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Introduction


Ryerson Steel is the second largest (in volume) steel distributor in the United States, surpassed only by Reliance Steel, which does about three times the annual business of Ryerson. (Reliance Steel)  Ryerson is a privately held company as opposed to the publicly held status of its two chief competitors.  This Marketing Plan will focus on one aspect, the Ryerson website, of an all-encompassing E-Marketing Plan developed to identify the best strategies Ryerson can utilize in order to ensure the best conceivable Return On Investment for its E-Marketing dollars.  Execution of this plan is designed to accomplish the following:

· Establish Ryerson as a leader in customer service

· Streamline operations in Customer Service and Credit processing

· Encourage passive income models through convenient customer-initiated re-orders

· Build and maintain a powerful Customer Retention Management system able to easily accommodate customer incentive/reward programs

Company Overview

E-Business Model

Ryerson is Merchant Model, Click-and-Mortar steel and alloy distributor servicing the section of the manufacturing industry that uses various steel and alloy materials to create products for end-users at both the business and consumer levels.  The business purchases product from several manufactures, which is then sold in the Business-to-Business marketplace.  Ryerson is a Pure Play business in as far as metal distribution is their only function, but it are not an E-Business Pure Play, as they have several brick and mortar locations.

Review of Current Marketing Plan
A review of the current website suggests a pull-marketing effort with the goals being the Branding of the company, and, overall sales growth in that the site seems to be focused on the selling of their products to new customers as opposed to customer retention.  Ryerson does this by emphasizing their history, locations, and available products on the front page of the site.  This effort is focused toward new business.  This author suggests that Ryerson’s current website focus does not prioritize the needs of existing customers.  These needs center on service after the sale… customer service, and would include such options as convenient re-orders, and product exchanges, answering billing or shipping questions, and general account information to name a few.  In effect, the website can be retooled, putting more focus on customer retention to add better customer value, thereby helping Ryerson to service more revenue sources and stand apart from its competitors.

Market Opportunity Analysis
Market Summary

Overall, what research has found is that neither the Ryerson website, nor those of its chief competition is as customer-focused as it could be.  With a few simple changes and/or additions, Ryerson could stand out as more customer-friendly and utilitarian, thereby creating a better online atmosphere for conducting business.

Target Audience


This leads us into an examination of the Target Audience for the Ryerson website.  This author contends that the site should be focused primarily on current customers and secondarily on new business.  The assumption is that the customer base for such steel and alloy products is not likely to make an initial purchase solely based on information that is found on a website.  The monetary investment required most likely demands some face-to-face interaction with a sales representative and a visit to their facility, or, at least several email and telephone conversations.  Also of note is the fact that the industry does not tend to have a high level of new competitors due to high overhead costs such as shipping and warehousing.  Research shows that Ryerson could benefit by employing some Search Engine Optimization (SEO) strategies.  A back link investigation shows that the Ryerson website is most often visited by smaller distributors and fabricators, suggesting a relative lack of awareness in the general public. (Sitesellcom)  This also suggests that the vast majority of new business sales do not come through the website.  As a primary focus, Ryerson should make the site more user-friendly and self-servicing for their current customers.  The typical audience viewing their site would be an existing business with purchases ranging from $2500 USD up to as much as $300K per order.  Response time will be very important to this customer because they likely would not warehouse much more product than they necessarily need per project, thus, requiring that additional product be readily available for delivery.  Streamlining the reorder and delivery process would be of utmost importance, as would account servicing, bill paying and general account inquiries.

Balanced Scorecard

Figure 1
	

	Goals
	Measures

	Customer Perspective
	Increase convenience and account accessibility

Shorten response time

Time savings
	Track number of telephone requests for each of these activities, compare to the number of occurrences prior to changes

	Internal Business Perspective
	Improve the quality of online services through the simplification of re-orders, applications for and credit and simple account inquiries
	Reduction in the number of telephone requests for these services

	Innovation and Learning Perspective
	Continuous improvement in CRM system

Online service innovation
	Increase in requests from Credit Department for additional offerings

Reduction in calls related to available online account information

	Financial Perspective
	Fewer Credit Department and Sales staff hours attributed to account management
	Measure of time attributed to new business development and processing of new business orders.


Market Needs

Ryerson can use benefit segmentation to their advantage, thereby positioning itself as more customer-focused allowing them to stand apart in an otherwise uniform online environment.  This would be the ideal online environment for Simplifiers who just want total convenience.  By including the ability to request quotes to their RyTec® customer portal, and giving front-page access to that portal, Ryerson can present a more complete customer convenience access point.


Ryerson operates a fleet of delivery vehicles, thereby allowing them a large amount of control over shipping.  This ultimately benefits one of their “Big Five” promises, On-Time Delivery.  Though the site promises on-time delivery, it doesn’t expand or explain how it will live up to that guarantee.  Adding an overview of their general shipping procedures could serve as reinforcement to the related Big Five guarantee.
Market Demographic
Geographic 


Ryerson conducts business around the globe, and, of course, the website can be viewed from anywhere.  However, there are no language allowances made on the website.  As its International presence continues to expand into India and China, (Ryerson Steel) accommodations needs to be made for E-commerce in other languages.

Demographic

Current sales orders placed with Ryerson Steel range from $2500 USD up to as much as $300K at a time. (Susan Gardner, Director of Credit)  Most orders are made on credit, and materials are incorporated into production as they arrive on site.  There are literally hundreds of thousands of viable customers in the market for steel and metal products, and Ryerson does not discriminate based upon order size.  They sell nearly three million tons of steel yearly, yet this is only 1/3 as much as the industry leader.  Research reveals no need to make a change in customer demographic.  Instead, Ryerson needs to work on making itself a more viable E-Commerce operation.
Market Type

Ryerson operates in a business-to-business market in that their products are marketed to other businesses, which then make consumer products.  Ryerson and their chief competitors have company websites that feature many of the typical page links such as: About Us, Press Releases, Company Overview and Product Diversity.  Ryerson’s competitors also feature some page options not currently featured on Ryerson’s website, such as online ordering and/or quote request pages, a serious oversight in this author’s opinion. (Reliance Steel, Olympic Steel)
Core Competencies

As stated in the Review of Current Marketing Plan segment, at this time the Ryerson website is tailored toward harvesting new business, although it is not best suited for that task.  The state of the economy and the assumptions made regarding the acquisition of new business suggests that a better decision would be to utilize the site as a CRM/customer service tool.  The smaller relative size of Ryerson as compared to its chief competitor, Reliance Steel, allows them to institute these changes quickly without excessive bureaucratic interference.

Competition

SWOT

Figure 2
	SWOT-Strengths (Internal) 
	Implications

	RyTec® customer gateway


	Adds convenience and time savings for customers

	The Big Five list (Available Inventory, On-Time Delivery, Competitive Prices, Quality Product, Rapid Response
	Gives a real sense of the company’s commitment to their customers.


	SWOT-Weaknesses (Internal)
	Implications

	No “About You” section


	Consumers want to know that you know what they need; your history doesn’t really help them.

	Site page layout/hierarchy


	Placing priority on want you can do for your customers supports a customer-focused business model.


	SWOT-Opportunities (External)
	Implications

	Bring customer ordering to front page


	A convenience attribute for existing customers

	
	


	SWOT-Threats (External)
	Implications

	Lack of engaging animation highlighting a process or procedure


	Giving the customer a visual promotes the idea of modernization in manufacturing thereby suggesting quality and stature.

	Front page access to quote requests on Reliance site


	Allows the existing customer to get right to the point thereby adding convenience.


PEST

Figure 3
	PEST-Political
	Implications

	Ryerson is privately held


	Not as much public scrutiny as with publicly held companies.  Could be leveraged into a competitive advantage

	NA


	NA


	PEST-Economic
	Implications

	Possible lack of purchasing power due to company size


	The number one company, Reliance is 3 times the size and generates 3 times the revenue.  This could also give them a purchasing advantage with suppliers

	NA


	NA


	PEST-Social/Cultural
	Implications

	NA
	NA

	NA


	NA


	PEST-Technological
	Implications

	Lack of advanced processing compared to at least one competitor


	May give the illusion of Ryerson being behind the times and outdated thereby negatively affecting sales.


Porter’s 5 Forces

Figure 4                                                       







Market Type

Despite the smaller market share held by Ryerson at this time, an improvement in customer service can also be leveraged as a sales tool for potential customers.  Sell the website as part of the experience.  While the market leader, Reliance Steel, has incorporated some of the conveniences recommended for Ryerson, they have not fully capitalized upon the opportunity.  Quick action on the part of Ryerson can assist them in setting the competitive benchmark for customer service within the industry.

E-Marketing Strategic Planning

Demand Analysis


The overall goals associated with updating and improving the Ryerson website include the following:

· Convenience for existing customers

· Time-saving benefit for existing customers

· Time-saving benefit for Ryerson Credit and Purchasing Departments

· Promoting the idea of a modernized corporation

The net effect of accomplishing the first three goals amounts to giving employees in both the Credit and Purchasing Departments additional time which can be allocated to performing other, more involved duties.  The profitability comes from the improved effectiveness of these employees.  The customers who are most likely to use these improved capabilities on the Ryerson website will likely share a few characteristics:

· They maintain a good credit standing with Ryerson

· They have a relatively predictable production cycle

· They possess a basic knowledge and trust of the internet and online purchasing

· They have an interest in streamlining their purchasing, payment, and account maintenance operations

For these organizations, the suggested updates and improvements would be highly beneficial and easily sustainable.  There will be an initial time investment made the Ryerson IT Department in formatting online forms, coding and uploading client information, etc., but thereafter, the entry of this information can become part of the new business acquisition process.  As participation grows, as with all computer-based operations, the issue becomes information storage capacity.  Ryerson will need to identify and anticipate these needs and plan accordingly, the details of which are beyond the scope of this Strategic Plan.

Segment Analysis


As a distributor, Ryerson operates in the Business-to-Business market, supplying materials to those who manufacture and sell products both B2B and B2C.  Ryerson's market of choice is comprised of medium to large original equipment manufacturers (OEMs), which tend to switch suppliers less frequently and to develop deeper relationships with them.  These firms make purchases ranging from $2500 USD up to as much as $300K per order, and employ between 20 and 200 employees.  Geographically, these companies are located all over the globe, with the majority of the business purchases being made in North America. (Answers.com)

Supply Analysis


Competitive strengths and weaknesses have been identified in the SWOT and PEST analyses, looking forward, it will be important to determine how to maintain the competitive advantage by way of forecasting.  By way of forecasting, as Ryerson moves into more international markets, accommodations must be made for language translations.  Currently, neither of their main stateside competitors accommodates foreign languages.  However, the one main International competitor, Sumitomo Metal Industries, features both Japanese and English translations.  As Ryerson seeks to expand into Mexico and China, accommodations should be made for the languages spoken in these nations. (Ryerson)  Sumitomo uses the same website layout, design and features, and locates the translation buttons within one of the upper tiers of the layout. (Sumitomo Metals)

Objectives

In the absence of direct information regarding how much time the Ryerson target market actually spends on such tasks as reorders, credit applications and general account inquiries, precise calculations of the potentials benefits to those targets is not possible at this time.  However, establishment of benchmarks within Ryerson have been developed.  Objectives can be identified as follows:

· Transition 100% of routine reorders to online within 9 months

· Transition 100% of routine credit applications to online within 9 months

· Decrease writing of routine reorders and credit applications within their respective departments by 75% within 9 months

Noting the disparity in the target percentages, taken into account is the possibility of necessary technological updates or additional training, which may be required by Ryerson customers.  Ultimately, accomplishing these objectives will lead to shorter turnaround times for Ryerson’s customers between ordering and receiving goods.  As this satisfaction increases, it serves as both a customer retention tool and a revenue generator, allowing Ryerson to strengthen its position in the competitive marketplace.

E-Marketing Strategy

E-Revenue Strategies


The main E-Revenue streams for the Ryerson website will come from re-orders and credit applications.  Ryerson can capitalize upon the convenience and timesaving benefits brought about by the suggested website updates, in effect, creating passive revenue streams for the organization.

Taking re-orders over the telephone can account for a considerable portion of the workweek, especially when the number of existing clients is factored into the equation.  Making re-orders an online feature can be leveraged to address the following Tier 2 Strategies:

· Offer

· Value

· Communication
· Customer Retention Management/Partner Relationship Management
Ryerson should develop online pricing incentives, based upon purchase quantity and/or products purchased, which serve as a catalyst for clients to place their orders online instead of calling to speak directly with a sales agent or other representative.  The offers can be either client specific, or, fashioned in such a manner as to move more of a particular product.  As a value bonus, early re-orders should be rewarded with percentage discounts or additional product.  This is not necessarily a dynamic pricing strategy since it applies equally to all who participate, but it can be fashioned into such an option as an alternative. The communication/promotion of these offers can appear either as frontpage highlights, or on the order page itself once the client has accessed the link.  The important point of this strategy involves either addressing a need, or, creating a need within the organization.  It will also trigger the exploration of adding new product lines and position Ryerson as the supplier of the necessary materials.  Ultimately, buying patterns, order volumes and a whole host of additional information gathered through online ordering activity can be examined and utilized for CRM/PRM purposes.  This information gives insight into what types of product specials to offer and to whom.  This in turn encourages purchasing activity from a particular client, or, helps to move particularly stubborn product.  Ryerson will streamline the credit application process by making it an online option.  This will create considerable timesavings within the Ryerson Credit Department.  Providing this online option can be leveraged to address the following Tier 2 Strategies:

· Value
· Customer Relationship Management/Partner Relationship Management
These two strategies can work together as a 1-2 punch, in a positive sense.  Ryerson could offer a targeted reduction in interest percentage point for some of its online credit applicants, something that would be welcomed by all.  Consider that there will likely be a certain amount of past business history information available as a matter of record for these clients, so Ryerson will have historical information upon which make a decision, and possibly, an offer of a reduced percentage rate.  This, in turn, fosters goodwill and functions as a benefit to the CRM effort.  The client feels special and the business bond is reinforced.  According to Webtrends, on of the most preferred attributes of on-line purchases are value-added promotions, rebates, and repeat business discounts (Webtrends.com).  Used strategically, this can be a very powerful combination of tools, creating a high Customer Lifetime Value without proposing a sweeping, untargeted program that gives equal weight to both profitable and unprofitable clients.

E-Revenue Grid

Figure 5
	
	Revenue Streams
	CRM
	Cost Savings

	Online Re-orders
	Passive
	Positive.  Creates convenience for customers
	Yes

	Value-added Promotions
	Passive
	Positive.  Adds value for customers unique to Ryerson
	Yes


Implementation Plan

Service Offering
Putting this E-Marketing Plan into effect will require the cooperation of the Credit Department, Sales Department, Marketing Department, and IT.  The goal is to develop relationship capital, as opposed to waging a price war, which Ryerson cannot win.  The lifetime customer value of a loyal customer will far outweigh any temporary gains realized by offering a lower price than your competition.  Working together with IT, each department will determine the types of information they need to make available online, and how it can be monitored and evaluated.  As a starting point, Sales will require product order/re-order forms, Credit will require an online credit application, Marketing will require a form requesting information about community involvement, or employee human-interest stories of particular interest to the customers.  Certain types of information such as order frequency, materials ordered, order amounts, etc., can be data mined and collated into customer activity reports, then passed along to Marketing for CRM purposes.  Having this vital information allows Marketing to engage in relationship marketing with customers. Ryerson can also make certain customer service guarantees, such as:

· orders will arrive on time

· order accuracy is guaranteed

· the proper Ryerson employee/department will respond to your inquiry within 24 hours

Integrated Communication Mix/Information Gathering Tactics
Ryerson will need to institute an on-going, integrated communication mix to support the CRM effort, including website, emails, phones calls, letters, and the use of its CustomerLINK periodical.  The following chart represents the current usage of various means of communication at Ryerson for Customer Retention and the target usage.

Figure 6

	Method of Communication
	Current Usage
	Target Usage

	Email
	20%
	3%

	Telephone
	75%
	1%

	Letters
	4%
	1%

	CustomerLINK
	1%
	20%

	Website
	0%
	70%


Initially, the objective will be announcing the new site changes and benefits.  6 months after the launch of the new site, a follow-up communiqué will need to go out to Ryerson’s customers asking for feedback concerning the changes, and, input for making it more functional.  This feedback will prove to be invaluable as the Ryerson website develops into a customer-focused tool of the trade.  With this information, Ryerson can engage in personalization with its customers, offering specific solutions and/or options to their specific needs.  As the learning relationship develops, Ryerson will become ever more adept at providing what their customers need in growing detail.
Price/Valuation
The bottom-line costs for implementing this E-Marketing Strategy as detailed in this Marketing Plan will be reflected in the operating costs of the Credit Department, Sales Department, and IT Department.  An investment of time, therefore, work hours, focused toward the implementation of this plan is the investment.  The return will be realized in economies of time and the generation of passive income through the website.  As the benefits of this plan begin to accumulate, Ryerson will need to look into activating some of the additional attributes of the SAP Business Management Software such as:

· SAP Customer Relationship Management

· SAP Business Communications Management

· SAP CRM on-demand

These enhancements will add extra punch and focus to all Sales and Marketing efforts allowing Ryerson to better align marketing resources to support organizational objectives, drive customer demand, identify and retain high-value customers, and establish a streamlined marketing process with a central marketing platform.  It should also be noted that the SAP Business Management Software in vertically integrated within the Finance, IT, Operations and Sales and Marketing departmental functions. (SAP Global) This author cannot offer pricing information associated with these enhancements at this time because said pricing would be the result of negotiations between Ryerson and SAP Global.

Budget

Revenue Forecast

Recently implemented at Ryerson was the WIN program, designed to encourage purchasing activity by accounts that were otherwise inactive.  In the course of roughly 60 days, this program generated approximately $6M in revenues. (Susan Gardner, Director of Credit)  Using this information as an example of what is possible, this author has presented a revenue forecast predicting the potential of a targeted Marketing/CRM effort.  Following is a P&L demonstrating the attainable investment and return potential of this targeted E-Marketing plan.

Figure 7

	Profit and Loss Statement
	
	
	
	
	
	

	Ryerson
	
	
	
	
	
	

	
	
	
	
	
	
	

	For the Year ending 12/31/09
	
	
	Stated in 000s
	
	
	

	
	
	
	
	
	
	

	Gross margin  [L/J]
	100.0%
	
	
	
	
	

	Return on sales  [T/J]
	99.8%
	
	
	
	
	

	
	
	
	
	
	
	

	
	Prior Period
	Budget
	Current Period
	Current Period as % of Sales
	  % Change from Prior Period
	% Change from Budget

	
	
	
	
	
	
	

	Sales Revenue
	
	
	
	
	
	

	Online Orders
	0
	10,000,000
	10,000,000
	100.0%
	#DIV/0!
	0.0%

	Total Sales Revenue  [J]
	0
	10,000,000
	10,000,000
	100.0%
	#DIV/0!
	0.0%

	
	
	
	
	
	
	

	Cost of Sales
	
	
	
	
	
	

	Total Cost of Sales  [K]
	0
	0
	0
	0.0%
	-
	-

	
	
	
	
	
	
	

	Gross Profit  [L=J-K]
	0
	10,000,000
	10,000,000
	100.0%
	-
	0.0%

	
	
	
	
	
	
	

	Operating Expenses
	
	
	
	
	
	

	Sales and Marketing
	
	
	
	
	
	

	Direct marketing
	
	10,000
	10,000
	0.1%
	#DIV/0!
	0.0%

	Value-added Promotions
	
	15,000
	15,000
	0.2%
	#DIV/0!
	0.0%

	Total Sales and Marketing Expenses  [M]
	0
	25,000
	25,000
	0.3%
	#DIV/0!
	0.0%

	
	
	
	
	
	
	

	Research and Development
	
	
	
	
	
	

	Total Research and Development Expenses  [N]
	0
	0
	0
	0.0%
	-
	-

	
	
	
	
	
	
	

	General and Administrative
	
	
	
	
	
	

	Total General and Administrative Expenses  [O]
	0
	0
	0
	0.0%
	-
	-

	
	
	
	
	
	
	

	Total Operating Expenses  [P=M+N+O]
	0
	25,000
	25,000
	0.3%
	#DIV/0!
	0.0%

	
	
	
	
	
	
	

	Income from Operations  [Q=L-P]
	0
	9,975,000
	9,975,000
	99.8%
	-
	0.0%

	
	
	
	
	
	
	

	Other Income  [R]
	
	
	
	0.0%
	-
	-

	
	
	
	
	
	
	

	Taxes
	
	
	
	
	
	

	Total Taxes  [S]
	0
	0
	0
	0.0%
	-
	-

	
	
	
	
	
	
	

	Net Profit  [T=Q+R-S]
	0
	9,975,000
	9,975,000
	99.8%
	-
	0.0%

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	


This spreadsheet represents the passive income potential of a targeted effort to market toward existing Ryerson customers.  Note also that Ryerson will better utilize existing capabilities while requiring minimal effort on the part of Ryerson employees.  The result is, once again, a better return on investment for Marketing and overall Business Operations.  The ultimate goal is to channel at least 70% of product re-orders through the online portal, along with the more basic credit requests and simple account inquiries.

Evaluation Plan

Performance Metrics
Bottom-line evaluations used to determine the effectiveness of this marketing effort have been stated in the Balanced Scorecard (Figure 1).

· Reduction in the number of telephone requests for account inquiries

Measure:
Each department can immediately begin logging the amount of time spent responding to telephone requests for account status, order status, etc in order to establish a rough estimate of time attributed to these activities.  After gathering the baseline information, the measurable goal will be reducing the number of related calls by 33% quarterly until these calls become negligible.
· Increase in requests from Credit, Sales and Purchasing Departments for additional offerings

Measure:
As the initial offerings prove successful, each department will find more processes that can be automated, or presented as online options.
· Reduction in calls related to available online ordering
Measure:
Once online ordering is available, track and log each telephone order request to use as a baseline.  As each telephone order is processed, require sales/purchasing personnel to instruct and advise their clients that online ordering is now available, offering instructions on how to complete an online order.  The goal is to reduce the amount of time related to handling calls requesting information available online by 33% quarterly until these requests become negligible.
· Increase amount of time attributed to new business development and processing of new business orders.
Measure:
In line with the related calls, the goal is to increase the amount of time related to handling these activities by 33% quarterly until the majority of daily effort is directed towards these goals.  Track and log the increase in new business orders beginning with the launch of online ordering, with the goal being to increase new business by 15% each quarter after the new online options are available.
These indicators are directly linked to the daily operations of both the Credit and Sales departments at Ryerson.  Affecting these indicators in the manner reflected above points directly to the effectiveness of the Marketing effort.
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Product and Technology Development





Incorporate either video or animation as a selling tool


Include E-Commerce option of quote request


Add Language translations








Supplier Power





NA








Buyer Power





NA














Competitive Rivalry





Competitors offer some options the Ryerson needs to incorporate


Competitors can easily alter their sites to replicate Ryerson’s





New Market Entrants





Web development is readily available, but can be expensive


No sense of resistance from competitors as it relates to web development





Porter’s Five Forces of Competitive Position


For Ryerson Steel Website








