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Abstract 

This business plan for an online vehicle marketplace with twist was carried out within the scope 

of our master thesis project, for the final master’s degree in Management, with the guidance of 

Professor Euclides Major. The development of this business plan aimed to transmit all our study 

towards the plan to build a successful company and use our learnings to continue scaling it after 

submission. We had the opportunity to explore all areas within a business as a team and gained 

valuable insights into the Portuguese car market and how it works. 

Keywords 

Marketing Budget, Target, “Quality drivers” segment, Positioning, Persona, Ideal customer, 

Influencer campaign, Facebook Ads, Operations, Productivity, KPI, Prototype, Product, Agile, 

Customer journey, CLV (Customer Lifetime Value), CAC (Customer Acquisition Cost), Net 

burn, Profit, Revenue, Costs, Cashflow, Customers, Funding, Market segmentation, TAM 

(Total Addressable Market), SAM (Serviceable Addressable Market), SOM (Serviceable 

Obtainable market), Value Proposition, Competitive Positioning, DMU (Decision Making 

Unit), Revenue Streams, Pricing, MV(B)P (Minimal Viable (Business) Product) 

Mandatory statement regarding funding 

For us to be able to lift the company and survive at least the first year until we become 

profitable, we are currently seeking 100.000,00 € in exchange for 15% of our company. 

Acknowledgments 

This work used infrastructure and resources funded by Fundação para a Ciência e a 

Tecnologia (UID/ECO/00124/2013, UID/ECO/00124/2019 and Social Sciences DataLab, 

Project 22209), POR Lisboa (LISBOA-01-0145-FEDER-007722 and Social Sciences 

DataLab, Project 22209) and POR Norte (Social Sciences DataLab, Project 22209). 



2 

 

1. The Opportunity (Group) 

1.1 The Pain 

Buying a car in Portugal can be more expensive than expected. Having the third most expensive 

cars in Europe due to high taxation, buyers have to spend generous amounts. On the other hand, 

arises the difficulty of finding the desired brand and model in the Portuguese market, as it is 

scarcer than other European players. 

Therefore, when they do not find the ideal car, some individuals choose to look for a car abroad, 

more specifically in Europe due to the proximity to Portugal and the free movement of goods. 

It should be noted that there are European countries such as Germany, France, Belgium, Italy, 

and Spain that have a wide variety of car brands and models, whether gasoline, diesel, hybrid 

or electric, as well as offering lower prices, which attracts Portuguese consumers to other 

markets across borders. However, the importation of a car from abroad, despite having more 

advantageous aspects, as mentioned above, implies some constraints. In this way, the problems 

related to the transport of the car to Portugal stand out, which adds additional costs. On the 

other hand, many are unwilling to go through the tedious, time-consuming, and complex 

bureaucratic process required when buying a car outside Portugal. Finally, some individuals are 

uncomfortable with the instability of not having a car warranty. Although the car seems to work 

perfectly at the time of purchase, problems are often only discovered later with the use of the 

car.  

The Covid-19 pandemic and the war in Russia also stand out. The car market was already in 

decline at the beginning of 2019, with Covid-19 not being at its origin, it just came to 

accentuate, particularly at an economic level, in terms of the supply chain, production, and 

sales. As the contagion spread, due to the lockdown measures imposed in several European 
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countries to contain the virus, there were delays in production leading to the provisional closure 

of several car plants, contributing to disruptions in the supply chain. 

Regarding the war between Russia and Ukraine, the automotive industry will also suffer 

consequences due to such instability. Particularly due to the rise in the price of raw materials 

exported from Russia, such as steel, aluminum, and magnesium. But also, considering 

globalization, the growing presence of various car groups in Russian territory, exposes them 

more directly to this crisis. Therefore, production stoppages, problems in supply chains, and 

lower profit rates are some of the problems that the automotive industry is going through. 

To better analyze and study the problem, several individuals answered a survey (the results will 

be presented later) and the 4Us Framework was used to validate the problem 

1. Unworkable (how painful): Through the purchase of a car abroad made by a private 

individual (even having third-party assistance in some parts of the process), there are several 

negative consequences that are necessary to face. Namely, expenses with transport from and to 

Portugal, loss of time and money due to the bureaucratic process that involves legalization and, 

potentially, problems with the poor condition of the car that is not covered by the warranty. 

2. Unavoidable (how necessary): Whenever a car is purchased abroad, there are mandatory 

legal requirements, namely the registration application, car insurance, vehicle registration, and 

payment of the "Imposto Único de Circulação", among others. 

3. Urgent (how time-sensitive): Many Portuguese suffer from the limitations of the Portuguese 

car market, either due to inflated prices, a wide variety of makes and models, or shortages 

related to the type of fuel in the car, as has been seen with gasoline. Thus, there is an urgency 

to access a market that is more abundant as is the example of the German, French, Italian, 

Belgian, and Spanish car markets. 
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4. Underserved (how many alternatives): Many Portuguese suffered in the process of buying a 

car because the Portuguese market has no excellent conditions, however, the whole process of 

getting a car abroad was even more complicated to execute despite its abundant characteristics 

and low prices. In this way, it is possible to verify that there is still no optimal service that helps 

the consumer with the entire car import process. 

In conclusion, as can be seen above, the process of buying a car is not perfect or easy for anyone, 

especially now that the car market is quite unstable. Buying a car abroad, despite having a lot 

of potential due to the high variety and low prices, also associates several insecurities and 

constraints. 

 

1.2 The Solution 

We propose the marketplace platform “Dealster”, where customers can find automobiles from 

all around Europe. A potential Portuguese customer could access more than 2 million cars from 

other countries, compare prices, and make a direct purchase through the website.  

 

Image 1. Website Home Page Draft 

Using a Portuguese customer as an example, they could visit our website, search for a particular 

brand or model, and gain access to all cars that are for sale from all European countries, with a 
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distinct and crucial step that is the final price of the vehicle after all potential expenses, like the 

cost of the car in the original country, shipping to the country of purchase, legal costs like 

license plates, car registration, and insurance costs, give the customer a genuine idea of the cost 

differences between buying a car locally and having it shipped from abroad. Therefore, the 

solution is providing customers with a wider array of offers, as well as lower pricing, as the 

dealership's profit margins are eliminated by our website/platform. To be even more explicit, 

here is an illustration of a real-world car and how the expenditures would be divided on our 

platform: 

For an Audi A5 with first registration year 2017 / Diesel 

• Car price 25.000€ 

• License and registration: 4.000€ (Simulador ISV 2022, n.d.) 

• Shipping: 800€ 

• Final price: 29.800€ 

The user would see this on the platform, with the cost of the car listed as 29.800€, which he 

could then contrast with the costs for the same car in his home nation. Our main objective with 

this solution is to make car purchases slightly more affordable for everyone while maintaining 

the same level of trust and confidence as a traditional dealership. However, we also have a more 

ambitious goal in mind: since we are transparent and don't take as much profit as the 

dealerships, this will force them to lower their prices as well. 

 

1.3 The Reasoning  

1.3.1. Solution Validation 

Given the business idea being very specific, we were not able to retrieve relevant information 

from internet research for validation. To validate our solution and the pain we identified, we 
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Graphic 1. Survey: Age of Respondents 

conducted two separate online surveys with our two target customer groups in Portugal: regular 

customers, as in private customers, and car dealerships. We received answers from 97 

individuals and 4 Portuguese dealerships.  

1.3.2 Private customer survey results 

 

Before analyzing the results, it should be noted that a vast majority – 68% of the participants – 

were between 18 and 25 years old. In addition, 59 answers were from students and 69% have 

never bought a car before (Appendix 1 and 2). Even though most participants do not fit our 

target demographic, their answers still mostly align with our internet research results.  

The survey’s purpose was manifold as previously explained. For the purpose of identifying the 

demand, its purpose was twofold: first, we wanted to understand the extend of the demand for 

online car-dealerships in general, after which we asked questions about our service in specific. 

 

 

 

 

 

 

1.3.3 Demand for online car-dealerships in general 

 

When asked about where they were planning on buying their next car, out of 35 answers, 11 

people considered dealerships as an option, whereas 18 considered brick and mortar dealerships 

only. This could be the cause of lacking trust in a secure deal with an individual online. 

However, that trust might not be an issue in the case of cars being offered online by car 
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dealerships. This poses an interesting topic to further research in the future. Moreover, when 

asked about the channels (multiple choice) used when searching for a new car, 68,6% stated 

that they use online car dealerships, compared to 54,3% using brand websites, 48,6% visiting 

physical car dealerships and 34,3% using social media. Radio only accounted for 2,9%, which 

could also be due to the special attribute of radio of being the only source (which we focused 

on in this survey), that customers usually don’t actively seek to get information, but rather hear 

the information automatically alongside driven their car (in most cases). The cheap nature and 

wide reach of AM/FM radio for marketing, especially for car sale is worth examining in further 

research in the future, potentially done by ourselves, as current research about this is scarce. 

 

1.3.4 Demand for our solution 

To get an idea about the demand of our service, we first asked if the participant ever bought a 

car abroad. Only 14,7% (5 individuals) of the people who bought a car before answered this 

question with “yes”. 3 of them actually imported the car from another country, of which one 

person did it through a dealership, one person did it through a firm, and the other person did it 

66,70%

52,80%

47,20%

33,30%

13,90%

11,10% 2,80%

Online car dealerships Brand website Physical car dealerships

Social media Other Blogs

Radio
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themself. All 3 all stated that the import process was difficult. The person who imported through 

a firm stated the legal process as specifically difficult, while the person who imported 

themselves mentioned the lack of contacts abroad as a difficulty. 

To those who have never bought a car abroad before, we asked if they have ever considered it. 

40,4% (19 out of 47 individuals) of those asked considered this before. Those who didn’t were 

asked to explain why, and if this was an option for them in the future. The answers were 

concerns about a lengthy process, trust and quality, difficult legal process, transportation, 

customs and warranty, concerns about a lack of information on the car’s history, concern about 

having to leave the country, higher prices and taxes, paperwork, as well as lack of information. 

Four people did not think about this as an opportunity before. While these answers give an idea 

on what to address to gain sceptic people as customers, it is clearly visible that a vast majority 

of the participants did either not think about this as an opportunity, or are concerned about 

things that are solved as unique selling propositions of our proposed service. Consequently, 

most of the concerned participants stated, they would consider buying a car abroad, should 

these concerns not be given.  

Finally, we asked for an intent to use our service, specifically if they would consider using a 

service, where they could choose a car at a lower price that came from abroad. 85,5% (53 out 

of 62 individuals) said they would. Remaining concerns include sustainability of the transport, 

quality of the car, local mechanics and availability of car parts, leasing opportunities, and public 

transport opportunities. 

1.4 Car dealership survey results 

All 4 brick and mortar dealerships that answered our survey are located in Lisbon and offer 

used cars. It is worth mentioning that one of these focuses on high-end and luxury cars. 3 of 

them stated that they buy their cars from private sellers and 2 dealerships buy their cars from 
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other dealers. Interestingly, 2 dealerships also buy their cars abroad. However, when asked if 

they ever bought a car abroad, they all answered “yes”. These insights show that dealerships 

source their cars from a variety of options and are not appalled from buying from other dealers 

and private sellers, as well as looking abroad to find the right cars for their customers. 

Nevertheless, only one dealership said they also use online marketplaces to bus cars. The cause 

for this can be further questioned in future surveys and when approaching dealerships ad 

potential customers. 

As for the transportation of the purchased cars to their shops, either from abroad or not, only 

one stated that they do not have a transportation service. As all dealerships bought a car abroad 

before, we also asked if they found the process difficult. one stated that it was difficult due to a 

lot of bureaucracy, even though they received support from “Autodoc”, an online marketplace 

for car parts, and thus it just concerned car parts, rather than a car. 

All 4 dealerships would use a service where they could buy cars at a lower price from abroad, 

making them perfect candidates to approach as potential customers in the future. This shows 

that indeed, car dealerships would use our service. 

So far, all questions addressed the car dealerships as customers using the platform to import 

cars from abroad to Portugal. However, according to the survey, 2 of them also sell cars outside 

of Portugal, which suggests a new opportunity for Dealster, being that of car exports – an 

additional service that is worth exploring in the future, especially from a profitability 

perspective. This is not the focus of our business and will not be further addressed in this 

business plan.  

1.4.1 Search Volume of Related Terms 

We conducted a keyword analysis for several reasons – to get first insights on keywords to use 

for Search Engine Optimization (SEO) purposes, confirm main competitors and get additional 
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insight for the competitor analysis, and get an overview on which brands and models’ potential 

customers are looking for online. For the search engine of choice – Google in our case – the 

tool searches the web for similar keywords and ranks them according to the search volume, 

while also showing how competitive a keyword is, meaning how often it is used by other 

websites. For the purpose of this analysis, we included the 5 most searched keyword for each 

term. 

We used two terms: “standvirtual” and “carros usados”. Since we are focusing on the 

Portuguese market, we used our biggest competitor as the first term (Standvirtual), and “used 

cars” – our product offering (in Portuguese) – as the second (Appendix 4 and 5). 

In short, the first term “standvirtual” mainly showed two things. Next to Standvirtual itself, 

people also searched for competitors such as Byrd, Drive Point and Hjr Car. Moreover, most of 

the searched keywords include brands or specific car models. These insights are included in the 

decision of the brands and models that we will target in the beginning to ensure we cover the 

most wanted cars in our portfolio.  

The second term “carros usados” however, additionally presented other keyword examples to 

consider for future SEO and included fuel type differentiations as well. Some of these suggested 

keywords are: "carros usados baratos", "custo justo carros usados", and "carros eletricos 

usados". However, we were able to identify two more potential competitors that customers that 

looked up used cars in Portugal searched for: Lebocoin and OLX. The potential competitors 

and their posed threat on our business identified through related search terms, both for 

“standvirtual” and “carros usados”, will be further evaluated in the competitor analysis below. 
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1.5 Mission, Vision, Goals & Values 

1.5.1 Mission 

Our mission at Dealster is clear. We want to make cars more accessible in our customers’ home 

countries, in a cheap, fast, and secure way. 

1.5.2 Vision 

By executing our venture’s disruptive business model, we plan to bring a lasting change to 

overly expensive car markets, by changing the way people buy cars and ultimately how cars 

are taxed. 

By building our partnership network and growing our importation process expertise, we aim to 

create a global trusted service that enables people to own their dream car. 

1.5.3 Values 

As mentioned above, we are aware of carbon emissions caused by the international transport of 

cars. We value carbon neutral transportation processes, which eventually will become carbon 

negative. We value our ventures sustainability and contribution to the UN’s contribution to 

sustainable development, which will be further explained below. 

Additionally, we highly value the quality and trustworthiness of our service. These are 

important criteria our customers demand from us. Keeping our customer promise and 

maximizing customer satisfaction will define Dealster’s success.  

1.5.4 Goals and Objectives 

In the foreseeable future, we want to carry out our mission internationally – across all of Europe. 

After having successfully expanded in Europe, we want to offer the same service on more 

continents, including the Americas and Asia.  

Throughout the course of this process, we want to join the top 5 online car-dealerships in 

Portugal until Q3 of 2025, Standvirtual, Custo Justo, Facebook Marketplace, OLX, and Car 
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Spot. Moreover, after expanding do more countries in Europe, approximately in Q3 of 2025, 

we would like to be among the top 5 in those respective countries as well. These countries are 

Germany, the UK, France, the Netherlands, and Switzerland. Of course, these countries will be 

subject of further evaluation, as before expanding to new countries, we need to analyze the 

market and competitor infrastructure more thoroughly. Similarly, the timings and order of 

expansions needs to be defined beforehand. 

Additionally, with electric cars being produced more and more, as well as infrastructures being 

adapted more to host electric cars, we want to be a major player in supporting the accessibility 

of electric cars in the markets that we are present in and thereby make a positive impact on the 

environment. In regard to this, we are also committed to offer carbon emission compensations 

related to possible emissions during the transportation of cars. This will be done by offering our 

customers to donate to trusted organizations who battling climate change. With reaching a more 

mature financial position, we will cover these costs ourselves while still giving customers the 

opportunity to donate as well, aiming to making the delivery process carbon negative. 

1.5.5 Sustainable Development Goals (SDGs) 

Transparency and honesty are basic principles for Dealster and as such, it is not intended to 

make an empty defense of sustainability that leads to an obvious greenwashing. Even so, 

although the company’s raison d'être is not directed to the care and improvement of the 

environment, there are actions that can contribute to it and that each company should be morally 

obliged to implement.  

Sustainable Development Goals are a very useful tool for small businesses to measure and 

organize their actions' social and environmental impact. These objectives are summarized in 17 

and each one attacks a particular problem. This way, the company can focus its impact on a 

series of objectives and measure compliance.  
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Based on these premises, there are several initiatives with which Dealster wants to humbly 

contribute to this global goal. The objectives that Dealster has tried to achieve are the following: 

• 12 Production and Responsible Consumption: the basis of Dealster’s business model 

is the purchase and sale of second-hand vehicles. This is intended to reduce car 

manufacturing and give a second life to vehicles that are still able to continue on the 

road. This reduces the number of cars in circulation while reducing production and 

therefore the associated gas emissions. Reuse is a key to winning the battle against 

environmental degradation and Dealster wants to contribute to this from the core of its 

business model. 

• 13 Climate Action: closely related to the previous objective, the choice of transport 

service provider has not been trivial. In Europe, they return empty shipments of their 

shipments. Through Clicktrans carriers that currently cover that route connect with 

people or companies that need to make a shipment. This reduces the number of vehicles 

in circulation and thus CO2 emissions to the atmosphere.  

• 5 Gender Equality: the commitment to gender equality is fundamental for Dealster, 

which is why the board wants to implement a culture of equality and transparency as 

previously discussed. For this, we want the CMO of the company Joana, to be an 

example to achieve this end.  

• 8 Decent Work and Economic Growth: finally, Portugal is one of the most promising 

emerging economies in the European Union and as a capital-born company, Dealster 

wants to contribute to the future of the national economy and to the most beautiful end 

goal of any company, to give work to families and contribute to social development and 

observe the impact that the company is having where it operates. 
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1.6 The Potential of the Opportunity 

In the first half of 2022, 48.863 used vehicles were registered in Portugal, and 75.449 new ones, 

meaning the used cars market represent 39,31% of the total car market in Portugal. In terms of 

how big the market is, the total value generated by the total cars sold is expected to be around 

4,34 billion €, and the value generated by the used cars purchases is set to reach 1,71 billion € 

by the end of this year, if things go according to the calculated projections, something that so 

far seems to be going in that direction. The following analysis is going to cover the market share 

of cars by fuel and segment, within the used cars market, meaning the 39,31%. This number 

has been increasing since 2019 mainly due to the fact that Covid affected a lot of manufacturers, 

so it was harder for people to buy new cars, opting for used ones and being satisfied by them. 

1.6.1 Factors impacting the automobile industry 

A few things affected the automotive sector in 2021, including a scarcity of aluminum because 

China, the top manufacturer of magnesium, decided to cut back on output. A disturbance that 

occurred when it came to the regular operation of shipping containers, which made transit more 

difficult, was another element brought on by confinement. Since the new rules sought to replace 

conventional power sources with more environmentally friendly ones, some nuclear and coal 

facilities closed, which had an impact on the industry. 

1.6.2 Used cars market overview  

 Demand Dynamics Offer 

Vs 2021 H1 -15% 11% -26% 

Vs 2020 H1 -18% -5% -13% 

Vs 2019 H1 -24% -14% -10% 

Table 1. Used Cars Market Overview 
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Even if everything appears to be in a bad place, the market dynamic in the first half of 2022 

compared to the first half of 2021 is positive by 11%, which means that buyers' calls and 

messages to sellers have been growing and are now outnumbering the deals that are being 

offered. Even while it could appear that the demand declined by 15% from 2021 to the present, 

if we look at earlier years, we can observe that the decline was actually less than in 2020 (-18%) 

and 2019 (-24%). This is also a strong indicator when compared to the offer, which experienced 

the largest decline (-26%) when compared to 2021. 

The real sales of used automobiles have increased by 5,5% between 2022 and the same period 

in 2021, which is a positive development. However, when compared to the year 2019, the sales 

have decreased by -11,8%. These are reliable signs because they demonstrate that, despite the 

market's lack of growth, it is gradually returning to pre-covid values. 

The new automobiles, which have been suffering the most after the rise in used car sales, are 

also important to notice. When comparing 2022 to 2021, they still show negative values of -

7,4%, and if we look even further back to pre-covid values, the difference between 2022 and 

2019 is a loss of -41,3%, which is a good indicator for us, but at the same time not the best 

situation in economic terms, since new cars are essential for the economy. 

Therefore, when it comes to used cars, overall conditions are improving. More vehicles are 

being sold when compared to the same time last year, and perhaps they will eventually approach 

pre-covid values. The same cannot be said, however, for new cars, which are being sold at a 

lower rate than in the previous year and are being valued at a far lower level than before the 

recession. 

The massive increase in imported cars, which are seen as a perfect substitute for new cars and 

have already increased in sales compared to 2021 by 57.4% and compared to 2019, pre-covid 

values, by 28.2%, is another significant factor that is currently occurring after seeing the sales 
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on new cars are decreasing significantly compared to previous years. Because our company 

strategy and concept are dependent on imported cars and because that market is expanding, this 

is one of the best signs we have so far. 

In conclusion, we observed a rise in the purchase of used cars and a decline in the purchase of 

new cars, indicating that used cars have been gaining market share. To support this conclusion 

even further, the sale of imported cars increased by nearly half over the previous year and has 

been rising over time. 

1.6.3 How the war in Ukraine is affecting the market 

Since the Russian invasion on Ukraine started, the automotive sector had huge impacts with the 

increase in fuel prices to levels never seen before. After weeks with the price just getting higher 

and higher, people started quickly to search for better alternatives to fuel based cars, which lead 

to an increase on demand for electric vehicles by 250% in February and March, and then another 

spike also in June in alliance with the EDP 2ªElectric Week. In economic terms this makes 

perfect sense since for example for 100kms, an electric vehicle can be up to almost 5 times 

cheaper than a gas-powered car. 

A study was made by (UVE, 2022), in this case in Portugal, and the cost for 100kms was the 

following: 

For internal combustion engine cars Price 

Gas, with an average consumption of 

5,6lt/100km with 1,77€/lt 

9,90€ 

 

Diesel, with an average consumption of 

4,6lt/100km with 1,87€/lt 

8,60€ 

 

For electric vehicles with an average 

consumption of 16,9kWh/100km 

Price 
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Charged on public with 0,38€/kWh 6,37€ 

Charged at home at normal rate with 

0,19€/kWh 

3,21€ 

 

Charged at home at special rate with 

0,13€/kWh 

2,21€ 

 

Table 2. Cost for 100kms by combustible type 

Based on the fact that people are more and more interested and curious about the economic and 

environmental advantages, the demand on electric vehicles increased from 5% to 10%, at the 

same time as Diesel-powered cars demand dropped from 71% to 63% 

1.6.4 Most wanted by fuel type 

Electric 2022 2021 Variation ↑/↓ 

1. Renault Zoe 16,40% 23,51% ↓ 

Diesel  

1.BMW 3 Series 4,42% 4,91% ↓ 

Gas  

1.VW Golf 3,75% 3,25% ↑ 

Hybrid-Gas  

1.BMW i 10,36% 4,91% ↑ 

Hybrid-Diesel  

1. Mercedes E Class 24,32% 17,85% ↑ 
Table 3. Most wanted car by fuel type 

  

When it comes to electric vehicles, and after analyzing the report (Standvirtual, 2022), we can 

say that the price also seems to have an impact on the models that are in high demand. For 

example, the Renault Zoe appears to be the most popular model, despite a -7,11% decline in 

demand, and the Nissan Leaf appears to be catching up with it, with a slight increase in demand 

over the previous year. The Tesla Model 3 is another vehicle that appears to be selling more 

and more as a result of being both an affordable and high-quality model. One of Tesla's models 

is getting pretty close to catching up to the complete BMW electric model lineup, which is a 
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favorable indicator for the company since it has contributed to its sales surge. The Tesla model 

S, which is the costliest electric vehicle among the top 5, also appeared to witness a decline in 

demand as consumers seemed to be shopping for less expensive alternatives. 

When it comes to Diesel powered cars, we can immediately notice a domination in the 

Portuguese market by BMW and Mercedes-Benz, with small variation from the previous year 

to 2022, where the BMW 3 Series remains the top choice, and the Mercedes C Class with a 

little increase on its demand but still not enough to be more than the 2 best choice for consumers. 

Both BMW 5 and 1 Series are similar in terms of sales but with the 5 Series being slightly above 

its “little brother 

On gas-powered cars, the dominant car here is the Volkswagen Golf, which besides being the 

most wanted car, was also the only one that had its demand increase, and in this case by 0,5%. 

For luxury sport cars, that are normally all powered by gas, we see the top choice being the 

Porsche 911, followed by a more affordable car, the Renault Clio, which despite having more 

sales than 2,71% as a car model, this number seems quite small mostly due to the fact that the 

Renault Clio is one of the best-selling cars, but not exactly in the gas-powered version. 

All the top 3 models from the hybrid-gas segment increased their demand from the previous 

year, and BMW i models registered the biggest increase with 5,45% from 2021 to 2022. 

Another important note is that the premium models are still the most searched for ones, with 

BMW and Porsche occupying the top 4, with the Porsche Panamera being the second most sold 

model from the Hybrid-gas models.  

What is easily noticeable with the hybrid-diesel models is Mercedes' dominance in this sector, 

with 43,54% market share, and a grow from last year of 8,71%. The Mercedes class E still is 

the most dominant model representing 24,32%. All the other models in the top 5 except the first 
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2, showed a decrease in their demand, the Peugeot being the most affected one with a negative 

variation of -5,14% when compared to 2021. 

1.6.5 Demand by car segment 

When it comes to car segment, and according to the (Standvirtual, 2022) when comparing this 

year with the last 3 years, the Station Wagon along with the Sedans, were the 2 segments that 

suffered the most, and saw their demand decrease like it never did before, in the Station Wagon 

case, registering a drop in demand from approximately 22% in 2019, to close to 17,5% in 2022. 

With the Sedan even though it was not that big of a difference, it was still a considerable 

decrease in market share, from around 14% down to 12%. In terms of market share loss, there 

were no other segments registering the same phenomenon, even if some segments stayed pretty 

similar to how they were before, besides the convertible that had a minor decrease, the rest still 

didn’t register any decrease during this 4-year period. The segment that seems to be catching 

to the previously dominant one, is the SUV, which increased from 14,5% in 2019, all the way 

up to 17% in 2022, being really closed to overcoming the Station Wagon.  

 

Graphic 3. Market Share by Segment 
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The compact and sub-compact type of segment were the other 2 that registered a big increase 

in market share when compared to the rest, which leaves us with 3 segments that are currently 

increasing more and more, and they seem to be close to being the dominant segments in 

Portugal, with the fall of the Station Wagons. The compact segment registered an increase of 

around 1% when compared to 2019, which even though it seems small it is quite noticeable 

when compared to its competitors. There is also the sub-compact that sits in 4th place in terms 

of market demand, that also registered an increase of 1% when comparing the 4 years. These 

are the main segments and the top 5 represent a total of close to 78% of the total market share. 

Last but not least, there is the Coupe segment that has been decreasing from 2019 to 2021, but 

when comparing this year to 2021, it registered a really small increase in demand, and even 

though it was a small increase, it’s still a positive aspect to notice since this was not always a 

dominant segment.  

The Minivan unlike the Coupe segment registered a decrease in demand from 2019 to 2020, 

but then from 2020 up until now it has been increasing by close to 1%, but still only representing 

around 5,5% of the total market demand. 

The city car has also been increasing its popularity, but still not being a dominant segment, 

increasing its market demand by around 1% since 2019, but with the difference to the other 2, 

the Minivan and Coupe, that the city car has been increasing its market demand only, without 

decreasing it once in this 4-year period. 

Finally, the Convertible, which has always been the least favorite one, registered a decrease in 

demand, by around 0,2%, which despite being the smallest decrease, it’s still a negative 

variation, leaving the convertible segment in last place, something that has been occurring since 

2019. 
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From this analysis, it can be said that the 3 “rising stars” are the SUV, the compact and the sub-

compact segments, whereas the Station Wagon and the Sedans are the 2 segments with the 

biggest loss in terms of market share. The other 4 segments are stable and represent in total 

22% of the total market demand, which if we compare to one of the top 5, let’s say for example 

the SUV’s, the difference between the SUV’s and the bottom 4 segments is of 5% only. 

 

 

 

Market Share 

2022 within 

their segment 

Volume in 

millions 

Market Share 

2021 within 

their segment 

Peugeot 3008 (SUV) 5,83% 16.9 € 6,16% 

Mercedes SLK (Convertible) 7,00% 5.1 € 7,33% 

BMW 4 Series (Coupe) 7,22% 9.2 € 6,96% 

Smart ForTwo (City car) 28,68% 23.9 € 28,91% 

Renault Clio (Sub-Compact) 9,30% 24.2 € 9,78% 

Mercedes C Class (Station Wagon) 9,64% 28.7 € 8,86% 

Citroen C4 Grand Picasso (Minivan) 9,88% 9.2 € 8,62% 

Mercedes A Class (Compact) 7,94% 21.6 € 10,22% 

BMW 5 Series (Sedan) 9,06% 18.5 € 8,53% 
Table 4. Top cars for each segment in volume and market share 

  

Even though the top 5 SUVs suffered from a decrease in demand when compared to 2021, 

SUVs as a whole segment managed to increase the demand which means that more SUV models 

have been sold apart from these top 5. The Peugeot 3008 is now the most wanted one after 

passing its rival the Nissan Qashqai comparing to last year results. 

The convertible segment is the one with the less market share and demand from all the available 

segments, but the one car that stands out from the rest, even do by a slight margin is the 
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Mercedes SLK with a decrease in the demand of -0.33% from 2021, but still having an overall 

market share of 7,00%. 

The Mini is the only car registering an increase in demand when comparing to last year values, 

and in this case the increase was of 0,50%.  

In the coupe versions, once again we see the dominance by BMW and Porsche, with BMW 

occupying the top 2 places, and 3 models in the top 5, having the 4 Series at the highest demand 

with 7,22%, and being this model the only one that registered an increase in demand comparing 

to 2021, increasing in 0,26%.  

In City cars the scenario is completely different from the other segments, and we can notice a 

dominant car by far, the Smart ForTwo, representing 28,68% of the total demand in this 

segment, with a small decrease in the demand compared to last year, but with an enormous 

difference of 18,89% to the 2nd most wanted car, the Fiat 500. The Fiat 500 from this category 

is the car that had the biggest decrease in terms of market share compared to the previous year, 

losing -3,21%, but still managing to hold on to 2nd place in the best sold city car.  

Sub-compact vehicles have been rising in terms of market demand in general when compared 

to other segments, even though the majority of them in the top 5 show negative variation.  

The Renault Clio remains the strongest model in this category, representing 9,30%, 2,15% more 

than its competitor, the Mini Cooper, which surprisingly was the only one on this list that 

showed an increase in its demand, by 1,29% compared to 2021. 

What these drops mean alongside an increase in the total market share for sub-compact vehicles 

is that even though these models have been losing market share, there are more models 

penetrating the market and helping this segment grow and make a difference in the general 

market overview. 
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The Mercedes C Class has always been one of the most dominant cars in the station wagon 

category, and this has been noticed with the increase in its market share, from 8,86% in 2021 

to 9,64% in 2022, making its way to 1st place in terms of demand. 

The same thing did not happen to the BMW 3 Series, which saw its demand drop by     -0,25% 

compared to 2021, being so the 2nd most demanded car in 2022, right above its “big brother” 

the 5 Series, which similarly to the Mercedes C Class, had an increase in its demand, in this 

case by 0,31%. 

Minivans are one of the 3 segments with less demand from the car market, but the Citroen C4 

Grand Picasso is the leader among the minivans with a market share of 9,88% in 2022, a higher 

value than in the previous year, by 1,26% more. The opposite happened to the Peugeot 5008, 

that registered a drop in demand by -1,04% in 2022 compared to 2021.  

Once again, we have a Mercedes on the top of the table, and this time is when it comes to 

compact cars, with the A Class, which had already been the best-selling car in 2021, with 

10,22% segment market share, and even though the demand for this model decreased quite a 

bit, by -2,28% to 2022, it remained the most demanded car model. In 2nd there is the Renault 

Megane, that similarly to the Mercedes, lost its market share, and in this case by -0,42%.  

When it comes to Sedan models, the premium brands seem to be dominant here, with BMW 

and Mercedes occupying the top 5 spots, and where the BMW 5 Series was not only the most 

demanded car from the rest, with a 9,06% market share, but also was the only one who had a 

positive variation, gaining 0,53% compared to 2021. 

The 3 Series looks like a really wanted model under many different types of segments, and the 

sedan version is another example of that, where it represents 6,73% of the total segment market 

share, even though it lost 2,78% when compared to 2021, where it was the most demanded 

model, losing now its trophy to the upgrade model, the 5 Series. 
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The Mercedes C, E and S Class occupy the remaining 3 spots on this table, and curiously also 

by ascendent order, starting from the more affordable model to the more expensive and more 

luxurious one, the S Class.  

 

Graphic 4. Top car for each segment in volume 

 

1.6.6 Most profitable cars – focused product offering 

 

Graphic 5. Market Value by Segment 
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In order to boost business in the beginning, it makes sense to actively approach brick and mortar 

dealerships to offer their cars on the platform. This requires a clear approach and distinct 

marketing strategy, as well as clear target car segments, brands and models with the highest 

customer demand. The previously done analysis provides an overview of the most profitable 

segments, cars withing the individual segments and the development of the share of these cars 

within the segment. We chose the cars we will focus on based on their projected market value 

in 2022, the size of the segment the car is representing, and the development of the projected 

market share in 2022 of the cars – in decreasing order. Nevertheless, the purpose of approaching 

dealerships in the beginning of the business is to boost sales in the short term. Once these pick 

up, our only source of offers on the platforms will be individual and commercial sellers who 

offer the cars independently. Thus, mid- to long-term market share projections, especially minor 

changes in market shares do not affect the selection too much. 

Starting with the biggest used car segment in Portugal with a value of around 299M EUR – the 

station wagon, we chose to focus on the top 5 cars in this segment, due to their high projected 

market value. However, all cars lost market share except the Mercedes C class and BMW 5 

Series. 

Continuing with the second biggest used car segment in Portugal with a value of around 290M 

EUR – the SUV, we will approach dealerships that offer the first two cars in the list, the Peugeot 

3008 and Nissan Qashqai. These two cars have a high projected market value, while the other 

cars have a relatively low projected market value. It is worth mentioning that however, all cars 

in the top 5 of these segments are losing market shares, indicating that in the long term, other 

cars in this segment might gain in importance. 

The 3rd biggest segment is compact cars, with a projected market value in 2022 of 

approximately 273M EUR. The Mercedes A class and the Renault Megane, the top sellers of 
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this segment are the only cars we will focus on, due to the A class’s high projected market 

value, and the Megane’s relatively high projected market value. 

Even though only the Mini Cooper is projected to gain market shares in 2022 in the 4th biggest 

used car segment in Portugal – the sub-compact cars (Market value of 261M EUR), we will 

focus on all cars in this segment, as all top 5 cars have high projected market values. 

The 5th biggest segment is sedans, with a projected market value in 2022 of about 205M EUR. 

Mercedes and BMW are highly represented in the top 5. However, the BMW 5 Series and 3 

Series, the top sellers of this segment are the cars we will focus on, due to their high and 

relatively high projected market value. Additionally, the BMW 5 series is projected to gain 

market share from 8,53% to 9,06%. 

None of the 4 weakest used car segments in Portugal offer cars with a higher projected market 

value than about 10M EUR, with a notable exception in the city car segment. Given these 

comparably weak projections, we will only focus on the top seller of each segment, in order to 

have a product offering in these segments and cover at least some of the demand. The segments 

in decreasing value and the cars in question are the coupe segment and the BMW 4 Series, the 

Citroen C4 Grand Picasso in the Minivan segment, the Smart ForTwo in the city car segment, 

and finally, the Mercedes SLK in the Convertible segment.  

Interestingly, the Smart ForTwo is projected to hold a whopping 28,68% of the market shares 

in the city car segment – reaching a projected market value of about 24M EUR. Hence, it will 

be especially important to include this car in our product offering, even though the used city car 

segment is the second smallest in Portugal. Additionally, it is worth mentioning that in our 

survey for car dealerships, the station wagon, SUV, and sedan, as well as Mercedes and Renault 

were mentioned as the car segments and brands that sell the most. This aligns with our 

previously used sources.  
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1.7 Competitor Analysis 

As discussed earlier in the market analysis, the mature character of the market can be observed. 

The European market for online used car purchases is growing, however, the current 

competitive situation makes it difficult for new players to enter the market. Therefore, it is 

appropriate to comprehensively analyze the effect that competitiveness has on the entry of new 

competitors and therefore the intrinsic characteristics of the market in terms of different 

competitive parameters. For this purpose, an analysis of Porter's 5 forces has been carried out 

and is shown in the following graph: 

 

 

Graphic 6. Five Porter's Forces 

 

The competitiveness of the market, in terms of the current market players, dominates and 

conditions the other important players for our company. The market for online used car sales is 

mature, with numerous competitors from different European countries. This maturity is 

reflected in the quality of the technology used, the sales figures, the large number of cars offered 

• Simple technology 
• Market attractiveness 
• Ease of copying 

Threat of substitute products: 

• Low switching cost 
• Price sensitivity 
• High valuation of customer service 
• Considerable value of loyalty 

Bargaining power of suppliers: 

• Large choice of car suppliers 
• Unique, unprocessed product 
• High geographic concentration 

Bargaining power of buyers: 

• Distrustful buyer 
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by each of the competitors and a large number of employees. However, in terms of the specific 

niche Dealster is targeting, i.e. car imports, the competition is not as significant. Many 

traditional competitors are starting to enter this business, but this is not a general trend, so early 

action could give Dealster a competitive advantage.  

As for the threat of new entrants, this is relative. This is because despite the maturity of the 

market and the technology, it is not overly complex and barriers to entry are limited. These are 

online businesses, with less investment in infrastructure. They are business models where 

copying is quite common, but their strength lies in the trust and loyalty of both sides of the 

marketplace.  

The threat of new substitutes is therefore considerable. The price sensitivity of the customer 

buying a second-hand car abroad is strong and exchange costs are low, so one must always keep 

an eye on new business alternatives.  

Finally, while the strength of the customers is very high due to several factors already 

mentioned, such as the importance of service, the large offer available or the level of consumer 

information, the strength of the suppliers is limited. The large supply of used cars for sale 

coupled with the difficulty of processing these sales means that the bargaining strength of 

suppliers is low.  

However, if we focus solely on our company's potential customers, we can distinguish two main 

groups: direct and indirect competitors. The fundamental aspect to making this distinction is 

that of importation, with direct competitors being those who present the importation of used 

cars as the essence of their business model or simply as an additional service in their catalogue. 

Indirect competitors, on the other hand, would be made up of companies which, despite not 

offering this import service, may represent an obstacle and an option for the purchase of second-

hand cars, either due to geographical factors, the breadth of the offer, price, etc. In order to 
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better understand each competitor's characteristics and strengths, the following parameters are 

presented: Company Name, Origin Country, CEO, Core Business, Geographic Coverage, Offer 

Size, Revenue, and Number of Employees. 

1.7.1 Direct Competitors 

1.7.1.1 CARVAGO 

Carvago is a Czech company. They claim to be a European online car marketplace, offering 

cheap cars conveniently and safely. It is probably the company that is most similar to the 

product that Dealster offers and would therefore be Dealster's biggest competitor at the 

European level. It offers a very simple service consisting of a Marketplace that connects sellers 

and buyers of second-hand cars from all over Europe. It also offers several additional services 

such as a technical inspection that complements the purchase and is contractually binding 

(return for defects), and different financing and transport options. Its business model is based 

on the purchase of the car in question and its subsequent sale to the customer to offer greater 

security in the service provided.  

1.7.1.2 MOBILE.DE 

Germany’s largest car marketplace Mobile.de, run by CEO Ajay Bhatia, offers about 1,5M cars, 

motorbikes, and commercial vehicles. Their website is visited by about 16,9M individual users 

monthly and covers every European country. They employ around 270 employees and a 

revenue of 3M in 2021. It is more like a traditional used-cars marketplace but Mobile.de also 

provides a complete importation service. It was bought by Adevinta in 2004. 

1.7.1.3 AUTOSCOUT24 

AutoScout24 is the largest marketplace for cars in Europe. Run by CEO Michael Rademacher 

and originates from Germany. They cover 8 European countries and offer workshop services, 

in addition to their car selling service, which includes about 40.000 dealers offering around 2M 
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cars. It has around 500 employees and a revenue of more than 140M EUR in 2021. It was 

acquired by Hellman & Friedman in 2019.  

1.7.1.4 AUTO1 

The German company Auto1 Group, run by CEO Christian Bertermann, covers 30 countries in 

Europe, has 6.000 employees, and has an offering north of 3M cars, generating the company 

4,775M EUR in revenue in 2021. They claim to be the biggest wholesale platform for used cars 

in Europe, covering 60.000 dealers. Their main brands are “wirkaufendeinauto.de” (meaning 

we buy your car in Germany), “Autohero” and “AUTO1.com”. 

1.7.1.5 IMPORTRUST 

Importrust positions itself as an “automotive consulting company”. They offer a service similar 

to Dealster, supporting the customer from choosing to delivering the car. The company around 

CEO António Eca was founded in Portugal and covers 8 European countries and offers around 

2M cars. The main difference between Importust’s offer and Dealster’s offer is, that Importrust 

lets customers choose a car, which they will look upon other platforms for them, and then make 

them an offer. We are a platform for individual and commercial sellers to directly offer their 

cars through the platform, create a listing, and sell to a customer directly, with us covering the 

process between purchase and delivery. While arguably, Importrust simplifies the customer’s 

buying experience, we reduce waste through inefficient operations, by avoiding looking up cars 

for the customer on other websites, consequently removing the middleman. This makes scaling 

significantly easier. It is an early-stage startup with less than 10 employees. 

1.7.2 Indirect Competitors 

1.7.2.1 STANDVIRTUAL  

Standvirtual originated in Portugal. Here, they are the biggest online dealership for both new 

and used cars. Customers can purchase and sell cars. According to Standvirtual, people selling 

cars are offered special plans. They are only present in Portugal, have an offering of around 

40.000 cars, 100 employees and a revenue of about M EUR. 
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1.7.2.2 CAZOO  

Cazoo is a company from the UK run by CEO Edward Chesterman. They claim to cover the 

main European countries. The company presents a revenue of £668 M in 2021 with almost 

50,000 vehicles sold in the last year in the biggest European countries, UK, Germany and 

France with 3.500 employees. The main differentiation from their competitors is that they want 

to make purchasing or financing used cars online as easy as the purchase of any other product 

– reducing the time for collection or delivery to 72 hours. 

1.8 Competition based on key-word search 

The keyword analysis has also shown us several companies that although they cannot be 

classified as direct or indirect competitors of Dealster, do deserve individualised comments. 

This special mention is due to the coexistence that Dealster would have with these firms in 

search engines since when users enter the terms used cars or standvirtual, they end up visiting 

web pages such as the ones presented below:  

1.8.1.1 OLX 

One of the world’s fastest-growing networks of trading platforms, operating in 30+ countries 

around the world. help people buy and sell cars, find housing, get jobs, buy and sell household 

goods, and much more. With more than 20 well-loved local brands including OLX, OLX Autos, 

Otomoto, and Property24, our solutions are built to be safe, smart, and convenient for our 

customers. We are powered by a team of 10,000+ people, working across 5 continents in offices 

all around the world. 

1.8.1.2 LEBONCOIN 

Leboncoin.fr is a classifieds site that starts with a simple idea: the bargain is around the corner. 

So similar to OLX but operates mainly in the France market. As Mobile.de is part of the group 

Adevinta.  It counts with more than 500 employees and offers a wide range of products like 

vehicles, clothes, jobs… 
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1.9 Evaluation 

As can be seen in the fact sheet of the main competitors, there are common features in all of 

them, such as the online presence or the Marketplace model (with the exception of the 

Importrust model). The German presence in the industry is very strong, leading the market with 

numerous companies that have a long history in the industry and advanced and consolidated 

technologies. Therefore, once all the competitive information on the industry and its agents has 

been collected, it is important to organise the data and extract the attributes or characteristics 

that define the market. All of this is to know our brand’s positioning and how it manages to 

differentiate itself from the competition and adopt a competitively advantageous position.  

For this purpose, the following positioning map has been drawn up, alluding to the two main 

attributes or values that define Dealster's competitors, namely the importation service and the 

offer variety. The import parameter will define the competitors that offer Dealster's main 

service so that this value will be more marked among those that offer to import as the main 

service, while there will be less presence of this attribute in companies that offer it as a 

secondary service or not at all. For its part, the variety of offer parameters measures the number 

of models offered by each company and the variety of brands offered. For example, if the 

company focuses on a mass market, it will have a greater presence of this attribute, while if it 

focuses on a niche market, its value will be reduced in terms of this attribute. 
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Graphic 7. Positioning Map 

As can be seen in the positioning map, there is a clear homogeneity among the existing 

competitors. The offer aimed at the mass public dominates the market. There is little 

differentiation between the competitors' offers, which makes price comparison and service the 

differentiating factors when buying imported cars, as seen in our validation surveys’ results. 

This is why our business model manages to differentiate itself from the current offer by 

providing a specialised import product, focusing on the products most demanded by Portuguese 

consumers. In the following, therefore, the key factors of Dealster's business model will be 

highlighted based on the conclusions drawn from the validation of the idea, the solution and the 

study of the market and the competition. 

1.10 SWOT Analysis 

It is necessary to understand that, as it is a startup that does not yet exist in the real market, the 

analysis carried out below does not incorporate all aspects of a real business. However, 

through market research and surveys, it was possible to elaborate a more concise and reliable 

analysis. 
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STRENGTHS WEAKNESSES 

- Business model innovation.  

- Overcomes the scarcity of the Portuguese 

market.  

- Overcomes the pain points of importing a 

car. 

- Warranty offer. 

- Watching the process in real-time.  

- The car report as an extra. 

- International network of buyers and 

sellers. 

- Initial lack of capital. 

- Reduced budget in the beginning. 

- No fit between investors, business, and 

founders. 

- Lack of brand awareness.  

- Not coming up in the search results.  

- Low brand exposure. 

- Lack of alignment between brand exposure and 

message. 

- Founders contribution no longer enough to 

satisfy demand. 

 

OPPORTUNITIES THREATS 

- Technological innovation.  

- Portuguese car demand outside Portugal. 

- Consumers’ needs not satisfied in 

Portugal. 

- Difficult import process for individuals. 

- No solution like Dealster´s offer (no 

direct competition). 

- No strong direct competitors. 

- Geographic expansion opportunities. 

- Transportation legal changes.  

- Import process requirements changes.  

- Covid-19 pandemic in the automotive sector.  

-The war between Russia and Ukraine.  

- Business model imitation.  

- Costumer lack of trust. 

 

Table 5. SWOT Analysis 

To better explain the table above, you can find the different topics described more precisely. 

Strengths: Starting with innovation in terms of the business model in the Portuguses automotive 

sector, there is currently no company that offers such a complete service that manages to 

overcome all the limitations of the Portuguese market (such as the scarcity of brands and 

models, type of fuel desired, and inflated prices) but also able to overcome the existing 

adversities when buying a car in the foreign market, despite being quite diverse and with low 

prices (difficulties and costs associated with transporting the car, time-consuming and complex 

bureaucratic process, and possible problems with the warranty); Another advantage of the 

company is the possibility of watching the process in real-time through the application. Thus, 

from the transport of the car to Portugal until the conclusion of the legal process, the customer 
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will know in what stage the order will be. All this without leaving home and without having to 

carry out each step of the import process; Also, through the survey, it was possible to perceive 

that when buying a car abroad one relevant concern is the condition of the car and its warranty. 

In this way, the possibility of creating a guarantee will be offered as an extra, which allows the 

user to enjoy a set of pre-defined partner auto repair shops. On the other hand, it will also be 

possible to buy the car report as an extra, exposing its old accidents and other anomalies, 

increasing the transparency and reliability of the service; Another important strength of Dealster 

is its contact with an international network of used car dealers. Therefore, it is possible to 

practice much lower prices as well as offer a service that includes the choice between a wide 

variety of brands and models, even if they do not exist in Portugal. 

Weaknesses: There are some internal factors that need to be improved for the organization to 

perform at its optimal level and remain competitive. First, since Dealster is characterized as a 

startup, initially, there may be a lack of capital to carry out the business. On the other hand, in 

the beginning, with a tight budget, it is important that the startup has great financial control. 

Knowing how to prioritize investments, for example, is an essential action to avoid excessive 

debts that cannot be paid in the future. Finally, finding the right investors to help can be also 

highlighted as a weakness since, in addition to the capital offered, a perfect match between the 

founders, the business itself, and the investors are also necessary; Another problem that can 

arise at the beginning is the lack of brand awareness. For example, if the company is not coming 

up in the search results there is a brand awareness problem, where the SEO and digital 

marketing efforts are not working or not enough for the website to rank higher. Also, when a 

brand is not recognized by industry experts as worthy of mention in their assessments, therefore 

the brand doesn’t have enough exposure or isn’t positioned correctly. Finally, when trying to 

gain brand exposure it is necessary to pay attention to place the brand where it makes sense, 

otherwise, it can cause a loss of the attention of the target. In this way, it is important to 
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guarantee that exposure aligns with the brand’s message, staying true to the company´s values; 

To conclude, the final weakness that may arise in the company's path is the difficulty to find 

workers with the desired qualifications, because, as the company grows, the input from the 

founders will not be enough to meet the high demand. Thus, a set of experienced professionals 

with the necessary knowledge will have to be hired to take the company further, although such 

a workforce is difficult to find at a cheap price that the company is willing to pay at an early 

stage in the company’s growth process.  

Opportunities: Through the study carried out by IBG in 2019 "The Automotive Industry 2020 

to 2030" it is possible to highlight some opportunities for Dealster in the automotive sector, 

namely in terms of technological innovation such as car digitalization, autonomous driving, and 

electric cars. In this way, as the Portuguese car market is quite scarce and incomplete, not having 

the most recent models, it is likely that more users will look for a car outside their country, 

namely in countries where the car market is more developed; On the other hand, in recent times 

there has been an increase in car prices due, for example, to the shortage of chips and 

semiconductors, which eventually led to a rapid increase in the prices of used vehicles as well. 

Also, used cars were particularly impacted by the shortage of vehicle supply on the market. 

Therefore, an opportunity can be found in the Portuguese car market for Dealster, as the needs 

and pain points of consumers are not being exceeded. In addition, not even in the foreign 

market, they find a satisfactory solution since the whole process, which requires a car import, 

is quite complex and time-consuming; Regarding the competition currently existing none of 

them offer a solution like Dealster, so it is possible to enter the market without strong direct 

competitors since the offer is different. In conclusion, the reduced existence of direct 

competitors and the high need of customers to buy a car at cheaper prices, and access to more 

diversity is an opportunity for the company; Finally, the last opportunity that can be highlighted 

is the geographic expansion of the company. Although the company initially focused only on a 
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foreign country, there are several countries whose potential for their automotive market is quite 

appealing, namely Spain, Italy, Belgium, and France. Thus, with the evolution of the startup 

and its operations, it will be possible to bring to Portuguese consumers cars from more than one 

foreign car market. 

Threats: In terms of threats, any change that is made to the legal part of the process can have 

negative consequences for the company, for example, by lowering the revenue per imported car 

and increasing costs. Namely, the IUC "Imposto Único de Circulação", the registration of the 

vehicle in the "Conservatória do Registo Automóvel", and the ISV "Imposto Sobre Veículos". 

On the other hand, if the requirements demanded when carrying out the import process increase, 

it can also negatively affect the startup; As it has been possible to watch in recent years, the 

Covid-19 pandemic has severely affected the automotive industry and, although the pandemic 

is more controlled now, it does not mean that it will not get worse again and that the implications 

in the market will spread for several years. In this way, the effects of the pandemic hit the car 

market twice.  

On the one hand, the sector came to a halt with the closure of factories and stood for more than 

a month and, on the other hand, the imposed restrictions and economic consequences 

discouraged the purchase of new cars. Also, there is the semiconductor crisis, in which, now, 

demand exceeds supply, as factories, many in Asia, have also suffered the effects of covid-19. 

In addition to the pandemic, the war between Russia and Ukraine can now be a very worrying 

threat to the car market and, consequently, to Dealster. 

 Finally, if the remaining competitors decide to imitate Dealster business model and have 

professionals with the right know-how and skills, knowledge of other countries with an 

expanding automotive market, or if they create strategic partnerships with different important 
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players in the market, then they will also prove to be threats to the startup's survival and 

profitability. 

 

1.11 Key Factors for Success 

The key success factors of a company are nothing more than the competitive situation that it 

adopts in a given market and which gives it a competitive advantage that allows it to be 

sustainable and profitable over time. Therefore, the identification of these factors is a key step 

in the development of the adventure of any start-up and therefore also for Dealster.  

 

Graphic 8. Key Factors for Success 

Through the validation surveys, it is possible to observe what can be called external success 

factors or those that have to do with the relationship between consumers and the environment. 

In a way, certain values make Dealster's business successful, either because of the importance 

they have for the consumer or because of the intrinsic characteristics of these attributes that lead 

them to become a competitive advantage. Within these key external factors, there are, as 
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observed in the validation surveys, three key aspects that will condition the success of the 

company: trust, price and simplicity.  

These notions are no more than the factors that the average person takes into account when 

considering buying a second-hand car abroad (our core business). The first thing to consider is 

the price. The prices offered by our platform will always have to be lower than the different 

national alternatives that the consumer can find since at the same price they will always prefer 

the closest and simplest option. Therefore, a key factor will be the identification of offers and 

a comparison service with national offers, so that the customer can see clearly and transparently 

what he is saving with our option.  

This transparency explains the second factor that conditions Dealster's success: trust. The 

second-hand car purchase market is characterized by uncertainty and mistrust, as you do not 

know how the car has been used by the previous owner and, therefore, you do not know the 

possible inconveniences that may arise once the payment has been made. For this reason, in a 

business like Dealster where the cars come from abroad and therefore where mistrust increases 

in terms of cultural issues, and inconveniences in processing and transport, it is key to delve 

into this key aspect.  

To overcome this barrier, detailed information about the vehicle as well as its owner, whether 

an individual seller or a dealer, will be provided through previous reviews and their 

corresponding user rating. In addition, there will be an obligation to provide a minimum of 12 

photos, 6 interiors and 6 exteriors, and 2 videos, 1 interior and 1 exterior. On the other hand, 

extra service will be offered to the purchase, consisting of a complete technical inspection by a 

Dealster trusted partner, to provide greater security to the purchase.  

Finally, the purchasing process must be simple. Bureaucracy, or the simple belief that buying a 

car abroad is a long and tedious process, is one of the main reasons why consumers opt for other 
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options. Dealster must therefore overcome this barrier by making its platform a simple and user-

friendly solution.  

The purchase process times must be quick and concise in a series of clearly laid out steps on 

the platform. In addition to the previous factor of security and transparency, the shipping time 

from the country of origin Germany to the country of destination Portugal and the clear and 

itemised costs associated with the processing and this journey must also be clearly stated.  

Here of course, another decisive factor for Dealster’s rapid growth and success will be the 

relationships that the company is able to generate with industry and experts. The automotive 

market, is a mature and technical market so create strong relationships with experts who can 

advise us on this path, will be key at the beginning of the adventure. 

Previously, two types of factors were announced, the "external" ones, related to the consumer 

and the values or attributes that condition their purchase decision and that have just been 

exposed, but there are also some "internal" determinants of Dealster's success. The structure or 

business model also has a decisive impact on the success or failure of a company, which is why 

there are internal success factors for our company. 

The choice of second-hand car suppliers is a key aspect of the success of our business venture. 

Our platform is set up as a Marketplace, i.e. as an intermediation and processing service for the 

purchase of vehicles abroad. Therefore, as in any Marketplace, there are two legs of the stool, 

one is the clients or buyers of vehicles and the other are the suppliers or sellers of used vehicles, 

and these can be private individuals or professionals. The choice of sellers is key for the 

company because, although private sellers can offer better prices and more flexible conditions, 

dealers offer greater security and guarantees both in the process and in the product of the 

purchase. In terms of this, sellers will be mainly individuals so it will be necessary to exercise 

a proper marketing campaign to attract these users of the platform. That is to say to encourage 
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their participation in this, through reasonable commissions or ease in the sales process 

(something that will be explained later by the operations department). 

Another key success factor will be the choice of the transport company. Transport is a 

fundamental part of Dealster, as our solution is based on simplicity and speed. It is therefore 

important to bear in mind that we are dealing with international transport and that there may be 

inconveniences that can delay delivery and increase costs. This is the main reason why we have 

chosen Clicktrans as a partner to carry out this work, which will be explained in more depth by 

the company's COO, Álvaro Cintas. 

Finally, the last key internal factor will be the monetization model of the solution. Care must 

be taken when choosing the company's revenue channels. The commission system is effective 

but needs to be done delicately and carefully as margins are limited and relationships with 

stakeholders can be damaged.  
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2 Marketing Plan (Joana P. M.) 

2.1 Marketing Objectives 

Before implementing the marketing strategy, it is necessary to define the organization and 

marketing objectives. However, in this section, emphasis will be placed on marketing 

objectives. To assess the successful completion, all objectives besides including KPIs should 

follow the SMART philosophy to be effective, meaning they need to be specific, measurable, 

attainable, relevant, and time-based. 

1. The first objective will be the construction and increase of brand awareness since, as the 

company is at an early stage of life, it is important that as many people know Dealster, 

more specifically the target that the company wants to reach, to increase sales. Here is 

what the objective looks like “Create market share by creating and improving brand 

awareness from month 1 to the next 12 months, measured by an increase in organic 

brand name search by 50%, from month 6 to month 12, through an influencer campaign, 

online ads, and outdoors”. This objective is SMART since is “Specific” as it uses a 

specific metric in the increase by 50%; “Measurable” since it measures the increase in 

organic brand searches; “Attainable” since the brand awareness in the first month after 

launching the startup will be very restricted, however after 6 and 12 months the value is 

likely to be over 50%, also because it is a new service that arouses curiosity among the 

public; “Relevant” with the purpose of the business and enables the expansion of the 

company to other potential markets; and “Time-based” since the first year is for 

discovering and improving the service, which will dictate the startup's survival. Since, 

one in four startups closes with less than a year of operation, disclosed by (Fundação 

Dom Cabral). 

2. The second objective will be to start selling cars and consequently start generating 

revenue. Although the first year of a startup will be very uncertain and for 
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experimentation, revenue creation will provide service improvement and expansion in 

terms of car brands and models, target audience, and geographic region. So, the 

objective can be described as: “Achieve the first 20 sales in the first year by achieving 

2000 signups on the website, through online ads, an influencer campaign, and 

outdoors”. 

3. The third objective is to build good relationships with consumers. During the pre-sale 

phase, customers seek to identify their problems and learn about available solutions. At 

this time, it is very important for a company to be present and to build a dialogue of 

approximation with the public. Thus, actions such as posting interesting content on the 

website, sending newsletters with information on the car market, and interacting with 

followers on social networks are clever ways to create a positive relationship with 

consumers. After-sales assistance is also essential, this is the only way to monitor and 

understand the needs of consumers, ensuring that they remain loyal and that they attract 

others. This can be done through the provision of an extra service related to the 

guarantee and customer follow-up, and technical support via chatbot and telephone. 

Although this objective is more abstract, its success can also be measured, for example: 

“During the first 12 months, achieve more than 85% answers greater or equal to 8 in 

the Net Promoter Score (from 1 to 10)”. It shows how well customers love the brand by 

asking, “On a scale from 1 to 10, how likely are you to recommend us to someone you 

know?”.  

 

2.2   Marketing Strategy 

A Marketing Strategy encompasses several phases such as segmentation, targeting, positioning, 

marketing mix, analysis, budgeting & allocation, and measurement & monitoring. In this part, 

more emphasis will be given to the regular customer than to car dealerships, despite the fact 
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that these generate a greater source of income for Dealster. Such a decision is due to the type 

of communication to have with both types of consumers. On the one hand, regular consumers 

will be attracted to influencer campaigns, Facebook Ads, and billboards. On the other hand, the 

dealerships, although they can also be exposed to the aforementioned campaigns, will be 

approached individually via email, telephone, and in-person to get to know Dealster's service, 

even if they are Portuguese or German. 

          2.2.1 Segmentation 

 

Starting with the segmentation phase, it will be divided into different consumer 

clusters/segments considering their different characteristics. In this case, will be created seven 

market segments based on the psychographic aspect, considering people's lifestyles, activities, 

interests, opinions, and social standing. The seven segments are “Just driving”, “Family 

requirements”, “Social status”, “The environment matters”, “Secondary use”, “Quality 

drivers”, and “Adrenaline roaders”. 

Regarding the "Just driving" segment, these consumers are extremely interested in cars with a 

low price that represents good value for money. On the other hand, these consumers do not 

associate any type of status with a car, they only consider its functional value. Thus, this type 

of consumer is not willing to pay for extra benefits such as a bigger engine and better seat 

quality. Finally, they are generally quite price-sensitive and attracted to special deals. The next 

segment is "Family requirements", that seeks spacious and comfortable cars for the whole 

family since there are still children in the household. They look for features that benefit their 

family needs, for example, larger seating and drink holders. On the other hand, the safety of the 

car is a key factor to consider, as well as the reliability of the brand. As suggested by the name 

"Social status", this segment is primarily interested in the social status benefits of a certain car 

brand. This type of person likes to express their social status through, for example, mentioning 

their position in an organization or the success of their professional career through the purchase 
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of a luxury car. Their main interest is car brands that have social recognition benefits and not 

so much its features. The "The environment matters" segment considers environmental 

concerns when buying a car. So, they are concerned about the impact that the vehicle will have 

on the environment. This market segment that looks for electric, smaller cars with a lower level 

of fuel consumption, or hybrid. Another factor they take into consideration is the car brand and 

reputation for being environmentally concerned. The "Secondary use" segment comprises the 

families in which the parents work and whose children have just started driving cars. They have 

similar wants to the "Family requirements" segment, however, they are not as interested in 

comfort or in added extras like entertainment units. In the "Quality drivers" group, consumers 

spend more on their motor vehicle purchases. This segment is looking for technically advanced 

cars that have the better features, as well as higher quality finishes. This segment differs from 

the "Social status" segment since they are more interested in the quality and features of the car 

than the status the car conveys to people. The last segment is "Adrenaline roaders", this group 

looks for a car for a specific purpose such as taking their vehicle off-road into difficult driving 

situations. They are looking for functional benefits to undertake this type of driving. On the 

other hand, another essential factor in choosing a car is its reliability benefits and safety. 

To finalize the topic of market segmentation, it is necessary to consider the desirable properties 

of segments (LIDS). So, the different market segments must be "Large" so that each segment 

is big enough to be useful; "Identifiable" in which consumers can easily be framed in their 

respective segments; "Distinctive" so that the different segments do not overlap; and "Stable" 

so it doesn't change over time. In this way, the different segments analyzed “Just driving”, 

“Family requirements”, “Social status”, “The environment matters”, “Secondary use”, 

“Quality drivers”, and “Adrenaline roaders” can be considered as LIDS. 

 



46 

 

2.2.2 Targeting 

 

After segmenting the market into groups, the next step is the targeting process, which consists 

of choosing which segments to serve and which ones to ignore. After a careful analysis of the 

different segments of the automotive market at a psychographic level, the segment that best fits 

Dealster´s offer is the "Quality drivers" segment, in which customers are willing to pay a little 

more for their vehicles due to the quality of its features. Through the survey that was carried 

out previously, the cars that stand out as the favorites of respondents were, respectively, Audi, 

Volkswagen, Toyota, and Mercedes. But also through the market analysis carried out, it is 

visible that Mercedes and BMW are two car brands with a high share in the Portuguese market. 

These types of cars fall into the group of cars in the "Quality drivers" segment, as they are 

considered good quality, durable, and safe cars. This was the analysis made in psychographic 

terms, however, in geographic terms, the target will be the Portuguese population, mostly from 

the great centers of Lisbon and Porto (initially only from Lisbon) and, in demographic terms, 

because the mentioned cars are more expensive than average, the target will be people aged 

between 30 and 65 years old, from the upper middle class (that is the age range that has a higher 

source of income and is still in a healthy condition to buy a new car) since the average price of 

a passenger car in Portugal in 2022 is expected to be 26.850,00€ (Statista). The two genders are 

important since men buy more cars, however, the main influencers of car purchases are women 

(the purchase of cars are decided 70% of the time by women). In technographic terms, studies 

precisely reflect the greater appetite of the Portuguese for online shopping (CTT e-Commerce 

Report 2021), however, when the topic is cars, there is still a way to go so that distance 

acquisition is a generalized reality. However, in the case of the great player Standvirtual, 70% 

of its sales start online, so there are already professionals in the field able to achieve 20% to 

30% of business through digital platforms, as argued by Nuno Castel-Branco, general director 

of Standvirtual (Standvirtual, 2022). In terms of the needs of the target consumer, as previously 
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described through the survey carried out and the market research, to overcome their pain points, 

they are looking for a reliable service that has a wide variety of models and brands, at low 

prices, whose waiting time to get the new car is reduced, and there is the possibility of acquiring 

a car warranty and car report.  

2.2.3 Persona 

 

Thus, Dealster`s ideal customer will be represented as a persona, considering the characteristics 

of a real customer, such as behavior, demographics, problems, challenges, and goals: “Joaquim 

Pereira, 50 years old, business analyst, graduated in Computer Science with a postgraduate 

degree in Software Architecture, upper middle class, married, with two children and lives with 

his family in Campo de Ourique, downtown Lisbon. He has a very busy life because, in addition 

to working full-time, he is the one who takes and picks up his children from school. Joaquim is 

responsible for the planning and new business area of the company and always works to find 

the best technologies and solutions to be used in his projects, being a fan of innovative products. 

He is a communicative, enterprising person and is always attentive to new trends and market 

opportunities. Regarding his lifestyle, he is a religious man and likes to go to mass every Sunday 

with his wife Alice and children Marta and José. He is always well dressed and keeps in shape 

with good eating habits and physical exercise, the runs from his house to Belém are his 

favorites. In terms of goals, his biggest ambition right now is to buy a new car, despite the 

existing family car, as well as make his dream trip to New Zealand”. To finalize the topic of 

targeting, it is necessary to consider the desirable properties of targets (PFD). So, the target 

must be "Potential" so that be of considerable size and capable of growing; "Fit" in which the 

target must fit with the core competencies of the start-up; and "Defensible" in which the 

company has strong points of distinction from the competition. In this way, the target can be 

considered PFD. The customer journey can be analyzed in Appendix 5. 
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2.2.4 Positioning 

 

To help guide marketing strategy by clarifying what a brand is about, how it is unique and how 

it is similar to competitive brands, and why consumers should purchase it arises the positioning. 

Therefore, it is the act of designing the company´s offer and image so that it occupies a distinct 

and valued place in the target consumer’s mind (Keller, 2008). To define a proper positioning 

statement it is necessary to define the target: “For consumers aged between 30 and 65 years 

old, from the upper middle class looking for a diverse range of quality cars at a lower price 

than in the Portuguese market”, the competitive set “Dealster is the only company in the 

Portuguese market that allows the exposure of the European diversity of cars at lower prices”, 

the unique value proposition “Dealster provides the easiest car buying service abroad, 

satisfying the consumer with low prices and diversity, so everyone can buy the perfect car”, 

and the reason to believe “because the company partners with different players in the European 

market and was created with the sole objective of overcoming the pain of Portuguese consumers 

who do not yet enjoy a perfect car-buying option”. 

In terms of the unique value proposition, it is also necessary to emphasize the points of parity 

(PoP) and points of differentiation (PoD) in relation to competitors. Therefore, the points of 

parity with the competitors are that both sell cars in Portugal, respecting all of them the legal 

requirements of the sector, even if the opponents also offer cars from abroad. What really differs 

between Dealster and the other players in the car market is the low and competitive prices and 

the wide variety of brands and models from across the European spectrum, being those the 

points of differentiation.  

 



49 

 

2.3 Marketing Mix 

The next step of the Marketing Strategy is the elaboration of the Marketing Mix. It refers to the 

methods, strategies, and tools used to reach out to potential customers and drive sales.  

Product: Dealster provides its customers with a service that allows them to overcome the 

difficulties of buying a car in the domestic market. Thus, it offers a wide variety of car brands 

and models from the European car market at lower prices (initially from Germany). Through 

the service provided, the customer does not have to travel to the country of origin of the car nor 

has to deal with the underlying legal process. On the other hand, it allows the consumer to have 

an extra car warranty that protects him from potential damage. On the other hand, there is also 

a report on the car's history which can be obtained as an extra. Thus, the customer obtains past 

information about the car such as its undisclosed accidents and its changes over time. Such a 

service can be of great value to customers to ensure they are safe before purchasing a car that 

may not meet their specific requirements. Finally, the range of cars and their prices can be 

viewed via the website and the mobile app. 

Price: The pricing strategy used to set the price of cars is the One-Price Model, in which 

Dealster sets the price and not the consumer, contrary to what happens with the traditional car 

dealership business model which leaves some customers getting better deals than others. This 

means that one-price car dealerships negotiate the lowest price they would sell for before the 

customer even comes in. In terms of price, it varies from car to car, however, the startup follows 

the following model to set its final price to customers. For regular customers, the original car 

price in the foreign market, plus the car transport price to Portugal (plus fixed 200€ in profit), 

and the legal process price (plus fixed 20€ in profit); Optionally, the customer can also enjoy 

two extra services that, consequently, will also be paid as an extra, such as the guarantee, which 

is 10% of the car's price, and a service that delivers a report on the car's history, as well as its 

accidents and changes made. This service will cost an additional 20€. For dealership customers 
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that buy around 5 cars a month to resell them, the model will be the same as previously, except 

for the report and warranty options that will not be included. In this way, the price charged will 

be much lower than that practiced in the Portuguese market. The company's profit will be 

obtained through transport costs, legal costs, and car warranty for those who choose this 

additional option. Regarding the payment method, this can be done via personal check, debit 

card, credit card, and cashier’s check.  

Place: The company's cars will be sold through the website or mobile application (online). 

However, the company will have a physical space for the reception of the car from abroad and 

for the reception of the vehicle by the consumer. Initially, there will be only one physical 

reception space in Lisbon, but as the business progresses, the objective is also to open a physical 

space in Porto. Dealster will, as an intermediary, buy the car directly from a foreign individual 

or dealer. Then, to bring the car back to Portugal, it will outsource the transport process. Finally, 

after legalizing the car, it will be available in the company's physical space for reception by the 

Portuguese end customer. In terms of assistance in buying a car, consumers will have the 

company's mobile number and a virtual chatbot in their possession to clarify any type of 

situation. 

Promotion: Different communication strategies will be used to promote the startup since it is 

essential that the target audience has knowledge and curiosity about the service offered. Here, 

the advantages and attributes of the product will be communicated, ensuring that the message 

is clear, relevant, and that it satisfies the needs of the target audience. Firstly, two influencers 

(brand ambassadors) and eleven micro-influencers will be hired to post the content and benefits 

of the service on their social networks, this will make the public contact Dealster spontaneously 

and learn more about the offer. On the other hand, billboards will be used in metro and bus 

stations, shopping centers, and at the entrance of highways. The main objective here is for as 

many people as possible to get to know Dealster which surpasses the offer of the Portuguese 



51 

 

car market. Then, to help Dealster stand out online, therefore, improve positioning on the results 

pages and increase conversions and sales, it is necessary to find the right keywords when 

applying SEO. Being so, as described earlier, through the research done, some of the most 

appropriate words are "Carros usados" and "Carros usados baratos", on average with a monthly 

search number last year of 62.750,00 and 14.725,00, respectively. Finally, Facebook Ads will 

be used to promote the service offered by the startup, which is a very efficient way to create 

brand awareness. 

People: As it is a startup, initially the only employees are the founders of the company 

responsible, among others, for customer service (unpaid). However, other people will 

contribute to the course of operations such as the influencers and public relations; in the service 

option that includes a warranty or the car report, the mechanical employees and the report 

company employees; and the employees of the car transport company. Of course, with the 

development of the company, more human resources will be needed to carry out the operations 

of the company. 

Process: In terms of the process involved in the delivery of the service, the customer will start 

by getting to know the startup through word of mouth, Facebook Ads, the content posted by an 

influencer on social networks, the billboards around the city, or through some news or content 

posted by a blog about Dealster, among others. After that, part of the consumers will be 

interested and will look for a website, that through SEO will be in a better position for organic 

search engine results. Consumers will be able to see the range of car brands and models, their 

final price, and country of origin. Some of those interested in buying a car will search for cars 

in the Portuguese market to compare prices with Dealster, however, those interested in the 

startup's low prices and variety will proceed with the purchase (they will probably want to speak 

in person with an employee and know the physical space, to increase their confidence in the 

service). The car's history report will also be available as well as the warranty service. After 
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that, the purchase of the foreign car will be made, and the process of transport and car 

legalization will begin. Finally, the car will be ready to be picked up by the buyer. The customer 

will also be supported after sales through the possibility of evaluating the service, the receipt of 

news about the automotive industry, and the support in any problem that arises after purchasing 

the car. 

Physical evidence: In terms of physical evidence, the website has testimonials from former 

buyers, partnerships with different dealerships and carriers, and relevant information on trends 

in the automotive market. On the other hand, the physical store, as well as the uniform of its 

employees (initially the founders), the cars that arrived from other customers, and the 

company´s brochures and cards provide tangible cues of the quality and experience of the 

company offering. 

 

2.4 Budget & Allocation 

In terms of an action plan, it is necessary to carry out a correct allocation of resources to support 

the Marketing Mix activities. The current budget to be spent on marketing-related expenses is 

70.000,00€, rounded up. Thus, through the strategic goals and attraction of the first customers 

the budget will be allocated as follows: 1. Ads will then be posted on Facebook through 

Facebook Ads, which allows to create an ad from scratch, define the target audience, and adjust 

other essential settings for a market segmentation strategy. So, considering the average 

advertising costs for E-commerce, the CPM on Facebook costs 14€ and the CPC costs 1€, 

rounded up. So, with 15.000,00€ invested in impressions on ads, it will be possible to get 1,071 

million impressions (15.000,00€/14*1.000,00€). On the other hand, with 15.000,00€ invested 

in clicks on the website, it will be possible to obtain 15.000,00 clicks (15.000,00€/1€). In this 

way, 30.000,00€ will be spent on digital ads on Facebook; 2. Research made (Sway Group) 
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showed brands that implement a marketing campaign with an influencer earned an average of 

6,85€ for every 1€ spent on paid media. The average price for micro-influencers with less than 

1.000,00 followers is 83€ per post and the average price for influencers with more than 

100.000,00 followers is 763€ per post (Influence.co). In this way, with a budget of 17.000,00€ 

to spend on services provided by influencers, two influencers with more than 100.000,00 

followers who identify with the startup and whose followers have the profile of the target 

segment, will be hired as well as 11 micro-influencers with less than 1.000,00 followers. In the 

case of micro-influencers, each one every month for 8 months will share the brand content 

(83€*11influencers p/month*8months) reaching a cost of 7.304,00€. In the case of influencers 

with more than 100.000,00 followers, each one within 15 days alternately for 6,5 months 

publishes the brand's content (763€*2influencers p/month*6,5months) reaching a cost of 

9.919,00€; 3. Requesting a specific quote for a given billboard in Lisbon is not possible without 

having a specific company and campaign, however, on average, billboard costs 3,54€ per 

thousand views. Thus, by spending 20.000,00€ the startup will be able to get around 

(20.000,00€/3,54€ * 1.000,00 views) 5,65 million views of its campaign. The main places to 

advertise the ads would be on the subway, buses, and motorway entrances, as it would be 

possible for different consumers to view the ad; 4. In terms of brochures and the company card 

that will be available at the company's physical location, 235€ will be spent, of which 100€ will 

be spent on the design of brochures and pagination by “DCRE”, 125€ for the printing of 

2.500,00 brochures by “Toca” and, finally, 10€ for the printing of 500 cards designed by the 

founders and printed by “360Imprimir”. 

 

2.5 Measurement & Monitoring 

Finally, in terms of Measurement & Monitoring, it is necessary to have control systems to 

appraise the results of the marketing plan so that corrective action can be taken if performance 
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does not match objectives. It will be set review periods and measures that will reveal whether 

Dealster is making progress toward the defined marketing goals. When performance lags, the 

company must modify its objectives, strategies, or actions to correct the situation. Since the 

startup has not yet been launched, such a step can only be taken in the future depending on the 

results achieved, however after six months of the launch of the startup in the market, evaluations 

will be carried out. This way, for the moment, some KPIs can be identified that will demonstrate 

the success of the marketing campaigns carried out. To conclude, many other metrics will be 

necessary with the development of the startup, so, its analysis will be essential for the continuity 

and sustainability of the business. The KPI´s can be analyzed in Appendix 6. 
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8 Conclusion (Group) 

With this work project, we were able to identify a significant problem and figure out a great 

business model to tackle. In addition to our previous experience in importing cars, we gained 

valuable insights into the Portuguese car market and how it works. Something else we found 

essential was Bill Aulet’s book “Disciplined Entrepreneurship: 24 Steps to a Successful 

Startup”. It served as an insightful tool when starting a business. It and its frameworks will 

continue serving the development of our business. However, also due to the time constraints of 

the work project program, our team faced several limitations further elaborated below. 

First and foremost, access to more information would have helped validate our business idea 

better. Our surveys did not generate as many answers as we were expecting them to. Especially 

car dealerships were not willing to respond. This may mainly be due to them not willing to 

share any business information to potential competitors. In addition, information online was 

scarce - not only due to our business concept being fairly new to the market.  

Moreover, we expect the Portuguese market to be easier to reach than the German market, as 

the value proposition is stronger for Portuguese customers. At the end of the day, Portuguese 

customers get access to more affordable cars, while German customers get access to a larger 

network of buyers. This will change however, as we are planning to introduce a subscription 

model for commercial sellers. The resulting benefits will strengthen our value proposition 

significantly. Until then, heavy marketing in the seller market is of upmost importance to cover 

Portuguese demand.  

Finally, even though we are close, our MVP is not finished yet. Hence, we could not gain proof 

of concept yet. In our tests with the finished MVP, we aim to compensate for the 

aforementioned lack of information and validate our venture further and test our key 

assumptions. 
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Appendix 2: Used cars market share by segment 

 

 KeywordHistorical Volume (average 

number of 

searches/ month, 

last year) 

Comp

. 

IAAT Comment Type Location Specific Competitor Brand Potential 

Partner 

standvirtual 698000 13,73 304 competitor 
  

Standvirtual 
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standvirtual carros 11225 3,97 1 competitor 
  

Standvirtual 
  

standvirtual carros usados 8033 — 0 competitor 
  

Standvirtual 
  

standvirtual motos 4883 — 0 competitor 
  

Standvirtual 
  

standvirtual motas 2713 — 0 competitor 
  

Standvirtual 
  

standvirtual porto 1742 — 0 competitor 
 

Portugal Standvirtual 
  

standvirtual comerciais 1675 — 0 competitor 
  

Standvirtual 
  

standvirtual autocaravanas 1290 — 0 competitor 
  

Standvirtual 
  

standvirtual mercedes 668 — 0 competitor 
  

Standvirtual Mercedes 

bmw standvirtual 592 — 0 competitor 
  

Standvirtual BMW 
 

mercedes standvirtual 459 — 0 competitor 
  

Standvirtual Mercedes 

standvirtual portugal 357 — 0 competitor 
 

Portugal Standvirtual 
  

benecar standvirtual 345 — 0 competitor 
  

Standvirtual 
  

mcoutinho standvirtual 298 — 0 competitor 
  

Standvirtual 
  

dacar standvirtual 244 — 0 competitor 
  

Standvirtual 
  

standvirtual usados 239 — 0 competitor 
  

Standvirtual 
  

volkswagen standvirtual 228 — 0 competitor 
  

Standvirtual Volkswagen 

dacia duster standvirtual 208 — 0 competitor 
  

Standvirtual Dacia Duster 

renault captur standvirtual 207 — 0 competitor 
  

Standvirtual Renault Captur 

nissan navara standvirtual 167 — 0 competitor 
  

Standvirtual Nissan Navara 

mercedes glc standvirtual 162 — 0 competitor 
  

Standvirtual Mercedes Glc 

peugeot standvirtual 155 — 0 competitor 
  

Standvirtual Peugeot 
 

hendo standvirtual 152 — 0 competitor 
  

Standvirtual Hendo 
 

hyundai kauai standvirtual 150 — 0 competitor 
  

Standvirtual Hyundai Kauai 

edaxgroup standvirtual 139 — 0 competitor 
  

Standvirtual Edaxgroup 

golf gte standvirtual 131 — 0 competitor 
  

Standvirtual Golf Gte 
 

standvirtual salvados 124 — 0 competitor 
  

Standvirtual 
  

altamontra standvirtual 111 — 0 competitor 
  

Standvirtual Altamontra 

scirocco standvirtual 109 — 0 competitor 
  

Standvirtual Volkswagen Scirocco 

seat arona standvirtual 106 — 0 competitor 
  

Standvirtual Seat Arona 

edax group standvirtual 99 — 0 competitor 
  

Standvirtual Edax Group 

mercedes glc coupe 

standvirtual 

98 — 0 competitor 
  

Standvirtual Mercedes Glc Coupe 

destaques standvirtual 95 — 0 competitor 
  

Standvirtual 
  

expoeuropa standvirtual 88 — 0 competitor 
  

Standvirtual 
  

byrd stand virtual 88 — 0 competitor electri

c 

 
Byrd 

  

volvo standvirtual 85 — 0 competitor 
  

Standvirtual Volvo 
 

drive point standvirtual 85 — 0 competitor 
  

Drive Point 
  

standvirtual renault captur 75 — 0 competitor 
  

Standvirtual Renault Captur 

autofix standvirtual 75 — 0 competitor 
  

Standvirtual 
 

Autofix 

standvirtual dacia duster 68 — 0 competitor 
  

Standvirtual Dacia Duster 

hjr car standvirtual 68 — 0 competitor 
  

Hjr Car 
  

standvirtual mercedes glc 67 — 0 competitor 
  

Standvirtual Mercedes GLC 

peugeot rcz standvirtual 67 — 0 competitor 
  

Standvirtual Peugeot Rcz 

ford standvirtual 67 — 0 competitor 
  

Standvirtual Ford 
 

ford focus st line standvirtual 67 — 0 competitor 
  

Standvirtual Ford Focus St Line 

golf gti tcr standvirtual 66 — 0 competitor 
  

Standvirtual Golf Gti Tcr 

mercedes eqc standvirtual 62 — 0 competitor 
  

Standvirtual Mercedes Eqc 
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campervan standvirtual 62 — 0 competitor 
  

Standvirtual 
  

citroen standvirtual 59 — 0 competitor 
  

Standvirtual Citroen 
 

mercedes glb standvirtual 58 — 0 competitor 
  

Standvirtual Mercedes Glb 

https://www.wordtracker.com/search?query=standvirtual 

 

KeywordHistorical Volume (average number of 

searches/ month, last year) 

Comp. IAAT Comment Type Location Specific Competitor Brand 

carros usados 62750 15,91 599 potential keyword 
   

carros usados baratos 14725 6,34 17 potential keyword 
   

olx carros usados 9183 — 0 competitor 
  

OLX 
 

standvirtual carros usados 8033 — 0 competitor 
  

Standvirtual 
 

carros usados olx 6325 — 0 competitor 
  

OLX 
 

custo justo carros usados 4942 — 0 potential keyword 
   

carros eletricos usados 4683 — 0 potential keyword electric 
   

carros usados porto 3325 3,97 1 potential keyword Portugal 
  

carros usados custojusto 3325 — 0 potential keyword 
   

comprar carros usados 3264 7,04 14 potential keyword electric 
   

carros electricos usados 2342 — 0 potential keyword 
   

carros usados portugal 1842 3,97 1 potential keyword Portugal 
  

carros usados braga 1675 — 0 potential keyword Portugal 
  

carros usados algarve 1428 — 0 potential keyword Portugal 
  

carros usados alemanha 1325 — 0 potential keyword Germany 
  

carros usados em portugal 1296 — 0 potential keyword Portugal 
  

carros usados coimbra 1221 — 0 potential keyword Portugal 
  

olx carros usados baratos 1033 — 0 competitor 
  

OLX 
 

hertz carros usados 947 3,97 1 competitor 
  

Hertz? 
 

valor carros usados 873 — 0 
     

carros usados particulares 598 — 0 potential keyword 
   

carros hibridos usados 591 — 0 potential keyword hybrid 
   

stand carros usados 517 — 0 potential keyword 
   

custojusto carros usados 488 — 0 potential keyword 
   

olx carros usados baratos diesel 465 — 0 competitor Diesel 
 

OLX 
 

carros usados lisboa 407 — 0 potential keyword Portugal 
  

carros usados leiria 399 — 0 potential keyword Portugal 
  

compro carros usados 376 — 0 potential keyword 
   

seminov 365 — 0 
     

carros baratos usados 361 4,61 2 potential keyword 
   

carros usados toyota 357 5,04 3 potential keyword 
  

Toyota 

carro usados toyota 357 — 0 potential keyword 
  

Toyota 

stand virtual carros usados 326 — 0 competitor 
  

Standvirtual 
 

carros usados aveiro 312 — 0 potential keyword Portugal 
  

valor carros usados tabela 291 — 0 potential keyword 
   

leasing carros usados 291 — 0 
     

carros usados viseu 289 — 0 potential keyword Portugal 
  

https://www.wordtracker.com/search?query=standvirtual
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carros usados baratos porto ate 

500 euros 

278 — 0 potential keyword Portugal 
  

carros usados baratos a diesel 

particulares olx 

251 — 0 competitor 
  

OLX 
 

carros kia usados 245 4,61 2 potential keyword 
  

Kia 

carros usados baratos a diesel 228 — 0 potential keyword Diesel 
   

preco justo carros usados 197 — 0 potential keyword 
   

leboncoin carros usados baratos 186 — 0 competitor 
  

Leboncoin 
 

carros 7 lugares usados 177 — 0 potential keyword 
   

leboncoin carros usados 149 — 0 competitor 
  

Leboncoin 
 

carros usados ate 2000 euros 

custojusto 

119 — 0 potential keyword 
   

honda carros usados 88 — 0 potential keyword 
  

Honda 

carros usados hondas 81 — 0 potential keyword 
  

Honda 

carros usados hyundai 80 3,97 1 potential keyword 
  

Hyundai 

carros pequenos usados 73 — 0 potential keyword 
   

https://www.wordtracker.com/search?query=carros%20usados 

Appendix 3: Keyword search: “Carros usados” and related terms 

https://www.wordtracker.com/search?query=carros%20usados
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10.2 MARKETING PLAN APPENDIX (Joana P. M.) 

In this customer journey map example, Joaquim´s pain points are exposed, he struggles to 

find a Volkswagen Golf petrol van in the Portuguese car market. He then sees a Facebook ad 

for Dealster that influences him to consider the company´s brand. Joaquim´s emotions 

throughout the buying process explain how he processed each step. 

Customer: Joaquim Pereira 

Company: Dealster 

Scenario: Joaquim needs to buy a new car, preferably a Volkswagen Golf petrol van. 

However, he is not finding this car in the Portuguese market. 

Expectations: Find the car he wants at a low price. However, he is not willing to pick it up 

abroad but would consider a company that would do it for him. On the other hand, he is 

hoping to find a second-hand car, in good condition, with a few kilometers covered, and 

without a history of past accidents. Finally, he looks for a dealership that is reliable and has an 

easy-to-use website where he can see car availability without having to go to the dealership, at 

an early stage. 

  Customer actions Emotions Touchpoints 

Awareness 1-Realizes he needs 

a new car which is 

scarce in the 

Portuguese car 

market, as well as at 

high prices. 

  

2-It is not an option 

to go abroad to buy a 

car himself, due to 

the complexity of 

the process. But he 

is willing to buy the 

Volkswagen Golf 

petrol van from 

someone who would 

“I need to solve this 

situation”. 

  

"I need to find the 

car I want, despite 

the shortage of the 

Portuguese market". 

Word of mouth. 

  

Print media. 

  

Radio. 
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handle the process 

for him. 

  

3-Determines a 

dealership in Lisbon 

can solve the 

problem. 

Consideration 4-Sees Facebook ads 

for Dealster. 

“This service looks 

really interesting”. 

  

“I want to know 

more about it”. 

Online ads 

(Facebook). 

Comparison 5-Compares Dealster 

to competitors in the 

market, considering 

prices, variety, and 

reliability. 

"Which company 

best meets my 

needs?". 

  

"Which company 

has better prices and 

is more reliable?". 

  

"Which of the 

companies has a 

better rating and 

degree of customer 

satisfaction?". 

SEO. 

  

Blogs. 

  

Company’s website. 

Decision 6-Reads user 

reviews of each 

dealership. 

  

7-Decides Dealster 

service is worth 

trying. 

“Did other users like 

the Dealster´s 

service?”. 

Customer reviews. 

Purchase 8-Goes to Dealster 

website and signs 

up.  

  

9-Also schedule a 

day to visit the 

physical space and 

speak with an 

employee to clarify 

some doubts. 

“This looks like the 

best option. I´ll give 

it a chance”. 

  

“After seeing the 

physical space and 

talking to the 

employees I feels 

much more 

confident about the 

service”. 

Website. 

  

Physical store. 

Retention/Advocacy 10- Watch the whole 

process in real-time, 

through the app, 

until the car is ready 

to use. 

  

“This startup is 

worth the confidence 

given and my new 

car is amazing”. 

  

“I should tell 

everyone I know 

Email. 

  

Website. 

  

Word of mouth. 
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11- He recommends 

the company to 

everyone he meets 

such as friends, 

family, and co-

workers. 

about this new 

service provided by 

Dealster”. 

 Appendix 5: Customer Journey 

 

VISITORS 

The first metric is the "Visitors" which track the reach and exposure in the industry 

through the number of people visiting the website, new versus returning visitors can 

also be analyzed. Thus, if most or all of the site visitors don't buy anything, leave, and 

don't come back, that's not a good sign, demonstrating that the website is not well-

designed or the visitors aren't aligned with the ideal customers, so the marketing 

strategy has to be reviewed and changed.  

  

LEADS 

Another important metric is "Leads", which transform strangers (who are interested 

in the company's context) into acquaintances, through the production of content that 

is considered relevant enough, so that these people choose to hand over their personal 

data, for example through subscriptions on the website. Through more qualified leads 

(QL), it is possible to considerably reduce the time to close the deal and shorten the 

sales cycle. In addition to quality content being a key aspect, it must be in line with 

the persona defined by Dealster. Thus, the quantitative and qualitative analysis of 

leads can demonstrate the efficiency of the process and, if necessary, its alteration.  
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EVANGELISTS 

To measure growth potential, the metric "Evangelists" appears. These are a sub-

category of consumers, who love the service and are willing to share it with other 

potential consumers. Thus, peer reviews and recommendations are an effective form 

of word-of-mouth marketing, in the way that 93% of consumers trust friends and 

family over all other influences (including review sites, blogs, and social media 

platforms). Therefore, it is important to know, among all consumers, who are the 

evangelists.  

  

LOST OF CUSTOMERS & COMPLAINTS 

To keep an eye on the overall health and potential success of the business and to 

understand the sales funnel, it is necessary to analyze the "Lost of customers" and the 

"Complaints". In this way, the number of customer losses and the content of their 

complaints show that something is not right, for example in terms of the advertised 

message, the compatibility of the service and the target audience, the quality of the 

service, the after-sales service, among others. Thus, being quantitatively and 

qualitatively aware of these two metrics is an opportunity to improve the service 

provided. 

Appendix 6: KPIs 

 

 

 

 


