CASE 1- Walmart Inc. Takes On Amazon.com

What are Amazon’s core strengths and weaknesses? How do you assess Amazon’s position to compete against Walmart in retail?

· 3 ideas: put customer first, invent and be patient.
· Amazon’s core competences as running the web infrastructure – databases, server provisioning, physical data centers – to support its e-commerce operation.
· Valuable distribution infrastructure and logistics operations
· Scale in both demand and fulfilment capacity, logistics, growing adoption of Prime, leadership in Cloud through AWS 
· Offer variety of products and services at low prices
· Amazon works to charge less as it aims to become earth’s most customer-centric company
· Amazon marketplace for third parties
· Amazon prime and free two-day delivery
· Packages including music and video streaming, photo storage and many services
· Market leader in book sales
· Single-click ordering
· Smart voice assistants “Echo” or “Alexa”
· Amazon Go
· Excellent usage of Big Data

Weaknesses
· Amazon is risk-taker
· Sacrifice profitability

Retail Industry Position
· Amazon is in a leading position to compete against Walmart. 

What are Walmart’s core strengths and weaknesses? How do you assess Walmart’s position to compete against Amazon?

· Today, Walmart is behind Amazon in retail industry
· Everyday low price all year round
· Strong network and distribution channels
· High inventory turnover
· Free delivery for order over $35, no membership fee

What strategic steps did both Wal-Mart and Amazon undertake to compete?

Amazon
· Amazon acquired Whole Foods for its grocery segment
· Amazon acquired Zappos
· Amazon had the courage to explore and participate in new markets
· Subsidizing 3rd-party vendor’s products to make them price competitive
· Amazon KEY


Walmart
· Low prices, vast selection, huge location, vast distribution, IT that enables distribution 
· Walmart bought Jet.com
· Walmart introduced merchandise assembly, cross-docking, computerized inventory tracking, and data-driven storage optimization that in turns improved inventory turnover
· Launched Electronic data interchange (EDI) with suppliers
· Free in store pick-ups
· PANGEA project to support transactions, databases and analytic tools 
· Build out logistics system to support 2-day shipping
· 14 acquisitions
· Acquired Bonobos
· Establishment of new functional teams to improve aspects of online business such as ordering process, returns, and fraud prevention
· Partnered with Google for voice shopping
· Partnered with UBER and LYFT for delivery
· Partnership with smart home provider --- for delivery straight to refrigerator
· Make online and physical work as synergy
· Developed a Walmart App

Weaknesses
· Jet.com has limited number of sellers and no consistent price advantage

What are current online and offline shopping trends among consumers?

· Money spent on online shopping/fast shipping depends on geography and age
· Most customers wouldn't pay extra for faster shipping (approximately 70%)
· Showrooming = threat to traditional retailers (customers choose big ticket items in store to try and find a cheaper option online)  try to use match price to solve this 
· Trust, reviews, and familiarity influence online purchasing vs retail 
· Delivery location (at home/in store/online/reservation) 
· Value of the convenience of shopping from home 
· Willingness to pay for rapid delivery 
· Where the item is picked up/delivered 
· Price comparisons between stores
· Product categories: refillables, specific products you can’t find in person, furniture (bulky), diapers
· Income levels: who buys online  people with higher income; more educated; metropolitan area
· Selection: more precise (filters)


Walmart's perspective
· no competitor has been able to keep up Economies of scale and intensive logistics allow for lower prices 
· Minimal diversity of Walmart's online selection of products 
· Many stores large logistics network and a very sophisticated supply chain/information systems allows for an edge over competition 
· 56% of sales is groceries; inventory turnover is 11.5 times others 
· synergy created through in store pickup  $60 additional spent on average through online order pick up due to impulse purchasing 
· Walmart's e commerce platform was more of a supporting area to help physical locations 
· Many acquisitions to enable e commerce: Jet.com, Quidsi, Bonobos. 
· Marc Lone, founder of Jet.com, was appointed as the CEO of Walmart's domestic e commerce business and re-structuring occurred 
· Hired 3000 engineers from Silicon Valley 
· Still only 4.3% of Walmart's total revenue was made online

Amazon's Perspective 
· Pure player; born online and thus have established a technological trail 
· $200 billion a year in sales 
· Amazon's initial strategy was never to focus on profit but rather gaining market share 
· Much more diversified; AWS, retail, Music Streaming. 
· Amazon prime = increased loyalty; greater selection of products; younger customer base; Amazon brand name synonymous with online shopping
· Over 50% of products are third party sellers 
· Limited/no physical presence (besides whole Foods, Amazon go)
· Making specific personalized recommendations (AI)


What do you think it will take for Wal-Mart to win the E-Commerce race?

Take away: there is an advantage to being an ecommerce and in store












Case 2: Spotify: Face the Music 

How did Spotify become a leading music streaming service in the world? 
· Spotity’s stock had been on a downward slope. 
· Spotify was engaged in a bitter rivalry with Apple Music, which had become a success on its own and had reached 56 million subscribers by the end of 2018.
· Low rates
· Acquiring three podcast companies
· Spotify began breaking into emerging and immature markets, launching simultaneously in 13 countries in Africa and the Middle East and thus taking the total figure to 78. 
· reached an agreement with Tencent, the Chinese online retail giant, to swap 9% of stock between Spotify and Tencent music-streaming services.

What is Spotify’s revenue model? 
· Spotify was offering two service tiers in most of its markets: free and premium - allowed on-demand unlimited listening of every song in the Spotify catalog.
· Spotify had slowly been increasing the number and frequency of the commercials and had added visual adverts to the user interface of free customers - premium users could listen to music without being interrupted by adverts, had access to higher-quality audio, and enjoyed other features. 
· Spotify also provided an app that could be installed on many devices.
· Spotify often ran promotions to try to sign up more customers to its subscription services (i.e student subscription, free subscription to Hulu, family plan, free trials)
· Quick innovation and decision-making were key to Spotify’s culture. 
· Launched its free mobile app the very same day the licensing deals were signed. 

Financial Performance
· Spotify’s rapid expansion required significant investment but the company had no trouble raising capital. 
· Since 2007 it had successfully completed seven funding rounds, reportedly raising a cumulative total of $1.06 billion with a 2015 valuation of $8.53 billion.
· It also raised an additional $1 billion in debt in the first half of 2016, which was converted into equity when the company went public in April 2018.
· In 2014 it surpassed €1 billion in revenue for the first time, and milestones were reached at a frantic pace: €2 billion of revenue in 2015, €3 billion in 2016, and €5 billion in 2018. 
· The company’s explosive growth had been accompanied by losses. However, Spotify’s financial situation was thought to be secure, given the amount of financing it had been able to obtain. 
· The single largest expense item was the cost of goods sold. This consisted mainly of the royalties Spotify paid to rights holders in order to get access to their catalog to offer to Spotify customers, plus the IT costs of delivering content to the customer. 
· The new deals signed in 2017 with the major publishers had successfully lowered Spotify’s costs and seemingly put the company on a path to profitability. 
· The company had announced its first ever operating profit—of $94 million—for the fourth quarter of 2018, although it still posted a loss of $43 million for the overall year. 


What challenges did Spotify face in achieving profitability? 

· Direct competitive threats (Apply Music was already the top streaming service in the US music market, which was the largest in the world by revenue. Apple had announced plans to create a cultural one-stop shop that would include music, video, books and even video games. Likewise, the retail giant Amazon was already bundling music streaming with its own retail and video-streaming services.)
· Emerging markets posed a big challenge to companies such as Spotify. 
· Piracy was still a big factor in them, so getting people to pay for music subscriptions was still a hard sell.



In your opinion, is podcasting the answer to Spotify’s profitability?






















Case 3: HelloSelf: Foundation

Market Opportunity
· People cannot afford therapy
· 6 million people would benefit from therapy
· Only 4 million of the 6 million were looking for therapy, the rest were not looking
· 2 million of the 4 million received therapy – 1M from national health services (problem: long waits) and 1M from private/insurance therapy
· They are high need
· 10 million in medium need 
· 30% - happy
· Not enough therapists to serve the population
· 50M-not in high need of therapy – just something that can improve their lives 
· There is room in the market (big enough issue) for therapy
· Global issue – opportunity is much larger and can expand internationally

Value Proposition – how will we solve this problem?
· AI Bot – used to initially diagnose using algorithms and then can direct people to their therapist
· Less errors – matching with the right therapist
· Automated – can service more people (more suitable for lower needs people)
· Disruption 
· To help be their best selves
· To improve everyone’s mental wellbeing 
· No need to travel
· Automation could help with post treatment tracking, follow up/follow through
· Automation is low cost, high impact, accessible 
· Voice, video, note taking is automated – makes it more effective

Management Team – people he can trust 
· Lead developer
· User experience
· Chief operating officer – psychology and HR background
· Chief clinical officer 
· Chief technology officer
· Issue: costs needed to be considered and time as well 

Market Strategy 
· Initial target customer: Loretta (lives in London, suffers from anxiety, pays for therapy, believes in therapy)
· Loretta will talk to friends  viral marketing 
· Chose to use PPC marketing  ads online
· Name: not to be too clinical, therapy oriented
· Wanted 50 Loretta’s  10 sessions each 500 sessions in total


Enter the Market Tech wise
· Minimal viable product  pros: don’t risk all your money in case it doesn’t work out; be in the market faster 
· Used WhatsApp; competitors used Skype but they didn’t want to use it because it was not secure

Strengths: early mover
Weakness/risk: being first in market – don’t know if it will work; no proven concept/business model; having to create the market; no data available to launch their AI; No brand recognition. 
Opportunities: market opportunity; insomnia and alcoholism can be opportunities; expansion internationally 
Threats/risks: copycats, customers may not be attracted to it, government regulations, cybersecurity (hacks), legal issues customers can sue, legal risks, privacy issues, management/leadership team, funding, tech challenge; security challenge; complexity

Did the reality of HelloSelf’s performance once it launched match the plan? What was the main challenge?

· Plan: Soft launch  running website, WhatsApp for video therapy, the rest of the therapy sessions are to be done manually while they finish the therapy platform and get its security tested
· The first quarter of 2019 the company's goal was testing the business model unit economics, building out an online therapy platform and delighting 50 Lorettas
· Challenges: customer acquisition - it costed them $100 instead of the budgeted $15 per qualified lead.
· more than half the people signing up have private health insurance and the insurance companies take three months to pay so the cash flow is slow
· the easiest thing for them to do is to build their standard rate and sometimes the insurance companies pay this and take a big discount
· life coach idea is a bust - providing advice on a wide range of topics doesn't work
· their focus will be building the best evidence driven therapy practice out there
· not enough traffic to test the platform - hello self had only delivered 59 sessions by the end of March compared to the plan of 500 and the vast majority were from personal referrals rather than PPC








Case 4: HelloSelf: Launch 

Did the reality of HelloSelf’s performance once it launched match the plan? What was the main challenge? 

· Plan: Soft launch  running website, WhatsApp for video therapy, the rest of the therapy sessions are to be done manually while they finish the therapy platform and get its security tested
· The first quarter of 2019 the company's goal was testing the business model unit economics, building out an online therapy platform and delighting 50 Lorettas
· Challenges: customer acquisition - it costed them $100 instead of the budgeted $15 per qualified lead.
· more than half the people signing up have private health insurance and the insurance companies take three months to pay so the cash flow is slow
· the easiest thing for them to do is to build their standard rate and sometimes the insurance companies pay this and take a big discount
· life coach idea is a bust - providing advice on a wide range of topics doesn't work
· their focus will be building the best evidence driven therapy practice out there
· not enough traffic to test the platform (customer acquisition) - hello self had only delivered 59 sessions by the end of March compared to the plan of 500 and the vast majority were from personal referrals rather than PPC
· customers were only taking 5 sessions instead of 10  so few customers also led to little data 


Terms:
Lead: potential customer/expresses interest in the product or service
Conversion rate: percentage of leads that become a customer
Contribution margin: 


What online marketing approach did HelloSelf use to gain customers? Was this approach successful? 

· PPC approach - not successful


How did HelloSelf pivot to survive? 

· Tapped into the medical referral channel and made it more efficient - he acquired The Mindworks (physical clinic for therapy)
· This will accelerate their growth and it provided more contribution for investment in their tech platform, it accelerated their learning (more data from current therapy sessions and access to patient data, a library of diagnosis, and prescriptions accumulated over seven years (historical data))
· Mindworks were rejecting clients (no time/referred by insurance companies). So if helloself can acquire those missing clients they would get more clients and grow
· Got some experts for the PPC approach 
· Medical referral channel and insurance referral channel
· Word of mouth  most said they were referred by a friend
· PPC marketing
· Funding


HelloSelf: Marketing channels
· Medical referrals (psychologists, medical practitioners)
· Insurance companies would benefit – shorter wait, keep patients out of therapy too, patients get better faster which saves money for insurance companies)
· Word of mouth  most said they were referred by a friend
· Corporate references (people at work): tried to market it as an employee benefit; instead of going for full hour sessions, they would let people sign up for 30 mins session and then some would sign up later on for the full sessions 
· PPC: not successful; 


What kind of impact did COVID-19 pandemic have on HelloSelf?

· Caused a lot of stress and drove up demand for therapy
· a lot of competition and would be hard to differentiate themselves
· Helloself went 100% online
· the referral channel which accounted for more than half of revenues shrunk by more than 50%
· @work days on company sites disappeared completely
· companies also began referring employees for online therapy which helped make up for lost revenues but the channel was not growing
· insurance companies became much more interested in online therapy
· the only channel that continued to grow was the psychiatrist channel
· they have lost the key differentiator
· long term goal: reach 20M customers (would have to go international and expand)
· short term goals: sign up the insurance companies, demonstrate their AI capabilities, acquire a new company, to breakeven


What is HelloSelf’s plan to reach a breakeven point?
· in March 2020 it was clear that the company was not going to reach breakeven anytime soon
· some scenarios: 1) the company had enough cash to achieve breakeven by March 2021 on the downside the company might run out of cash before December 2020 and could need as much as $250,000 in additional cash
· several of the leading shareholders committed to providing $750,000 more cast to support the company's path to break even
· the plan to reach breakeven was not met but the original investors had committed to providing funds to making sure that it would do so
· they demonstrate that they can extract the data they needed to drive predicted diagnosis live from the browser
· sign up an insurance company had also been achieved
· the search for another acquisition had identified an attractive opportunity (Hampshire and Surrey)
· insurance company: not much confidence in this channel
· word of mouth: expected to decrease; he has no control over it 
· @Work: hired sales people, but hard to scale and not growing 
· Main channel to focus on: psychiatrist referrals 
· AI Bot plans: hired a separate AI team so they don’t get distracted by the day-to-day tasks. They will use it to build their full technology stack during Horizon 1, with an AI supported platform for themselves and third-party clinical practices and their AI therapist.



Takeaways: all marketing methods are good as long as they sustain the company 
Challenge: creating a consistent customer experience online and offline
































Case 5 - Kobe

Influencers: someone with a large enough audience 
· Celebrities
· Micro
· Macro

90% - just read/watch
9% - amplify/share/comment but don’t create  micro influencer
1% - create original content  macro influencers

Kobe Business Model

Customers:

· SME, larger businesses
· Marketing agencies

What they do:
· Marketing agency focusing on influencer marketing 
· B2B  it serves business customers not consumers 


What are the advantages of influencer marketing over other forms of online marketing/why would someone choose this marketing? Challenges? 


· Its ability of creating authentic content, comes from someone you admire and trust
· Equivalent to word of mouth

Challenges:

· Finding the right person/influencer to market your product
· ROI  hard to measure  doesn’t mean people will pay for product


What steps does Kobe take to implement successful influencer marketing campaigns?

· AI based engine/platform to identify influencers quickly and track the campaigns 

Revenue Model

· Pay upfront
· Cost per engagement business is interested in sales; Kobe is interested in engagement (likes, shares, comments) = conflict of interest
· Market opportunity: at the time they started, not much competition. 83% of Singapore uses social media. Most millennials 80% have a smartphone. 
· Competitive environment: Upfluence, Post for Rent, HypeAuditor…
· Advantages: first mover: more data, base of influencers built over time, 
· Key differentiator: value proposition is more extensive:  provide an A-Z service; meet with clients…discuss…follow up after
· A-Z service: 1) pre prep phase (what the ultimate goal is, identify business needs, objectives) 2) find who the target customers are 3) find the right influencers to market the product (assessing: frequency, relevance, quality of content and authenticity, traffic generated through direct content, influencer needs to agree to payment terms, what social media platform is the best  which platform has highest engagement) 4) prepare the influencer (explain product, give a background of it) 5)Campaign (content needs to be created) 6) end of campaign: after sale service, provides reports

Takeaway: how influencer marketing can serve businesses online or offline.

What are the key success factors in influencer marketing? How is success measured? 


KPI
Engagement rate



Exam:

Key terminology
Cases
Application questions





