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Abstract  

The present dissertation covers the development of the business-to-consumer (B2C) online 

business of Makenotes – a Portuguese business-to-business (B2B) brand in the stationery 

sector. Facing the challenge of improving its recognition and market share, Makenotes 

initiated the implementation of a direct-to-consumer e-commerce channel, from where it is 

expected, not only to generate sales, but mainly to improve the connection to the final 

consumer. 

Although e-commerce has been around for many years, there is still scarce information on 

the challenges and risks of implementing this kind of channel in existing organizations. To 

cover that gap and try to draw conclusions on what the real implications are, an action 

research (AR) methodology was implemented, hence fostering both practical and scientific 

insights.  

Literature on e-commerce was reviewed, covering diverse topics, such as the drivers for 

the adoption of e-commerce by firms and by consumers; the website experience design; the 

sales funnel and e-commerce critical success factors; digital marketing and its relevance in 

online selling; and, finally, the role of e-commerce in the internationalization of firms. All 

these subjects are related to Makenotes B2C project. 

But other than the digital innovation, the application of this new model is also a disruptive 

project for introducing a B2C business model on a purely B2B brand, which defies its current 

business and operational processes. The As-Is situation was the first matter of analysis and 

was followed by a short benchmarking study that allowed for the understanding of how the 

competitors are performing and which trends are prevailing in the sector. 

During the project, a customer-oriented business model had to be applied and budget was 

managed with a great focus on marketing and on providing a quality service in delivering the 

products. Thus, all these aspects are presented and discussed throughout the description of the 

implementation. As a way of planning the evaluation phase of the project, Key Performance 

Indicators (KPIs) were defined to monitor and control the outcome of the implementation. 

By the end of the deployment process, the platform was ready to be launched, the 

processes were employed, and training was assured. Hence, the online store was prepared to 

kick off in its first version. The main objectives were successfully satisfied. 

Since the expected store’s launch date was overdue and eventually matched the end of the 

involvement in the organization, the evaluation stage could not be met and hence the large AR 

cycle could not be completed. The evaluation phase is thus initiating after the launch of the 

online channel and, to conceive it, besides the defined KPIs, possibilities for customer data 

analysis and new developments have been considered as future work perspectives. 
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Implementação de E-commerce B2C: um caso no Setor da Papelaria 

Resumo 

A presente dissertação cobre o desenvolvimento do negócio online business-to-consumer 

(B2C) da Makenotes – uma marca portuguesa business-to-business (B2B) do setor da 

papelaria. Enfrentando, atualmente, o desafio de melhorar o seu reconhecimento e quota de 

mercado, a Makenotes iniciou a implementação de um canal e-commerce de venda direta ao 

consumidor, do qual será esperado, não só gerar vendas, mas também melhorar a ligação da 

marca ao consumidor final. 

Apesar do e-commerce existir há muitos anos, ainda há pouca informação sobre os desafios 

e riscos de implementar este tipo de canal em organizações já existentes. Para cobrir essa 

lacuna e tentar retirar conclusões quanto às suas implicações reais, recorreu-se a uma 

metodologia de investigação-ação, fomentando o surgimento de resultados, tanto a nível 

prático, como científico. 

A literatura científica sobre e-commerce foi analisada, abrangendo diversos tópicos, tais 

como os fatores impulsionadores da adoção do e-commerce pelas empresas e pelos 

consumidores; o desenho da experiência do utilizador no site; o funil de vendas e os fatores 

críticos de sucesso do e-commerce; o marketing digital e a sua relevância para a venda online; 

e, finalmente, o papel do e-commerce na internacionalização das empresas. Todos estes 

assuntos estão relacionados com o projeto de desenvolvimento do negócio online da 

Makenotes. 

Contudo, para além da inovação digital, a aplicação deste novo modelo é também um 

projeto disruptivo, por introduzir um modelo de negócios B2C numa empresa puramente 

B2B, o que desafia os processos operacionais e de negócio. A situação As-Is foi o primeiro 

tópico de análise e foi seguido de um pequeno estudo de benchmarking, que permitiu perceber 

o desempenho dos concorrentes e quais as tendências que prevalecem no setor. 

No decorrer do projeto, um modelo de negócios orientado para o cliente foi aplicado e o 

orçamento foi também gerido com grande foco em marketing e em proporcionar um serviço 

de qualidade na entrega dos produtos. Assim, todos estes aspetos são apresentados e 

discutidos ao longo da descrição da implementação. Como forma de planeamento da fase de 

avaliação do projeto, Key Performance Indicators (KPIs) foram definidos para monitorizar e 

controlar o resultado da implementação. 

No fim do processo de implementação, a plataforma estava pronta para ser lançada, os 

processos foram empregues e a formação foi assegurada. Assim, a loja online estava 

preparada para avançar na sua primeira versão. Os objetivos principais foram satisfeitos com 

sucesso. 

Uma vez que a data de lançamento prevista para a loja foi ultrapassada e acabou por 

corresponder ao fim do envolvimento na organização, a etapa de avaliação não foi 

concretizada e, assim sendo, o grande ciclo de investigação-ação não pôde ser completado. A 

fase da avaliação será então iniciada após o lançamento do canal online e, para concebê-la, 

além dos KPIs definidos, possibilidades para análise de dados de cliente e novos 

desenvolvimentos foram considerados, como perspetivas de trabalho futuro. 
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1 Introduction 

Nowadays, the power of consumers to influence brands is constantly growing, as the 

amount of information they access is beyond limits and the possibility of connecting to brands 

is no longer uncommon. This is due to the widespread use of the Internet to perform almost 

every day-by-day action, and the rising digitalization of brands, combined with the use of 

online channels to communicate with the customers. In the light of these modern trends, B2C 

e-commerce is a proper approach, as it directly links brands to consumers and exploits the 

digital engagement of societies.  

The present dissertation was hosted in a business environment and describes a project of 

implementing an e-commerce solution for a stationery brand called Makenotes, in Portugal 

and Spain. The mentioned implementation enabled the introduction of a B2C model, to play 

alongside the ongoing B2B strategy. The work has been developed within the Digital 

Development team of the commercial non-food division of Sonae MC, a retailer that belongs 

to the Sonae group. The implemented solution was the first online store ever developed for a 

non-food brand of Sonae MC, and also the first internationalization accomplished through 

e-commerce, for any of the food or non-food brands of the retailer.  

First of all, the company and the brand are presented, in section 1.1. The motivation for the 

dissertation is then described in section 1.2, to give context to the project. In section 1.3, the 

scope of the project is outlined, and the goals are enumerated. Then, a brief description of the 

methodology used is offered in section 1.4 and, finally, the structure of the dissertation is 

described in section 1.5. 

1.1 Sonae, Sonae MC and Makenotes 

Sonae is a multinational group, with a very wide portfolio of companies, as shown in 

Figure 1.1. The group challenges itself in the creation of long-term economic and social value 

and focuses on progress and innovation. 

 

Figure 1.1: Companies that belong to the Sonae group and correspondent participation. Sonae IM’s 

participation is different for every company it invests in, hence the 26 to 89.9% of participation (Sonae 2018).  

The largest company inside the group is Sonae MC, the Portuguese market leader in food 

retail. It offers a varied range of food and non-food products and services, spread over 
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different business segments. Sonae MC includes a broad universe of brands in several 

categories, some of them listed below: 

• Hypermarkets: Continente; 

• Convenience Supermarkets: Continente Modelo, Continente Bom Dia, Meu Super 

(franchised); 

• Cafeterias/restaurants: Bom Bocado, Bagga; 

• Healthy Food: Go Natural; 

• Stationery/giftware: Makenotes, Note! (book shops); 

• Products and services for pets: ZU; 

• Health, well-being and eye care: Well’s, Dr Well’s (clinics). 

One of Sonae MC’s commercial areas is the non-food division. Inside the commercial 

non-food division, there is the Product & Digital Development subdivision, in which the 

Digital Development team gives support to all projects concerning digital solutions for the 

non-food brands that belong to the retailer. More specifically, the team is responsible for 

managing all the stakeholders involved in the projects it owns, specifying the requirements, 

planning and managing resources, ensuring effective communication flows between brands 

and other partners, among other aspects. 

As stated before, one of the non-food brands is Makenotes, which Sonae MC acquired in 

2015. It sells stationery, small leather goods and shop solutions (for merchandising in the B2B 

clients’ stores). Makenotes once had two physical stores but, by the end of 2016, they had 

both been closed. Thus, currently the brand works only in the wholesale segment, ever since 

the stores were closed. Its largest clients are part of Sonae MC (Continente, Continente 

Modelo, Continente Bom Dia and Note!) and it also exports to companies in more than 30 

countries, through several agents and distributors. Note! is also a stationery and giftware 

brand and it has several stores and bookshops in Portugal, with an area dedicated to 

Makenotes products. 

1.2 Motivation  

With the never-ending cycle of innovation with which companies have to keep up, new 

ways of evolving the business and satisfying the growing needs of consumers have to be 

designed. Plus, in the global environment companies act in, the needs of consumers are, not 

only constantly growing, but they also have no boundaries. 

The introduction of an online marketing and distribution channel might be the answer to 

reach new customers and expand to new markets (Xia and Zhang 2010). Thus, one way of 

responding to this new environment is by increasing the number of channels in which a 

company operates, namely by introducing an online channel, that can directly reach, not only 

national consumers, but international consumers as well. For a company acting only in the 

B2B sphere, creating an online store implies a brand-new B2C approach, eliminating the 

intermediaries of the sales process, which makes it easier to boost sales and to be recognized 

as an immediate solution for consumers’ needs and wants. 

Having these thoughts in mind, it is starting to appear crucial to every brand to build an 

online platform, that allows them to sell to the final consumer at a fast pace.  

The case of a Portuguese stationery and giftware brand is hereby analyzed. The referred 

company is undergoing a project of establishing a B2C online store, to complement its 

operations in the well-established B2B segment. Until the implementation of the online 

channel is accomplished, the company exclusively sells its products to stores, distributors and 
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international agents, that market the brand’s products in their own platforms, across the world, 

consequently lacking a direct relationship with the final consumer. Although the brand is 

already marketed in several places, including online, clients worldwide have difficulty in 

physically finding the products and frequently question the brand, through their social 

networks, on where they can buy the products, and if they are available for online sales. This 

situation hinders some of the most important aspects of today’s competitive environment: 

marketing strategies are difficult to improve; brand image is highly dependent on other 

players and brand awareness is not adequately generated. Hence, the company understood that 

it was important to fill this gap and enable distance selling. Besides satisfying the identified 

need, implementing an e-commerce solution will also enable international expansion. So, not 

only will the company implement an e-commerce channel in Portugal, but it will also pave the 

way to international markets, starting with Spain. 

Regardless of the potential success of the project, Makenotes’ core business has always 

been the B2B traditional approach. Hence, during the transition period, it was stated that the 

main focus of the Commercial team and overall brand investment should not be devoted to the 

B2C channel. In the future, depending on the performance of the launched channel, a greater 

focus might be given to the B2C model. 

Sonae MC’s experience in the field is limited to Continente Online, which is an online 

marketplace for the company’s brands. It concentrates on the food retail business, with little 

focus on non-food brands, and it is only available in Portugal. Therefore, there is some lack of 

experience in the group, regarding online non-food retail and international online sales. 

Makenotes e-commerce project is a totally independent development, with no connection to 

Continente Online, with an entirely new user experience and operation, which is a disruptive 

project in the company, for which the lack of experience might be a limitation. Despite of 

being the first brand in the group to undertake such project, other non-food brands will 

possibly follow the same independent path, thus being crucial to learn from this experience. 

1.3 Scope and Goals 

The present dissertation is focused on a case of implementing a B2C multi-market online 

store, which will be explored for Portugal and Spain, in the first place. This case enables the 

examination of a real problem of e-commerce application and of the introduction of a B2C 

model in a solely B2B company. 

An e-commerce implementation strategy has many components that must be well thought 

out, and several stakeholders who play a variety of parts. For this particular project, three 

strategic challenges were embraced: the engagement, conversion and retention of customers. 

The mentioned challenges are the ultimate factors of success for e-commerce, and cover the 

journey of a customer, from the moment a user is aware of the online store, to the moment 

he/she buys a product, possibly repeatedly. 

The B2C e-commerce project was proposed after a deep analysis of the current situation of 

the company, which enabled the identification of the problem, for which e-commerce 

appeared to be an effective solution. To understand such motivation, the analysis of the initial 

situation, the assessment of brands that have overcome similar projects and the identification 

of the problem were recreated in the dissertation, to follow up on the project. 

The requirements were defined, a feasibility analysis was performed, and the project 

started being planned. 

Afterwards, the platform creation began. Designing the user experience (UX) is one of the 

most important stages, since it determines how the users of the platform will communicate 

with the website and how engaged they will be. Behind this experience, there is the interface 

that supports it and that has to perform according to the requirements, which is the user 
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interface (UI). The platform must be integrated with the company’s information systems, to 

cover updated information on prices and real-time stock, and also allow orders to 

automatically fall on the system. 

Being a critical element of any e-commerce website, content has to be managed, to ensure 

a seamless presentation of products and their description, and of the up-to-date thematic 

content, crucial for a gift shopping experience, as intended for the brand. Other significant 

aspects include the Terms and Conditions of Use, the Privacy Policy and a Frequently Asked 

Questions (FAQ) section. 

As the platform is being built, the partner responsible for the digital marketing strategy has 

to be elected, and a communication plan has to be outlined for future application. 

Also, beyond the construction of the website, the service ought to be prepared, which 

implies defining a set of components: a pricing strategy, a payment system, a shipping 

structure, a return policy, an after-sales service, among others. All these features involve legal 

considerations that have to be dealt with. 

The success of the service is also dependent on an accurately planned logistics operation, 

able to support the uncertain demand of the earlier stages and the growing rate of orders, as 

maturity is gradually achieved. In the case of Makenotes, there is the need to adapt the B2B 

operation to satisfy both the B2B and the B2C customers, and to ensure training to the 

Operations team. 

KPIs and correspondent metrics have to be defined, to monitor and control the 

performance of the project, after the go-live of the platform, considering the three strategic 

challenges and the service level. 

Regarding the goals of the project, throughout the four months in which the contribution to 

the project, described in this dissertation, is given, a project management approach must be 

employed, to ensure the effective implementation of the Iberian online store. The main goals 

are: 

• To ensure the performance of the platform and its compliance with the 

requirements, as well as the successful preparation of the operation and of the 

service to be offered; 

• To support decision-making, regarding the selection of partners, especially the 

digital marketing company; 

• To control the budget adjustments and assess possible scenarios; 

• To work on the legal requirements for the store; 

• To define relevant KPIs for the different dimensions of the project and of the 

e-commerce success; 

• To manage all sorts of content to be available in the online store. 

Besides the previous goals, additional objectives were defined, to be accomplished if the 

extent of time allows so. Those include: 

• To develop a communication plan for the online store; 

• To design a roadmap for improvement and new functionalities; 

• To collect data concerning the performance of the store and the consumer behavior, 

to analyze and find possible improvements for the platform, the service and the 

communication strategy; 
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• To assess the success of the store in Spain, understand the relevance of its 

expansion to foreign markets and design a plan for expansion. 

However, the global project does not exclusively comprise the referred four months. 

Therefore, the overall goals (considering the project before and beyond the four months) are 

of two natures: commercial and marketing. Essentially, the aim is to: 

• Improve the level of sales by introducing a B2C model; 

• Expand the brand’s market share; 

• Improve brand recognition; 

• Foster the brand’s digital path. 

Additionally, selling online will possibly boost the sale of bestsellers and allow the outflow 

of slow movers. The mentioned goals are attained through the desired level of engagement, 

conversion and retention. 

The online store is expected to be launched by the end of the second month of 

involvement, being however highly dependent on the technical dimension of the project. If 

accomplished, the following period will be spent focusing on possible improvements 

concerning the strategic challenges, and on customer analysis to define future actions. 

1.4 Methodology 

Having in mind two main objectives, an Action Research (AR) methodology was used. 

Those objectives are, in one hand, to solve a practical problem within an organization and, on 

the other hand, to generate new knowledge, which can then be applied to other projects in the 

organization or to other organizations (Perry and Gummesson 2004). AR is generally about 

change within organizations and involves a real problem of both research and managerial 

interest (Coughlan and Coghlan 2002), making it appropriate for Makenotes undergoing 

experience. 

As described by Coughlan and Coghlan (2002), AR distinguishes itself from the traditional 

methodologies, for focusing on research on action, rather than about action, which means that, 

in AR, the author participates in the making, rather than just observing it. Unlike positivist 

science, AR is specific and practical, since the author is immersed in the organization 

(Coughlan and Coghlan 2002). An action researcher must be able to make decisions, act and 

coordinate both its involvement in the practical environment and its academic detachment 

(Perry and Gummesson 2004). The case should be analyzed and written as the action takes 

place while adopting a reflective interpretation of facts (Coughlan and Coghlan 2002). 

Given the case of Makenotes’ B2C e-commerce project, AR seemed to be a suitable 

approach to a real problem with the intervention of the author of the dissertation, while 

theoretical knowledge is hopefully being shaped. The aim of the investigation is to give some 

hints on how a B2C online channel can be effectively introduced in a B2B model, and how 

the platform, the service and processes can be addressed. Essential to any AR case is the pre-

understanding of the circumstances and theoretical basis, hence the need for a literature 

review on e-commerce. 

AR is performed with iterative cycles (Coughlan and Coghlan 2002). The first step is to 

recognize the context of the project. Then, the main steps are data gathering, feedback and 

analysis, action planning, implementation and, finally, evaluation. Throughout the whole 

cycle, a meta-step is performed to accomplish the research outcome: monitoring. Coughlan 

and Coghlan (2002) have schematically summarized the AR cycle, as identified in Figure 1.2.  
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Figure 1.2: Action research cycle, adapted from Coughlan and Coghlan (2002).  

After the first macro-cycle, a new one will begin. According to Coughlan and Coghlan 

(2002), within the macro-cycles, there  can also be smaller cycles that reoccur while a 

particular plan or action is happening. The present project is a good example of the iterative 

cycles within each phase of the macro-cycle, since it is a digital, technological project, usually 

linked to great flexibility, agility and constant improvement efforts. Throughout the 

implementation, it is necessary to test and learn, until a final decision on the different matters 

can be made. An example can be given regarding the operational processes that will have to 

be defined with the intervention of different stakeholders, and that will likely have to be 

refined until a compromising solution can be found. 

For an action researcher, data gathering is accomplished through its involvement in the 

daily activities of an organization, such as any other step of the cycle. The evaluation stage is 

determinant for planning the next cycle, given its significance for the learning process 

(Coughlan and Coghlan 2002).   

Concerning the first macro-cycle, although the macro-planning had already been done, a 

series of smaller tasks and actions need to be planned along with the development of the 

project. Implementation has already been initiated, though in its first steps. Evaluating the 

actions will be undertaken after the launch of the online store, as soon as information on the 

performance of the established channel, business model and processes can be retrieved. 

Depending on the conclusions on the previous stage, a new macro-cycle will begin, with new 

planning. As mentioned before, inside this macro-cycle, there are smaller cycles of action and 

feedback, that trigger new cycles and that lead to the outcome of the larger cycle. 

First, to understand the purpose and motivation for the project, the initial situation is 

analyzed, as well as a quick overview of other players in the market. Then, the 

implementation initiates, based on the planning phase, and its story and outcomes are 

described. The implementation of planned action will be crucial for the understanding of the 

benefits and risks of the applied approach, that, if extrapolated to generate meaningful 

insights, will contribute for other organizations’ knowledge of these practical issues. 

Planning was achieved with the definition of requirements, the establishment of goals, the 

involvement of different stakeholders and the design of the To-Be platform. 

As part of the Digital Development team, the implementation consists of managing the 

construction of the online store by the Information Technology (IT) provider, the design of 

the service offered and the outline of the different functionalities and required partners, the 

definition of processes and training to the Operations team, the formulation of a digital 

marketing strategy along with the chosen partner, the content generation with the support of 

the Commercial team, among others.  

When all these steps are settled, and all the aspects are aligned between all parties, then the 

online store can finally be launched. Following the launch, the evaluation stage can start. For 
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that purpose, KPIs will be defined to guide the assessment of the implemented project, as 

client feedback channels, both direct and indirect, will be available. With the evaluation 

phase, not only can the company improve the performance of the established channel, but it 

can also understand how to address future projects. This knowledge will be useful for similar 

companies as well. 

1.5 Structure of the Dissertation 

The dissertation is organized in five chapters. 

Chapter 1 includes the company’s presentation and the introduction to the project’s 

motivation, scope and goals, as well as the applied methodology. 

Chapter 2 incorporates the definition of e-commerce and statistics regarding the subject, as 

well as a literature review on several topics of interest for the project: B2C e-commerce, the 

adoption of e-commerce by firms and by consumers, critical success factors in e-commerce 

(engagement, conversion, retention), website and user experience design, digital marketing 

and, finally, the process of internationalization through e-commerce.  

Chapter 3 presents the case under discussion and thus includes the description of the initial 

situation of the brand and a strategic analysis, a benchmarking study for the stationery sector, 

and the identification of the problem. 

Chapter 4 describes the implementation process, covering all sorts of topics: the 

governance of the project, the feasibility analysis and definition of goals, the website 

preparation, the description of the service, the operation and the main processes. It also 

comprises the definition of the digital marketing strategy and of the main KPIs.  

The key conclusions and remarks on future work are described in Chapter 5. 
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2 E-commerce 

E-commerce combines IT with commercial activities, bringing an enormous value to a 

consumerist society which is becoming more and more digital. Within a project whose goal is 

to improve both the commercial and marketing positions, e-commerce can be preponderant to 

ensure an effective, low cost and scalable answer to the problem.  

Given that e-commerce was settled as the solution for Makenotes identified problem, 

investigation on the topic and the current theoretical landscape has to be performed. In AR, 

one can only contribute to the practical environment if endowed with an appropriate level of 

comprehension of the background. To ensure the needed investigation, this chapter explores 

the e-commerce topic, at a global level. 

To understand the relevance and importance of e-commerce for the proposed problem, this 

chapter initiates with an overview on e-commerce, its definition and types, and a few 

statistics, in section 2.1. A literature review on topics of interest that concern the project 

follows in section 2.2, to have a clear perspective on the work that has been performed so far 

concerning the different dimensions of e-commerce, and to assess the significance of B2C 

e-commerce and its adoption, both within and outside borders. 

2.1 Definition and Statistics 

E-commerce (also eCommerce) stands for Electronic Commerce and it is defined by the 

Eurostat (2016) as the sale or purchase of goods or services between different parties, through 

electronic transactions performed over the Internet or other computer communication 

networks, in websites or through electronic messages. Other transactions included in the 

definition are the purchase of financial investments, accommodation and travel reservations, 

lottery and betting, paying for online information services and online auctions. On the other 

hand, manually typed e-mails for ordering goods or services are not included (Eurostat 2016). 

According to the Organization for Economic Co-operation and Development (OECD), “an 

e-commerce transaction is the sale or purchase of goods or services, conducted over computer 

networks by methods specifically designed for the purpose of receiving or placing of orders. 

The goods or services are ordered by those methods, but the payment and the ultimate 

delivery of the goods or services do not have to be conducted online. An e-commerce 

transaction can be between enterprises, households, individuals, governments, and other 

public or private organizations. To be included are orders made over the web, extranet or 

electronic data interchange. The type is defined by the method of placing the order. To be 

excluded are orders made by telephone calls, facsimile or manually typed e-mail” (OECD 

2013). 

Kotler et al. (2005) differentiate e-business from e-commerce: e-business includes all 

electronic-based information exchanges, while e-commerce is the sale or purchase of goods 

supported by electronic means, usually the Internet. 
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Distance selling through an online channel is used to perform transactions of different 

types of goods between different parties. In terms of participants, e-commerce’s most 

common types are (Kotler et al. 2005): 

• Business-to-business (B2B): a transaction performed between two businesses; 

• Business-to-consumer (B2C): the purchase of goods offered by a firm is performed by 

the final consumer;  

• Consumer-to-consumer (C2C): a model in which consumers sell to other consumers, 

as is the case of eBay; 

• Consumer-to-business (C2B): when a customer has something to offer to a firm, such 

as helping the firm with online reputation and buzz, or even participate in focus 

groups; 

• Business-to-government (B2G): transactions are made between a firm and the 

government, which carries a specific regulation. 

European statistics (Eurostat 2018) on e-commerce demonstrate the success of this tool, as 

it generates 18% of European Union (EU) enterprises’ total turnover. Statistics from the 

Eurostat (2018) also reveal that in 2016: 

• The amount of sales to other enterprises (B2B) is higher (almost 60%) than the 

amount of sales to the final consumer, so the B2C online sales volume is still inferior; 

• In Europe, most of the web sales are performed through the enterprises’ own websites 

or apps (used by 85% of the enterprises selling online), rather than in marketplaces 

(only 39% of the enterprises have claimed to use it); 

• Enterprises are not exploiting the possibility of using e-commerce to sell to other EU 

countries (only 7% have claimed to use it), as they point out the high transportation 

costs (for delivering and returning goods), the linguistic and technical obstacles and 

the law divergences as inhibitors. 

To evaluate the circumstances of e-commerce adoption in Portugal, statistics from the 

Portuguese National Institute of Statistics (INE) on the proportion (%) of individuals, aged 

between 16 and 74 years old, using e-commerce for private purposes, in the first 3 months of 

the year, was analyzed. The data was collected in the “Survey on ICT usage in private 

households” and is available from 2013 to 2017. It covers several factors that could impact 

the mentioned proportion of users. 

First, the overall usage of e-commerce was studied. In the first 3 months of 2017, 25.4% of 

the inquired individuals claimed to have used an online platform to receive or place an order1, 

72% more than in 2013 and with an average annual growth rate of 15%. Within these 25.4%, 

the majority (54.6%) were individuals with higher education2. This trend was observed for 

                                                 

1 INE (2017). "Proportion of persons aged between 16 and 74 years old using e-commerce for private purposes 

in the first 3 months of the year (%)." Statistics Portugal, Survey on ICT usage in private households. Retrieved 

March 23, 2018, from  

https://www.ine.pt/xportal/xmain?xpid=INE&xpgid=ine_indicadores&indOcorrCod=0001029&contexto=bd&se

lTab=tab2. 

2 INE (2017). "Proportion of persons aged between 16 and 74 years old using e-commerce for private purposes 

in the first 3 months of the year (%) by Highest completed level of education." Statistics Portugal, Survey on 

ICT usage in private households. Retrieved March 23, 2018, from  

https://www.ine.pt/xportal/xmain?xpid=INE&xpgid=ine_indicadores&indOcorrCod=0002973&contexto=bd&se

lTab=tab2. 

https://www.ine.pt/xportal/xmain?xpid=INE&xpgid=ine_indicadores&indOcorrCod=0001029&contexto=bd&selTab=tab2
https://www.ine.pt/xportal/xmain?xpid=INE&xpgid=ine_indicadores&indOcorrCod=0001029&contexto=bd&selTab=tab2
https://www.ine.pt/xportal/xmain?xpid=INE&xpgid=ine_indicadores&indOcorrCod=0002973&contexto=bd&selTab=tab2
https://www.ine.pt/xportal/xmain?xpid=INE&xpgid=ine_indicadores&indOcorrCod=0002973&contexto=bd&selTab=tab2
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every year in the analyzed period. Likewise, the younger population (16-34 years old) has 

been increasingly becoming the top user of such technologies3.  

The reported users have recognized buying online from suppliers established in different 

countries, not only from Portugal. Around 25% of the respondents have even bought from 

countries outside the European Union4. 

For those who have claimed not having used e-commerce in the previous year or ever, the 

most voted reasons for avoiding it were “preference for personal contact or force of habit, 

loyalty to usual shops”, “having no need”, “trust concerns” and “lack of skills”5. 

Although the presented figures encourage the deployment of e-commerce solutions for the 

Portuguese audience, special care should be taken to minimize the perception of risk for the 

users and to simplify their user experience, appealing to its usage and allowing for all kinds of 

individuals to be able to shop online. 

2.2 Literature Review on B2C E-commerce 

The internet has a clear role when it comes to sustaining a strong customer base and to 

establishing relationships with new customers, in national and foreign markets (Mathews et 

al. 2016). Thus, the internet is determinant for conducting innovative ways of doing business, 

through advertising, communication and online sales. With the increasing use of the internet 

to search for product information and to purchase products and services, the relevance of 

doing business online is growing, as it is key to face the current circumstances of the market 

(Xia and Zhang 2010). Thus, e-commerce has revolutionized the traditional business, by 

enabling, simultaneously, a reduction of costs and an expansion of the limits of space and 

time (Qin et al. 2014).  

Figure 2.1 exhibits the steady growth of retail e-commerce sales, by revealing the volume 

of sales in e-commerce worldwide, from 2014 to 2017, and a sales forecast from 2018 to 2021 

(eMarketer 2018), supporting the mentioned increase in the use of Internet to sell and shop.  

Over the years, e-commerce has been shifting to a new reality, as new possibilities arise, 

such as tracking consumer behavior on the websites, accessing data from customers’ social 

networks, exerting social influence on customers, personalizing the nature of the service and 

the actual offers, and, finally, managing customers’ specific lifecycles by treating them 

individually (Parvinen et al. 2015). According to Pogorelova et al. (2016), in e-commerce, 

pricing strategies are extremely dynamic, and personalization is enhanced, leading to a 

                                                 

3 INE (2017). "Proportion of persons aged between 16 and 74 years old using e-commerce for private purposes 

in the first 3 months of the year (%) by Age group." Statistics Portugal, Survey on ICT usage in private 

households. Retrieved March 23, 2018, from  

https://www.ine.pt/xportal/xmain?xpid=INE&xpgid=ine_indicadores&indOcorrCod=0002972&contexto=bd&se

lTab=tab2. 

4 INE (2017). "Proportion of persons aged between 16 and 74 years old using e-commerce for private purposes 

in the first 3 months of the year or in the previous year (%) by Place of origin of suppliers of performed orders 

by e-commerce." Statistics Portugal, Survey on ICT usage in private households. Retrieved March 23, 2018, 

from 

https://www.ine.pt/xportal/xmain?xpid=INE&xpgid=ine_indicadores&indOcorrCod=0006017&contexto=bd&se

lTab=tab2. 

5 INE (2017). "Proportion of persons aged between 16 and 74 years old not using e-commerce for private 

purposes in the previous year or never used (%) by Reason for not using e-commerce." Statistics Portugal, 

Survey on ICT usage in private households. Retrieved March 23, 2018, from  

https://www.ine.pt/xportal/xmain?xpid=INE&xpgid=ine_indicadores&indOcorrCod=0001893&contexto=bd&se

lTab=tab2. 

https://www.ine.pt/xportal/xmain?xpid=INE&xpgid=ine_indicadores&indOcorrCod=0002972&contexto=bd&selTab=tab2
https://www.ine.pt/xportal/xmain?xpid=INE&xpgid=ine_indicadores&indOcorrCod=0002972&contexto=bd&selTab=tab2
https://www.ine.pt/xportal/xmain?xpid=INE&xpgid=ine_indicadores&indOcorrCod=0006017&contexto=bd&selTab=tab2
https://www.ine.pt/xportal/xmain?xpid=INE&xpgid=ine_indicadores&indOcorrCod=0006017&contexto=bd&selTab=tab2
https://www.ine.pt/xportal/xmain?xpid=INE&xpgid=ine_indicadores&indOcorrCod=0001893&contexto=bd&selTab=tab2
https://www.ine.pt/xportal/xmain?xpid=INE&xpgid=ine_indicadores&indOcorrCod=0001893&contexto=bd&selTab=tab2
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possible customization of the whole marketing mix: product, price, sales channel (place) and 

communication (promotion).  

 

Figure 2.1: Volume of sales from retail e-commerce from 2014 to 2017, and a forecast from 2018 to 2021, 

adapted from eMarketer (2018).  

It is possible to assess the trends in e-commerce for today and for the near future, from 

which the use of augmented reality to enable virtual representation features, the preference for 

mobile purchases (rather than on desktop), the deployment of machine learning and artificial 

intelligence algorithms to customize shopper experience, and the use of technologies for voice 

search and image detection ought to be emphasized (Absolunet 2018).  

Data mining is one of the current topics which have the greatest impact on e-commerce 

and its success. Through the analysis of product, customer and user behavior data, businesses 

can retrieve valuable information on how to segment customers, recommend related products, 

among other powerful business insights, in an effort to meet the customers’ needs and to 

increase the value of the online offer (Chen et al. 2015). Recommender systems, one of the 

existing techniques, play an important part when it comes to suggesting possibly interesting 

content to each user, based on the perceived user preferences (Schafer et al. 1999, Chen et al. 

2015). It suggests products that have been purchased or positively rated by customers with a 

similar profile, or products associated to others that have already been bought by that same 

user (Schafer et al. 1999). This tool enables the automated customization of an e-commerce 

website, which potentially increases customer satisfaction and consequent retention, since the 

offer is personalized and matches the individual needs (Schafer et al. 1999). Hence, the use of 

such mechanisms is key to improve customer loyalty by engaging users in a unique shopping 

experience, and to deepen knowledge on the business performance. 

2.2.1 The Adoption of E-commerce by Firms 

The adoption of e-commerce by existing firms that already operate in an offline channel is 

generally driven by the need to satisfy a certain demand, by the need to face and challenge the 

competition or by the will to expand to new markets (Mir-Bernal et al. 2018). Thus, it is 

largely used as a marketing resource (Saetang 2017). In their study, Simpson and Docherty 

(2004) summarize the reasons and barriers for e-commerce adoption. They refer aspects like 

improving business competitiveness and the need for improved communications as drivers for 

this phenomenon. On the other hand, they suggest that one of the main obstacles is the 
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unwillingness of managers to overcome the needed technological change and the overall lack 

of knowledge and skills. 

One aspect that carries substantial risk when selling online is the inventory management 

policy. E-commerce brings up some topics: demand fluctuation due to seasonality of sales and 

consequent stock-outs, reverse logistics caused by the likelihood of a high level of order 

returns, SKU (stock keeping unit) management challenges due to multiple size and color 

products, and possibly multi-channel processes (Patil and Divekar 2014). Patil and Divekar 

(2014) compare two possible mitigation models: purchasing stock and holding inventory, 

against purchasing stock after the placement of orders. According to the authors, the first 

model enables quick deliveries and the immediate availability of products, but inventory 

holding risks and costs are a concern. The second model minimizes inventory holding risk but 

induces longer lead times and forces the firm and its suppliers to have flawless coordination. 

A hybrid approach can also be a solution. 

In multi-channel strategies, especially in those that overlap B2B and B2C approaches, 

some issues in integrating online and offline activities emerge. As mentioned before, one 

critical example is the inventory management, which might be distinct due to different 

logistics, and hence inhibit a single inventory strategy (Guercini et al. 2018). Moreover, one 

concern for the companies that used to be B2B-exclusive firms is also related to the potential 

cannibalization of sales of the B2B clients’ channels, possibly upsetting long-term buyers. In 

the case of Hummel’s (a sportswear brand) e-commerce implementation, described by Yeow 

et al. (2018), some positioning actions were conducted to avoid this situation: not offering all 

product categories online, not providing free shipping and not offering discounts. 

Furthermore, the brand also included a store finder in its website, generating traffic to the 

B2B clients’ stores. Therefore, it is crucial to leverage the existing business through the new 

business, and vice versa, thriving to incorporate old and new resources to successfully manage 

both businesses and let them coexist (Yeow et al. 2018). 

According to Poon and Lau (2006), implementing a B2C e-commerce solution requires 

both a deep understanding of the business objectives and a careful choice of the approach, 

methodology and technology. The authors suggest a framework for implementation, called 

PRESENT, made of four steps: “prepare the organization” (with a special focus on defining 

the business strategies and ensuring support for the project), “select B2C development 

methodologies” (in which Poon and Lau (2006) propose the systems development lifecycle 

(SDLC) methodology, a model that ranges from project inception to final system 

deployment), “build and maintain the site” (where each phase of the SDLC is described and 

critical success factors (CSFs) are defined) and “audit the site” (in which business strategies’ 

outcome is assessed). From the framework proposed by Poon and Lau (2006), some needed 

elements stand out: a return-on-investment (ROI) analysis, an implementation plan, a 

specification of requirements and the assured website scalability and availability. Focusing on 

web presence design and on tailoring the customer experience, as well as encouraging 

customer trust and ensuring security, are also preponderant issues (Poon and Lau 2006). 

2.2.2 The Adoption of E-commerce by Consumers 

The adoption of e-commerce by consumers has been steadily increasing over the years, as 

it was previously suggested in Figure 2.1. This acceptance is shaped by some factors, such as 

social influence, usability of the platform, perceived usefulness, perceived risk and perceived 

trust/security, that if accomplished will positively determine customers’ satisfaction and 

frequency of use (Guzzo et al. 2016). 

According to Reichheld and Schefter (2000), trust drives online selling, not the price. Trust 

can be boosted by word-of-mouth promotion, as people tend to rely on what they think are 

consumers’ real experiences, so customer satisfaction is critical (Cihan et al. 2017). Other 
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than building trust, loyalty efforts include quality customer care, on-time delivery, reasonable 

shipping fees, comprehensive product presentation and reliable privacy policies (Reichheld 

and Schefter 2000, Cihan et al. 2017). 

Luckily for firms, people are starting to rely more and more on online stores (Mir-Bernal et 

al. 2018). Customers buy online due to the convenience of the process and to save time and 

money (Qin et al. 2014). Also, products can be easily found and there is no pressure from 

salespeople during the process (Mir-Bernal et al. 2018). 

However, online trading has a specific nature: it is non-material, the sales process is 

technological, communication is made at distance and buyers cannot get to know the 

products’ features in real life (Pogorelova et al. 2016). Thus, the virtual and intangible essence 

of the online business places firms at a disadvantage (Oppenheim and Ward 2006, Poon and 

Lau 2006). To overcome such gap, businesses should reply with a careful presentation of 

products and information, and with spotless customer services, providing, for instance, free 

returns. 

2.2.3 Engagement, Conversion and Retention 

Engagement, conversion and retention are some of e-commerce critical success factors and 

summarize the main stages of interaction with customers.  

The sales or brand funnel, which illustrates the customer journey in relation to a certain 

brand, starts with awareness and gradually leads the customer into action.  

Figure 2.2 represents the five steps of the brand funnel, as considered by Strauss (2010). 

 

Figure 2.2: Brand funnel or brand value chain, adapted from Strauss (2010).  

Awareness is about getting to know a brand and acknowledging it as a solution to a 

problem. After that, evaluation is the step in which the brands are compared and assessed, 

based on the need of the consumer. In engagement, customers are now predisposed to 

purchase, as they are already in the website considering completing the order, in the present or 

near future. Action only takes place in the next levels, with conversion and loyalty. 

In this dissertation, the three bottom levels – engagement, conversion and loyalty (hereafter 

referred as retention) – will be considered for analysis, as in e-commerce the engagement 

phase is the one that triggers the relationship between the user and the online store. 
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By applying a sales funnel, customers are not immediately forced to buy, so the strategy is 

less aggressive, and customers do not feel too pressured. Instead, content is gradually 

presented to them, so they progressively feel more influenced to purchase, being more 

receptive. 

The engagement of users in a website is a measure of their level of interaction with the 

available content and it evaluates the response of a potential customer to a certain offer. Since 

users must be led into the website to initiate engagement, it is strictly related to the success of 

a digital marketing strategy, a topic that will be further analyzed.  

In their study, Kuan et al. (2005) define conversion as the likelihood of a customer 

purchasing from an e-commerce platform. Improving conversion is a particularly delicate 

mission since, when buying online, customers can access a huge number of different websites 

in a very short period of time, leading users into visiting several websites and comparing them 

before making a purchase (Di Fatta et al. 2018). Safety-related issues are also on the top of 

users’ minds when deciding whether to leave the store, to use it as a showroom (and buy in a 

physical point of sales if available), or to, in fact, buy online (Di Fatta et al. 2018).  

Gudigantala et al. (2016) have pointed out a mismatch between what customers find 

valuable and what companies think that is important for them: in the survey the authors 

analyzed, customers would value good product description and trust, while companies 

thought customers privileged speed and ease of navigation. 

Having all these barriers in mind, opposing to the remarkable growth of traffic on websites, 

conversion rates have kept constant over time, consisting of around 4% for US e-commerce 

websites (Gudigantala et al. 2016). 

According to Di Fatta et al. (2018), some investigation has been made on the factors that 

drive the intention to purchase, and so they summarize aspects such as the number of visits, 

the browsing experience and behavior, the design of the website and its language, and also the 

aesthetics. However, several retailers find it difficult to encourage customers to purchase once 

they are in the online store, so, in an attempt to explain not only the intention, but the actual 

conversion of a visit into a purchase, the authors have studied some promotional (“free 

shipping, free return, discount policy, seasonality”) and quality factors (“speed of load, luxury 

products, mainstream products”). However, according to the study of Gudigantala et al. 

(2016), purchase intention can actually be considered a fair predictor of conversion rate, and 

so can website satisfaction, which is also apparently linked with the purchase intention itself. 

Central to the topic of conversion is the importance of website usability. Delone and 

McLean (2003) have updated their model of IS success (long used and cited by many authors 

on the field) to apply it to the case of e-commerce success, addressing six dimensions: system 

quality (desired features), information quality (content), service quality (overall support), 

usage, user satisfaction and net benefits (balance of positive and negative impacts). Kuan et 

al. (2005) make use of DeLone and McLean’s model to map the dimensions of usability of an 

e-commerce website. Namely, they describe usability as a function of system quality 

(response time, ease of navigation, visual appeal, fast check out, etc.), information quality 

(characteristics of the content itself like relevance and accuracy) and service quality 

(effectiveness of product search, responsiveness, assurance, privacy policy, etc.). They have 

concluded that all these dimensions affect positively, not only conversion, but also retention. 

Kuan et al. (2005) define retention as the likelihood of a customer returning to a website 

and purchasing again. So, not only does it matter for companies to understand how they can 

lead customers into purchase, but also how they can retain them and increase their value. 

Cihan et al. (2017) give special importance to the delivery experience. Reducing delivery 

time, allowing the customers to track their orders, lowering or even eliminating delivery costs 
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and securing a trustworthy service are features that will bring customers back to the online 

store (Cihan et al. 2017). 

Throughout section 2.2.4, the relevance of the website design to these success factors is 

stated, as the further mentioned elements are crucial for analyzing the relationship between 

the users and e-commerce. 

2.2.4 Website and User Experience Design 

Online purchase is highly dependent on the effectiveness of the website design, which 

makes it a competitive aspect. This design should be user-centered and provide a positive 

experience for the user, in terms of usefulness, usability and desirability (Saetang 2017). 

Saetang (2017) has summarized some of the aspects found in literature regarding the factors 

that positively impact the user experience: perceived trustworthiness, easy-to-use user 

interface, provided functionality and information, the click-stream paradox (number of clicks 

required to reach a certain location), information accuracy, loading speed, recommend ability 

and stickiness (the ability to engage and retain customers). The author suggests some 

strategies to cope with the mentioned features, such as: 

• adapting the system according to the audiences’ cultural differences, to increase 

overall acceptance; 

• creating features that encourage the establishment of a community where customers 

can share their experience and recommend the website or the products, to increase 

awareness and loyalty; 

• producing content marketing strategies by hosting a blog or sharing news in social 

media, promoting informative contents rather than promotional, to create value to 

customers who will more promptly come back; 

• being active on social media, to remind the audience of the brand and to get involved 

with the community. 

Oppenheim and Ward (2006) have focused their investigation on understanding the main 

features and design elements that influence the customers’ perception of value in an e-

commerce website, having the chocolate business as case study. In spite of the fact that most 

of the users’ preferences are not consensual, the authors have highlighted some of these 

elements: disclosing helpful information, such as a FAQ section, a return policy, the terms 

and conditions of use, the delivery details and explicit error messages; optimizing download 

speed; including multilingual options; ensuring a privacy policy and security certificates, as 

well as secure payments; providing suggestions for complementary products; providing a 

well-functioning search option; allowing to choose different addresses for delivery and 

invoicing; offering the possibility of online order tracking; including detailed product 

description, updated availability and quality photographs; ensuring categorization of products 

to ease navigation; offering customized products and designing suitable elements for users 

with disabilities (Oppenheim and Ward 2006). 

2.2.5 Digital Marketing and E-commerce 

Digital marketing is defined as the marketing of products or services through which digital 

channels (for instance, social media, search engines and display advertising) are used to reach 

consumers. According to Ištvanić et al. (2017), what distinguishes traditional marketing from 

digital marketing is the fact that, in the latter, marketing focuses on the customer. Plus, it is 

measurable, allowing managers to see how people react to it and adjust the strategy if needed. 
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Regarding the case of Portuguese companies, managers perceive digital marketing as an 

important tool for brand building, knowledge improvement and heightening communication 

flows (Tiago and Veríssimo 2014). Other than building awareness, it also creates engagement. 

Most of the online buyers start their purchasing process by searching online, so targeting 

search listings has become vital when applying digital marketing (Sen 2005). Lemos and 

Joshi (2017) address the two most popular ways of performing this type of “pull-marketing” 

strategy: Search Engine Optimization (SEO) and Search Engine Marketing (SEM). SEO is 

related to unpaid (also called organic) search results (Ištvanić et al. 2017), and it is a set of 

techniques through which online content is optimized so that a search engine returns that 

website as a top result for a certain keyword, improving the overall performance on search 

engines (Lemos and Joshi 2017). SEM usually refers to paid search, in the form of text, image 

or video ads (display advertising) (Sen 2005). The two mechanisms are shown in Figure 2.3. 

 

Figure 2.3: Example of paid (in orange) and organic/non-paid (in green) search listings. 

Display advertising enables remarketing strategies, through which tailored ads are 

presented to the users who have abandoned the website, encouraging them to come back and 

complete the purchase (Ištvanić et al. 2017). 

Other digital marketing activities, within the “push-marketing” strategies, include e-mail 

marketing, banner ads and pop-ups (Lemos and Joshi 2017). E-mail marketing is an effective 

tool to engage and retain customers, and it should contain a call-to-action instruction, whose 

performance is assessed based on click-through rates (Ištvanić et al. 2017). 

According to Tiago and Veríssimo (2014), firms should join customers, as they engage in 

social media, and should adopt a more digital presence. As previously stated, social influence 

highly impacts customer behavior in the online sales channel, so an e-commerce company’s 

marketing strategies should be strongly focused on the social component (Guzzo et al. 2016). 

With this acknowledged empowerment of social media, companies somewhat lose control 

over their interactions with potential consumers, as other customers can influence the 

decision-making and purchase processes of others, by sharing opinions and promoting the 

content they wish to (Frutos et al. 2014). This aspect opens doors to a new form of digital 

marketing, powered by customers themselves, who are then called influencers, in which they 

advertise a certain product or brand, sharing their own experience.  

Therefore, social networks play an outstanding part, regarding the improvement of 

interaction with customers and in keeping up with the modern ways. Social networks also 

provide an incredible amount of data on customers and their online behavior, as well as 
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demographic and interest-related information that improves segmentation and customization 

of products and services (Tiago and Veríssimo 2014). 

2.2.6 Internationalization through E-commerce 

Shopping from overseas e-commerce brands is a reality for more than a half of online 

shoppers6. Hence, it is worth embracing e-commerce as a means to reach foreign markets.  

According to Guercini et al. (2018), incorporating an online sales channel is a powerful 

instrument in the internationalization process of a brand, by “reducing physical liabilities, 

information gaps, and operational threats”. The Internet has facilitated communication and 

increased the number of opportunities, and has abolished, even if only partially, the need to 

own assets in foreign countries (Mathews et al. 2016). Thus, international market sales and 

growth is now conceivable without much investment, due to the online digital presence of 

firms. 

Due to their flexibility, e-commerce companies are less liable to come across physical 

barriers in transcending national borders and to face entry barriers related to expensive 

physical presence and facilities, making it easier for those companies to establish in foreign 

markets (Luo et al. 2005, Tolstoy et al. 2016). Cross-national coordination is also simplified, 

and costs are lowered.  

According to Luo et al. (2005), internationalization is a gradual learning process and the 

rate at which it occurs is largely dependent on the firm’s experience. Thus, the international 

experience of the brand through other channels somewhat dictates the potential success of an 

international expansion through e-commerce (Luo et al. 2005). Through any channel, firms 

start by moving into markets they can most effortlessly understand and in which uncertainty is 

lower (Luo et al. 2005). This perception on how similar markets are and on how a company 

can understand a market’s condition is known as psychic distance (Sinkovics et al. 2013). 

Sinkovics et al. (2013) argue that using an online channel to pave internationalization might 

reduce the perceived psychic distance and make it easier, in overall terms, to move to any 

potential market. Likewise, Mathews et al. (2016) agree that the Internet as a whole enables 

this reduction of the distance between markets, as well as the uncertainty of the expansion 

path, thanks to the amount of information available online. Luo et al. (2005) moreover refer 

that the marketing capability of a firm is key to generate demand and partially overcome 

uncertainty.  

Nevertheless, using the internet to internationalize sales has some constraints: companies 

have to be extremely responsive to markets’ needs and must have a strong entrepreneurial 

orientation (Sinkovics et al. 2013). Furthermore, an international strategic orientation of top 

management, defined as the firms’ commitment and resource allocation to serve international 

markets, and enhanced use of internet as a resource for the firm, are both required (Mathews 

et al. 2016). The need for coordination and the possible loss of customer focus are also 

concerns to have when exploring foreign markets, so it is compelling to define priorities and 

assign the markets worth devoting efforts to (Tolstoy et al. 2016). 

                                                 

6 Orendorff, A. (2017). "Global Ecommerce: Statistics and International Growth Trends." Retrieved April 6, 

2018, from https://www.shopify.com/enterprise/global-ecommerce-statistics. 

https://www.shopify.com/enterprise/global-ecommerce-statistics
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3 Case Presentation 

AR presupposes the existence of an identified problem for which a practical solution will 

be applied. This chapter explores the initial situation of the brand at the beginning of the 

project, in an effort to understand the relevance of the proposed solution and to identify the 

problem and its potential risks during implementation. Thus, it includes the context and 

purpose definition and evidences of the data gathering, feedback and analysis. 

The brand operates in the B2B market of stationery and giftware, and it intends to expand 

its business by introducing a direct-to-consumer channel, while exploiting digital 

opportunities. The main goals are to improve brand recognition and the relationship with the 

final consumer, and to establish a new sales channel, increasing the overall volume of sales. 

Regarding the research, the goal is to understand the different components and implications of 

a project of implementing B2C e-commerce for a B2B brand, and how it can help the brand 

achieve the referred customer-centered and commercial objectives. To do so, the first step is 

to study the As-Is situation of the brand and of its opponents, as well as the context of the 

proposed project. 

The description of the brand and its business model can be found in section 3.1. Then, in 

section 3.2, a strategic analysis, through the study of the internal and external environments, is 

presented. In section 3.3, four of its competitors that already have a functioning e-commerce 

channel are assessed through a benchmarking study. With the description of the brand and 

with its comparison to the established e-shops of the stationery/giftware market, the problem 

is finally identified and outlined, in section 3.4. 

3.1 Initial Situation 

Makenotes is a giftware brand that strongly focuses on the design of its products, through 

which it tries to capture an emotional link and a natural association to special moments in life, 

that ideally trigger the purchase of products. Therefore, Makenotes invests on differentiation 

as its competitive and strategic advantage. 

The brand was founded in 2012 and bought by Sonae MC in 2015, but it is still growing. It 

wants to achieve maturity as the top-of-mind reference regarding gifting, in any occasion. To 

accomplish such growth, the challenge is to invest in new channels and formats. 

Defined as portable, functional, urban and made in Portugal, the products are intended to 

reach people of all ages and genders, but their biggest target is the female, 15 to 25-year-old 

public. 

3.1.1 Products 

For the B2B model, Makenotes’ products are segmented in three categories: stationery, 

synthetic leather goods and shop solutions. Stationery includes notebooks, notepads and ring 

binders. Synthetic leather goods comprise bags, backpacks, key rings, eyeglasses cases and 
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pencil cases. Shop solutions are displayers for the stores to use to merchandise Makenotes 

products.  

Products are part of a total of 60 permanent collections, plus some temporary and 

partnership-based collections. For B2B clients, products are sold in boxes of multiple items 

(of one unique reference), called store packs. For instance, a stapled notebook, size A4, of the 

“Blue Vintage” collection, is not sold individually, but in a store pack of 5 equal items, as 

represented in Figure 3.1. Customers can also buy entire collection packs, with different 

products of the same collection. 

 

Figure 3.1: Representation of a store pack, made of 5 units. 

The products are segmented in two profiles: school and gift. This categorization is made 

according to the expected use and motivation to purchase (in a final consumer perspective), 

and it is done in terms of products and not collections. The seasonality of each profile is clear 

and records two big peaks: the back-to-school season, in which school and office items’ sales 

rise abruptly, and the Christmas period, in which the demand is much greater for the gift 

products (cosmetic bags, hand bags, etc.). 

The preferred items for the stores and distributors have been assessed. Almost 30% of sales 

to B2B customers are represented by one product category – pencil cases –, and another 30% 

by other category – notebooks –, leaving little space for the other product types. With such 

disparity, some of the products hardly reach the final consumer, and others are privileged.  

By analyzing the sales of Makenotes products in the retail stores of Sonae MC, stationery 

items and synthetic leather goods each represent around 50% of the number of units sold to 

the final consumer, being the latter a little above. On the other hand, when looking at the 

value, in Euros, of those sales, synthetic leather goods have now a heavier weight due to their 

higher average price, although once again both categories are almost even. 

3.1.2 Digital Presence 

To guarantee the brand’s online presence and to show the products to the B2B clients, the 

brand has a website that only works as an online catalog and information display. The website 

exhibits institutional contents, contacts and, mainly, information on products, except for price. 

It is held in Portuguese, Spanish and English, to reach out to different markets.  

Although the website does not provide information on sales, user behavior is traced 

through Google Analytics – a web analytics service used to track and report website traffic. 

When users visit the website, it shows their intention to purchase or at least to get to know the 

brand’s offer. Hence, it is possible to withdraw some insights on what customers are looking 

for and to understand the target audience of the brand. To do so, Google Analytics’ statistics 

from 2017 were considered. 

The visits on the website come from all over the world, as represented in Figure 3.2, where 

the geographical distribution of visits is traced. Most visits come from Portugal and Spain, 

followed by the United States, the United Kingdom and Italy. Most of the users are females 

and aged between 25 and 34 years old. Visits are usually triggered by an organic (not paid) 
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search and most of the users are new visitors, since the website does not allow for any 

purchasing actions and therefore users would not have a motivation to come back. 

 

Figure 3.2: Geographical origin of visits to the institutional website, during 2017. Portugal’s darker color 

indicates that most of the visits come from that country. (taken from: Google Analytics) 

Regarding social media, the brand has a Facebook and an Instagram account, only held in 

Portuguese. The number of followers on Facebook is a little above 6 000 and on Instagram 

around 3 000. These figures are significantly low and reveal an inadequate strategy, low 

influence and insufficient content, especially given the high level of involvement of the target 

audience in social media. Therefore, this data supports the suggested disconnection between 

brand and consumer. 

3.1.3 International Distribution 

Makenotes’ products have reached many different countries, worldwide. Although this is 

an optimistic scenario in terms of geographical distribution, foreign sales through the B2B 

operation are only attainable if distributors and agents are able to properly market the brand. 

Hence, sales and recognition are too dependent on the commercial capacity of such players.  

Yet, Makenotes’ volume of exports represents nearly 50% of total sales. Here, a Pareto 

behavior can be found: around 80% of sales are generated by 20% of the countries. As a 

result, even though the brand has reached many markets, some of them are irrelevant when it 

comes to the volume of sales. Also, the company cannot trace back if products are sold to the 

final consumer, so the acceptance of their products in each market cannot be directly inferred. 

In the graph of Figure 3.3, the main exporting markets are shown. Among the top 

countries, there are non-European markets, namely Mexico. 
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Figure 3.3: Proportion of sales of Makenotes top six exporting countries, in 2017. 

3.1.4 Operation 

The brand had an exclusively B2B-targeted logistics operation, that consists of a small 

warehouse with three long aisles with storage racks, where picking is made by line, and that 

follows a simple process of restocking (stock maps are monitored, and supply orders are made 

when a minimum threshold is achieved). An area for the prepared orders and on-hold orders 

was also provided, consisting of another 3 corridors. Figure 3.4 illustrates Makenotes 

warehouse layout, as well as the picking route, which starts at the beginning of the left 

corridor. The racks in orange are storage racks, and the ones in red are the prepared orders 

area. 

  

Figure 3.4: Layout of Makenotes warehouse, with the picking route in green. 
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The applied storage system contains single-deep Adjustable Pallet Racking, with parallel 

aisles. Pickers identify the store packs through their location and the ones with higher weights 

are placed first on the picking route and the lighter ones at the end. After picking, orders are 

packed and weighted. 

3.1.5 Information Systems 

The company uses an Enterprise Resource Planning (ERP) software called Sage Retail, 

which supports the integrated management of sales, stock and treasury. It is the software 

responsible for generating the orders’ map for the operation and the management of real-time 

stock. It also keeps record of the orders’ status (whether the order is prepared or not). The 

orders’ invoicing process is generated in the ERP as well, and performed by the Commercial 

team, after the preparation of orders.  

3.1.6 Business Model 

A business model captures the value creation and delivery processes of an organization 

(Osterwalder and Pigneur 2010). It is possible to summarize a business model using nine 

building blocks, that create the business model canvas and that cover the organization’s offer, 

customers, infrastructure and financial viability (Osterwalder and Pigneur 2010). The 

mentioned blocks are Key Partners, Key Activities, Key Resources, Cost Structure, Value 

Propositions, Customer Relationships, Customer Segments, Channels and, finally, Revenue 

Streams. 

Regarding Makenotes, the canvas in Figure 3.5 summarizes the B2B business model. 

 

Figure 3.5: Current B2B business model canvas. 

3.2 Strategic Analysis 

Makenotes strategy is dependent, not only on its own characteristics, but also on the 

external circumstances and how they affect its performance. Likewise, looking at the other 
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players’ behavior and the customers’ responses is critical when designing an effective 

strategy. To assess all these aspects, both the internal and external environments of the brand 

have been analyzed. 

3.2.1 SWOT analysis 

A SWOT analysis is a useful strategic analysis tool that sums up the strengths, weaknesses, 

opportunities and threats of an organization, reviewing both internal and external factors that 

are critical for the company or the brand (Kotler et al. 2005).  

Identifying the mentioned internal and external factors helps in guiding Makenotes 

strategic alignment. 

Strengths: 

• Design of the products as a differentiation factor; 

• Diversity in products and collections; 

• Emotional link to the products through storytelling; 

• Products can be perceived as a gifting option; 

• The brand is already present worldwide; 

• The brand has established a number of partnerships, connecting the brand to events, 

charity and places, through merchandising; 

• The brand is “made in Portugal”, which favors its image for the Portuguese public and 

enhances the perceived quality of the products. 

Weaknesses: 

• The brand has little connection to the consumer due to unsuccessful communication 

strategies and to the commercial distance to the final consumer; 

• Presence and influence on social networks is residual; 

• Limited control over price, representative of any B2B strategy. 

Opportunities: 

• Using digital marketing strategies might enable the desired brand recognition and 

closeness to the final consumer; 

• A well-established B2B operation favors the addition of a B2C strategy, to mitigate 

some of the perceived weaknesses and threats; 

• Ease of distance selling could allow reaching new markets at a lower cost; 

• Brands of giftware products may benefit from the growing economy and the increase 

in the consumer confidence index; 

• The increasing concern with lifestyle and fashion may foster the expenditure on 

products with differentiated design. 

Threats: 

• The stationery and giftware sector is a very competitive environment with low entry 

barriers; 

• New brands have emerged, with strong value propositions; 

• Most of the competitors already sell online, in many markets; 
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• There are cheaper products that are functionally equivalent; 

• Technological evolution is threatening some products, with the declining use of paper. 

3.2.2 Porter’s Five Forces analysis 

The Porter’s Five Forces analysis is used to evaluate the competitive atmosphere that 

surrounds an organization, assuming that there are five forces that influence competitive 

pressure and attractiveness of a market: suppliers bargaining power, buyers bargaining power, 

competitive rivalry, threat of substitutes, and threat of new entrants (Porter 2008).  

Looking at the five forces proposed by Porter, Makenotes competitive environment can be 

assessed in a straightforward way: 

• Threat of new entrants: the stationery and giftware business is a very dynamic sector 

with few barriers and costs, so the threat of new entrants is an existing preocupation. 

Hence, strategies have to be reinvented to face this threat. 

• Threat of substitute products: given that, in terms of stationery, the use of certain 

products is losing its significance to new technological devices, the threat of substitute 

products is a concern. Also, there is a high number of competitors for price that offer 

similar products at a much more competitive price. 

• Bargaining power of suppliers: the brand’s suppliers are Portuguese small companies, 

so the power of the brand over those suppliers is considerable, leaving little space for 

the suppliers’ negotiating ability. 

• Bargaining power of buyers: in the B2B reality, the price is usually negotiated by both 

parties to reach a win-win situation, and products are usually bought in large 

quantities, which increases the buyers’ bargaining power. In a B2C reality, there is 

almost no room for any kind of negotiation concerning price or quantities. However, 

the final consumers have a heavier impact on other topics such as marketing, 

communication flows, brand strength, among others.  

• Rivalry among existing competitors: given the large number of players and the 

multiple competitive dimensions of the products (price, design, quality, brand 

recognition,…) the rivalry is an intense issue in the sector and largely drives the 

strategy of the brand. Since Makenotes’ competitive advantage is focused on 

differentiation, direct competition is not as aggressive. 

From the analysis of the internal and external grounds, one can conclude that the 

implementation of an e-commerce solution is a relevant strategy and that it can largely 

promote the growth and success of the brand, by enabling the identified opportunities and 

enhancing its strengths. It is also a powerful approach to the intense competition it is exposed 

to and to the current technological, economic and social trends. 

3.3 Benchmarking 

Given the relevance of the competitive atmosphere in the sector, it is fundamental to 

analyze their performance and to understand how to react to their strategies. 

To conduct a benchmark study regarding brands of stationery and giftware, some 

representative brands were selected. The selection of the studied brands tried to capture 

different markets, dimensions and diversity of products. Despite the differences, all of these 

brands operate online, with an active B2C e-commerce strategy and dynamic social networks, 

and have differentiation as their competitive advantage. 
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Mr. Wonderful 

Mr. Wonderful is a Spanish brand, which has a very wide range of products and whose 

prices are positioned above the average. The website experience is carefully thought for the 

audience it targets and largely reflects the image of the brand. Design and communication are 

also key for this player, and work as an extent of the products. The brand has a platform for 

Spain (mrwonderful.es) and one for the remainder countries (mrwonderful.com). It delivers in 

every country in the Euro zone and the platform is available in five languages. From the 

online store, it is possible to access the brand’s blog, a popular content marketing strategy 

(Kotler et al. 2005). 

Regarding social media, it counts with 1.1 million followers on Facebook and 1.6 million 

on Instagram. 

Rosa com Canela 

Although its range of products is not as extensive, Rosa com Canela’s average price 

exceeds the one Makenotes recommends for its products. The Portuguese brand tries to 

capture market share through differentiated design and fun and engaging products. The 

website experience is not as developed as the one from Mr. Wonderful, neither is the 

communication effort, and so it is not as meaningful as a benchmark in the e-commerce 

segment. It only sells online for deliveries in Portugal, and it is only held in Portuguese. 

However, more than 63 thousand people follow the brand on Facebook and another 30 

thousand on Instagram. 

Paperchase 

Paperchase – a British brand – offers the largest variety of items and charges the lowest 

prices as well. The website is mature and packed with information and communication 

contents. The brand ships to almost every country in Europe and several other countries in the 

rest of the world. 

It has 319 thousand followers on Facebook and 136 thousand on Instagram. 

Cath Kidston 

Although it sells a series of categories that Makenotes does not, and despite the 

significantly above price range, Cath Kidston – another British brand – is an example of a 

well-established online store, which delivers worldwide. The online store incorporates a blog 

section, in which the brand shares engaging content. 

It has a total of 793 thousand followers on Facebook and 431 thousand on Instagram. 

Looking at the competitors’ performance, one can conclude that Makenotes is ranked a lot 

below in terms of popularity and relationship with the consumer. In terms of user experience, 

the most remarkable online store belongs to Mr. Wonderful, which is also the most popular 

brand. However, Makenotes price and range of products may favor the brand. 

Looking at these players was important throughout the whole development, since these 

brands acted as benchmarks and, therefore, were references for the different decision-making 

processes. 

3.4 Synthesis 

After looking at different aspects of the brand and how its operation is assembled, as well 

as strategically evaluating its current situation, it is clear that the brand is not performing as 

wished. Even the designed solution – implementing a B2C e-commerce channel – will not be 

easy to apply, given the complexity of introducing a completely new business model. 
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To summarize, the issues pinpointed by analyzing the As-Is situation were: 

• The communication strategy of the company is ineffective; 

• Brand recognition and the positioning of the brand in terms of gifting is not successful 

through the B2B sales channel; 

• Little control is achieved through the B2B business; 

• Slow movers’ sales are difficult to promote, leading to the cutoff of several products; 

• Exports to some of the international markets are only occasional and there is nearly no 

control over the image of the brand and how it is merchandised overseas, even with 

the brand’s shop solutions; 

• An adjustment to cope with the target of the brand, which nowadays cherish online 

shopping and social media communication, is needed; 

• People do not seem to be aware of the fact that the brand is already online, through its 

website and social networks; 

• The logistics operation, processes and information system are not prepared to 

introduce a B2C channel, so a disruptive solution must be implemented. 

As a result, Makenotes is in need of a strategic transformation. The market circumstances 

point to the introduction of a B2C channel as an effective approach. Coping with the 

digitalization of the economy and of societies, implementing e-commerce is a low-cost, 

holistic way of reaching the final consumer, without compromising the core business – the 

B2B model. 

Having analyzed the current circumstances of the brand and of the stationery market, 

context has been given and the project’s motivation is evident. The implementation process is 

described in the next chapter, in which the main steps of the research on action will initiate. 
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4 Implementation 

This chapter describes the implementation of the B2C model and the applied approach to 

the different subjects that concern e-commerce. It results from the monitoring efforts and 

portrays the main steps of the AR cycle, evidencing the planning and implementation phases. 

The evaluation stage was only prepared, as the initial project timings did not allow for the 

assessment itself. 

Here, numerous aspects that had to be considered are covered, namely the governance and 

goals of the project, the features of the service, the preparation of the platform, the new and 

redefined operational processes, the digital marketing strategy and the definition of KPIs to 

measure performance. The solution to address the multi-market challenge is also 

contemplated. Both the features of the online business and the circumstances of the ongoing 

project are considered. Hence, in this chapter, a full perspective on the project is presented, 

including the planning considerations, the execution description and the monitoring and 

control efforts to be employed after the launch.  

The planning stage is encompassed with the listing of all the stakeholders of the project, in 

section 4.1, and with the financial feasibility analysis and goals definition, in section 4.2. 

From section 4.3 to section 4.6, the action is decomposed in the main elements of the project: 

the website, the service, the logistics operation and the digital marketing strategy. Evaluating 

the action will be possible thanks to the defined KPIs, presented in section 4.7. Thus, although 

a complete AR cycle will not be addressed, a complete overlook on its phases is presented. 

Also, there are smaller AR cycles of continuous learning and improvement within the 

implementation phase. 

4.1 Governance of the Project 

The different stakeholders of the project are listed below, segmented as internal and 

external. 

Internal: 

• The Digital Development team, responsible for handling the project, which comprises 

managing the different players’ responsibilities, defining the requirements and 

ensuring strategy, budget and schedule fulfilment. It also works as a point of contact, 

managing all communication flows; 

• The Commercial team, responsible for the design and distribution of Makenotes 

products, as well as the definition of the commercial strategy;  

• The Operations team, responsible for the preparation of orders and related processes;  

• The UX designer, responsible for defining the visual and interactive design of the 

platform to ensure user satisfaction;  

• The Legal, Financial and Administrative teams, responsible for defining the processes’ 

agreement with the law and with the company guidelines. 
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External: 

• The IT supplier, responsible for providing the technological infrastructure for the 

e-commerce platform; 

• The ERP supplier, responsible for supporting the integration of the ERP with the new 

website and for building the necessary modules for the B2C model; 

• The transportation company, responsible for collecting and delivering the B2C orders; 

• The payment solutions partners, responsible for ensuring the proper functioning of the 

platforms and connection to the website server; 

• All other suppliers, responsible for product manufacturing, packaging, among others. 

Given the considerable number of external stakeholders, this was a risk to the project, since 

the effort and motivation of the external players is possibly not as significant as those of the 

internal parties devoted to the project. 

4.2 Financial Feasibility and Goals Definition 

The initial planning phase of the project, although performed before this dissertation, was 

essential to keep track of the project’s performance and to support decision-making. This 

phase culminated in a business plan, from which the financial expectations were withdrawn. 

Given the sales funnel perspective on the customer journey, goals for engagement and 

conversion were also collected. 

4.2.1 Business Plan 

The initial business plan worked as a tool to assess the financial feasibility of the project 

and the liability of different scenarios. Hence, it was a useful tool, throughout the 

implementation, to support decision-making, whenever a change in costs or in sales 

expectations were considered. The plan was built for the last two quarters of 2018 and for the 

following four years (2019-2022) and was based on the objective of the Commercial team 

regarding the amount of expected daily orders in each quarter. It comprised: 

• An estimate of sales (considering the mentioned objective), dependent on two 

considered profiles of consumption based on customers’ motivation to buy (school 

and gift), which translated into different products in each quarter, with an average 

ticket of 20€; 

• A margin computation, for each profile, which enables the assessment of the gap 

between the price to be practiced online and the production cost of products; 

• A calculation of the cost of disposable supplies used for packaging; 

• A computation of transportation costs, with an estimate of the average weight of 

orders considering the defined profiles (the cost of transportation is defined for ranges 

of weight, such as 1 to 5 kg, 5 to 10 kg, and so on) with an average order weight of 

1kg; 

• An estimate of the gain or loss with the transportation service, balancing the costs with 

the shipping fee charged to the customers (free of Value Added Tax (VAT)); 

• A calculation of financial operating costs computed as a cost per payment transaction 

(charged by the payment platforms); 
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•  A determination of personnel expenses, which include one or more logistics operators 

and a web manager; 

• A computation of marketing costs, considering an outsourcing monthly fee; 

• An estimate of the capital expenditure, which includes the website construction, the 

investment on the logistics operation, the investment on the new features for the ERP, 

etc. 

With the determination of the expected revenues and expenses listed above, the project’s 

Earnings Before Interest, Taxes, Depreciation and Amortization (EBITDA) as a percentage of 

net sales was estimated. 

Three scenarios have been outlined: a baseline, an optimistic and a pessimistic. The 

baseline scenario assumed the number of orders that the Commercial team has set as an 

objective. The optimistic setting would return 120% of the daily orders’ objective, while the 

pessimistic case would only generate 80%.  

The business plan would return positive values for the EBITDA (in absolute and 

comparative terms) from the first year for the baseline and optimistic scenarios, and from the 

second year for the pessimistic case. 

In light of the uncertainty of the initial phase, a business plan for a worst-case scenario was 

also designed, with half of the amount of daily orders for the baseline case, and the same 

positive and negative 20% markup for the other two cases. Under these circumstances, the 

EBITDA would remain negative for the first two years in the baseline scenario, for the first 

year in the optimistic scenario and for the first three years in the pessimistic scenario. Either 

way, the project would become sustainable after the third year and, with the second business 

plan, feasibility was assessed with increased robustness. 

Although the store was launched during the second quarter of 2018, it was established as a 

soft launch7 for the first two months Thus, due to its uncertainty, specific goals were not 

defined and, as a result, the business plan does not consider that period of time. 

The project was considered feasible, given the low level of investment involved and the 

possibility of starting to generate earnings by the third year of operations, in the most realistic 

scenario. 

4.2.2 Expected Engagement and Conversion 

Concrete goals were defined for the last four months of the year – from September to 

December of 2018. The definition of these goals was aimed at finding an average number of 

visits to the website, that could work as the target for the Digital Marketing company, which 

would be responsible for the top stage of the funnel – engagement – by generating traffic to 

the store. 

The objective of daily orders for each quarter of the four-and-a-half-year analysis, 

described in section 4.2.1, was the driver for setting conversion goals. Assuming that the 

expected number of orders was the expected number of conversions, the number of visits 

could be easily retrieved, by using a specific conversion rate. Since the target values for the 

                                                 

7 The planned launch was divided in two phases: soft and hard launches. The soft launch would consist of 

making the platform public without announcing it to the general audience. Under this environment, only internal 

communication (inside the company) would be provided, to test the online store in real situations. On the other 

hand, the hard launch would consist of publicly announcing the new channel, with investment in traffic 

generation, to largely increase the number of orders. The second phase can only be performed with a certain 

level of confidence on both the platform and the established processes. 
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engagement of customers on the website were computed based on the conversion goals, it was 

a bottom-up approach. Nevertheless, there was an effort to introduce the inherent seasonality 

of the sector of stationery and giftware, through a seasonal rate, that would affect the 

computation of the engagement goals. 

The seasonal rate (proportion of sales in each month) intended to describe the consumer 

behavior in the different months of the year. This seasonality was taken from the historical 

data on the sales of Makenotes physical stores (2012-2015) and is represented in Figure 4.1. 

This was considered a good indicator since it portraits the only experience that the brand has 

ever had in a B2C model. Sonae MC’s retail stores data was not analyzed in this case, since it 

would not express the same purchasing behavior as the one founded in the brand’s exclusive 

stores, given the possibly different motivations to buy. 

From the data, it was inferred that September and December were the most active periods, 

especially December, due to Christmas season. Since the hard launch would include the two 

peaks, it was considered that the average number of visits in 2018 would be satisfactory. 

 

Figure 4.1: Sales seasonality evaluation through the weight of the old stores monthly sales on the annual 

sales, considering the average sales from 2012 to 2015. 

 The daily number of visits was generated based on a range of conversion rates of 0.05% to 

1.00%, which means that, assuming the average value, around 0.50% of the visitors would 

make a purchase and hence be converted into customers. These rates were based on empirical 

data from other implementation cases since a reliable rate can only be inferred once the store 

is running for a significant period of time. However, a mature website is expected to record 

conversion rates of around 1.50%8. 

Taking the target of daily orders and the conversion rate into account, the average number 

of monthly visits was estimated, looking also at the seasonality factor.  

From the analysis, one can conclude that, around the end of August and September and 

during Christmas season, the number of visits and purchases are expected to be much higher, 

especially in December. These peaks will have to be managed in terms of website availability, 

inventory management, communication and promotional events. 

                                                 

8 Coleman, A. (2017). Wolfgang Digital’s 2017 E-Commerce Benchmark KPI Study. 
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4.3 Website 

A great part of the action concerned following and testing the website as it was under 

construction, as well as content preparation. During the planning phase, several requirements 

were designed, so the goal was to monitor the work performed by the suppliers, by testing the 

deliverables, while at the same time managing the desired content, such as products, 

information and branded communication. 

4.3.1 Front Office and UX Design 

The online platform is the e-commerce foundation. It comprises two applications: the front 

and the back offices. The front office is the interface with the user, so it is where customers 

can access product information, manage their account and, above all, place orders. Figure 4.2 

shows the front office homepage, which is usually the user’s first interaction with the front 

office. The back office is where information displayed in the front office is managed and 

where orders and client data are accessible, as it will be further exposed. 

The customer journey is guided by the user experience (UX) design, which defines how 

the front office is presented and how the front-office processes will develop. The UX design 

is a central task for engaging the users and to naturally lead them into completing a purchase. 

A website’s UX should ensure usability and ease of navigation. It has several elements, 

among them: 

• The virtual/graphic design: to match with the target audience of the website, a young 

and casual design was adopted. The aesthetics were intended clean and neutral to 

highlight the products and branded communication. 

• The information architecture: the information was structured to enhance usability and 

to effectively convey the brand’s message. 

• The interaction design: to design a suitable navigation experience, actions between 

user and interface had to be properly developed, minimizing the user’s effort and 

providing an intuitive, easy-to-use platform. 

 

Figure 4.2: Website homepage.  

Initial mockups were designed to guide the IT team, as well as a list of requirements and 

functionalities. The development of the UX had to be regularly tested, to assess the 

compliance with the requirements and functional features, throughout the implementation 
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progress. Although an UX designer was responsible for the conception of the UX, the Digital 

Development team was the one responsible for testing and assuring compliance, by following 

the defined guidelines. To have the platform tested by different participants, the Commercial 

team members also reviewed the UX and pointed out its limitations. 

When thinking on the UX, some of the best practices in the field, as the ones suggested by 

Saetang (2017) and Oppenheim and Ward (2006), were put in practice. These include: 

• designing for mobile first, given the growing preference for mobile purchases over 

desktop (Figure A.2 of Appendix A represents the mobile homepage); 

• creating a one-step checkout to ease the experience of placing an order and minimize 

checkout abandonment due to complexity (presented in Figure A.3 of the Appendix 

A);  

• enabling the possibility of guest checkout, so that the customer can place an order 

without the obligation to create an account; 

• including social login, so that users can use their Facebook or Google account to sign 

in to Makenotes website; 

• providing an effective search tool; 

• categorizing products and highlighting the gifting purpose of products, connecting 

them to important moments; 

• hosting the website in different languages; 

• including a map with the different points of sale, to take customers to the B2B clients’ 

stores, reducing the rivalry between channels; 

• including product description, price and availability information, as well as quality 

photographs, for each product (presented in Figure A.4 of Appendix A); 

• displaying a breadcrumb, which illustrates the hierarchy of the page that the user is 

visiting to the overall structure of the website, to ease navigation (presented in Figure 

A.4 of Appendix A, below the top navigation menu); 

• integrating social media on the website, providing links to the brand’s social networks 

and even including an Instagram feed (as can be seen in Figure A.1 of Appendix A); 

• providing both a shopping cart and a “my favorites” area. 

In this phase of the implementation process, the AR small cycles are particularly evident, 

given the iterative flow of deployment actions, based on the planned requirements, followed 

by assessment reviews, which trigger new developments. The final outcome is the result of 

these cycles. 

4.3.2 Back Office and Content Management 

The back office is the platform where internal management takes place. It stores data on 

products, clients and orders, which can be retrieved and modified. Information on products 

includes designations, descriptions and images. Information on clients comprises login 

credentials, order history, addresses and personal data. Information on orders is the 

operational data, and it includes time and day in which the order was placed, the products and 

quantities that are part of it, the chosen payment method, the client who placed the order and 

the status of the order at all times. 

It is also where part of the inverse logistics must be managed when an order is returned. 

Other components of the website such as institutional contents, privacy policies, terms and 
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conditions, FAQs and graphic communication items can similarly be edited through the 

application.  

The back-office application can be managed by anyone since programming skills are not 

required. Therefore, the Digital Development team could be responsible for content 

management, increasing its long-term control over the project. An example of a webpage of 

the back office is shown in Figure B.1 of the Appendix B. 

Content management was a critical step of the project. Presenting the right products in the 

right place and in the right way is essential to engage customers and to encourage 

consumption. However, content management is not exclusively related to products, but also to 

all sorts of communication.  

Until the desired level of content for the launch was achieved, an AR small cycle of 

planning, implementation, evaluation and further action occurred, having engagement and 

conversion as drivers for content development. Although the initial content was defined, a big 

share of the content is only determined after the launch of the online store. Since the 

consumer behavior can be tracked through tools like Google Analytics and since customer 

service can uncover users’ feedback, there is a lot of user-generated content that can help in 

finding possible improvements and filling existing gaps, namely by understanding the users’ 

reactions and satisfaction towards the initial information. So being, there is a lot of potential 

work to be done regarding content management, after the major evaluation stage. 

4.3.3 Available Range of Products 

To introduce the online channel, twenty collections have been selected based on their 

ranking in the B2B sales and including the latest ones, launched in 2017. Later on, a 

partnership-based collection for Casa da Música (an emblematic Portuguese concert hall) was 

also introduced, to potentially improve the online channel visibility. 

These collections have a wide diversity of products, segmented in three main categories: 

Stationery, Synthetic Leather Goods and Accessories. The categories tried to reflect a 

segmentation based on usage and so some products that were considered Synthetic Leather 

Good for the B2B model jumped to the Accessories section. Different types of products 

belong to each category, as represented in Table 4.1. In total, around 300 products are initially 

offered on the website. 

Table 4.1: Products to be sold in Makenotes online store. 

Categories Products 

Stationery 
Notebooks (of different sizes and styles), Sets of 3 small 

notebooks, Notepads, Ring binders, Sticky notes 

Synthetic Leather Goods 
Bags (hand bags, tote bags, clutches, shoulder strap bags), 

Backpacks (small and large), Pencil cases (of different sizes), 

Cosmetic bags, Coin purses 

Accessories Card holders, Eyeglasses cases, Key rings 

Since the brand works profoundly around the idea of collections, these are a stressed 

subject on the website, as there is a page for each collection, with its products all grouped, and 

there is a “complete your collection” area after each product is presented. Both functionalities 

are presented in Figure A.5 and Figure A.6 of the Appendix A. 
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The way products are categorized and displayed on the website, in terms of hierarchy of 

navigation, is summarized in Table C.1, Table C.2 and Table C.3 of the Appendix C, for 

Synthetic Leather Goods, Accessories and Stationery, respectively. 

4.3.4 Customer Trust 

Trust and security are major topics in e-sales. Due to the widespread knowledge of 

possible online threats, users typically worry about how their data is being treated and 

managed, and about how risky it is to insert personal data online. Although this has always 

been a matter of concern, the new General Data Protection Regulation (GDPR)9 for countries 

operating in the European Union has introduced a number of obligations, actions to increase 

transparency and the need to respect several rules. Under the GDPR, all entities who manage 

data online must inform users about the type of personal data they collect, how they use such 

data and under what legitimacy, to whom they transfer the data and what the rights of the 

users are, concerning the treatment of their own data. But entities need, not only to inform, 

but also to implement a set of functionalities that allow the user to consent to the use of 

personal data by those entities (and only then can data be used) and to remove the consent 

anytime they want, keeping records of all these actions. Users can also request the deletion, 

change or transfer of their data. 

Given this scenario, by launching the online store right after the GDPR has come into 

force, Makenotes had to implement the referred measures. First, a comprehensive privacy 

policy has been built along with Sonae MC’s Legal division, to communicate to the website 

users and to customers on how treatment of data proceeded. Then, mechanisms to ask for 

consent to send marketing actions to users have been implemented.  

To build customer trust, a security certificate has also been issued, to provide harmless 

connections and safe transactions. The digital certificate, also known as a Secure Socket 

Layer (SSL) certificate, is granted by a third-party authority and enables encrypted 

communication between the web server and the browser, protecting sensitive information, 

such as login credentials and credit card numbers. To identify the presence of such 

certificates, the communication protocol Hypertext Transfer Protocol (HTTP) turns into 

Hypertext Transfer Protocol Secure (HTTPS), thanks to the additional security layer, and a 

padlock shows next to the website address. 

Only after these actions have been taken, will the users find the website reliable, which 

enhances conversion. 

4.3.5 Multi-market Approach 

Since the B2C e-commerce model was meant to be an internationalization driver as well, 

the service was designed to operate in the Spanish market from the beginning, along with the 

national market. However, the markets were approached in different ways. Thus, a 

multi-market website was built. 

The first difference was set in terms of price: in Spain, prices were increased by a 20% 

markup, comparing with Portuguese prices, as the Commercial team strategically defined. 

                                                 

9 In Regulation (EU) 2016/679 of the European Parliament and of the Council of 27 April 2016 on the protection 

of natural persons with regard to the processing of personal data and on the free movement of such data, and 

repealing Directive 95/46/EC (General Data Protection Regulation). Retrieved May 1, 2018, from 

http://data.europa.eu/eli/reg/2016/679/oj 

 

http://data.europa.eu/eli/reg/2016/679/oj
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Also, payment methods and charged shipping costs are different. However, the promised 

delivery time is the same. 

Since the cultural differences between the countries are minor, there was no need to adapt 

the user experience, except for the language. Therefore, offering the website in Spanish was 

part of the initial plan since the Spanish market was very significant for the B2B model. 

Besides being held in Portuguese and Spanish, the website was also built in English.  

The Internet Protocol (IP) address is used to identify the most appropriate version to 

present to the user. Country and language selectors were also implemented to allow the user 

to change versions in case the IP-based detection does not work properly, or the user intends 

to use the website in a language that does not correspond to the selected delivery country. A 

Portuguese IP will retrieve the website for the Portuguese market (lower prices and deliveries 

in Portugal) and in Portuguese. A Spanish IP will take the user to the website for the Spanish 

market (higher prices and deliveries in Spain), held in Spanish. Any other identified location 

will take the user to the closest location’s website in English. A message notifying the user of 

the fact that deliveries in his/her country are still not available and the option to be informed 

as soon as the store for that country is accessible will soon be added. 

This approach has flaws, since nowadays many people use Virtual Private Network (VPN) 

systems that change the detected IP address and might send the customer to a website that 

does not correspond to the ideal one, and that might drive a potential customer away. 

However, this is only a temporary solution, as the store is meant to be extended to the rest of 

Europe, during 2019. Also, Spanish customers could easily realize that prices were higher for 

them than those practiced for the Portuguese audience, being a potential source of conflict.  

4.3.6 Integration with the ERP 

The website alone does not consider the back-end process of satisfying a customer order. 

To accomplish a holistic communication flow, the website must be integrated with the ERP, 

so that orders can automatically be transferred from the website to the company’s information 

system. Only then can the order be processed by the logistics operation, invoiced and shipped. 

Other than that, information on price and stock is always updated if the website can access the 

ERP database. 

This is a decisive step in the project, as integration processes are usually difficult and 

time-consuming. The website must feed the correct fields in the ERP database, so the ERP 

can include the client and order information by itself. Websites are generally tested and built 

upon a pre-production (“fictional”) environment, which is supposed to recreate the original 

environment, without having the consequences of performing tests in the real database. When 

the website is then integrated with the production web-service, complete match must be 

assured, or else inconsistencies will jeopardize the ERP database and the progress of the 

project, as a whole. Being a risky part of the project, this is generally where delays are 

expected the most. 

The project of Makenotes faced that exact problem since the ERP was not well-prepared 

with the B2C model, namely because the prices used in the B2C orders should include VAT. 

Many technical issues occurred, which significantly delayed the project, and, since the 

integration issues seemed to linger, a decision was made: the online store would be launched 

even if the orders had to be manually transferred from the website to the ERP and updated on 

the website. Considering that the platform would first be released in a soft launch note, with 

little announcement, the expected number of orders would not be critical and would not 

compromise the manual procedure. To create a universal, end-to-end procedure that would 

allow the involved teams to be able to manually manage the processing of orders, a One Point 

Lesson (OPL) was performed. The OPL considered every step from the moment an order was 
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placed on the website to the moment it arrived at the customer’s address, including every 

procedure in the ERP.  

This was one of the most critical AR cycles, in which action was taken to overcome a hard 

bottleneck, and in which the initial planning had to be revised in order to move forward. 

Meanwhile, the integration efforts continued, to ensure that soon enough the communication 

flow between the website and the ERP could be fully automated. By the end of the 

implementation process, the automatic flow was eventually accomplished, and the manual 

procedure will only be used if any problem arises, as the store is running. 

4.3.7 Use Cases  

The first step to perform tests on the website is to define use cases that recreate the 

possible interactions of the user with the platform, including the different actions and the 

order placement flow. The use cases should be as transversal as possible, to cover different 

aspects of the implementation process. The defined cases included: 

• Signing in with a Facebook account, with a Google account or with a dedicated 

e-mail and password; 

• Logging in with each of the account possibilities mentioned above; 

• Adding and removing products from the shopping cart; 

• Verifying if the stock in the website corresponded to the stock in the ERP; 

• Placing an order using each of the payment options; 

• Placing an order to be delivered in Portugal or Spain (prices and shipping costs 

must be different); 

• Placing an order with at least one product with a discount; 

• Placing an order with a discount voucher (which reduces the total order value); 

• Placing an order and verifying the decrease in the displayed stock availability; 

• Placing an order above 40€ to be delivered in Portugal (shipping costs should be 

zero) and to be delivered in Spain (shipping costs should remain the same); 

• Returning an order or part of an order (the stock should increase); 

• Placing an order and not fulfilling the payment within 48 hours (the order should be 

canceled, and stock should be increased); 

• Verifying the e-mail communication, to ensure that the different triggers in the 

customer journey generated the right e-mails; 

• Testing the different languages. 

The process of testing the platform and incorporating the needed changes and corrections 

was iterative and carried out throughout the implementation process. The enumerated use 

cases were key to perform the evaluation phases within each of the AR small cycles. 

4.4 Service Features 

The service that is offered to the final consumer has a set of features, that are crucial to 

effectively convert visitors into customers and to ensure their long-term satisfaction and 

loyalty to the brand. The features that were given special attention are presented below. 
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Payment methods 

The payment methods were chosen bearing in mind the top methods used in Portugal and 

Spain: PayPal, Visa and MasterCard10. These payments are all performed immediately after 

the placement of an order. For the Portuguese market, the possibility to pay through an 

Automatic Teller Machine (ATM) reference was also made available, to cover some risk-

averse buyers who prefer not to carry out online payments. By choosing this method, 

customers would have 48 hours to complete the payment, or else the order would be canceled. 

For the automatic methods, if the payment was canceled or failed in any way, clients would 

also have 48 hours to come back to the payment platform and complete the transaction, until 

the order was canceled. 

Shipping system 

An outsourcing solution was elected to perform the shipment of B2C orders. The orders 

are delivered in two to three business days. The transportation company collects the orders in 

a defined time window and ships them until the next day (until 7 pm). Shipping costs are 

covered by the consumer, for a fixed total of 3.5€ for deliveries in Portugal and 5€ for 

deliveries in Spain, regardless of the weight of the order. The only exception regards 

purchases above 40€, to be delivered in Portugal, for which the costs are not charged to the 

customer.  

E-mail communication 

From a client-relationship perspective, e-mail communication is a determinant aspect. 

There is a set of automatic e-mails that should be sent to create some familiarity with the user 

and to inform the customer on the different stages of the purchase process. E-mails are sent 

when: 

• A user creates an account; 

• A user subscribes the newsletter; 

• A user tries to recover his/her password; 

• A user places an order; 

• A user pays the order; 

• A user does not pay the order within the deadline and therefore the order is canceled; 

• The order is shipped (and a tracking number is assigned); 

• A user asks to be informed when a product is available and is then notified when stock 

arrives. 

The design of the e-mails, with the appropriate text and graphic elements, had to be 

carefully thought considering the target audience, the conveyed message and the intention to 

get closer to the user. The e-mails were built for the three available languages on the website 

– Portuguese, Spanish and English. An example is given in Figure 4.3. 

                                                 

10 Ecommerce News (2018). "Top 3 of payment methods per European country." Retrieved April 24, 2018, from 

https://ecommercenews.eu/top-3-payment-methods-per-european-country/ 

https://ecommercenews.eu/top-3-payment-methods-per-european-country/
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Figure 4.3: Example of an automatic e-mail, sent after the confirmation of a user account.  

Return policy 

One of the topics that demanded close attention was the return policy. In legal terms, 

companies must ensure a period of 14 days11, from the day the order is delivered, in which a 

customer can return products, without specifying the motive. It was defined that the minimum 

period would be given, and that the costs for returning the order would not be reimbursed to 

the customer, as it is legally predefined. A printed return form is attached to the order and, if 

the customer wishes to, he/she must fill in the form and send it with the returned package. 

From the start, an improvement opportunity was spotted, so efforts started being made with 

the aim of finding a service that would allow the company to be accountable for the return 

costs, improving customer satisfaction, and yet be able to control those costs. Otherwise, if 

the customer was responsible for shipping the order back to Makenotes’ address and was 

reimbursed for that cost, fraud scenarios could occur and a limit to the cost could not be 

established by the brand. To mitigate this situation, a pre-paid return transportation service 

started to be considered as a future option. 

Packaging 

Packaging was addressed as a positioning element. Since a great focus is given on 

marketing products as a gift solution, packaging had to be aligned with the overall objective. 

                                                 

11 Decree-Law no. 24/2014 - Diário da República no. 32/2014, Series I of 2014-02-14. Retrieved March 30, 

from https://dre.pt/web/guest/legislacao-consolidada/-

/lc/73177392/201705030321/exportPdf/normal/1/cacheLevelPage?_LegislacaoConsolidada_WAR_drefrontoff

iceportlet_rp=diploma 

https://dre.pt/web/guest/legislacao-consolidada/-/lc/73177392/201705030321/exportPdf/normal/1/cacheLevelPage?_LegislacaoConsolidada_WAR_drefrontofficeportlet_rp=diploma
https://dre.pt/web/guest/legislacao-consolidada/-/lc/73177392/201705030321/exportPdf/normal/1/cacheLevelPage?_LegislacaoConsolidada_WAR_drefrontofficeportlet_rp=diploma
https://dre.pt/web/guest/legislacao-consolidada/-/lc/73177392/201705030321/exportPdf/normal/1/cacheLevelPage?_LegislacaoConsolidada_WAR_drefrontofficeportlet_rp=diploma
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So being, it was designed as a gift-ready element, so that customers can buy products to be 

delivered straight to the recipient of that gift. Packaging is the same for every order, so even if 

the order is not to be used as a gift, customers will still be presented with a special package, 

differentiating Makenotes offer. Packaging was also intended to potentially stimulate 

user-generated content, since customers often share on social networks their “unboxing” 

experience, being an opportunity for the brand to stand out. Figure D.1 and Figure D.2 of the 

Appendix D illustrate the packaging experience for Makenotes B2C orders. 

4.5 Logistics and Operations 

At the operational level, most of the processes had to be recreated and adjusted to the B2C 

reality, which implies a totally different logistics approach. Also, the warehouse was adapted 

to host the B2C area, which was accomplished with little investment, since the existing B2B 

operation was leveraged. 

4.5.1 Warehouse Preparation 

A picking by unit (PBU) operation started being prepared with the aim of moving single 

items from store packs that were opened, to be used either for the online orders or for samples 

for clients or fairs. To do so, a half of a corridor was allocated to the PBU operation, where 

shelves were placed instead of racks, with open store packs. 

The picking logic is the same as in the B2B warehouse – by location and by weight. This 

section of the warehouse is called the B2C warehouse. Figure 4.4 illustrates the entire 

Makenotes warehouse, with the B2C area colored in blue. The area on the right (red racks) is 

reserved for the on-hold orders, whether waiting for missing stock or waiting to be collected. 

Space was also available for the packaging of orders, at the end of the picking route. 

Pictures taken at the warehouse can be found in Figure E.1 and Figure E.2 of the 

Appendix E. 

  

Figure 4.4: Layout of Makenotes warehouse with the B2C area and PBU route colored in blue.  
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4.5.2 End-to-end Process 

The purchasing process is a very wide set of small subprocesses that are performed both at 

a user/customer level and at an operational level. 

From the moment the user arrives to the website, conversion efforts are applied to lead the 

user into placing an order and becoming an actual customer. The end-to-end process 

portrayed in this section starts from the moment the customer, after adding products to the 

shopping cart, enters the checkout area to insert his/her data and finally places the order. The 

process finishes with the delivery of the goods to the customer’s address. After-sales 

processes must be considered, so the return process is described. 

Order Placement 

After filling the shopping cart, the user goes into the checkout area, where he/she chooses 

the desired payment method and enclosures the necessary personal data. The user can then 

place an order, being redirected either to the payment platform (in the case of PayPal or credit 

card) or to a page where the ATM reference is displayed. When the customer hits the “order” 

call-to-action, the order is immediately added to the website database and its status turns into 

“pendent”. After the payment, the order becomes “successfully paid”. Otherwise, if the 

payment fails, it becomes “unsuccessfully paid” or “payment cancelled by the client”, 

depending on the case. Orders can assume these statuses up to 72h, and if orders are not paid, 

they automatically become “cancelled”. If the transaction is successful, the order is then 

transferred to the ERP and available for the Operations team to start its preparation. The 

process is modeled in Figure 4.5, with a swimlane diagram. 

Picking 

The new orders in the ERP, at the beginning of each day, are added to the orders’ map, 

both for B2B and B2C clients, which is arranged by the Commercial team and sent to the 

Operations team. Those orders are then available in a map that contains the list of locations to 

pick and, from that moment on, they can start preparing the orders. 

As mentioned, PBU is performed by location. Each SKU is linked to a certain location. 

Products are placed depending on their weight: the heaviest products are positioned at the 

beginning of the picking route and the lightest at the end. If some SKU is out of stock, the 

order is put on hold until the decision of the customer is known. Then, the order might be 

cancelled, partially picked or put on hold for 72 hours, until restocking is ensured, and the 

order can be fully picked. It is unlikely that partially unsatisfied orders will often occur since 

the website accesses the stock in the ERP in real time and only allows users to purchase an 

item if there is available stock. 

After picking, the order is packaged. For this purpose, there are boxes of three sizes: small, 

medium and large. Packaging also includes wrapping paper and a gift card. Orders are finally 

weighted and assigned to the prepared orders’ area. 

Invoicing 

When the order reaches the ERP system, it is kept as a purchase order and it can start being 

prepared. When the order is ready, a fiscal document can be printed, by converting the 

purchase order into an invoice. The invoice is then attached to the order. 

The invoicing process was initially performed by the Commercial team, as soon as the 

orders in the ERP were converted into prepared orders and that the orders were 100% satisfied 

(in some cases, partially satisfied orders would be invoiced as well). Having the B2C orders 

in mind, the process was moved to the operation, to be performed autonomously by the 

pickers and immediately after the preparation of orders, improving the process in terms of 

effectiveness. 
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Figure 4.5: Order placement process. 
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Shipping 

Along with the invoice, when an order is ready to be shipped, a freight bill is printed and 

stamped on the order. The transportation company can then collect the order in a specified 

time window (every day, or in specified days of the week, depending on the volume of orders) 

and is responsible to deliver it until 7 pm of the following day. 

In Portugal, if a delivery fails due to the absence of a recipient in the defined address, then 

the transportation company leaves a notice on the customer’s address and leaves the order in 

the nearest post office, where the customer can then collect it within 5 business days. If the 

same happens for a delivery in Spain, then the notice states that the customer should contact 

the transportation company and reschedule a delivery attempt, within 10 days. 

When the order is collected and shipped, its status automatically becomes “shipped”. 

Throughout this process, the customer is notified by e-mail, each time the status of the order 

changes.  

Return 

Returns might occur in two situations: the customer is not satisfied and intends to return 

the order; the transportation company, after failing the delivery attempt, leaves the order in 

the nearest post office and the customer does not collect the order within 5 days, so the 

transportation company returns the order. 

As stated before, the customer has a period of 14 days to return the order. In that case, the 

client sends the order back to the company’s address with the filled return form.  

Both situations trigger an inverse logistics process. The operation receives the order and 

assesses the compliance of the order. If it is in good shape, then stock is returned to its 

position, and reintroduced in the ERP. Otherwise, it is rejected and signaled as defective 

stock. The Commercial team is then responsible for reimbursing the customer on the value of 

the order, within 14 days. 

Restocking 

When a certain SKU is out of stock in the B2C warehouse, a new store pack is transferred 

from the B2B to the B2C warehouse. If the B2B warehouse is also out of stock, then the 

operation should wait for the arrival of new stock, to be placed in the B2B warehouse, and 

then complete the transfer to the B2C stock. As soon as the refilling is completed, on-hold 

orders can be fully picked. 

This process is completed every morning by consulting a map with the information on the 

SKUs that need to be filled and the number of store packs that need to be transferred to satisfy 

the minimum stock. 

At first, the minimum stock (the stock level that would trigger a restocking process) was 

set to zero units and only a store pack for each item would be moved. The operation had been 

prepared for this scenario, but a critical limitation to it was identified: for items that sell a lot 

(top sellers), or for which the store pack has few units, or even items that are likely to be sold 

in bigger quantities in each purchase (for instance, notebooks), it was possible that many 

orders would stay pending for several days until they could be satisfied, since everyday a very 

limited quantity would be available. While those orders were not satisfied, the website would 

not allow customers to purchase those products, being a huge drawback on sales. 

Thus, to avoid this situation, the minimum stock is now defined for each product and 

relates to the number of items in a store pack (if it is too little, then more than a store pack 

must be held as minimum inventory) and to the inventory turnover of that specific SKU. 

Since the turnover of the B2C inventory can only be conceived after the store starts to run 

solidly, the minimum stock was based on the B2B best sellers and slow movers, the likely 
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inventory demand and the placed orders. For instance, for the top ten products to be sold on 

the website, in terms of B2B sales, one store pack will be kept as the minimum inventory and 

two store packs will be transferred each time. 

The orders upon suppliers are based on the B2B warehouse stock and are independently 

performed.  

The Operations team was trained, to assimilate the new processes and to learn about the 

new systems. All these training sessions were then translated into OPLs, for future guidance. 

The order preparation process is summarized in a swimlane diagram, presented in Figure 

4.6. The modeled process is the outcome of the cycles of action that comprised the 

implementation of the initially planned processes, the evaluation by the Operations team and 

subsequent adjustments, to meet the Operations team’s needs, while assuring the effective 

processing of e-commerce orders. 
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Figure 4.6: Order preparation process. 
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4.6 Digital Marketing Strategy 

Digital Marketing is the set of marketing activities performed online to bring visitors to the 

website and make conceivable the achievement of the engagement goals.  

Social media intervention is key to connect with the targeted customer segment. 

Millennials are currently the most active generation on Facebook and Instagram and are 

highly influenced by what they see online. They are also those who post online and influence 

others. Thus, to move towards that cluster, the brand must act accordingly and invest in 

strategically placing information in front of the potential customers. 

Figure 4.7 summarizes the three investment strategies suited to build engagement, whether 

to directly generate traffic to the website and increase the number of visits, or to improve 

brand recognition and positioning, which will indirectly increase the number of visits as well. 

 

Figure 4.7: Investment on Digital Marketing strategies and their goals. 

Another strategy relates to SEO, which intends to maximize the organic (non-paid) traffic 

to the website. To exploit the opportunity to be well-positioned in search engines without 

investing in paid advertising, the website must be endowed with rich content, accurate tags 

and keywords and maintain a fast webpage download speed. Since conversion rates for visits 

generated through search engines are the highest (typically, users who search for a keyword 

on search engines are already considering buying), this is one of the critical topics in digital 

marketing.  

As mentioned above, for commercial purposes, the most effective vehicle to take users to 

the website who are intending to buy is to invest in search engines positioning, through 

organic and paid methods. Google AdWords and Google Shopping are the most well-known 

SEM (paid) investment possibilities. 

On Facebook, there are two main goals: to increase the number of followers, through 

Facebook Like Ads, and to take people on Facebook to the website, generating traffic through 

Facebook campaigns and through optimized posts. Posts will be published in Portuguese and 

Spanish, to reach both markets at once. 

On Instagram, the focus is on Instagram Ads and on investing in bloggers and influencers 

who can market the brand’s products by posting contents generated by themselves. Therefore, 

it is mainly a positioning tool. As soon as Instagram Shopping is available for Portuguese 

brands, it might also be an excellent investment opportunity, since it allows for people to click 

on an Instagram picture and immediately buy the products that are displayed.  

Another planned communication vehicle is the e-mail marketing, achieved by sending two 

newsletters per month to subscribed users. Although the opening and click rates are usually 

low, it is a good way of retaining customers and updating them with relevant news, with the 

possibility of using free platforms for a limited database size. 
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Since digital marketing strategies are measurable, it is key to capitalize on free access tools 

such as Google Analytics and Facebook Pixel, which enable user tracking and profiling, and 

provide plenty of information on important metrics, such as conversion rates. 

The mentioned investment possibilities should follow the seasonality trends and be 

adjusted to each moment of the year, enhancing the gift shopping experience. Having in mind 

the dynamics of the digital marketing strategy, a communication plan was designed. The plan 

determined the key days of the year or festive seasons for the website to integrate and boost 

by offering gifting solutions, as well as the necessary preparation period, for designing the 

graphic material or even developing a promotional activity. With this tool, managing the 

digital marketing company planning, the devoted investment and the Commercial team’s 

approval will be simplified. 

To sum up, digital marketing delivers flexible and effective strategies, with and without the 

need for investment, which can directly drive users to the online store and track their behavior 

along the way. 

4.7 Key Performance Indicators 

Throughout the project, focus has been devoted to three main CSFs: engagement, 

conversion and retention of customers. Since the ultimate goal is to assess the relationship 

between customers and the brand, those were the drivers for the definition of KPIs. 

Concentrating on the service, KPIs must evaluate the performance of the back-end processes 

and the level of satisfaction with the expected service. 

Therefore, the chosen KPIs were divided according to the CSF they correspond to: Table 

4.2 discloses the engagement KPIs, Table 4.3 the conversion KPIs, Table 4.4 the retention 

KPIs and Table 4.5 the service KPIs. All tables include the description and way to directly or 

indirectly measure each KPI. A large share of the KPIs are related to the digital marketing 

strategy. 

Table 4.2: KPIs on Engagement. 

CSF KPI Description Measure 

E
n
g
a
g
e
m

e
n
t 

Website Traffic 
Number of monthly visits to the website 

(tracked by Google Analytics) 
𝑛𝑢𝑚𝑏𝑒𝑟 𝑜𝑓 𝑣𝑖𝑠𝑖𝑡𝑠  

Unique Visitors vs. 

Returning Visitors 

Number of unique visitors (visiting the website 

for the first time) over the total number of 

visitors 

𝑛𝑢𝑚𝑏𝑒𝑟 𝑜𝑓 𝑢𝑛𝑖𝑞𝑢𝑒 𝑣𝑖𝑠𝑖𝑡𝑜𝑟𝑠

𝑛𝑢𝑚𝑏𝑒𝑟 𝑜𝑓 𝑣𝑖𝑠𝑖𝑡𝑜𝑟𝑠
 

Page Views per Visit 
Average number of pages that a visitor comes 

across in each visit to the website 

𝑛𝑢𝑚𝑏𝑒𝑟 𝑜𝑓 𝑝𝑎𝑔𝑒𝑠 𝑣𝑖𝑠𝑖𝑡𝑒𝑑

𝑛𝑢𝑚𝑏𝑒𝑟 𝑜𝑓 𝑣𝑖𝑠𝑖𝑡𝑠
 

Newsletter Subscribers Total number of newsletter subscribers 
𝑛𝑢𝑚𝑏𝑒𝑟 𝑜𝑓 𝑛𝑒𝑤𝑠𝑙𝑒𝑡𝑡𝑒𝑟 

𝑠𝑢𝑏𝑠𝑐𝑟𝑖𝑏𝑒𝑟𝑠 

Display advertising 

click-through rates 

If applicable; ratio of the users that click on an 

ad to the users who view the page where the ad 

is placed 

𝑛𝑢𝑚𝑏𝑒𝑟 𝑜𝑓 𝑐𝑙𝑖𝑐𝑘𝑠

𝑛𝑢𝑚𝑏𝑒𝑟 𝑜𝑓 𝑣𝑖𝑠𝑖𝑡𝑜𝑟𝑠
 

Pay-per-click traffic 

volume 

Amount of traffic generated through an ad for 

which a cost-per-click system has been defined 

𝑛𝑢𝑚𝑏𝑒𝑟 𝑜𝑓 𝑣𝑖𝑠𝑖𝑡𝑠 

𝑔𝑒𝑛𝑒𝑟𝑎𝑡𝑒𝑑 𝑏𝑦 𝑎 𝑐𝑒𝑟𝑡𝑎𝑖𝑛 𝑝𝑎𝑖𝑑 𝑎𝑑 

Percentage of Mobile 

Visits 

Number of visits on the website through a 

mobile device to the total number of visits 

𝑛𝑢𝑚𝑏𝑒𝑟 𝑜𝑓 𝑚𝑜𝑏𝑖𝑙𝑒 𝑣𝑖𝑠𝑖𝑡𝑠

𝑛𝑢𝑚𝑏𝑒𝑟 𝑜𝑓 𝑣𝑖𝑠𝑖𝑡𝑠
 

Online Visibility 
Monthly increase in the number of followers 

in social media 

𝑛𝑢𝑚𝑏𝑒𝑟 𝑜𝑓 𝑓𝑜𝑙𝑙𝑜𝑤𝑒𝑟𝑠 𝑖𝑛 𝑚𝑜𝑛𝑡ℎ 𝑡1 −  

–  𝑛𝑢𝑚𝑏𝑒𝑟 𝑜𝑓 𝑓𝑜𝑙𝑙𝑜𝑤𝑒𝑟𝑠 𝑖𝑛 𝑚𝑜𝑛𝑡ℎ 𝑡0   
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Table 4.3: KPIs on Conversion. 

CSF KPI Description Measure 
C

o
n
v
e
rs

io
n

 

Average Order Size 
Number of items sold to the number 

of orders 

𝑡𝑜𝑡𝑎𝑙 𝑠𝑖𝑧𝑒

𝑛𝑢𝑚𝑏𝑒𝑟 𝑜𝑓 𝑜𝑟𝑑𝑒𝑟𝑠
 

Average Order Value 
Amount sold (€) to the number of 

orders 

𝑡𝑜𝑡𝑎𝑙 𝑣𝑎𝑙𝑢𝑒

𝑛𝑢𝑚𝑏𝑒𝑟 𝑜𝑓 𝑜𝑟𝑑𝑒𝑟𝑠
 

Customer Acquisition 

Cost 

Total marketing cost devoted to the 

acquisition of customers to the 

number of acquired customers 

𝑐𝑜𝑠𝑡 𝑜𝑓 𝑚𝑎𝑟𝑘𝑒𝑡𝑖𝑛𝑔 𝑐𝑎𝑚𝑝𝑎𝑖𝑔𝑛𝑠 𝑓𝑜𝑟 𝑎𝑐𝑞𝑢𝑖𝑠𝑖𝑡𝑖𝑜𝑛

𝑛𝑢𝑚𝑏𝑒𝑟 𝑜𝑓 𝑎𝑐𝑞𝑢𝑖𝑟𝑒𝑑 𝑐𝑢𝑠𝑡𝑜𝑚𝑒𝑟𝑠
 

Conversion Rate 
Number of orders to the total number 

of visits 

𝑛𝑢𝑚𝑏𝑒𝑟 𝑜𝑓 𝑐𝑜𝑛𝑣𝑒𝑟𝑠𝑖𝑜𝑛𝑠

𝑛𝑢𝑚𝑏𝑒𝑟 𝑜𝑓 𝑣𝑖𝑠𝑖𝑡𝑠
 

Shopping Cart 

Abandonment 

Proportion of visitors who have 

added items to the shopping cart and 

have not completed a purchase 

𝑛𝑢𝑚𝑏𝑒𝑟 𝑜𝑓 𝑎𝑏𝑎𝑛𝑑𝑜𝑛𝑒𝑑 𝑠ℎ𝑜𝑝𝑝𝑖𝑛𝑔 𝑐𝑎𝑟𝑡𝑠

𝑛𝑢𝑚𝑏𝑒𝑟 𝑜𝑓 𝑖𝑛𝑖𝑡𝑖𝑎𝑡𝑒𝑑 𝑠ℎ𝑜𝑝𝑝𝑖𝑛𝑔 𝑐𝑎𝑟𝑡𝑠
 

Table 4.4: KPIs on Retention. 

CSF KPI Description Measure 

R
e
te

n
ti

o
n

 

Newsletter Churn Rate 
Proportion of newsletter subscribers who 

have unsubscribed the service 

𝑛𝑢𝑚𝑏𝑒𝑟 𝑜𝑓 𝑢𝑛𝑠𝑢𝑏𝑠𝑐𝑟𝑖𝑏𝑒𝑑 𝑢𝑠𝑒𝑟𝑠

𝑛𝑢𝑚𝑏𝑒𝑟 𝑜𝑓 𝑠𝑢𝑏𝑠𝑐𝑟𝑖𝑏𝑒𝑟𝑠
 

Login Churn Rate 

Proportion of users who have canceled their 

account or that have been inactive for at least 

two years 

𝑛𝑢𝑚𝑏𝑒𝑟 𝑜𝑓 𝑐𝑎𝑛𝑐𝑒𝑙𝑙𝑒𝑑 𝑎𝑐𝑐𝑜𝑢𝑛𝑡𝑠

𝑛𝑢𝑚𝑏𝑒𝑟 𝑜𝑓 𝑎𝑐𝑐𝑜𝑢𝑛𝑡𝑠
 

Repeat Purchase Rate 
Proportion of purchases performed by 

former customers 

𝑛𝑢𝑚𝑏𝑒𝑟 𝑜𝑓 𝑟𝑒𝑝𝑒𝑎𝑡𝑒𝑑 𝑝𝑢𝑟𝑐ℎ𝑎𝑠𝑒𝑠

𝑛𝑢𝑚𝑏𝑒𝑟 𝑜𝑓 𝑝𝑢𝑟𝑐ℎ𝑎𝑠𝑒𝑠
 

Customer Lifetime 

Value 
Value of a specific customer over its lifetime 

𝑎𝑣𝑒𝑟𝑎𝑔𝑒 𝑚𝑜𝑛𝑡ℎ𝑙𝑦 𝑡𝑟𝑎𝑛𝑠𝑎𝑐𝑡𝑖𝑜𝑛𝑠 ×
× 𝑎𝑣𝑒𝑟𝑎𝑔𝑒 𝑜𝑟𝑑𝑒𝑟 𝑣𝑎𝑙𝑢𝑒 ×

× 𝑎𝑣𝑒𝑟𝑎𝑔𝑒 𝑐𝑢𝑠𝑡𝑜𝑚𝑒𝑟 𝑙𝑖𝑓𝑒𝑠𝑝𝑎𝑛12 ×
× 𝑎𝑣𝑒𝑟𝑎𝑔𝑒 𝑔𝑟𝑜𝑠𝑠 𝑚𝑎𝑟𝑔𝑖𝑛 

Table 4.5: KPIs on Service. 

CSF KPI Description Measure 

S
e
rv

ic
e
 

Average Delivery Lead 

Time 

Average period of time (measured in 

working days) from the moment the 

customer places the order until the moment 

he/she receives the order. 

1

𝑁
∑(𝑑𝑒𝑙𝑖𝑣𝑒𝑟𝑦 𝑑𝑎𝑦𝑖 −

𝑁

𝑖=1

− 𝑜𝑟𝑑𝑒𝑟 𝑝𝑙𝑎𝑐𝑒𝑚𝑒𝑛𝑡 𝑑𝑎𝑦 𝑖) 

N = total number of orders 

Return Rate due to 

delivery failure 

Number of returned orders due to delivery 

failure to the total number of orders. 

𝑛𝑢𝑚𝑏𝑒𝑟 𝑜𝑓 𝑟𝑒𝑡𝑢𝑟𝑛𝑒𝑑 𝑜𝑟𝑑𝑒𝑟𝑠

𝑛𝑢𝑚𝑏𝑒𝑟 𝑜𝑓 𝑜𝑟𝑑𝑒𝑟𝑠
 

Return Rate due to 

customer dissatisfaction 

Number of returned orders due to customer 

dissatisfaction to the total number of orders. 

𝑛𝑢𝑚𝑏𝑒𝑟 𝑜𝑓 𝑟𝑒𝑡𝑢𝑟𝑛𝑒𝑑 𝑜𝑟𝑑𝑒𝑟𝑠

𝑛𝑢𝑚𝑏𝑒𝑟 𝑜𝑓 𝑜𝑟𝑑𝑒𝑟𝑠
 

 

Other metrics are mainly financial, like the volume of sales generated by the online 

channel, the net margin, the ratio between EBITDA and the sales value, among others. 

The defined KPIs will be extremely relevant to identify improvement opportunities, to 

reallocate the investment and to understand the customer.  

                                                 

12 The average customer lifespan is the average number of months between customers’ first and most recent 

purchases. 
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4.8 Synthesis 

The implementation process of the online store was successfully concluded by the end of 

the involvement in the organization. The online store has been launched and can be found in 

makenotes.pt. However, the launch has only been actively communicated to the non-food 

division of Sonae MC and, hence, awareness on the existing channel is little. The previous 

website was migrated to a different address, b2b.makenotes.pt, working only as a product 

catalog for potential B2B customers. 

The resulting business model, which covers both the B2B and B2C activities, is illustrated 

in the canvas in Figure F.1 of the Appendix F. 

Throughout this chapter, the different components of the online business were 

documented, to cover the many aspects that made it possible, with the intervention of the 

different stakeholders. The achievement of the main goals was fulfilled. However, part of the 

additional objectives, that were only possible after the go-live of the online store (which 

ended up inhibited by the project delays), were not met. 

Thereby, the following goals were satisfied: 

• The monitoring of the service and of the platform preparation, as well as the 

requirement assurance, were properly achieved; 

• The participation in decision-making processes, in the assessment of different 

outcome scenarios and in the legal required documentation was also attained; 

• Content was prepared, managed and added to the online store; 

• KPIs and a functionalities’ roadmap (list of features and correspondent priority) 

were defined for future application, and a communication plan to work with the 

digital marketing strategy was designed. 

However, the data collection and analysis and the assessment of the success of the store, 

both in national and foreign grounds, was not possible due to the time-limited contribution. 

Consequently, the planning and implementation phases of the AR main cycle were 

completed, resulting in the launch of Makenotes online store. So being, knowledge on the 

development of an online business, from the design of the website to the order processing, is 

available and may be generalized to other similar problems. 

The last step of the AR cycle – evaluation – could not be completed within the dissertation 

timespan and will be performed thereafter. 
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5 Discussion and Conclusion 

The implementation process finished by the end of the fourth month, allowing for an 

overview of the different action dimensions and of the past and ongoing planning steps. 

Unfortunately, it did not enable the final evaluation of the implemented solution, its outcome 

and the customers’ experience. Yet, the contribution of the project was accomplished, 

satisfying the practical and theoretical goals, which are described in section 5.1. The 

limitations of such contribution are also clarified in section 5.2, and the future work 

perspectives are pursued in section 5.3. 

5.1 Contributions 

As intended for an AR case, resulting inputs should be both theoretical and practical, 

contributing both to the body of science and to the involved and similar organizations. 

Focusing on the theoretical contributions, it was possible to confirm some of the 

hypotheses found in literature. Some suggested practices were employed in the hope of 

achieving the same positive outcomes, which will be possible to assess once the store has 

been successfully launched. Some premises should be highlighted, such as: 

• The concern with the possible negative impact of the B2C channel on B2B sales, 

resulting in cannibalization of sales, which can be minimized through an attempt to 

generate traffic to B2B customers, through the online store, as suggested by Yeow 

et al. (2018); 

• The difficulty in having a single inventory strategy for the two channels, as 

mentioned by Guercini et al. (2018); 

• The need for preparing the organization, defining a business strategy and an 

implementation plan, defining critical success factors, auditing the website, among 

other factors proposed by Poon and Lau (2006); 

• The importance of enhancing the users’ safety feeling and providing a secure 

environment, as referred by Di Fatta et al. (2018); 

• The relevance of starting the international expansion with the markets that the 

brand understands the most and that are the most similar, as proposed by  Luo et al. 

(2005), Sinkovics et al. (2013); 

• The ease with which a brand can effortlessly expand to new markets through an 

online sales channel, as suggested by Luo et al. (2005), Mathews et al. (2016), 

Tolstoy et al. (2016), Guercini et al. (2018). 

Practical contributions were, as expected, more fruitful. Analyzing the case of a brand’s 

digital development project, through the application of B2C e-commerce, enabled the 

monitoring of an implementation process and of the development of a new business model in 

the digital universe. The possible similarities between the studied case and other 
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organizations’ challenges allows for the latter to increase their knowledge of the possible 

benefits, risks and overall decisions that characterize a project like this.  

Regarding the planning stage, the need for defining goals for the project and criteria to 

support decision-making stand out. Brands should be aware of the main strategic challenges 

concerning a new digital channel and should work towards satisfying these aspects. 

Considering the objectives for engagement and conversion is the first AR cycle’s key 

concern. Therefore, it was a matter of focus throughout the dissertation. Retention efforts are 

determinant for the future of the business and should be considered in the next cycle, taking 

advantage of the previous evaluation phase. Although it has not yet occurred, that same 

evaluation phase has been prepared, and the KPIs defined here can be used for any equivalent 

project. 

The interdisciplinary approach to the project, covering so many dimensions, enables a 

general overview of each aspect to be considered. E-commerce is not just about the website 

and introducing it in an unprepared business model requires a global perspective at the 

strategic, IT, operational and marketing levels. Hence, the implementation outline, presented 

in chapter 4, explains the most important factors of each dimension. This will allow the 

organization to exploit this new experience and to possibly initiate the other brands’ digital 

path, seizing the opportunities with improved confidence and knowledge.  

Website 

Focusing on the website was especially critical due to its link with the engagement and 

conversion goals. Applying the best practices for the website design was an endless concern, 

as well as combining it with the brand’s essence. With further knowledge on how users 

interact with the platform, the importance of each aspect will be measured, and adjustments 

will be made accordingly. Another key aspect was the available content, developed to 

enhance the customer experience, providing the right information in the right place. 

Strategically speaking, the most important decisions were the product range selection and 

the multi-market approach. The latter was a complex solution, since two different markets 

were embedded in the same domain, with different pricing and exclusive deliveries. The 

scalability issue also had to be addressed, since the store will be extended to other European 

markets in 2019. Customer trust topics were also handled to cope with the regulations, to 

offer a safe service to users and to ultimately improve conversion. 

The integration with the company’s information systems was the greatest risk in the project 

and was the root of the biggest delays. Companies should expect some project vulnerability 

due to technical issues and systems’ incompatibility.  

The website construction was the process in which the iterative AR cycles were the most 

obvious, being a constant toggle between developing and testing. 

Service 

Throughout the service description, key matters can be identified, and important features 

can be recognized, giving an overall understanding to other companies on how to address the 

service design. At the present level, efforts are being applied concerning conversion, because 

the service features are critical for the user’s decision on whether to purchase or not. The 

service will then determine the level of customer satisfaction and the likelihood of 

repurchasing, hence influencing the degree of consumer retention. 

In this dimension, the need to have a cohesive strategy for all the service features stands 

out. Concentrating on aspects such as e-mail communication and packaging design can have a 

large impact when considering a B2C channel. 
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Logistics and Operations 

The operational setting is the back-end environment and is totally invisible to users. 

However, it is crucial to have a flawless logistics operation and well-established processes to 

enable a successful business model. The section on this topic covers the applied approach, 

with nearly no required investment, to the preparation of a dedicated warehouse, making use 

of existing capital and human resources. Then, the processes concerning the preparation of 

orders, returns and stock maintenance were outlined to guarantee the proper alignment 

between every party involved. These were the key aspects throughout the project and they 

give a clear overview on how to make the most of an established operational model to 

generate a completely new one. 

Digital Marketing Strategy 

As mentioned before, e-commerce requires much more than a website, and one of the 

decisive dimensions relates to the generation of stable traffic levels to the website, which 

would be impossible to ensure without a structured digital marketing strategy. Being an 

outsourced element, goals and investment targets had to be defined to monitor the 

performance of the supplier. The major drivers are covered – search engine marketing and 

optimization, e-mail marketing and social media – as well as the measurement tools, being 

significant for any similar business or project. 

Key Performance Indicators 

The KPIs definition was built in the light of the online business goals and the service level 

main factors. It gathers the common engagement, conversion and retention metrics and will 

allow the continuous monitoring of the channel’s performance, as well as its continuous 

improvement. It will also enable the supervision of the operations behavior and compliance 

with the established processes and timings. 

5.2 Limitations 

Since only the case of Makenotes was analyzed in practical terms, the study is naturally 

limited, and the conclusions withdrawn from it might be, after the evaluation stage, reviewed. 

The short period of involvement in the organization and the project delays did not allow 

for the complete follow-up on the AR cycle, nor the gathering of insights on the online 

business success. Therefore, the comparability between this project and future projects, within 

this organization or in any other, is limited, without disregard for the interesting aspects here 

collected. Hence, the time constraint had the greatest impact. 

Additionally, since the brand’s core business was not the B2C model, effort and 

investment were restricted, which inhibited some of the possible solutions for the encountered 

issues. The lack of experience in the organization in projects of this nature also turned out to 

be a limitation. 

5.3 Future Work 

Future work will be focused on closing the loop, by evaluating the performed action, and 

on starting a new one, by planning on action again and so on. 

The digital empowerment of the business world opens doors for endless possibilities. Thus, 

after introducing an online sales channel, it is inevitable to start thinking on new 

functionalities or just small improvements on the current ones. To systematize and prioritize 

future affairs, a roadmap was created, to be employed as soon as the e-commerce platform 

started running stable. Improving the provided content, easing the customer journey and 

improving the service level are the main goals. 
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One of these possibilities relates to the customer insights that can be withdrawn from the 

massive amount of data that online transactions are able to retain. The power of analytics in 

marketing has long been realized, since the customer behavior can be traced from the moment 

the user enters the virtual store, to the whole journey and beyond (with retargeting). If it 

applies such practices, Makenotes can benefit from its online channel by being able to easily 

know its customer, to recommend the right products, to increase the value of its customers 

and to improve the customer experience through customization. Introducing a chatbot or a 

virtual assistant, for instance, would take customer service to the next level and provide 

instant support. At the operational level, data mining could improve fraud detection. 

Regarding the marketing investment, the brand can explore other widespread mechanisms, 

more focused on results, such as performance marketing. This form of marketing is based on 

compensation dependent on the achievement of defined goals for metrics like conversions. 

Likewise, investing in affiliate marketing and taking advantage of a network of associates, 

who can promote the brand’s products and earn a commission for every sale they generate, 

can also be an effective way to take brand awareness to the next level without much effort. 

Planned from the beginning are the national and international expansions, as new cycles to 

step in. The national expansion will be accomplished by increasing the product range, 

gradually including all the brand’s collections. New investment will also be applied to the 

digital marketing channels, if proven to be worthwhile. The operation might have to suffer a 

rearrangement due to the increasing need for space, and more sustainable and effective 

equipment might be an investment target. 

International expansion will start in European markets. Still, a study will be required, to 

understand which markets the brand should bet on. For this purpose, the brand can take 

advantage of its B2B knowledge and experience overseas. This particular AR cycle will 

demand thorough planning and in-depth feasibility analysis, given the higher risk and costs.  

This expansion will have to be analyzed in terms of impact on the B2B model, due to the 

possible conflict with the core business. Priority of stock, space and investment will have to 

be reevaluated, according to the success of each channel.  

One way of seizing the applied model is to include, not only B2C sales, but also B2B 

distance selling, thereby holding both businesses together and improving the brand’s digital 

footprint. B2B e-commerce generates even higher sales volumes than B2C e-commerce does 

(Eurostat 2018), and it helps in reaching a broader market. It enables facilitated 

communication with other firms, at the same time immersing the B2B customer in a possibly 

improved experience at a lower cost. B2B e-commerce would, as stated for the B2C channel, 

enable the generation of powerful data, which could improve the business. 

In summary, the brand should exploit the never-ending opportunities that initiating a 

digital path has fostered, learning from other organizations’ experience, while taking 

advantage of its own expertise. Regarding the theoretical knowledge, new efforts should be 

applied to better understand the relevance of B2C e-commerce for brands acting in multiple 

markets, for which the experience of players like Makenotes can be remarkable. 
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Appendix A Website’s Front Office 

The website is a source of important information. All this information can be accessed in the 

footnote, as represented in Figure A.1. Other than that, hyperlinks to the brand’s social 

networks can be found and the Instagram feed is even portrayed in the actual online store. 

 

Figure A.1: Lower area of the homepage, with the live Instagram feed, and the footnote information. 

The website was designed for mobile first. The website is responsive, so it adjusts to every 

device. The homepage and the main navigation menu (accessed by clicking on the marked 

icon) are illustrated in Figure A.2. 

 

Figure A.2: Mobile version of Makenotes’ online store (homepage, at the left, and navigation menu, at the 

right, which appears after clicking on the icon in green). 
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The checkout page was designed to be as intuitive as possible and to allow the checkout 

process to be completed in one step, as presented in Figure A.3. 

 

Figure A.3: One-step checkout webpage. 

The product page was designed to maximize the available information, while making it 

easy to take in. For each product, a breadcrumb is presented, hence users always know the 

website hierarchy and can always go back to the previous pages/categories. An example is 

given in Figure A.4. 

 

Figure A.4: Product page layout. 
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The brand launches, not only products, but entire collections of several items. Each 

collection has a special design and message. Hence, great focus was given on the website to 

the collections theme, by creating a page dedicated to them and by including a “complete your 

collection” area in the product pages, both illustrated in Figure A.5 and Figure A.6. 

 

Figure A.5: Website page with the list of all the available collections, to emphasize them.  

 

Figure A.6: Product page with the "Complete your collection" experience. 
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Appendix B Website’s Back Office 

The website’s back office has several functionalities, displayed in different tabs. It is an 

easy-to-handle platform, that gathers every piece of information presented on the website and 

that shows the website’s current activity. The product management area is presented in Figure 

B.1.  

 

Figure B.1: Product management tab in the back-office application (in Portuguese).  
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Appendix C Navigation Hierarchy 

The navigation on the website is dependent on the different levels of products, represented 

in a categories’ structure. Hence, Table C.1, Table C.2 and Table C.3 exhibit the different 

categories breakdown from the highest level (Syntethic Leather Goods, Accessories and 

Stationery) to the lowest (actual product). 

Table C.1: Synthetic Leather Goods categorization in different levels. 

1st 2nd Level 3rd Level 4th Level (product filter) 

L
ea

th
er

 G
o

o
d

s 

Cases and Purses 

Pencil Cases 

Large 

Small 

Key Ring 

XL 

Cosmetic Bags 
Envelope 

Square 

Coin Purses - 

Backpacks and bags 

Bags 

Clutch 

Shoulder Strap 

Hand Bags 

Tote Bags 

Backpacks 
Large 

Small 

 

Table C.2: Accessories categorization in different levels. 

1st 2nd Level 3rd Level 4th Level (product filter) 

A
cc

es
so

ri
es

 

Accessories 

Card Holders 
Travel Wallet 

Document Wallet 

Eyeglasses Cases 
Spring Lock 

Zip Lock 

Key Rings - 
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Table C.3: Stationery categorization in different levels. 

1st 2nd Level 3rd Level 4th Level (product filter) 
S

ta
ti

o
n

er
y

 

Stationery 

Organizers 

A5 

A6 

A7 

Notepads 
A7 

Sticky Notes 

Notebooks 

A4 Stapled 

A4 Glued 

A4 Stitched 

A4 Spiral 

A4 

Spiral Hard Cover 

A5 Stapled 

A5 Glued 

A5 Stitched 

A5 Spiral 

A5 

A6 Glued 

A6 Stitched 

A6 Spiral 

A6 

Set of 3 

9x14 Stapled 

Ring Binders 

Small Width 

Small Width w/ Elastic Band 

Large Width 
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Appendix D Packaging Experience 

Having differentiation as a competitive advantage, the packaging of e-commerce orders 

had to be coherent with the expected positioning of the brand. By targeting, directly, the final 

consumer, attention to detail was given. Figure D.1 and Figure D.2 demonstrate it. 

 

Figure D.1: Packing for e-commerce orders. 

 

Figure D.2: Inner detail of the packaging. 
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Appendix E B2C Warehouse 

The B2C warehouse was built by adjusting part of the B2B warehouse and by placing 

shelves instead of pallets. Figure E.1 illustrates the B2C area. 

 

Figure E.1: Makenotes B2C warehouse aisle and part of the B2B warehouse. 

The shelves can be seen in detail in Figure E.2, where the different store packs can be 

identified. 

 

Figure E.2: Open store packs on the B2C warehouse shelves. 
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Appendix F New Business Model  

After the implementation process, a new business model is operational. The business 

model includes both the B2B and B2C businesses and a new emphasis on the marketing 

issues. Figure F.1 illustrates the canvas for the concurrent B2B and B2C models. 

 

Figure F.1: New business model canvas, after implementing the B2C model. 
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