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Title of the Bachelor´s Thesis: 



Outlook of the automotive e-commerce in the US & evaluation of a business  idea – LowMiles 



Abstract:  


This Bachelor’s thesis provides information about online used car retailers in the United States 
 and  provides  insight  on  how  to  enter  the  market  by  providing  e-commerce  capabilities  to 
 traditional dealerships as a pre-seed venture. This thesis is divided into the theoretical section 
 and  the  practical  section.  The  theoretical  section  provides  background  on  how  to  design  a 
 business  model  and  business  plan.  It  includes  various  strategic  tools  and  frameworks.  The 
 practical  section  is  where  the  business  model  and  business  plan  described  in  the  theoretical 
 section are applied.  



Key words: 


Business plan, used car retail industry, automotive, e-commerce 
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1 Introduction 


This thesis aims to create a business plan - a strategic analysis for a venture. The venture's name 
 is LowMiles which is a pre-seed stage company that sells cars online for traditional dealerships 
 to  customers nationwide. LowMiles  provides  customers with  shipping,  financing,  insurance, 
 warranties, and the ability to view the cars online. Buying cars online has become increasingly 
 popular in the United States. Last year in 2020, one online dealership named Carvana managed 
 to sell close to a quarter-million units (Carvana, 2021a). Currently, there are not many platforms 
 that give traditional dealerships e-commerce abilities.   


As  a  young  motorist  and  aspiring  entrepreneur,  this  venture  at  the  very  minimum,  will  be  a 
 great  experience  that  can  benefit  my  knowledge  for  future  projects.  The  idea  of  LowMiles 
 started two years ago prior to the pandemic, when of the conversation during a conversation that 
 was based on “what is next for dealerships?”. Dealership although having been effective and 
 profitable in their efforts to sell cars to the local market, they need to change  if they want to 
 stay  competitive  and  avoid  becoming  obsolete.  Now,  the  COVID-19  pandemic  has  made 
 traditional dealerships rethink their sales practices. Traditional dealerships  are implementing 
 more online services which allow customers to move the whole car buying experience online 
 and ship cars locally (Cox Automotive, 2020). Dealerships are now looking to the internet as a 
 new way to sell cars to become more competitive and grow their sales. 


The close competition has a business model which is not profitable and has been operating with 
 significant  net  losses.  They  require  substantial  resources  to  operate  but  they  are  extremely 
 effective at selling cars online. They have created the want for a new way of buying cars online 
 with  the  absence  of  human  interaction.  The  three  who  currently  operate  in  this  market  are 
 extremely competitive. They are backed by significant resources which allow them to grow at 
 fast rates.  


LowMiles  is  a new  business  model  which  requires  much  less  capital  compared  to  existing 
 competitors because it does not require large assets and operations-related costs. LowMiles, in 
 its simplest form, is a tool for dealerships to use to sell cars in further markets. 


  


The main objective of this thesis is to:  


  


-   Analyse the current business model of LowMiles 


-   Analyse the current business environment (both external and internal) 
 -   Compare and examine close competitors and their business models  
 - Develop my understanding of how to plan a project 
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This thesis is divided into a theoretical and practical section: 


  


Theoretical Section 


here the theoretical gives a background of business planning. This will give insight into the lean 
 start-up business model as well as the uses of the Lean Canvas Business Model. Next, there is 
 an explanation of the business plan and the various components of the business plan.  


  


Practical Section 


All the parts which are described in the theoretical section will be applied and utilized here. 


First, using the Lean Canvas Business Model will explain how the business model operates and 
rationalization.  Second,  the  business  plan  is  written  using  frameworks  and  approaches.  The 
business plan will help to understand the current environment and how LowMiles can  be an 
effective  business  model  in  the  current  business  landscape.  Lastly,  all  the  findings  will  be 
summarized using SWOT analysis and a conclusion.  
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2 Theoretical section 


  


2.1 Entrepreneurship and start-ups 


 Entrepreneurship is “a person who sets up a business or businesses, taking on financial risks in 
 the hope of profit” (Oxford, n.d.). According to Peter Thiel (2014), there is no one formula to 
 entrepreneurship because every innovation is new and unique. What entrepreneurs can do is to 
 create. It does not have to be something large and impressive. It is about entrepreneurs taking 
 the steps that bring them from zero to one. Entrepreneurs move from zero to one when they 
 have  made  vertical  or  intensive  progress.  This  means  doing  and  creating  new  things.  The 
 opposite of intensive progress is extensive progress which is copying or recreating things that 
 work. Peter Thiel describes it like this “If you take one typewriter and build 100, you have made 
 horizontal progress. If you have a typewriter and build a word processor, you have made vertical 
 progress.” As an entrepreneur vertical innovation requires more creativity and know-how to do 
 because you are creating something which has never been created before with no blueprints or 
 guides. 


       


Peter Thiel believes that the worst thing that an entrepreneur can do is innovate and not share it 
 with the world. If Mark Zuckerberg never released Facebook or Bill Gates never tried selling 
 Windows  products would  be  worthless  innovations.  Seth  Godin  (2011)  agrees  that 
 entrepreneurs should “ship” regardless of the size or impact of the innovation or activity. It is 
 more important that entrepreneurs ship than create because if an entrepreneur does not ship, 
 their innovations are worthless. 


  


2.2 Canvas business model 


The Business Model Canvas is a technique that is used to capture a business model’s value 
 (Alex  Osterwalder  et  al.,  n.d.).  This  technique  has  been  used  all  around  the  world  and  by  a 
 variety  of  notable  companies  like  Procter  &  Gamble,  Master  Card,  and  Nestlé  (Alexander 
 Osterwalder  et  al.,  2010).  It  is  a  simple  one-page  document  that  can  be  transported  and 
 understood easily by readers.  


Lean canvas business model 


Down below, there is a modified version of Alex Osterwalder’s Business Model Canvas done 
by Ash Maurya called the Lean Canvas. Ash Maurya claimed that the Business Model Canvas 
was too general thus it is the reason why it has been modified (Maurya, 2010). Lean Canvas is 
useful for new ventures  since it is a one-page portable document that can be easily changed 
through time.  It is designed to make it easy for readers to understand by organizing the business 
model  into  9  boxes.  Each  box  contains  information  that  helps  the  reader  to  understand  the 
business model. This helps the reader to understand exactly which problem the solution is made 
for and how its value is communicated with its customers. Also, it includes information about 
revenue streams and how the structure of costs incurs from business operations. Down below 
is the layout to Ash Maurya’s lean canvas business model.  
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 Picture 1:  Lean Business Model Canvas Layout  


Source: (Maurya, 2010) 


Lean start-up  


This is a methodology created by Ries for developing businesses and products with the intention 
 of  eliminating  financial  risk  by  utilizing  techniques  that  shorten  development  cycles  and  to 
 discover the effectiveness of a business model through iterative product releases, hypothesis-
 driven experimentation, and validated learning.  This methodology helps start-up companies by 
 reducing the possibility of the market and financial risk. Ries believes in testing an idea through 
 the use of a minimal viable product (MVP). An MVP is used by a start-up to test their product 
 with minimal recourses to better understand the market by collecting data. (Ries, 2011).  


  


Product building 


Before creating and investing large amounts of money into developing a product, Ries believes 
 that an MVP should be created and tested. An MVP will be used to collect data (and) validate 
 learning about customers with the least effort. This helps the entrepreneur to begin the learning 
 process as quickly as possible while simultaneously lowering the financial risks of developing 
 a product or service that fails in the marketplace.  


  


Measuring performance 


Once the MVP is created, testing can start. The measurement used must reflect the key drivers 
 of the business. Ries (2011) warns against using the wrong metrics to validate a business model. 


Actionable  metrics  are  measurements  that  connect  specific  and  repeatable  outcomes  to 
observed  results.  An  example  of  an  actionable  metric  is  units  sold,  net  profit,  number  of 
transactions, average lengths of subscriptions, etc. The opposite is a vanity metric, which is a 
metric that offers no insight but can be used to document the status of a product. An example 
of  a  vanity  metric  is  number  of  clicks,  page  views,  time  on  page,  pages  per  session,  etc. 
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Actionable metrics are useful since they offer information that can lead to informed business 
 decisions. 


Pivot 


“A pivot is a special kind of change designed to test a new fundamental hypothesis about the 
 product,  business  model,  and  engine  of  growth”  (Ries,  2011).  As  new  hypothesise  emerge 
 through measuring learning and development, the start-up will begin to change to grow in the 
 right direction. Ries has made a list of the different types of pivots. 


Table 1: Types of Pivots  


Pivot  Description 


Zoom-in Pivot  A single feature in a product becomes the whole product 


Zoom-out Pivot  What was considered the whole product becomes a single feature of a 
 much larger product. 


Customer Segment Pivot The product hypothesis is partially confirmed, solving the right 
 problem but for a different market segment 


Customer need pivot  This happens when the problem that is being solved turn out to not be 
 important 


Platform pivot  Changing from a platform to an application or vice versa 
 Business architecture 


pivot 


When a start-up changes architecture from generally high margin, low 
 volume to low margin, high volume or vice versa 


Value capture pivot  Changing the way, the company captures value 


Engine of growth pivot  Developing new growth strategies for quicker and more profitable 
 growth 


Channel pivot  Switching sales and distribution channels to more effective solutions 
 Technology pivot  Developing and or implementing new technology to increase 


performance and profitability 
 Source: (Ries, 2011) 


2.3 Business plan 


A well-written and structured business plan helps entrepreneurs raise capital, analyze the status 
 of their business venture, and create a plan for the future of the venture (Ford et al., 2007). A 
 business  plan  is  written  for  a  specific  audience  (Barrow  et  al.,  2021).  For  LowMiles,  this 
 business  plan  will  be  written  for  investors.  A  business  plan  should  show  investors  that  the 
 entrepreneur has a very  clear understanding  of their venture  and should  answer all potential 
 questions an investor might have (McKeever, 2005). This is done by gathering all data needed 
 to validate the idea, proving the business team is competent and can effectively implement the 
 strategy. 
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 A top-down approach to the business plan 


The top-down approach helps to structure the business plan by deriving specific details from 
 the bigger picture. The way this is done is by firstly describing the bases of the business. Second, 
 describe the macro business environment. This helps the reader to understand the context of the 
 plan. Third, analyze the internal environment. This includes Porter's Five Forces. Once both the 
 external  and  internal  environments  have  been  identified,  now  more  specific  details  to  the 
 venture can be understood due to the provided context. Lastly, the venture's strategy within the 
 business  landscape  can  be  thoroughly  explained  and  analyzed.  This  includes  internal  risk 
 analysis, VRIO analysis, SWOT analysis, and marketing strategy.  


  


2.4 Cover page 


The cover page includes the full legal name, address, phone, date, and strapline of the venture 
 (Barrow et al., 2021). This is the first page of the business plan document. It is the first part of 
 the business plan that the reader will look at which makes it important that it is presentable.  


  


2.5 Executive summary  


The executive summary sits right behind the cover page of the business plan. It is typically a 
 page long and give the reader insight to the business plan. It features a brief description of the 
 idea, mission, vision, the objectives, description of management, and the history of the venture 
 (Barrow et al., 2021; Claton, 2003). The executive summary is a brief description of the whole 
 plan  in  a  condensed  format  and  will  be  the  first  part  of  the  document  the  reader  will  see 
 (Writing@CSU, n.d.). This means that information needs to be short and concise and should 
 highlight the strengths of the business and why it should be supported (CTA UK, 2015).  


  


Idea description 


Here the author will formulate the idea for the business. This includes what problems it solves 
 and for whom in a brief description.  


  


Mission 


A mission statement defines what the organization is by saying why it exists. It should identify 
 the  primary  customers,  the  products  and  services,  and  the  geographical  location  which  the 
 organization operates in (Brown, 1992; Entrepreneur Europe, n.d.). 


  
 Vision 


A  vision  statement  is  single a  statement  that  summarizes  the  organization’s  core  ideals  and 
 shows where it wants to go (Peek, 2020).  


  


Objectives 


Both  the  long-term  and  short-term  goals  must  be  part  of  the  business  plan.  These  are  the 
milestones that will be reached on the way to bringing the mission and vision to fruition (Barrow 
et al., 2021). Objectives will be written using S.M.A.R.T. which was created by George Doran 
(1981). Down below is how he defines S.M.A.R.T. 
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•         Specific: Target a specific area for improvement 


  


•         Measurable- Quantity or at least suggest an indicator of progress 


  


•         Assignable- Specify who will do it 


  


•         Realistic- State what results can realistically be achieved, given the available resources 


  


•         Timed: Specify when the result can be achieved 


  


Management team 


It is important to include who will be managing the venture since they will be the ones who will 
 ultimately  execute  the  business  plan.  Investors  want  to  know  details  of  those  who  will  be 
 operating the venture as well as the split of equity within the company. The description will 
 feature details of management that make them credible and reliable managers. It will include 
 previous work experience which is related to the venture. The equity split amongst management 
 will be represented in a pie chart with reasons why and how it is divided.  


  


History of the venture 


The historical events that led up to the decision to pursue the idea will reveal the motivation of 
 the management to start the venture. Here it will be described what the founders saw happening 
 to their industry and what the bases of the idea derived from.  


  


2.6 Internal and external environment risk analysis 


Both the internal and external environment must be analyzed and assessed to create an effective 
 strategy that will ensure that the firm is positioned for longevity and profitability. The external 
 and internal analysis will be as followed.  


       


•         External environment analysis- Utilization of the PESTLE analysis. 


  


•         Internal environment analysis- Utilization of Porters five forces, describing the 


opportunity size, competitor’s analysis, and comparison, VRIO framework, risks that 
 derive from a marketing plan, and risks that derive from financial projections 


  


Risk chart 


Using the risk chart down below, risks can be measured and compared. This tool will be used 
 for both the external and internal risk analysis section in the practical section. There are four 
 columns  for  risk,  strength,  probability,  and  total  impact.  The  strength  of  the  risk  is  how  it 
 impacts the business. The scale goes from -10 to 10. Negative numbers represent the negative 
 impact  and positive numbers mean positive impact.  Probability goes from 1 to 10. 1 is  very 
 unlikely  to  happen,  and  10  is  very  likely  to  happen.  Then  the  strength  and  probability  are 
 multiplied which equates to the total impact/influence the risk will have on the company.  
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 Table 2: Risk chart example 


Source: made by author  
 Problems with risk analysis 


As a venture grows and evolves through time, the impact of the risk change and new risks will 
 arise. A risk analysis cannot predict risks which will be seen in the future. The risk analysis is 
 done  by  using  the  most  current  knowledge  at  the  time  of  execution.  Risk  analysis  must  be 
 constantly done through  out  time repeatedly so  management can plan and eliminate the risk 
 before it negatively impacts the business.  


2.7 PESTLE and external environment risk analysis 


PESTLE is an analysis that looks at the macro business environment. PESTLE is an acronym 
 for political, economic, social, technological, legal, and environmental which are factors of the 
 macro business environment. PESTLE analysis helps businesses to create new strategies more 
 effectively by developing an overview of the dynamic macro environment by using data and 
 information  for  each  factor  (Perera,  2017;  Yüksel,  2012).  Understanding  the  business 
 environment allows businesses to better tailor their strategy and position themselves for long-
 term  growth  and  profitability.  Each  factor  defines  how  the  macro  environment  affects  the 
 industry  in  which  the  venture  operates.  Down  below  each  macro-environmental  factor  is 
 explained.  


  


In  an  article  written  by  Nitank  Rastogi  and  Dr.  M.K  Trivedi  (2016),  explains  that  there  are 
 disadvantages of utilizing the PESTLE Analyses. (1) The tool does not prevent the use of overly 
 simplified information and data. (2) The tool needs to be updated frequently because the macro 
 environment  is  changing  drastically  thus,  making  it  increasingly  more  complicated  for 
 businesses to anticipate changes. (3) Some of the data and information needed to use this tool 
 effectively can be inaccessible to the public or can be time-consuming and expensive to extract. 


(4) A lot of the data are assumption-based. The PESTLE framework does not prevent the user 
 from producing an analysis that is ineffective for the intended purpose of the analysis.  


  


Political factors  


These factors are about how the government influences the business environment. This includes 
 the  political  consequences,  government  stability/  instability,  changes  in  legislation/  policies, 
 monetary policy, fiscal policy, support for the industry, etc. (Perera, 2017).  


Economic factors  


These factors are important because the economic conditions can help a business determine the 
 population's ability to afford goods and services. Some economic factors include age structure, 


Risk type  Strength  Probability   Total impact/influence 


Risk description   -4  3  -12 
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income levels, unemployment rates, tax rates, disposable income, population growth, consumer 
 behaviour, etc. (Perera, 2017; Rastogi & Trivedi, 2016)  


Social factors  


These factors include culture, traditions, religion, myths, norms, perception effect the business 
 and the industry (Perera, 2017).  


Technological factors  


These factors are highly relevant for LowMiles because technology is a vital part of the business 
 model.  These  factors  include  technical  infrastructure,  technical  competency,  hardware,  and 
 software, licensing, patents, etc. (Perera, 2017; Rastogi & Trivedi, 2016). 


Legal factors 


These factors are how businesses are affected by laws, regulations, rules, principles, and acts 
 (Perera, 2017).  


Environmental factors 


These factors are of concerns to every business because they affect the way business operations 
 are controlled due to rising concerns of global warming. Factors that should be considered is 
 industry average carbon footprint, pollution concerns, waste, emission, energy efficiency, etc. 


(Perera, 2017) 


2.8 Porter Five Forces  


Michael Porters Five Forces are used to identify the functions of the business environment by 
 identifying the suppliers, potential new entrants, buyers, substitutes, and industry competitors 
 (Grundy,  2006;  Porter,  1985).  The  framework  is  used  to  distinguish  the  five  forces  in  the 
 microenvironment  that  influence  competition  and  jeopardize  the  profitability  of  the 
 organization (Brujil, 2018). This helps managers to better position themselves accordingly by 
 recognizing the changing dynamics of the industry. The direction of strategy is clearer once the 
 Five Forces are analyzed and discovered. The goal of designing a strategy it to create and defend 
 a position to achieve long-term profitability (Porter, 1998).   


Tom Grundy (2006) raised issues of porters Five Forces analysis stresses macro analysis of the 
industry  instead  of  a  product  and  service  segment  at  a  micro-level.  The  five  forces  tend  to 
identify the industry as an entity with boundaries when today's industries can be more fluid due 
to hyper-competitiveness (Grundy, 2006; Isabelle et al., 2020).  
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 Picture 2 Competitive strategy: The Core Concepts 


Source: (Porter, 1998) 
 The threat of new entrants 


This  depends  on  the  barriers  to  enter  a  market  and  a  reaction  from  the  existing  firms  in  the 
 market. New entrants can influence changes in price, causing it to go down or up due to inflation 
 in costs (Porter, 1998). Creating high entrance barriers helps to deter new entrants from entering 
 the business environment.  


Bargaining power of buyers 


This comes from buyers bargaining for lower prices for higher quality products and services, 
 and forcing competitors to win their purchase (Porter, 1998). This creates competition for all 
 competitors in the market. Meeting and understanding the changing needs and wants of a buyer 
 is crucial for the longevity of any business.  


The threat of substitutes-  


This  arises  from  goods  or  services  that  consumers  can  purchase  instead  of  your  product. 


Consumers will switch to alternative products when it yields similar or more utility for a less 
 or similar price (Porter, 1998).  


Bargaining power of suppliers-  


This is the ability for suppliers of goods or services to reduce or raise the price or quality of 
their provided resources. This can be a cause of their costs or it can be because they are strong 
suppliers.  Suppliers  have  the  ability  to  raise  costs  from  LowMiles  thus  causing  profits  to 
decrease (Porter, 1998). The venture must be positioned in a way that minimizes the bargaining 
power of suppliers to decrease the possible impact to profits.   
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 Industry competitors  


are  those  who  occupy  the  current  market  space.  They  are  competing  for  market  space  by 
 increasing their attractiveness for buyers. This is done by lowering prices, improving customer 
 service,  aggressive  advertising,  and  introducing  new  products  and  services  (Porter,  1998). 


When entering the market, the venture must be aware of the strength of competitors and their 
 impact on profitability 


  


2.9 Market size and opportunity 
   


The size of the market tells VC investors how much business is out there (Baremetrics, 2018; 


Cremades, 2018). Market sizing is defined by the International Finance Corporation (n.d.), as 
 an estimation of the number of user or buyers of a product or service. This helps investors to 
 understand the number of prospective buyers LowMiles is trying to capture. It is important to 
 quantify the opportunity to show how what percentage of the market space the venture can grow 
 into. Without a sizeable market size, a venture will have difficulties with raising capital from 
 investors due to a lack of opportunity. Investors are interested in ventures which have large and 
 realistic opportunities because it shows that the idea has the potential to sell and grow into the 
 market.  


To better describe the opportunity, historical sales will be presented to show how the market 
 has grown throughout the years. Due to COVID-19, the opportunity for most businesses shrunk. 


Presenting historical numbers will help to show the size of the opportunity before COVID-19, 
 but more importantly, it will show how quickly the industry is recovering if it does. As a result 
 of COVID-19, new trends have risen to changes in consumer behavior. For a venture that is 
 trying to start-up, it is important to identify those trends and translate them into how it affects 
 the venture.  


  


Top-Down Approach 


This approach is done by determining the total market size then estimating what percentage of 
 the total market can be realistically targeted (Haden, 2013). The top-down approach takes the 
 total market and filters it down to the market to whom the venture can sell goods and services 
 too. This is done by taking the total market size and filtering the numbers down till the target 
 market is identified. The way it is done is as follows. 


  


1.      Identify the total market size 


2.      Identify the total amount of products sold by suppliers that the venture could potentially 


sell 


3.      Percentage of customers who prefer purchasing those products through channel relative to 


the venture 


4.      Percentage of those products sold fit the ventures qualifications 


5.      Adding products that are sold by close competitors, since the customer who purchased from 


them have the most similar characteristics to the venture’s customer 
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In the end, the number should approximate the number of customers who are interested in this 
 product. The number will be derived from consumers who have used a product similar to the 
 offered one in the past. This shows how many people have adopted this product proving that 
 there is in fact a market for the product. 


  


Problems with Market sizing 


The primary challenge of market sizing is data availability because market transactions are not 
 always publicly disclosed or collected (Market Sizing – Introduction & Case Studies, 2010), 
 which  make  it  difficult  to  find  the  necessary  information  to  make  an  accurate  conclusion. 


Another problem, especially for start-ups such as LowMiles, is the absence of historical sales 
 data, which means the calculation will have to be based on assumptions and metadata which 
 are based on the industry standards (MaRS- Top-down Sales Forecasting for Pre-Revenue Start-
 ups, 2011). 


2.10 Competitors analyses and comparison 


The competitors’ analysis and comparison will show how the venture differentiates itself from 
 the competition. The analysis will describe how the competitors operate and what they offer to 
 consumers.  This  will  show  how  competitors  differentiate  themselves  from  each  other.  The 
 comparison  will  show  how  LowMiles  will  position  itself  amongst  the  competition.  The 
 structure of this section will be as follows: 


Business model comparison 


Every process that happens from the time the car is purchased to the time when it is sold along 
 with  supporting  processes  will  determine  how  profitable  the  business  model  will  be. 


LowMiles’s business model will be compared to the competitor’s business model to show the 
 distinct differences between the two.  


The  way  the  competitors  sell  cars  will  be  shown  using  a  sales  process  map.  This  will  be  a 
 simplification of how competitors purchase cars, and the processes done to the point the car is 
 sold. Down below are the definitions of the shapes used in the flow chart.  


  


Table 3: Shapes used in sales process map and their definition 


Start or terminator  Process  Decision  Preparation 
 Source: made by author 


Competitor’s differentiating factors  


How existing competition decide to differentiate from each other is information which needs to 
be known to a new entrant to position itself to achieve a competitive advantage. Differentiating 
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factors include all offers and services, customers experience, aftersales, distribution channels, 
 and marketing channels.  


Competitor’s differentiating factors 


How existing competition decide to differentiate from each other is information that needs to 
 be known to a new entrant to position itself to achieve a competitive advantage. Differentiating 
 factors include all offers and services, customers experience, aftersales, distribution channels, 
 and marketing channels.  


  


2.11 VRIO 


VRIO is an acronym for value, rare, inimitable resources, and organization and is an analysis 
 that determines  an organization's  sustainable competitive advantage by identifying  its  use of 
 critical resources (Cardeal & Antonio, 2012; Knott, 2015). In this section, VRIO will be used 
 to determine the ventures competitively advantage by looking at what resources are available 
 and what it needs to become more competitive. Barney and Hesterly identify the four aspects 
 of the VRIO Analysis (Barney & Hesterly, n.d.):


  


•Value- Can the resource create value by neutralizing threats and exploiting opportunities in 
 the business environment? 


  


•Rarity- Is the resource being used by competitors? 


  


•Inimitability-  If  a  competitor  does  not  have  a  resource,  will  they  be  at  a  disadvantage  by 
 obtaining or creating is? 


  


•Organization- Is the organization structured and organized to support the exploitation of its 
 valuable, rare, and hard-to-imitate resources? 


  


2.12 Marketing plan and sales 


In this section, the basics of marketing will be explained. This includes market segmentation, 
 targeting, positioning, and marketing mix- the 5 P’s. This is a crucial part of the business plan 
 because it explains how and who the venture is selling products and services to.  


  


Market segmentation  


This is the process of dividing the market into smaller, and more defined categories. This will 
 make it easier  for the venture to  identify who exactly  they  are marketing their products  and 
 services to. Down below are different types of categories that can be used to further describe 
 the consumer.  


  


•         Demographic- age, gender, income, socio-economic status, family size or situation, and 


product life cycles (Kotler & Keller, 2012) 
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•         Geographic- country, state, city, town, suburb, postcode (Kotler & Keller, 2012) 


  


•         Psychographics- lifestyle, personas, and social characteristics (Kotler & Keller, 2012) 


  


•         Behavioral- buying, consumption, and usage behaviors (Kotler & Keller, 2012) 


  


•         Contextual and situational- consumers change their wants and needs depending on the 


context or situation the consumer is in (Kotler & Keller, 2012) 
   


Targeting 


Once the market segmentations are well defined, the venture can select which market segments 
 to  enter.  From  a  financial  standpoint,  it  would  be  reckless  to  spend  money  on  marketing  to 
 consumers who are not interested in the product. Effective targeting is to focus on the consumer 
 which the venture has  the best  chance of satisfying (Kotler &  Keller, 2012). Target  markets 
 must be: 


  


•         Measurable- characteristics of the segment must be quantified 


  


•         Substantial- large and profitable  


  


•         Accessible- can be reached and served 


  


Positioning 


This  will  be  defined  by  where  the  product  or  service  stands  in  comparison  to  other  similar 
 products and services. Good brand positioning helps to give the marketing strategy a direction 
 by clarifying the brand’s essence, identifying how the brand helps the customer achieve their 
 goals and showing how the brand can do it in a unique way (Kotler & Keller, 2012). 


Marketing mix 


This is a set of tools that are used to pursue the marketing strategy. The four P’s were created 
 by  E.  Jerome  McCarthy,  and  it  used  as  a  framework  to  help  make  marketing  decisions 
 (Dominici, 2009).  


  


•         Product- this refers to the products and services which are offered by the business 


•         Price- the price at which the business set for their goods and services  


•         Promotion- activities which the business does to make the brand known to consumers 


•         Place- where consumers can find the products and services 
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 2.13 Stakeholder Analysis 


When developing new projects or policies it is important to take all stakeholders into account. 


A  stakeholder  analysis  allows  project  managers  to  help  create  the  “correct”  picture  of  their 
 stakeholder  environment  in  a  specific  situation  (Aaltonen,  2011).  According  to  Buckles,  the 
 stake holder’s analysis should consider (Buckles et al., 1999): 


  


•Power and interest of all stakeholders 


•The influence of all stakeholders 


•The “hats” they wear 


•The groups they belong to 


A power-interest matrix is a tool that helps to understand how strategy impacts its stakeholders 
 (Caputo, 2013). The matrix identifies stakeholders based on their power which they hold and 
 the interest they have when the strategy is pursued. The matrix will show which stakeholder 
 support or oppose the strategy of the firm.  


  


Picture 3 The Power-Interest Matrix 


  


Source: Johnson and Scholes (1999) adapted from A. Mendelow, Proceedings of the Second 
 International Conference on Information Systems, Cambridge, MA, 1991. 


  


2.14 Financial projections 
        


Projections  will  represent  how  the  venture  will  generate  and  spend  money  on  operations. 


Forecasts will be based on assumptions made by the author. The assumptions are created on 
 guesses  and  approximations  which  are  derived  from  industry  knowledge  and  experience. 


Assumptions also come from how the venture is planned to operate based on strategy.  Utilizing 
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the assumptions  will help to  create  a  representation of how the business  will operate during 
 different stages.  


  


First stage 


This stage will be the creation of the MVP. This will be the most basic form of the final product 
 is designed to develop a better understanding by collecting data.  


Second stage 


This stage will be the creation of the full platform. This includes features described in previous 
 sections as well as the phone application. The second stage, the platform will be set to grow 
 into more customers.  


Third stage  


This stage will be when the venture is ready to be more aggressive in growth strategies. The 
 venture will have a fully developed platform as well as the capital to further expand into more 
 markets.  


       


Problems with financial projections 


It  is  impossible  to  make  forecasts  100%  accurate  especially  with  a  business  model  such  as 
 LowMiles. There are too many variables in each transaction that can falsify the projections. The 
 risk analysis will show how the venture will be forced to pivot due to unidentified changes in 
 the business environment.  


2.15 Internal environment risk analysis  


Every business encounters risk and it is up to managers to be able to identify risks to mitigate 
 or neutralize them. The risk analysis will be used to identify possible risks which this venture 
 could encounter during its operation. Internal risks will be divided into 4 categories as follows:  


  


Operational 


These  risks  include  arise  from  faulty  or  inadequate  internal  processes,  systems,  and  people. 


Operational risk can also derive from external factors. These risks arise from human resources, 
 IT  issues,  logistical  issues,  sales  processes,  unexpected  demand  and  supply  changes,  and 
 problems with third vendors.  


Industrial 


These factors derive from external factors which include new market entrant, change in strategy 
 from  competitors  or  substitutes,  new  goods  or  service  that  makes  the  venture  obsolete. 


Industrial risk arises when management are slow to respond to the changes of available good 
 and services in the marketplace.  


Financial 


This risk happens when the venture does not have the necessary capital, runs out of capital, and 
can no longer operate. This happened from the incorrect estimation of costs and revenue. 
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 Execution 


This happens when the management is unable to effectively enter and grow in the market due 
 to faulty planning and accessing. 


2.16 SWOT 


SWOT is an acronym for strengths, weaknesses, opportunities, and threats. The SWOT analysis 
 is a tool that is used to build organizable and competitive strategies by linking both internal and 
 external  factors (Gürel,  2017).  Strength  and  weaknesses  are  related  to  internal  factors,  and 
 opportunities  and  threats  represent  the  business's  interactions  with  the  external  environment 
 (Srdjevic et al., 2012). An organization can use its strengths and opportunities to set objectives. 


Threats  and  weaknesses  are  used  as  factors  to  eliminate  because  they  are  harmful  to  the 
 organization  and  its  objectives.  SWOT  helps  to  better  identify  the  internal  resources, 
 capabilities, and core competencies of an organization to assure competitiveness (Dyson, 2004).  


  


Table 6: SWOT table 
   


Internal  Strengths  Weaknesses 


External  Opportunities  Threats 


Source: (The Actionable SWOT Analysis, n.d.) 
 Problems with SWOT analysis  


The SWOT analysis does not set clear requirements to utilize the tool. The tool can be used in 
 any which way the author wants to use it. This could lead to unclear words or phrases, no clear 
 resolution of how to deal with threats or weaknesses, no obligation to verify statements, only a 
 single level analysis is required (Hill & Westbrook, 1997).   


The utilization of SWOT analyses 


The SWOT analysis will be used at the end of the business plan to help to conclude the findings 
from all sections which come before it.  SWOT analysis will be able to summarize both the 
external and internal environmental factors which affect present and future strategy.  
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3 Practical part 


3.1 Lean canvas model 


Problem 
 1. Dealerships 
 have been selling 
 cars the same way 
 for decades 
 2. Dealerships are 
 not growing 
 3. Growing 
 popularity in 
 buying a car online 


Solution 


Giving dealerships 
 the tools to sell 
 and market high 
 quality used cars 
 online under 
 nationwide one 
 brand  


Unique Value 
 Proposition 
 Selling high 
 quality used cars 
 on a singular 
 platform.  


Unfair Advantage 
 LowMiles is the 
 first to market  
 Network 


Customer 
 segments 
 Primary:  


Family car buyers 
 Quality matters 
 Status conscious 
 Secondary:  


A to B drivers 
 Environmental 
 conscious 
 Car guys 
 Key metrics 


# of units sold 
 Customer 
 satisfaction  


# of dealerships 
 using the platform 


Channels 


Marketing online 
 Selling cars online 
 Delivering cars via 
 truck and trailer 


Cost Structure 
 Human resources 
 Legal 


Marketing 
 Website and app 
 Office expenses  


Revenue Streams 


Commission on the sale of: 


1.  The car- (5% with $500 cap) 


2.  Insurance- (depends on distributors)  
 3.  Financing- (depends on distributors)  
 4.  Warranty- (depends on distributors)  


In-site advertisements 
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 3.2 Business plan 


  Address: 


  7585 South Madison Street,  
   Burr Ridge, Illinois 60525, 
   United States 


   


  Phone: 


  Michael Sagols 
  C: +1 (708)-203-2076 
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 3.3 Executive summary 


Introduction 


In the age of anxiety, the next generation of car buyers do not want to deal with annoying sales 
 representatives and travel to many dealerships before trying to purchase their next vehicle. As 
 trends show, consumers are moving parts of the car buying experience online whether that is 
 searching and comparing vehicles or moving their whole experience online. This would include 
 financing, insuring, shipping, and finding warrantee options. This new way of purchasing cars 
 completely  over  the  internet  is  growing  fast  in  popularity.  There  are  a  group  of  three 
 independent  dealerships  that are selling  cars completely  online who were able to sell nearly 
 300,000 used cars completely over the internet. Even with the high growth of this automotive 
 e-commerce,  there  is  a  large  opportunity  for  new  entrants,  more  specifically  traditional 
 dealerships.  Based  on  these  assumptions,  giving  traditional  dealerships  the  tools  to  sell  cars 
 online at a national level will help them sell more cars.  


  


Idea description  


The idea of this venture is to give traditional dealerships the opportunity to sell cars online on 
 a national scale. This would give them opportunities to grow into hard-to-reach markets which 
 could  not  be  reached  utilizing  traditional  dealership  selling  processes.  LowMiles  provides 
 dealerships to sell cars completely online to customers across the United States. This is done 
 by reaching customers using one brand and allowing them to  purchase cars online from  one 
 platform. Cars on the platform are specific to those who LowMiles wants to target. LowMiles 
 is focused on selling the highest quality used cars to customers. Where LowMiles gets its name 
 from is simple. The best indicator of a quality used car is low mileage.  


       
 Mission 


To give dealerships, the ability to expand into hard-to-reach markets, dealerships will sell cars 
 under a unified platform that will be marketed under one brand, LowMiles. 


  
 Vision 


To make LowMiles the most effective sales solution for dealerships across the United States 
 market while maintaining our uncompromising principles as we grow. 


  


Objectives 
   


Goal 1 


Creating  an  MVP  in  the  next  6  months.  This  will  be  done  by  communicating  with  our  first 
 dealership  group  and  working  with  a  website  developer.  Progress  will  be  measured  using 
 milestones  such  as  1.  Acquiring  dealership  group  who  will  work  with  us  to  create  an 
 implementation plan 2. Acquire a contract website developer to create a website 3. Finishing 
 the website 
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 Goal 2 


Acquiring  our  talent  for  our  first  year  of  operating  with  MVP.  This  will  be  measured  using 
 milestones.  1.  Uploading  job  advertisements  to  various  websites  2.  Processing  candidates  3. 


Onboarding 
   


Management team 


The company was founded by Willy Li (extensive experience in car sales and marketing) and 
 Michael Sagols (VSE student, extensive experience in the automotive industry). Willy Li has 
 owned  a  successfully  used  car  dealership  in  Burr  Ridge  Illinois  for  the  past  13  years.  His 
 dealership sits on a 50-car lot. The focus of the dealership it sells cars with low mileage. Willy 
 has sold many cars both off the lot and online. In 2019, Willy sold 1.5 million dollars’ worth of 
 cars, and half of those cars were sold online. Michael Sagols is currently studying at the Prague 
 University  of  Economics  and  Business.  Michael  Sagols  has  6  years  of  experience  in  the 
 automotive industry. Michael’s experience comes from working with Willy, working at new 
 car dealerships, and curating multimillion-dollar car collections. Michael has a strong network 
 of people in the automotive industry, including those who work or own new car through being 
 a part of the RPM Foundation. The way equity is split between management is as follows: 


Figure 1: Equity split of LowMiles 


Source: made by the author 


The split of equity is split amongst the founders, investors, and legal firms. The split between 
 founders is almost 50/50 and the rest of the equity is used to raise capital and to use the equity 
 in exchange for legal guidance. 60% of the equity will be used to raise capital and to get hold 
 of legal guidance. 


History of LowMiles 


Selling cars online is not a new idea, people have been selling cars online since the beginning 
 of  the  internet.  It  has  never  been  nearly  as  popular  as  it  is  today.  Today,  with  the  power  of 
 technology and the growing use of e-commerce, came automotive e-commerce platforms where 
 users can purchase a car online and have it shipped to their house.  


The  idea  was  developed  two  years  ago,  when  Willy  Li,  who  owns  a  small  independent 
 dealership named LowMileCars, achieved success with selling quality used cars. Nearly half of 
 all  cars  sold  were  online  sales.  To  achieve  growth  in  sales,  it  would  require  more  assets, 


23%


17%


60%


Michael Sagols
 Willy Li


Investors and legal firm
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employees,  and  marketing  which  would  increase  the  cost  to  operate  an  already  profitable 
 dealership. The founders realized that all that was needed was a platform that would allow the 
 dealership to sell cars under one national marketed brand to sell cars better in distant markets. 


Traditional dealerships have not changed the fundamental processes they use for a long time. 


Traditional  dealerships  are  set  up  to  compete  and  support  in  the  local  market  which  it  is 
 geographically  located.  This  means  that  it  is  limited  to  customers  the  customer  in  the  local 
 markets. With the tools to sell cars using e-commerce techniques, dealerships will be able to 
 sell cars to more further markets.   


3.4 PESTEL and external risk analysis  


3.4.1 Political Factors 
 Political stability  


The new Biden Harris administration is rolling back Trump-era policies and is committing to 
 tackling climate change-related issues (Feliciano, 2021). This could cause massive changes in 
 the political climate. Also, recent events that have happened over the summer, like the death of 
 George Floyd, have become a popular topic in the news and among politicians. This influences 
 new  policies  and  legislation  because  politicians  now  consider  how  it  will  affect  minority 
 communities. The government has increased its spending on these kinds of problems.  


COVID-19 


During the COVID-19 pandemic, many states placed restrictions on the movement of people to 
 slow  the  spread  of  the  virus  (CDC,  2020;  Holm  et  al.,  2020).  These  restrictions  inlcuded 
 limitations of capacity inside essential businesses, limitation on the movement between states, 
 social distancing, and closing of non-essential businesses (Andersen, 2020; CDC, 2020). This 
 has directly impacted consumer purchasing power, thus causing a decline in car sales. 


Source: made by the author 


Table 5: Political factors  Strength  Probability   Total impact/influence 


Political stability  -4  3  -12 


COVID-19 impact on politics  -6  4  -24 
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 3.4.2 Economic factors 


GDP and Covid-19 


COVID-19 has negatively affected the growth of the economy in the United States. The United 
 States  saw  an  increase  of  GDP  3.0%  (2018),  2.2%  (2019),  then  decreased  -3.5%  (2020). 


(OCED, 2021). An article was done by Daniel Bachman (2021) from Deloitte predicts that the 
 United States economy will recover as the economic activities begin to restart when more of 
 the population become vaccinated and the numbers of people infected go down. One problem 
 that  Bachman  (2021)  brings  up  that  consumers  who  have  been  holding  saving  their  money 
 which they would have spent without the pandemic, will spend it during the upcoming summer 
 of 2021. This could lead to higher prices. 


Figure 2: United States GDP (Millions $) 


Source: (OECD, 2021) 
 Consumer confidence 


Using the consumer indicator, we can see the how the confidence in consumption. Down below, 
 we can see how consumers’ confidence dropped significantly during the COVID-19 pandemic. 


According to a study done by McKinsey, 50% of consumer in the United States are expected 
 to  spend  extra,  with  high-income  millennials  planning  to  spend  the  most  (McKinsey  & 


Company, 2021). 


Table 6: Consumer confidence 


2020  2021 


Unit  Feb.  Mar.  Apr.  May  Jun.  Jul  Aug.  Sep.  Oct.  Nov.  Dec.  Jan  Feb. 


Confidence 
 Indicator 


% 
 Balance 


109  96  77  78  84  78  80  87  88  83  87  85  83 


Source: (OECD, 2021) 
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 Changes in disposable income 


According  to  the  Bureau  of  Economic  Analysis,  U.S  Department  of  Commerce,  personal 
 income decreased to $1,516.4 billion (7.1%), disposable income decreased to $1,532.3 billion 
 (8.0%)  and  personal  consumption  expenditures  decreased  to  $149.0  (1.0%).  The  impact  of 
 consumers' disposable income was a cause of the continued response from the United States 
 government to COVID-19 (Bureau of Economic Analysis, 2021). On December 27th, the U.S. 


Congress passed the Corona Response and Relief Supplement Appropriations Act, 2021 which 
 acted as the second round of economic relief (California Department of Education, 2021). This 
 explains the increase in percentage rates down below. 


Figure 3: Changes in Disposable Income October 2021- February 2021 


Source: (Bureau of Economic Analysis, 2021) 


Unemployment rates come back down as the COVID-19 pandemic stabilizes 


Amidst the COVID-19 pandemic, consumers struggled with making considerable purchases. 


The highest the unemployment rate was seen was at 15% and the current rate is 6.0% which is 
 an all-time low since the beginning of the COVID-19 pandemic (OECD, 2021). Unemployment 
 is expected to decrease in the future (Bureau of Labor Statistics, 2021). As states begin to open 
 and loosen restriction, businesses will begin to re-open, thus making giving more opportunities 
 to get jobs. Although people will be able to return to work, some might be hesitant due to being 
 risks of contracting the virus or due to being financially supported by the government.  


COVID-19 impact to the purchasing power of women 


Women have been adversely impacted during the pandemic than males. Women have spent 3 
 time  as  much  time  in  unpaid  care  and  domestic  work,  the  pay  gap  is  16%  less  on  average 
 compared to men, and 63% of women were employed versus 94% of men (UN Women, 2020). 


This not only impacts the purchasing power of women, but it also impacts the purchasing power 
 for their families as well. If one of the financial supporters of a family is unable to provide then 
 the family will be unable to purchase new cars. 


2020  2021 


Oct.  Nov.  Dec.  Jan.  Feb. 


Percent change from the preceding month 
 Personal Income 


Current dollars  -0.7  -1.2  0.5  10.1  -7.1 


Disposable Personal   
 Income 


Current dollars  -0.9  -1.4  0.6  11.4  -8.0 


Chained (2012) 
 dollars 


-0.9  -1.4  0.2  11.1  -8.2 


Price indexes: 


PCE  0.0  0.0  0.4  0.3  0.2 


PCE, excluding food   0.0  0.0  0.3  0.2  0.1 
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 Tax plans  


The  new  Biden  and  Harris  administration  proposes  tax  reform  that  could  implicate  the 
 purchasing power of consumers. Part of the proposal is to increase the federal income tax rate 
 from 21% to 28%. Furthermore, a net state income tax is approximately 2%-3% which make 
 the combination of the two-tax rate around 30% (Brockman, 2021). 


  


Growing inequality  


Households in the middle-income distribution are growing in income and consumption, though 
 at a slower rate than those in the top percentile (Sacerdote, 2020). Down below, there are two 
 graphs presented by the United States Federal Reserve which represent a comparison of assets 
 income by the distribution of wealth.  


Figure 4: Comparison of asset income ($ trillions) by percentile 


Source: (U.S. Federal Reserve, 2020) 
 Inflation analysis  


Biden said in his address to congress that he proposed to spend $10 trillion on the infrastructure 
 bill, American Families Plan, and various other bills (Doug, 2021). $4 trillion of the proposed 
 amount has already been approved by congress. This could lead to unhealthy inflation in the 
 economy due to  increased spending  by the government  causing  for an increased inflation of 
 2.3% or higher (Bernstien & Tedechi, 2021).  


Table 7: Economic factor  Strength  Probability   Total impact/influence 


COVID-19 impact on economy  -7  8  -56 


Consumer confidence  -6  3  -18 


Disposable income  -7  6  -42 


Unemployment   -6  3  -18 


Purchasing power of women  -3  5  -15 


Tax increase   -4  9  -36 


Growing inequality   5  9  45 


Inflation  -3  10  -30 


Source: made by the author 
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 3.4.3 Social factors 


  


The growing popularity in e-commerce 


According to the CDC, from March 1- March 31 the movement of people were greatly impacted 
 by restrictions set by governing bodies of the United States. During this period, 42 States and 
 territories issued mandatory stay-at-home orders (CDC, 2020). This along with, the closer of 
 non-essential  businesses  across  the  United  States  (McKenna  et  al.,  2021;  Walmsley  et  al., 
 2020),  has  negatively  impacted  the  sales  of  brick  and  mortar  stores  States  (McKenna  et  al., 
 2021; Walmsley et al., 2020). 


The covid-19 pandemic  has  positively  impacted e-commerce because consumers  are turning 
 from brick-and-mortar stores because of restrictions or fear of contracting the virus. According 
 to research, 52% of consumers avoid going to brick-and-mortar stores and crowded areas and 
 36% will avoid brick and mortar stores till they receive the COVID-19 vaccine (Bhatti et al., 
 2020) 


Growing popularity of automotive e-commerce 


During  the  pandemic  automotive  e-commerce  Carvana,  Shift,  and  Vroom  all  experienced  a 
 growth in yearly sales. Although sales at the beginning of 2020 were slowed down due to the 
 negative  effects  on  the  economy,  automotive  e-commerce  saw  a  growth  in  sales  due  to  the 
 growing popularity of online car sales.  


Figure 5: Units Sold by Shift, Vroom, and Carvana 2019 vs. 2020 


Source: (Carvana, 2021a; SaaS, 2020; Shift, 2021b; Vroom, 2021a) 
 Dealerships moving to sell cars online 


At the beginning of the pandemic in the United States, many states declared state-wide stay at 
 home orders to limit the movement of people (Times, 2020). Dealerships were forced to rethink 
 their marketing strategies (Vanhulle, 2020). Due to limited capacity orders, dealerships had to 
 find  ways  to  sell  cars  outside  their  dealerships.  Customers  in  most  states  must  set  up  an 
 appointment with  a sales representative to  look  and purchase cars.   Even though  dealerships 
 still could sell cars in person, still customers were scared to enter dealerships in fear that they 
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might  contract  the  virus.  Customers  have  been  taking  advantage  of  online  and  contactless 
 services provided by dealerships. Cars.com says in a report done in August 2020 that 1 in 5 car 
 buyers took  advantage of home delivery services and  another report was  done in  September 
 2020 that says that 3 in 5 customers said they would use such services if offered. They also 
 found that 66% of facilities offer home delivery which is up 49% from March. 


  


Social awareness of global warming 


In a study conducted by a Yale program on climate change communication and George Mason 
 University  Center  for  Climate  Change  communication  in  2019  found  nationally  represented 
 survey  of  registered  voters  that  73%  that  global  warming  was  happening,  59%  think  global 
 warming is caused by humans, and 66% are worried about global warming. More than 45% of 
 voters  say  that  candidates  who  are  running  for  president  2020,  that  their  stance  on  global 
 warming is “very important” (Leiserowitz et al., 2020). This effect the possibilities of policies 
 and legislation, which are set  to  slow down global warming,  being  passed since a candidate 
 who  is  pro-environment  will  receive  votes  from  this  group  of  voters.  This  could  mean  that 
 government officials  who support and act  on climate change  will get  votes  from  this  group. 


This could impact legislation regarding emissions and fuel prices, thus directly impacting the 
 automotive industry.  


Source: made by author 


3.4.4 Technology factors 
 Industry 4.0 


One of the trends in Industry 4.0 is automation. With the automation of processes, a business 
 can save money, time, and eliminate risks that arise from human error. LowMiles could greatly 
 benefit from automation since most processes can be automated. Services like communications 
 with  logistical  providers,  approving  finance  options,  selling  warranties  and  insurance,  and 
 processes in customer service can all be automated.  


  


Servers 


The main risk with technology is the risk of having a server or network outage. This risk can 
 be mitigated by utilizing services from a proven server provider. Also, the platform must have 
 a permanent IT specialist which is able to maintain the website in case of an overload of website 
 traffic.  


  


Table 8: Social factors  Strength  Probability   Total impact/influence 
 The growing use of e-


commerce 


8  10  80 


The growing popularity of 
 automotive e-commerce 


8  10  80 


Dealerships moving online  7  6  42 


Social awareness of global 
 warming 


-3  4  -12 
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 Availability of technology 


All the required technology to fully develop this platform is available. The long-term strategy 
 of this platform is to constantly update and implement new technology to the platform to raise 
 the barriers to entry. Since all technology is available to the venture, which means that other 
 entrants  can  copy  or  produce  technology  allowing  them  to  enter  the  market  as  well  with  a 
 similar platform 


       


Technology R&D  


Due  to  globalization,  R&D  has  become  cheaper  because  of  the  availability  of  talent  and 
 information. R&D can be outsourced by businesses to save costs and time. There are app and 
 website developers across the world who are independent contractors or large teams. Businesses 
 have many choices in the world to maximize the use of their capital when looking for the right 
 person to build new technology for their purpose.  


  


Utilization of technology in the automotive retail industry  


In the automotive world, technology is used everywhere especially in dealerships. There are 
 many  tools  that  help  dealerships  sell  cars  more  effectively.  They  use  tools  like  classified 
 websites,  to  search  and  purchase  inventory,  and  tools  to  help  them  sell  cars  off  their  lot. 


Dealerships  are  well  familiarized  with  the  availability  of  the  tools  because  of  the  strategic 
 advantages it gives them in their local markets. 


Problems with recycling lithium-ion batteries 


As  the  EV  market  grows,  more  lithium-ion  batteries  will  be  produced  to  power  the  cars. 


Currently there is no good universal solution to recycle these batteries, so these batteries will 
 end up in landfills (Jacoby, 2019). This could lead to irreversible effects on the environment. 


Governments  could  then limit  the production of  electric vehicles to  slow down the negative 
 impacts their batteries have on the environment. What this means for LowMiles, it could impact 
 the supply and demand of the used car retail industry.  


Table 9 Technologic factors  Strength  Probability   Total impact/influence 


Industry 4.0  5  9  45 


Server or network outage  -6  2  -12 


Availability of technology   -1  2  -2 


Technology and R&D  5  7  35 


Utilization of technology in 
 the automotive retail 
 industry 


3  5  15 


Recycling li-ion batteries  -4  3  -12 
Source: made by the author 
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