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Executive Summary

commerce, n. the buying and selling of goods; business dealings; trade.
e-commerce, n. the buying and selling of goods online; electronic business dealings; electronic trade.

Commerce encompasses all the activities that a company performs to buy and sell the goods
and services that keep the business operating. Commerce is conducted in a variety of ways—
one-on-one customer visits with salespeople; interaction between purchasing agents and suppli-
ers; visits to storefronts; and orders by mail, fax or telephone.

Electronic commerce (e-commerce) is commerce conducted in a revolutionary way—electronically.
Instead of meeting personally with a sales representative, visiting a store or speaking with a com-
pany representative on the telephone, people conduct transactions electronically through a
network—perhaps visiting a Web site, tapping into a business partner’s Extranet or submitting
purchase orders directly into a supplier’s legacy systems. Electronic transactions range from a
consumer buying books, CDs or even automobiles to potential suppliers responding to a request
for proposal.

As with every technological revolution that has preceded it, e-commerce is swirling in myths,
many of which characterize it as a passing fad. The facts, however, belie the myths. Respected
industry analysts, such as International Data Corporation (IDC), estimate that the e-commerce
market will grow from over $5 billion in 1998 to more than $200 billion in 2001.

Not only does e-commerce present a compelling business opportunity, it also presents a
considerable threat to companies that do not get involved early on. Just consider the impact
Amazon.com has had on traditional booksellers that did not have an early e-commerce presence.
In three short years Amazon.com has become the third-largest bookseller in the world, without
opening a single physical store.

That’s why it's important that companies move now—if they haven’t already—into the exciting
new medium of the Internet. Launching a successful e-commerce presence requires careful plan-
ning, structured implementation and skills in a variety of disciplines, some of which are new and
unfamiliar to many companies.

This paper describes the myths surrounding e-commerce, the reality that debunks these myths
and the forces driving the e-commerce revolution.

It presents the major factors that a company should address when planning an e-commerce

presence, and it describes a phased approach to successful implementation. In addition, it identi-
fies the skills and disciplines required to ensure the success of an e-commerce initiative.
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Debunking the E-commerce Myths

Every technological revolution has been accompanied by myths and misunderstandings.
Companies that believed the myths and acted accordingly at the time, stumbled, some
irrecoverably. Consider these examples:

* In the late 1800s, Western Union’s belief that the telephone had no inherent value
caused the company to miss the enormous opportunity to leverage its dominant posi-
tion in telegraphy and become a leader in telephone communications. The result:
Western Union was eclipsed by AT&T.

» Thomas Watson of IBM estimated the worldwide market for computers to be about five.
Fortunately for IBM, Thomas Watson Jr. realized the enormous potential of computers
and repositioned the company to dominate the computer industry for several decades.

Some pundits are downplaying the potential for e-commerce because of numerous myths about
the Internet, including:

« The Internet has poor security, which will prevent companies from establishing links to
exchange sensitive or business-critical information with customers and business
partners.

« The exploding volume of Internet traffic will slow response time so much that businesses
and consumers will find it impractical to use for e-commerce.

« The small number of regular Internet users and the characteristics and interests of
typical users make them poor targets for commerce.

The reality is that e-commerce is growing at a phenomenal pace, due to the compelling business
opportunities it offers.

« According to Forrester Research Inc., the 1998 volume of goods and services sold
online in the United States and Europe will be more than double the 1997 figure, which
exceeds $5.1 billion.

« International Data Corporation (IDC) estimated the market at $2.6 billion in 1996 and
expects it to grow almost a hundredfold to $220 billion in 2001.

« Forrester Research also expects Internet-based e-commerce to increase from 12
percent of a typical company’s revenue to 42 percent.

« According to the Internet’s largest demographic survey, conducted by the Georgia Institute
of Technology in late 1997, of the 10,000 respondents, 47 percent had four-year college
degrees or better, and household incomes averaged more than $53,000 a year.

« A joint study from International Data Corp. and Relevant Knowledge Inc. indicates that
by 2002, half of the 102 million people in the U.S. who use the Internet at home will be
shoppers.

4 Strategies for Growing Your Business through E-commerce USWeb/CKS



The Internet is rapidly becoming a mainstream medium for information, entertainment and
e-commerce, presenting a compelling channel for businesses to increase revenues and profits,
and reach new customers.

A Compelling Opportunity

Few companies can afford to pass up the Internet, a large and rapidly growing medium that
represents significant potential for new revenues and profits. Internet technology is rapidly evolv-
ing to address security and bandwidth issues. And clearly, the Internet audience has grown well
beyond the academics and technical people who were the early adopters. According to a recent
BusinessWeek article, “In just three years, the Net has gone from a playground for nerds into a
vast communications and trading center where some 90 million people swap information or do
deals around the world. Imagine: It took radio more than 30 years to reach 60 million people, and
television 15 years. Never has a technology caught fire so fast.” (June 22, 1998)

E-commerce offers a significant opportunity to strengthen relationships with customers, business
partners, vendors and suppliers. And it extends a company’s reach significantly, enabling it to do
business with a new audience that was previously unreachable.

Strengthening Business-to-Business Relationships

Business-to-business relationships offer significant short-term potential. Many industries have
been using electronic data interchange (EDI) for years to streamline business processes and
reduce the cost of doing business. Suppliers, manufacturers, wholesalers, distributors and retail-
ers share inventory information and send orders, invoices and shipping data electronically. EDI
enhances the flow of information and goods through the supply chain and eliminates manual
re-entry of data, thereby eliminating errors and costly delays.

Traditional EDI, however, is expensive and time consuming to implement. Many smaller
companies simply can’t justify the price of entry. According to BusinessWeek, adding a single
trading partner to an EDI network can cost up to $50,000. In contrast, some Internet-based EDI
links cost less than $1,000, making them affordable for a much broader audience.

What'’s more, EDI on the Web supports much richer information exchange. Traditional EDI
supports only highly structured documents such as purchase orders and invoices. The Internet
supports the exchange of multimedia information, including engineering drawings, full-color
photographs, audio and even video clips. As a result, Internet-based EDI fosters much tighter
relationships among participants, providing a sense of teamwork and shared goals, and enabling
all components and systems of a value chain to communicate with each other.

Reconstructing Value Chains

Another myth about the Internet is that it will eliminate the need for intermediaries. Early
predictions called for disintermediation, that is, the disappearance of physical distribution chains
as people moved from buying through distributors and resellers to buying directly from manufac-
turers. The reality is that the Internet is transforming distribution chains, not eliminating them.
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The traditional distribution model is linear. The manufacturer builds products. Wholesalers and
distributors aggregate products from multiple manufacturers and bring them through several
levels of distribution in small lots to resellers who deal directly with consumers. The value-add of
the distribution chain lies in shipping, warehousing and delivering products.

With the Internet, value chains are being deconstructed and reconstructed in different ways—into
value webs. This process has given rise to a new class of intermediaries. Companies such as
Yahoo! aggregate information and make it easier to access. The value-add is no longer in logistic
aggregation but rather in information aggregation—or eyeball aggregation. Consumers come to
these sites looking for information and opportunities to purchase.

Companies such as Auto-by-Tel, Amazon.com and E*Trade are dramatically changing traditional
models of selling goods and services by acting as a new type of intermediary. These new types of
intermediaries offer new opportunities for existing companies as well as startups. Companies
need to examine their current value chain and determine how the Internet might change it. Then
they can adapt their business processes to take advantage of the new model—protecting their
major sources of revenue and also developing new ones.

The Forces Driving E-commerce Growth

Three key trends are driving the rapid growth of e-commerce, including trends in both technology
and customer attitudes.

The Move from WANSs to Public Networks

First is the trend away from private wide area networks (WANSs) to public networks. In the past,
businesses built private network infrastructures based on private lines to interconnect facilities.
Using these infrastructures, a company could connect its network with that of a business partner
for purposes of EDI or make it available to customers. These networks were costly and time
consuming to implement, complex to manage, expensive to operate and required proprietary
software to access. Today, public IP-based network services supplied by Internet service
providers (ISPs) offer an economically and technologically superior means of connecting facilities
and networks. In addition, public networks enable customers and business partners to connect to
a company’s network by simply using standard Web browsers.

The economics are compelling. Some companies report that the cost of connecting through
public networks is as low as 10 percent of the cost of private WANSs, with up to 20 times the
bandwidth. These public networks significantly lower the barriers to e-commerce entry. As a
result, established companies face new competitors that are quickly moving into their space and
gaining ground in the electronic arena. Many of these competitors weren’t even around a few
years ago.
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Rapid Advances in Internet Security

As companies integrate accounting, order entry and inventory systems and make access
available through the Internet, issues such as security become critical. Major technology suppliers,
including Microsoft, Netscape, IBM, Cisco and Lucent, as well as numerous startup companies,
are all working to tighten Internet security. The result is that Internet security is advancing at a
rapid pace. It has already attained the level of security available with other types of transactions,
such as those conducted by telephone, fax and mail. And with new technologies, such as
authentication and digital certification, e-commerce security will surpass that of other forms of
commerce.

Changing Customer Preferences and Expectations

The third trend is that customer preferences and expectations are changing. Today, many
consumers prefer online shopping because of the convenience, reach and wide availability of
information, products and services. Companies that don’t develop an Internet presence will miss
the opportunity to gain new customers and may lose many existing ones. In addition, technologi-
cally aggressive enterprises may insist that suppliers, vendors and other business partners con-
duct all business with them through the Internet. The cost savings and efficiencies offered by the
Internet provide compelling reasons for these enterprises to eventually insist that all partners do
business this way in order to remain competitive.

Major Factors to Consider

Commerce on the Internet represents a revolutionary departure from traditional business methods
and can be fraught with pitfalls. With all the myths and predictions swirling about the Internet, it is
easy to misunderstand the medium and make mistakes.

The challenge is to mount an effective online e-commerce program that attracts a large new
audience (much of it previously unreachable), makes that audience satisfied, repeat customers and
loyal, productive business partners. This involves much more than generating traffic. It encom-
passes all the factors that are required to keep the audience—from user-friendly design and
architecture of the Web site to ease in conducting a transaction.

The move to electronic commerce involves new technologies, new ways of doing business and
new processes. As a result, companies must be prepared to educate their target audiences in the
benefits and techniques of the new medium. This is particularly true in the case of business-to-
business commerce.

There are three major factors to consider in planning an Internet strategy:

» The importance of an early e-commerce presence.

» The personalization and community that uniquely characterize Internet/\Web
relationships.

» Disintermediation and reintermediation of distribution chains.
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The Importance of an Early E-commerce Presence

The Internet is fundamentally and rapidly changing the way commerce is conducted. Early entry
into e-commerce gives a company early experience that results in an important competitive edge.
It also preempts brand hijacking such as that effectively carried out by Amazon.com, and it meets
the expect-ations of today’s customers and business partners.

Getting a Jump on the Competition

Early experience is essential to gaining and maintaining a competitive edge in the online arena.
Customer interactions on the Internet differ from traditional commercial interactions. Electronic
advertising and promotion, for example, are more personalized, customized and targeted. And
the delivery of Web-based service and support must be structured differently to guide customers
through self-service activities.

Companies cannot learn how to conduct business online effectively by merely watching what their
competitors are doing. They must “get their feet wet” and learn from their own experiences. Late
entrants typically can’t learn fast enough to catch up with earlier entrants. As a result, they may
be permanently relegated to the role of follower rather than leader.

It is essential that companies go beyond imitation to find new value models and new ways of
doing business. Being faster and cheaper may help, but true success will likely require changing
the rules to bring a new type of value to a company’s product or service offering.

Amazon.com, for example, has amassed a wealth of experience in doing business online. As
competitors watch and imitate, Amazon.com continually adds, adapts and refines its services and
processes based on its expanding experience in selling books on the Web. The company’s early
presence on the Web, along with its application of the unique character-istics offered by the Internet
to its business model, has allowed Amazon.com to successfully maintain a competitive edge.

Another example is Microsoft Expedia. Although Microsoft was a proven leader in the technology
marketplace, the company had no experience in the travel industry. Yet Microsoft recognized the
opportunity to gain a significant share of an entirely different and new industry—online travel ser-
vices. The company is now reaping the rewards of its successful entry into a new business.

Avoiding Brand Hijacking

Traditionally, companies have used print, radio and television to leverage and expand brand
identity, a process that takes persistence and a considerable amount of money and time. The
Internet is a medium in which powerful new brands can be created almost overnight. These new
brands can quickly overshadow those that have been well established in other media. In two
short years, Amazon.com came from nowhere to become the leading bookseller on the Internet,
beating out well-known names such as Barnes & Noble.
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Amazon.com used a new methodology—Word of Web (the Web equivalent of word of mouth)—
to establish the most powerful brand on the Internet for buying books. The fundamental nature of
the Internet fueled this rapid growth by enabling people to talk about the brand through forums,
online chats and other means. To preempt brand hijacking, companies must establish their
brands in cyberspace as early as possible.

Meeting Expectations of the Target Audience

The rising level of expectations on the part of customers and business partners puts pressure on
companies to act immediately. Two years ago, people expected a company to have a Web site
that merely provided “brochure-level” information about the company and its products. Today,
people expect to be able to conduct business with a company through its Web site. For a con-
sumer, such business might include competitive research, buying products, or receiving services
and support. Expectations for a vendor or business partner could range from requests for
proposals, sales automation (request for proposal submission, account tracking and status mech-
anisms), dealer support systems, auction sites and warranty claims processing. The pressure to
deliver to these audiences increases exponentially as competitors begin to creatively deliver
goods and services over the Internet.

The Unique Characteristics of the Internet

People initially respond to new technologies by copying what they are already doing in the new
medium. Early TV programs, for example, resembled stage plays. Likewise, early Internet sites
resembled magazines and product brochures. Over time, people begin to understand the power
and unique characteristics of a new medium, and they learn how to use that medium to their
advantage. The Internet is no exception. Personalization and community are two of the major dis-
tinguishing characteristics of the Internet that a company must understand to develop an effective
e-commerce business plan.

Newspapers, radio, television and other broad-based media are one-way and offer no interaction
with their target audiences. In contrast, the Internet provides a way to obtain customer information
and feedback directly and immediately. Companies can use that information to create individual-
ized experiences for their target audiences. This ability to conduct highly personalized, one-to-one
marketing is a marketeer’'s dream come true.

In addition, the Internet has fostered the development of thousands of online communities based
on interests, including a broad array of newsgroups and chat rooms. Companies can leverage
existing communities or even develop their own communities to establish new ways of interacting
with customers and partners. The personalized interactions that these communities enable
increase the value of the experience for customers and partners. For example, customer service
systems built on chats, discussion groups and video conferencing create communities in which
customers can interact with the company as well as with its partners and its other customers.

Exploiting the Characteristics

One of the keys to successful entry into e-commerce is to understand these unique characteris-
tics and determine the best way to incorporate them into strategic plans. The following two
examples show how USWeb/CKS clients are successfully employing the unique features of the
Internet in their e-commerce ventures.
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« Hammacher-Schlemmer, a 150-year-old provider of unique and unusual gifts for the
home and office, is innovative in its use of personalization and tailoring. Customers can
create their own home page on the Hammacher-Schlemmer Web site. Each time a cus-
tomer visits the site, the system builds a page dynamically based on that customer’s
previous purchases. Customers appreciate the convenience and ease of shopping in
this personalized environment.

» REl, a leading merchant of sporting and outdoor gear, increased sales substantially on
its Web site through target messaging in recreational newsgroups. It combined this
messaging with focused mailing lists, strategic linking and online PR campaigns. These
audience-building strategies have had a dramatic and very positive impact on the com-
pany’s bottom line.

Launching a Successful E-commerce Initiative

A Web site that supports e-commerce can provide an important strategic asset for a business. A
successful site has many benefits:

« It tightens relationships with existing customers and business partners.

« |t offers new revenue-generating opportunities—through new channels as well as new
business models.

« |t offers opportunities to reduce costs by streamlining processes.
« |t provides a competitive advantage.

« It offers universal compatibility with other Internet-based TCP/IP solutions without
requiring proprietary software or special expertise to maintain it.

« It positions the company for future growth and success.

Building a site can represent a significant investment in time and resources. A haphazard approach
often results in wasted money and lost opportunity. To be successful, companies must integrate
e-commerce into their overall business strategies and processes. They must understand the role of
e-commerce in the context of other revenue-generating channels as well as re-engineering and
cost-reduction initiatives.

As part of this integration effort, companies should recognize e-commerce as a new and highly
lucrative means of doing business—a new distribution channel. They should examine their market,
business, comp-etition and core competencies carefully and determine how to leverage them into the
new medium.

Armed with this knowledge and understanding, companies can then take a structured approach
to the planning, design, development and deployment of Web sites for e-commerce.

Companies must also recognize that e-commerce may have a dramatic impact on existing

business models. It may be necessary to redefine the current business model and perhaps modi-
fy relationships with the current channel or supply chain—or develop entirely new relationships or
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supply chains. Some industries will be more affected than others by the supply chain transforma-
tion that the Internet is causing. In some industries, a complete redefinition of the business model
may be the only way to maintain a competitive edge. As a result, a careful examination of the
existing business model and how e-commerce may affect it is essential for success in the online
arena.

There are three primary phases in developing and implementing a successful e-commerce
initiative.

Phase 1—Identifying the E-commerce Initiative and Obtaining Buy-in

First and foremost, the company needs to identify the process, product or business area that is
most applicable to an e-commerce initiative and obtain buy-in from internal and external con-
stituencies. Internal constituencies include functional areas, department management and teams
that are affected by the initiative. External constituencies include suppliers, vendors and other
partners, such as advertising and public relations firms, particularly partners who have systems
that must connect or interact with the Web site or the company’s Intranet/Extranet.

An important part of the identification process is examining the resources and skills required to
carry out the project from the planning stage through development and implementation.
Companies need to determine the skill sets required and identify the skills they already have in-
house. Most companies find that they don’t have all the skills internally, and must determine the
best way to acquire them.

This process involves an analysis of whether to:

« Grow the expertise internally through education or the recruitment of new talent.

« Outsource some or all of the project to a firm that specializes in Internet technologies
and e-commerce.

Senior management, information technology (IT) and other functional areas must buy into the
choice of whether to use internal resources, develop new skills internally or outsource some or all
of the project.

Buy-in on the e-commerce initiative is critical to the success of an e-commerce strategy. Without
it, the company may fail to get essential input and support from important constituencies.
Participants may have the sense that it’s a passing fad rather than a key component of the
company’s overall business strategy. As a result, they may not give proper attention to the devel-
opment and implementation of the e-commerce site. Top management should emphasize the
importance of the project and demonstrate the commitment of senior executives throughout the
company as well as externally to business partners.
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Phase 2—Developing a Business Plan

Phase 2 involves developing an e-commerce business plan that is integrated with the overall
company business strategy. The plan needs to address a number of important issues and con-
cerns, including:

« The dynamics of the new marketplace.

» The companys e-commerce goals.

« A definition of the customer or audience.

« Requirements for the online marketing campaign.

« Competition.

» The risks and how to mitigate them.

« The road map for moving from the strategic level to deployment.

« Integration of e-commerce systems with other business systems.

The Dynamics of the New Marketplace

E-commerce represents a changing revenue model. Not all e-commerce revenue is the result of
new customers. Some revenue comes from customers who move from physical channels into the
electronic channel. Top management, department managers and business partners—particularly
resellers and distributors—need to be aware of this shift and understand how it will affect such
areas as perform-ance reviews and sales targets. Customer expectations must be factored into
plans for Web site development and deployment. This is difficult to do when planning 12 to 18
months out because technology and user preferences change so quickly on the Internet. Plans
must be flexible enough to adapt to changing customer expectations.

Customers have a continual supply of new choices with new companies appearing rapidly. The
plan needs to take into account the changing complexion of the competition in the company’s
market.

The Company’s E-commerce Goals

The company needs to set realistic and achievable goals for the e-commerce initiative and
communicate them clearly in the plan. Questions that need to be answered include:

« What portion of the business will e-commerce represent in 12 months, 2 years and 5
years?

« What volume of business does the company expect over the next five years?
« What level of return on investment does the company expect?
« How will return on investment be measured?

« What cost savings can the company realize through e-commerce? Examples might
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include reduced IT staffing requirements due to Web-based administration tools and
higher productivity through easier access to information or lower customer service costs
as a result of facilitating customer self-service.

« Will online sales reduce the sales volumes in existing channels? If so, what will be the
impact on each channel?

This information is essential because the site design and support infrastructure must be able to
handle growth effortlessly over time. Otherwise, the company may lose valuable time and money
re-engineering a site after a few months.

Audience/Customer Definition

Defining the audience or customer is one of the primary tasks in the overall scoping and planning
of an e-commerce initiative. This includes identifying internal audiences, such as marketing, sales,
channel sales, finance, IT and other internal groups, as well as external customers, suppliers, ven-
dors, resellers and other business partners. This element of the overall plan affects many other
aspects of the e-commerce system, from site design to online marketing techniques.

Requirements for Online Marketing

To develop an effective online marketing campaign for the initiative, marketing, advertising and PR
personnel as well as site designers need to understand the target audience. Who are they?
Where do they spend their time on the Internet? What factors are important to them? The plan
should also identify customer needs and expectations as well as how the company and its prod-
ucts or services address needs more effectively than the competition.

Competition

The company’s traditional competitors may already have an e-commerce initiative. It’s essential to
identify what these competitors are doing. Are they aggressively pursuing an e-commerce strategy
or are they taking a wait-and-see approach? Are they extending their existing offerings to the new
channel or are they creating an entirely new business?

Although current competitors are a threat, nontraditional competitors represent the biggest
competitive risk. These are the companies that find new ways to deconstruct and reconstruct tra-
ditional value chains into value webs—gaining a significant head start over companies that simply
move existing business processes to the Internet.

Mitigating the Risks

As with any new business initiative, there are risks and rewards. It is important to identify any risks
that could significantly affect the company and provide backup plans to mitigate any negative
effects. A company that is building a customer service and support Web site needs to prepare for
technical problems, such as interruptions in service from ISPs. Companies need to determine
how to respond if a security breach occurs. They also need to investigate attitudes and percep-
tions in existing channels and minimize channel conflict.
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The Road Map from Strategy Through Deployment

The business plan should provide a road map that defines major milestones as the project moves
from the strategic level through the tactical level. The road map should cover the next 12 to 18
months in some detail and provide major milestones over several years.

Integration of E-commerce with Existing Business Processes and Partners

E-commerce is one component of an overall business value chain. It integrates with existing
business processes and systems, and should complement existing channels rather than compete
with them. It may need to integrate with existing information technology systems, such as inven-
tory, accounting, order processing, sales forecasting, customer information and Enterprise
Resource Planning (ERP) applications. The plan needs to examine the level of integration required
and the impact of e-commerce on other processes and systems.

The plan also must address the increasingly important requirement to integrate the e-commerce
system with the systems of upstream suppliers and downstream partners. In many cases, the via-
bility and profitability of e-commerce systems will depend upon the efficiency of value-chain-wide
system implementations.

Phase 3—Designing, Developing and Deploying the System

A variety of functional groups should participate in the design, development and deployment of an
e-commerce system, including marketing, sales, customer service, engineering, operations and
information technology. The affected groups need to be intimately involved in the site design to
ensure the success of the e-commerce initiative. Representatives from these groups should be
part of the project team tasked with design, development and deployment. This team provides
the input that drives functionality and design requirements.

Design and Development

During the design phase, the company considers the technical aspects of integrating the
e-commerce system with core business systems. If e-commerce goals require the extension of
business systems beyond the firewall to the outside world, security becomes a critical issue in the
design and development, to protect sensitive information. Federal Express, for example, makes
up-to-the-minute shipment status available to customers online through its Web site. This means
exposing its mission-critical package tracking system to the outside world.

In designing and developing the system, the project team needs to determine specific technologies
to be used and identify the best way to integrate the e-commerce system with existing business IT
systems. The team also needs to consider the visitor when designing the Web site. The develop-
ment of navigational cues and the user interface is of critical importance. A good Web design
engages visitors, makes it simple for them to navigate the site, and compels them to explore the
site further and purchase products.
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Piloting the System

Once the design is complete, the company should conduct a pilot to test its integrity and
effectiveness. The pilot provides an opportunity to obtain feedback from functional groups, customers
and business partners. It ensures the quality and usability of the site, providing information on:

» The clarity and effectiveness of navigational cues and user experience.
» Whether or not performance is acceptable.
« Whether or not integration with other systems is seamless and transparent.

« Whether or not the system is scalable and reliable under extreme stress conditions.

Bringing the System Online

Once the final modifications have been made based on pilot feedback, the company is ready to
deploy the site fully. This is typically handled primarily by technical personnel in the IT group.

Developing an Audience

With the e-commerce system up and running, the marketing staff takes over the major
responsibility for generating site awareness, attracting visitors and fostering customer relation-
ships. The key to e-commerce success is to attract an increasing number of visitors to a Web site
and make them repeat customers. To accomplish this, the staff must use a combination of
proven audience development techniques that include online advertising, special promotions and
PR campaigns that leverage the unique characteristics of the Internet.

Marketing techniques that work effectively in the online arena differ significantly from those that
work in the print and broadcast media. Companies must take full advantage of the unique Internet
environment, including online communities, promotional tools and cutting edge technologies. They
also need to develop a keen appreciation for the subtle complexities of online culture. Companies
that recognize these subtleties and leverage the unique nature of the Internet will succeed in their
e-commerce efforts. Others risk taking a back seat to more aggressive competitors.

Putting the Proper Skills in Place

Moving into the electronic commerce arena requires new skills, knowledge and expertise in three
disciplines: Strategy, technology and creative.

Required Disciplines

Strategic planning must be approached in a totally different way because of the dynamic nature of
the Internet. Strategy involves a variety of activities, including:

« Analyzing existing business processes and identifying areas that can be streamlined and
enhanced by Internet technologies.

« Investigating the competition—both traditional and nontraditional competitors.
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» Developing the business plan.
« Risk management.

Internet technologies are rapidly evolving, and keeping pace with the new breakthroughs is
difficult. Technological expertise involves in-depth understanding of current hardware and software
solutions, new technologies, site development, ystems integration and security issues.

Creative skills involve more than just basic Web site design. This discipline encompasses the
entire user experience—what users see, how they navigate, how they obtain information and how
they conduct transactions. It also encompasses the audience development activities that drive
traffic to the site. Marketing and promotional techniques that are effective in traditional media
don’t always translate well into the online marketplace. The creative area involves understanding
the most effective online marketing techniques and applying the ones that make the most sense
for the specific product and the audience.

Augmenting In-house Capabilities

Most businesses don’t have in-house expertise in all three disciplines. Developing them internally
may delay e-commerce activities and allow competitors to gain an advantage. As a result, com-
panies that want to move quickly often turn to partners to tap the skills, knowledge and expertise
of companies that specialize in launching e-commerce systems. A number of firms—from the big
five consulting firms such as Andersen Consulting and Booz Allen to local one-and two-person
shops—are offering e-commerce consulting services that range from planning, design and devel-
opment to deploying and managing Web sites. Choosing the right firm is essential.

The large consulting firms have significant experience in strategic planning. Their e-commerce
offerings typically focus on developing strategic recommendations. These firms, however, may not
have the in-depth Internet or technological expertise, or the creative capabilities required to take
the project through design, development and deployment. Other firms typically focus on either
technology or creative capabilities. However, they may not offer the strategic view that is so
essential to success.

In searching for a partner, companies should look for a firm that can demonstrate extensive
experience in all three disciplines. The firm should be capable of taking the e-commerce project
through its entire life cycle, from strategic planning to deployment and ongoing operation. This is
true even if only a portion of the project is to be outsourced. By choosing a firm with proven strate-
gic, technological and creative abilities, a company can move quickly into the Internet space and
achieve greater results—which provides a competitive edge and a faster return on investment.
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Conclusion

E-commerce is causing an upheaval that is shaking the very foundations of business. Companies
that have recognized the enormous opportunity and have moved to establish an effective
e-commerce presence have enjoyed many benefits, including increased revenue from new and
repeat customers, new and innovative ways to add value, and a competitive edge.

Now that the Internet has established itself as a mainstream medium, and Internet technologies
are advancing to support commercial transactions, it is imperative that businesses quickly estab-
lish their position in the exciting and exploding world of e-commerce. But a sense of urgency
must be tempered with a sense of deliberateness to ensure the success of an e-commerce
initiative. The initiative must be carefully planned and executed. This requires the combination of
a variety of skills and disciplines, many of which are new and unfamiliar.

Not all companies have the required combination of skills in-house to plan and implement an
effective e-commerce initiative. That’s why many companies are partnering with seasoned Internet
professionals, such as USWeb/CKS, to augment their in-house capabilities with expertise in the
strategic, technological and creative disciplines. In this way, these companies are ensuring their
success in e-commerce, not only with rapid entry but also with a presence that accommodates
the ever-changing environment of the Internet.
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About USWeb/CKS

Transforming Business in the Digital Economy

USWeb/CKS is a leader in the field of Internet services and marketing communications. Our
1,900+ professionals are experts in technology, brand identity and business strategy. They have
created award-winning solutions for clients around the world. Over the years, our client list has
grown to include more than 40 Fortune 100 clients and hundreds of medium-sized organizations
in industries and government.

USWeb/CKS has a proven record of success. We help clients differentiate their products and
services in a competitive marketplace, strengthen relationships with their customers, leverage the
efficiency of their workforce, and streamline their business processes. Our expertise has made the
difference for Apple, Harley-Davidson, Levi Strauss, NBC, United Airlines and other well-known
brands.

We invite you to call us for more details at 888/879 3241 or 408/987 3200. Or, visit us at
www.uswebcks.com.
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