Understanding Response 
System).  Eventually, the company becomes known as the N.U.R.S. company and if the 
software sales decline in the future, the company has lost its corporate identity and has to 
re-invest in marketing its name.  
 
Advertising in support of brands over time is not just an expense.  It is an investment 
that gradually builds market share and support over time and brand names are an 
important part of the acquisition when you sell, licence, franchise or float the organisation.   
 
 

5. Channels & Distribution Effectiveness 
 
In traditional marketing terms, the channel or distribution system from the manufacturer, 
supplier, service provider, agribusiness, service support organisation etc., to the customer 
is the important way in which products/services are consumed.   
 
In the eSuccess world, the channels and distribution system are no longer just 
traditional channels of distribution that are merely physical in nature, but they can 
also be virtual.   
 
A good example is eBay, where an online auction and bidding system has replaced a 
traditional auctioneering system.  Other examples are carsales.com.au - replacing car 
yards and auctions. 
 
The channel and distribution effectiveness is now shared between the traditional offline 
channels and the new and emerging online channels.  
 
Furniture is now purchased online from Websites, with items up to $4,000 being 
purchased through a credit card and on the basis of a picture, some Internet research and 
maybe even magazine or other traditional supporting advertising material.  Sometimes the 
search is done by searching across 2-3 Web programs with comparative shopping, but 
there is no traditional poster, advertising or physical shop that the consumer can visit 
before making the purchase.  
 
In developing your channels of distribution, it is important, especially in Australia where 
there can be very ócloggedô or dominant channels of distribution with one or two major 
companies controlling the channel of distribution, to consider the advantages of 
edistribution in your eSuccess plan.  
 
Adopting eSuccess can involve using both the traditional and the echannel.  It is 
important that you search, research and evaluate the echannel as a means of todayôs and 
tomorrowôs market. 
 
When looking at channel of distribution effectiveness, it is important to remember the 
following rules: 
 
1. Companies closest to the consumer win.  They get the higher margin and the 

greatest consumer protection for long term market share and sales.  
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2. Those furthest from the consumer have the least control and are at the whim 

and fantasies of the óchannel captainsô or those closest to the channel/consumer.  
 

3. The more players in the channel handling the product or service, the greater the 
margin squeeze and the lower the profits.  
 

4. óChannel captainsô control distribution effectiveness.  They dictate the 
marketing approaches based on their market share and their shareholdersô return, 
rather than what it will do for your product, service or company.  
 

5. Channel control is vital if you want to maximise the return on investment and 
market effectiveness.  It is important to have control in the channel of distribution 
as to how that product is óviewedô, priced and marketed.  
 

6. Price discounting in the channel shortens the product life cycle.  When 
pricing is forced on a company because of an ineffective position in the channel, 
this can shorten the life of products/services and reduce the commercial returns.   
 

 
 

6. Industry Recognition & Collaboration 
 
If you are not recognised in the industry, credibility acquisition for your 
organisation becomes increasingly difficult and can affect your brand and 
subsequent sales achievement in the market place. 
 
It is important in determining your market resources, to understand your competition and 
who are your nearest and furthest competitors.  
 
It is also important to keep ótabsô on them, just like you would if your were in a professional 
sporting team to see how they óplay the gameô, how they strategise, how they change their 
game plan at various times of the year, in various economies or market situations and how 
they communicate and captivate clients to develop a gain, maintain and retain strategy 
long term.  
 
Industry recognition in the past has always been easy.  If you took a trade stand, or 
had a stand at the market, bought a shop or had a physical store, then over time through 
signage, attending industry functions, belonging to associations etc., you could obtain 
industry recognition. 
 
This acknowledged that you were part of the industry and made it easier or more credible 
for others in the industry, (suppliers, agents, potential clients, strategic partners etc.) to 
deal with you.  This is enhanced by collaboration in the supply and value chain that can 
lead to linked Websites, contributing to business success.  
 
In the eSuccess world it is important that you also receive industry recognition.  Part 
of this is just like having a good shop with good appearance, a good brand, good service etc.   
 
The way in which industry recognises you is through their acceptance of your 
position in the market ï i.e. through search engine optimisation (we have discussed this) 
and your listing through search engines such as Google.  You also receive recognition 
through the appearance of your Website, which is influenced by the quality and 
appearance of your home page, gallery or product/service section of your Website, ease 
of navigation and your ability to maintain a leading edge, relevant and updated Website 
that drives traffic to the site.  
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Industry recognition is also important when others are searching for you in the global 
market.  óOthersô include:  
 
1. Distributors, agents and suppliers 

 
2. Potential clients and word of mouth references 

 
3. Potential partners and potential investors.   

 
4. Parties with a vested interest:  governments, industry groups etc. 

 
If you want to be recognised in the industry, then you should have a good industry site and 
you should have the ótrappingô of industry which includes having brochures, CD-roms, 
DVDs, appropriate photos of your office, appropriate staff and communicating this correct 
industry profile on offline and online communication vehicles.  
 
Industry recognition comes fast to those who innovate and are technologically up 
to date.  It is important to always show your Website, to always have online, as well as 
offline, material available and to be recognised as a major player in both the eworld and 
the traditional business world.  
 
 

7. Communication Platform  
 
In the past if you wanted something published you had to write an article, be recognised 
by a trade journal, newspaper, symposium, convention, editorial group etc.  
 
Today, with the Internet and the ability to print, publish and develop your own material in-
house using technology that is more cost effective than in the past, it is possible to 
conduct and run your own publication platform.  You can produce your own papers, 
brochures and even offer your own opinion on a daily basis online. 
 
While this is available, the cost of time and the ability to do this through knowledge of 
language, skills etc., prevents many SMEs from taking advantage of this situation.   
 
In the eSuccess world, successful SMEs view their Website as a communication 
tool for providing customers with relevant information: 
 
1. New products and new product parades. 

 
2. New developments with customers and customer profiles that can influence 

existing and new customers to reconsider the company.  
 

3. Ideas through papers, writings and óblogsô 
 

4. Future trend adjustment and identification for customers, suppliers etc. through 
papers. 

 
5. Competitive analysis and comparison charts to combat and even prosper from 

competitors in the market with similar products and services.  
 

6. The ability to demonstrate resources, strength of capability, capacity and 
knowledge through identification of principals, staff, premises, customer and 
company profiles (visual brands) and current projects.  
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7. The ability to demonstrate the strength of the company visually through 
infrastructure, office, plant, equipment, distribution maps, logistic reach, product 
and service range etc.  

 
 
8. Corporate Attractiveness 

 
Corporate attractiveness is also part of the óNetô.   
 
The óNetô to capture suppliers, combat competitors, attract agents and distributors, convert 
potential clients to customers, attract strategic partners and generally prosper from good 
commerce.  
 
Corporate attractiveness is not one factor, but a range of a number of factors.  We have 
referred to these factors as the ócorporate communication platformô because this is the 
major way and means by which customers get to find out and evaluate your 
attractiveness, your capability, capacity and success.   
 
Corporate attractiveness involves telling customers that you are successful because 
customers, suppliers and others like to deal with successful companies.   
 
The most immediate medium and the one with the greatest impact is your Website and 
this is partnered by a very effective email and Internet marketing system that allows you to 
deliver online messages in large volumes, overnight, 24 hours a day, 7 days a week at 
your discretion.  It also allows you to communicate to key clients, client testimonials etc.  
 
We are not saying that you want to óbombardô the customer.  It is important you 
communicate without overloading consumers with information.   
 
Companies that put information succinctly in a relevant and useful way to customers so 
they do not have to óleave homeô to get the message, providing a resourceful approach, 
win.   
 
 

9. Online Selling System Development 
 
Traditional selling has an existing framework that is well understood in the market.   
 
The development of a successful online selling system depends on adjustments in the 
front office, administration, personnel training and contact/sales conversion process.  
 
Online selling does not necessarily involve the external salesforce or traditional agents or 
distributors, although it can if needed.   
 
The key to success is to try to make it easy for customers to buy from your organisation 
without expanding resources and in many cases, by using existing resources combined 
with efficient and effective Website development to ensure sales happen when traffic is 
driven to your Website. 
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The E-Pyramid  For Success (see next page) outlines the eight essential steps for an 
effective online selling system.   
 
These steps include: 
 
1. Connect 

 
It is important to have a site that is highly visual, easy to locate on a search engine 
and has a relevant and valuable domain name that points to your company and 
industry.  It is important that you can easily navigate from the home page to any 
area of the Website quickly so you do not lose potential clients.  
 

2. Communicate 
 
Good copy and good navigation of the site to enable consumers to learn very 
quickly what you offer and whether their needs can be satisfied via your site. 
 

3. Credibility 
 
With all sites, especially those with payment gateways, it is important to create a 
site that has industry contacts, language and ófeelô.  The site should have the 
appearance that creates credibility. 
 

4. Convince 
 
Your Website is a selling tool.  Use persuasive and convincing copy, visuals and 
proof of performance to convince customers to deal with you.  
 

5. Convert 
 
A sales person who does not close the sale is a good conversationalist.  A Website 
that does not ask for the order and enable customers to purchase online or through 
extended offline facilities, is wasting resources and opportunities.  
 

6. Commission 
 
The process of purchasing should be easy, whether through a payment gateway 
on the site, or through a contact section that leads to invoicing and traditional 
payment methods.  Make the system seamless, secure and fast.  Online banking 
and online procurement are well established in business. 
 

7. Confidence & Trust 
 

Ensure that actions taken by consumers online are responded to quickly.  Do not 
create procrastination or mistrust by delaying response.  Communicate as soon as 
information or sales signals are given.  Confirm in writing.  Your online email is a 
great tool.  
 

8. Control & Evaluate 
 
Customer relations surveys, comments and contact details allow you to evaluate 
the success of your site.  Many SMEs never visit their Website and some do not 
even know if they are still hosted.  Visit your site and evaluate its effectiveness 
regularly.  Ensure your Web designer or developer shows you how to access 
comprehensive statistics on visitations, areas visited on the site, time spent on the 
site, locations for site contact etc. 



 19 

     
 

 
 

THE E-PYRAMID  FOR SUCCESS 
 
 
 

 
 
 
 
 
 
 
 
             
             
             
             
             
             
             
             
             
             
             
             
             
             
             
   
                        © 2009 Competitive Edge 

CONNECT 

COMMUNICATE 

CREDIBILITY 

CONVINCE 

CONVERT 

COMMISSION 

CONFIDENCE/TRUST 

EVALUATE 
CONTROL

/ 



 20 

 
10. Industry Collaboration 

 
In eSuccess, SMEs are aware of the collective knowledge, recognition and the cost 
effectiveness of information and process sharing from collaboration within the supply and 
value chain.   
 
This is reinforced by the search engines that place higher priority on Websites that are 
hyperlinked or linked to other companies.   
 
By agreeing to support suppliers, contractors, customers, distributors, industry and 
association directories etc. and putting their Websites on your Website, your organisation 
not only benefits from the relationship and collaboration, but it also strengthens your 
Website and potential customer appeal.   

 
 
 

 
 © 2009 Competitive Edge 
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3. GAIN, MAINTAIN & RETAIN STRATEGIES 
 
 
Strategies for your organisation fall into three categories:  gain, maintain or retain.   
 
As the customer, and servicing the customer for a return on investment, is the basis of your 
business and the focus of a customer centric organisation, these three strategies ensure todayôs 
sales and return and tomorrowôs growth and wealth creation. 
 
SMEs adopting the eSuccess concept have to consider how to utilise eCommerce and multimedia 
opportunities to assist this process.  Some of the suggested strategies are: 
 
1. GAIN CUSTOMERS 
 

1. Decide from benchmarking other Websites, and from review of your current 
communication strategies that are effective in gaining customers, the ólookô, 
appearance and style that you wish to adapt for your Website.   
 
Your Website is a focal point for building the rest of your communication platform, 
both online and offline.   
 
 

2. Use your portfolio analysis and review of your business, products and market 
segments. It is important to develop the correct architecture to allow customers to 
easily navigate your Website.  Without this, traffic will enter and leave your Website 
without exploration and taking action.   
 
 

3. Ensure all material, including copy, visuals, testimonials, examples, technical 
specifications etc., is accurate and easy to assimilate on a computer screen.   
 
 

4. Brand each page with your logo and your Positioning Statement (usually at 
the bottom of the page).  When they print pages or read pages, your brand and 
positioning is always at the forefront of their information intake.   
 
 

5. Invest in Search Engine Optimisation (SEO).  The Internet is a highly 
competitive medium.  Just like you used to with Yellow Pages, it is important to 
compare your position on the page, the competitorsô advertising space, copy etc.  
You will be continually optimising your Website on an annual and even more 
frequent basis, in the future if you wish your Website to capture traffic and optimise 
your market position.  
 
 

6. Devise strategies that will drive traffic to your Website.  This can include 
advertising in certain geographic markets and locations on the search engines, 
using key words or descriptors that are common to your industry, good copy and 
titles and descriptive meta tags.  It involves keeping your Website active and up to 
date, providing key information on new products and new product launches, 
creating a leading edge product gallery (similar to catalogue leadership) and hot-
linking your Website to industry directories and important high traffic Websites.  
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7. Develop strategies that promote your name and brands.  This can be achieved 
via search engine sponsorship (advertising).  Putting banners (horizontal 
advertising) and towers (vertical advertising columns) on your Website and other 
Websites such as those of suppliers, distributors, strategic allies, local directories 
and industry directories   

 
You can also gain recognition by having a major supplier or distributor referenced 
on your Website.  They could also engage in banner or tower advertising.   
 

 
8. Determine how consumers will prefer to navigate your Website and creating 

interactive areas where they can directly engage with you.  This includes such 
strategies as an automatic email return section, backed by an automatic reply 
(important for exports). 
 
Other areas can include:  expressions of interest (EOI) section, online registration 
for newsletters, catalogues etc., signing on for membership and/or promotions and 
free offers, registration for DVDs, brochures or other information.  Some can be 
password protected, such as wholesale price lists, retailer distribution networks 
and some can be in the public arena.  
 
 

9. Cross-reference and link to other important Websites.  This can be achieved 
within your Website.  You can reference government and other important Websites 
and create immediate links to these Websites.  
 
If you can in turn be linked and referenced by other important Websites such as 
local industry directories, council directories, Chambers of Commerce directories, 
national industry directories and even form relationships with customers and 
suppliers to cross-reference, this will assist you greatly with search engines and 
Website recognition.  
 
 

10. Use your Website as a publication vehicle.  You can publish material that you 
believe is important.  If you are a plumber, you could write a one-page paper on 
the advantages of solar heating and indicate typical costs.  This paper can be 
included in your Website.  If you are a landscape designer, you may wish to 
develop a checklist of activities to prepare for briefing of a landscape project and 
put these on your Website. 

 
 
11. Create publicity and reference your Website with your name and .com.au 

domain address.  Sometimes these articles can receive search engine support 
and they reference your Website.  
 
 

12. Create actual customer purchase activities online using an off-the-shelf 
software program.  Sometimes the cost of ósearchô is greater than the need to 
check prices so customers, when they find what they want, are willing to buy 
straight away if they are comfortable with your Website and its credibility  
 
 

13. Support your Website with a 1300 number or a number where they can reach 
you or leave a message.  Remember, the Website is a 24/7 communication 
platform and you need to capture everyone who comes to the Website and wants 
to make contact with you.   
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2. MAINTAIN CUSTOMERS 
   

1. The greatest strategy to maintain your site is to keep the copy, visuals, 
appearance and navigation updated and relevant.  The Internet is full of stale 
and neglected Websites left over from the early era when everyone wanted a 
Website, but did not really know how to incorporate it into their business 
development and customer communication program. 
 
 

2. Search Engine Optimisation is important on a continual basis because the 
Internet and your competitors are part of a continual improvement program.  You 
have to visit competitive Websites, but this is easy.  Remember when you only had 
the Yellow Pages and a phone number to understand your competitors.  Today, 
you can judge them by the quality of their Website, Website content and Internet 
marketing savvy.   
 
 

3. Updating your Website can be easy if you use a CMS (Content Management 
System ï Page 18) or if you have Website support and organise your updates 2-3 
times a year.  Areas that can be updated include:  newsletters; new product and 
service sections; product or project/service galleries; online estimation or 
ócalculatorô systems; trade show stands and appearance; post-trade show events; 
awards; strategic partnerships; licences and distributorship expansion; expert 
personnel; industry events; attendance at national and international conventions; 
white papers (public relations articles) and; significant contractual projects.   
 
 

4. Surveying your customers who visit online.  Your Website can have 
registration areas, checklists, or customer surveys that allow you to understand 
who has visited your Website, their expectations and needs.  Using this information 
allows you to maintain and then gain customers by understanding their mindset.   
 
 

5. Cross-referencing your Website on all corporate material, PowerPoint 
presentations and at every opportunity.  Every phone call could point customers 
back to the Website to gain information, to read articles, to see pictures of trade 
show events etc.  Remember to put your customers, suppliers and other important 
personnel on your Website from time to time.   
 
 

6. Reference your brochures, corporate profiles, DVDs or CDs and other 
important support material that they can access through an automatic email 
contact section, or by phone.  This increases support for your Website.  
 
 

7. Create repeat traffic by having password sections for suppliers, distributors, 
strategic allies, contractors etc.  You can publish price changes, product category 
changes etc. even if you distribute by mail, as this provides online support.   
 
 

8. Create an online procurement process if you are in an industry that relies on the 
regular ordering of product and quick response to orders and stock availability.  
The last national SME survey revealed that annual Internet procurement rose from 
53% to 60% for services and products.  Payments for products and services online 
grew from 62% to 66%. 
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9. Print ready material should be provided on your Website to create frequency 

of return visits and to enable customers to interact and gain from their visit to the 
Website.  If they use their printer and time to download products and services etc. 
that can lead to sales, it increases your customer support and loyalty and leads to 
cost effectiveness for your organisation. 
 
 

10. Integrate email marketing as part of a customer relations management (CRM) 
program.  This includes sending emails to important clients at special dates such 
as birthdays, Christmas and New Year. 
 
It could also include reminding clients of special industry dates and noting on the 
Website trading hours during holidays, Christmas periods etc.  
 
Christmas and New Year are excellent times to send virtual messages and virtual 
Christmas cards to clients.  The Christmas card can also appear at the front of 
your Website. 
 
      

3. RETAIN CUSTOMERS  
 

Once you have gained customers and been successful at maintaining them, it is 
important that you retain them.   
 
There may be problems with customer complaints, competitive pricing, competitive 
promotions and activities etc.  This can lead to customers switching companies and 
brands/products and services. 
 
The cost of gaining a customer today is extremely high.  The next customer that replaces 
a customer who leaves is usually more expensive than the cost of retaining an existing 
customer ï provided they are not a high cost to maintain.   
 
óIt is not satisfactory to keep filling the bucket if it has a leak at the bottom.ô 
 
We can retain customers through the following strategies: 
 
1. Creating online complaint forms.  These inform us immediately of customer 

problems.  Because they are online, we obtain speedy responses without the 
emotion that often comes with a phone call or pent up frustration over time.  They 
can be company directed, rather than ópersonô directed.  This helps repair any 
difficult situations, provided you respond immediately. 
 
For SMEs without the luxury of customer service departments, this is a valuable 
service and one that can assist the retention of customers.  
 

2. Access to the organisation 24/7 is very important to national and 
international companies.  Often time zones and daylight saving can interfere with 
communication.  To avoid frustration, use the Internet, which is open for business 
at all times.  Clients can send automatic emails and receive confirmation 
automatically once communication is received, even if you are not in the office.  
For important clients, you can direct them to mobiles and other numbers, even if 
you are on the move, to increase client service and retention. 
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3. Communication can be ónowô if you use the Website to update products, 
catalogues, product numbers etc. 
 

4. Interaction via the Website can be enhanced and you can enhance interaction 
through online competitions and even competitions you do not control.  Many firms 
engage with suppliers and key clients in football tipping competitions.  It would 
have to be a major crisis to leave the football competition mid-season.   
 

5. When clients refer you to others, they reinforce your value to them.  The 

Website is an excellent tool for reference.  Clients do not have to directly hand 
material to others, or engage in direct representation.  The reference is, however, 
ógoldô.  An advocate for your business is selling without cost to you.  They are 
perceived as independent and they usually have a relationship of trust and 
credibility with the other party that can drive the sale to you.  Advocacy is the 
highest level of customer involvement and a key goal of eSuccess business 
development.  

 
Customer Advocacy is the Best Result  

 
 
6. Paretoôs Law says that 20% of your customers give you 80% of the business 

and 20% of your customers take 80% of your time and are not always your 
most profitable customers.   
 
If you have online systems connected to your Website, you can service the óhigh 
costô customers more efficiently without margin squeeze and you can do this while 
retaining all customers through a proactive retention program.  
 

7. Internet marketing involves co-ordinating email communication with offline 
marketing and your Website.  All emails can readily reference your Website and 
through using your Website as a promotion and advertising tool, you can give 
individual special clients the chance to participate in special offers and promotions 
and you can reinforce your value to them through proactive marketing and 
communication that redirects them to your Website and reinforces your trading 
position. 

© 2006 Competitive Edge 
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8. Online surveys, again, can be useful in assisting clients to think about their 
relationship with you and to evaluate your value to them.  They can also give 
you insights that can assist you to refine procedures, processes and client 
strategies to ensure retention of your key clients.  
 

 

 
 
 
 
9. Website statistics.  We have moved beyond the early days where we placed 

counters on Websites to record óhitsô.  This was fine when we were initially 
measuring traffic numbers.   
 
Today, we want to know what kind of traffic is coming to our Website, where they 
are coming from, how they heard and what parts of the Website they find valuable.  
Website statistics also help you to: 
 

Á Track the rate of conversion of your marketing activities to assist with return on 
investment calculations.  
 

Á Identify how well your site is performing on the search engines.  The statistics 
also clearly portray the visits by search engine robots. 
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TYPICAL WEBSITE STATISTICS FOR CONTROL & EVALUATION 
 

 
 

 
        


